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1. Introduction

This document contains the project plan for the NASA Glenn Research Center (GRC) IFMP Budget Formulation (BF) Implementation Project. The purpose of this plan is to establish the objectives, strategy, processes, and controls for managing the IFMP Budget Formulation Implementation Project at GRC. The project plan, which is compliant with NASA Procedures and Guidelines (NPG) 7120.5, covers the project’s objectives, stakeholders, management, metrics, processes, schedule, and implementation, as well as the roles and responsibilities of all project stakeholders. 

1.1. Integrated Financial Management Program Overview

The mission of the Integrated Financial Management Program (IFMP), which began in 1997, is to improve financial, physical, and human resources management processes throughout the Agency. To accomplish this mission, IFMP will reengineer NASA's business infrastructure in the context of industry “best practices” and implement enabling technology to provide necessary management information.

Throughout the IFM Program, NASA’s goal is to implement a standard, Agency-wide integrated system that is compliant with federal laws and regulations and accomplishes the Agency business drivers (part of the NASA Strategic Plan). This system will improve business processes by minimizing data redundancy, standardizing information and electronic data exchanges, processing and recording financial events effectively and efficiently, and ensuring consistent information throughout the Agency. The system will also allow NASA to comply with administration (OMB Policy A-127, Joint Financial Management Improvement Program) and congressional (GPRA, FFMS, FASAB) policies, while at the same time improving the way NASA conducts business and directly contributing to the realization of the NASA Strategic Plan.

To accomplish this goal, NASA envisions integrated access to information across different business processes, sites, and programs with a single point of input for required information. The solution must be flexible enough to respond to the ever present and continuously changing technical, governmental, and legal demands. It is this integration, ease of collection and retrieval, and adaptability that will provide NASA with the ability to apply powerful information analysis and decision support tools and provide the value-added information. This information will ultimately result in more informed, more effective decision making across the broad range of functions at NASA.

In the current NASA environment, each center has its own custom-developed legacy accounting system. These systems use outdated technology and are both difficult and costly to maintain. In addition, because these systems are stovepiped in nature, it is difficult to produce a corporate view of financial data. As the Agency has transitioned to a lead center approach to managing its major programs, it has become necessary to have an integrated view of financial data across the centers. To maximize the standardization of business processes and provide a more integrated view of financial data, NASA’s goal is to implement a single, centralized database instance of financial management software. The architecture for this system relies on a server-based set of components that will be installed and maintained at the NASA ADP Consolidation Center (NACC) located at the Marshall Space Flight Center (MSFC) in Huntsville, Alabama.

On a conceptual level, the business architecture for this integrated financial system consists of integrated processes and a coordinated data flow between individual functional areas and management levels. The software applications that collectively support these business processes can be procured and implemented as individual projects as long as the integration requirements are well defined and managed during implementation. Moreover, the scope for each subsequent project can evolve as a function of decisions made during the preceding project implementations. To facilitate integration, the program selected the enterprise resource planning solution, SAP R/3, based on its ability to meet the project’s requirements and to support future IFM Program needs.

The first SAP module to be implemented as part of the IFM Program is Core Financial. Core Financial forms the backbone of the IFMP solution, and all other modules will be integrated with it, where applicable. The Core Financial module consists of the standard general ledger, accounts receivable, accounts payable, budget execution, purchasing, cost management, and general system management functions. With the Core Financial implementation in October 2002, the Agency replaced diverse systems across the centers with products that will increase operational efficiency and effectiveness.

SAP’s Strategic Enterprise Management (SEM) Budget Formulation (BF) module is separate and distinct from the Core Financial modules, which include Financial (FI), Controlling (CO), Project Systems (PS), and Funds Management (FM). While the projects are distinct, they rely heavily on each other. For example, the Budget Formulation module depends on actual data drawn from the Core Financial modules, which is then used in the BF module to build tactical and strategic plans. In turn, the Core Financial module relies on those budget formulation tactical and strategic plans from the Budget Formulation module to support the funds control and budget execution subprocesses. 

1.2. Budget Formulation Implementation Project Background

The Budget Formulation Project is one of several module projects created by the Integrated Financial Management Program. The IFM Program has selected the Goddard Space Flight Center (GSFC) in Greenbelt, Maryland as the Lead Center for the IMFP Budget Formulation Implementation project. The IFM Projects Office (Code 405) is responsible for implementing the BF functional module throughout the Agency. It will formulate the project in such a way to accomplish these objectives:

· To design and develop a solution that automates standard Agency budget formulation processes

· To test the software configuration to ensure that the Agency design is suitable for all centers

· To transition the solution to an operational status at all NASA centers.
The Budget Formulation module encompasses bottoms-up formulation of institutional, program, enterprise and Agency-level budget formulation requirements. It also supports top-down decision making, links supporting data to the resources estimates, and redistributes top-down decisions through the bottoms-up formulation as a basis for operating plans and future budget formulation cycles. The new budget formulation capability will also support budget development, advocacy, internal/external reporting, full cost budgeting, and real-time management decisions. In addition, the BF module will transmit budget information to the Core Financial module to establish full cost accounting controls. The configured Budget Formulation solution will also include templates, reports, and associated processing within a software and data warehouse tool set to facilitate service pool planning, workforce planning, center POP submissions and phasing plans, center budget submission, Agency budget aggregation, and Agency budget submission to OMB and the Congress.
Some benefits of an improved budget system include the following:

· More informed program manager decisions based on accurate, real-time budget status information

· Improved ability to analyze options and scenarios

· Improved response to internal and external budget calls based on a standardized and consistent data set and analytical and ad hoc reporting capabilities

· Improved ability to conduct full cost planning in compliance with both internally and externally mandated financial management directives

· Improved visibility of budget plans across all affected levels of the organization.

Additionally, this new budget formulation capability directly supports the President’s Management Agenda (PMA). Specifically, the “Budget and Performance Integration,” one of five key PMA initiatives, calls for results-based management in which federal agencies must match performance information with financial decision-making processes to ensure that decisions reflect and support successful programs. NASA’s new budget formulation capability will extend the Core Financial capabilities for full cost and will allow the alignment of budget plans with strategic plans, as well as enable managers to manage performance commitments more effectively.

Table 1 shows the subprocess areas that the Budget Formulation module will support.

Table 1. Budget Formulation Master Process List

	Work Force (FS41)

	Area
	Sub Area
	Process Title
	Plan/View
	Release

	WF-01
	Costs
	Plan Center FTE Costs
	Plan
	2

	WF-02
	Costs
	Calculate FTE Activity Rates
	Plan
	1

	WF-03
	Costs
	Consolidate FTE Review (HQ)
	Plan
	2

	WF-04
	WF
	Enter Primary FTE Distribution
	Plan
	1

	WF-05
	Changes
	Top Down Changes
	View
	2

	WF-06
	Costs
	Distribute FS42 Costs
	Plan
	1


	Project Planning

	Area
	Sub Area
	Process Title
	Plan/View
	Release

	PP-01
	WF
	Secondary FTE Distribution
	Plan
	1

	PP-02
	Activities
	Plan use of SP Activities (Plan, O/G, Phase
	Plan
	1

	PP-03
	Costs
	Direct Costs (Plan, O/G, Phase)
	Plan
	1

	PP-04
	Costs
	Contractors WYEs (Plan, Phase)
	Plan
	1

	PP-05
	Changes
	Top Down Changes
	View
	2

	PP-06
	Other
	Update Header Records
	Plan
	1

	PP-07
	Total Costs
	Costs, WF, SP, Activities, Phasing, O/G, G&A
	View
	1

	PP-08
	Costs
	Plan Reimbursable Projects
	Plan
	1

	PP-09
	Costs
	Plan C of F Projects
	Plan
	2


	Service Pools

	Area
	Sub Area
	Process Title
	Plan/View
	Release

	SP-01
	WF
	Secondary FTE Distribution
	Plan
	1

	SP-02
	Activities
	Plan Use of Service Pool Activities (Plan, O/G, Phase)
	Plan
	1

	SP-03
	Costs
	Direct Costs (Plan, O/G, Phase)
	Plan
	1

	SP-04
	Costs
	Contractor WYEs (Plan, Phase)
	Plan
	1

	SP-05
	Changes
	Top Down Changes
	View
	2

	SP-06
	Other
	Update Header Records
	Plan
	1

	SP-07
	Total Costs
	Costs, WF, SP Activities, O/G, G&A
	View
	1

	SP-08
	Activities
	Plan Service Pool Activity Capacity Levels
	Plan
	1

	SP-09
	Activities
	View Planned Activities (Revenue)
	View
	1


	Center General and Administrative (G & A)

	Area
	Sub Area
	Process Title
	Plan/View
	Release

	CE-01
	WF
	Secondary FTE Distribution
	Plan
	1

	CE-02
	Activities
	Plan Use of Service Pool Activities (Plan, O/G, Phase)
	Plan
	1

	CE-03
	Costs
	Direct Costs (Plan, O/G, Phase)
	Plan
	1

	CE-04
	Costs
	Contractor WYEs (Plan, Phase)
	Plan
	1

	CE-05
	Changes
	Top Down Changes
	View
	2

	CE-06
	Other
	Update Header Records
	Plan
	1

	CE-07
	Total Costs
	Costs, WF, SP Activities, Phasing, O/G, G&A)
	View
	1

	CE-08
	Total Costs
	Distribute Center G&A
	Plan
	1


	Corporate General and Administrative (G & A)

	Area
	Sub Area
	Process Title
	Plan/View
	Release

	CO-01
	WF
	Secondary FTE Distribution
	Plan
	1

	CO-02
	Activities
	Plan Use of Service Pool Activities (Plan, O/G, Phase)
	Plan
	1

	CO-03
	Costs
	Direct Costs (Plan, O/G, Phase)
	Plan
	1

	CO-04
	Costs
	Contractor WYEs (Plan, Phase)
	Plan
	1

	CO-05
	Changes
	Top Down Changes
	View
	2

	CO-06
	Other
	Update Header Records
	Plan
	1

	CO-07
	Total Costs
	Costs, WF, SP Activities, Phasing, O/G, G&A)
	View
	1

	CO-08
	Total Costs
	Distribute Center G&A
	Plan
	1

	CO-09
	Total Costs
	Corporate G&A Distribution
	Plan
	1


	General

	Area
	Sub Area
	Process Title
	Plan/View
	Release

	GE-01
	Control
	Status Tracking—Manage, Create
	Plan
	2

	GE-02
	Control
	Version Controls
	Plan
	1

	GE-03
	Changes
	Top Down Change Control
	Plan
	2

	GE-04
	Interfaces
	Post Budget to FM
	Plan
	1

	GE-05
	Interfaces
	Post Plan to PS
	Plan
	1

	GE-06
	Interfaces
	Post Consumption Data in CO
	Plan
	1

	GE-07
	Interfaces
	New Master Data—Create & Update
	Plan
	1

	GE-08
	Control
	Manage Guidelines
	Plan
	2

	GE-09
	Control
	Create Planning Folders
	Plan
	1

	GE-10
	Control
	Initiate Planning Cycle
	Plan
	1


Budget Formulation Implementation Project Plan

The purpose of the project plan is to establish an overall structure for managing the Budget Formulation module implementation and its related processes at GRC. GRC’s project plan will act as a contract between the Implementation Manager, executive sponsor, project team, and other management entities at GRC that are associated with or affected by the BF project. This project plan will also serve as a contract between NASA Glenn Research Center and the IFM Budget Formulation Project Office. This project management plan will describe the processes necessary to ensure that all areas of the project will be properly coordinated. When implemented, these processes will improve GRC’s ability to meet its cost, schedule, functionality, and product quality goals.

The project plan will also describe the project’s history and the series of events leading up to its inception. It will cover previous initiatives, business environment changes (which may be related to competition, regulation, or resource availability), and the impetus and rationales for the project. 

Another element of GRC’s project plan is the project approach. The project approach will detail how the project methodology, task structure, and various management techniques will be used to effectively meet the objectives and requirements of the project. It also will cover the general requirements, performance goals, organization, and management structure that GRC will employ to complete the project. The project approach, in short, will identify the “character” of the project.

In addition, GRC’s project plan will present the goals and objectives of the project and explain how meeting them will in turn support corporate and government objectives and goals. It will also provide background on why the project has been commissioned and what can be achieved from it. Moreover, the project plan will establish a time frame for meeting established objectives, as well as identify the project’s expected results and potential benefits. Lastly, the plan will define a clear method for monitoring and measuring GRC’s progress in meeting its objectives.

2. Objectives

The Objectives section identifies the IFM Program objectives and the Budget Formulation functional drivers designed to meet those objectives. Additionally, the section details performance indicators and success criteria, which both measure the degree to which the functional drivers are being achieved.

2.1. Agency Business Drivers

During IFM Program formulation, five Agency business drivers (goals) were developed based on the Agency strategic plan. Project success will be evaluated by how well the Budget Formulation module supports these defined Agency business drivers:

· Provide timely, consistent, and reliable information for management decisions—Implement standard systems and processes, data integration, and a single point of data entry, which will eliminate reconciliation and provide every management level with consistent data for financial and program decision making. The IFM Program will also provide analysis and reporting tools to get the right information to the right people at the right level so that they can make timely, informed decisions.

· Improve NASA's accountability and enable full cost management—Implement full cost accounting, resulting in increased accountability by providing the means to understand cost drivers, determine total program costs, and relate costs to value. This will allow the Agency to manage programs using full cost management techniques and enhance the ability to manage institutional capabilities.

· Achieve efficiencies and operate effectively—NASA must evaluate and improve the efficiency and effectiveness of business processes to appropriately support mission program requirements. Budgets and staffing levels have already been reduced in many administrative areas. New tools are required to ensure that processes operate effectively (the results are what the processes intended and they facilitate accomplishing NASA values, such as enhancing safety), are conducted efficiently (reduce resources to implement the processes), and result in overall savings to the Agency (the products managed or acquired by the process are better or cost less).

· Exchange information with customers and stakeholders—Implement the infrastructure and tools that will provide information internally and externally to increase Agency level accountability, achieve integrity of data and information, and communicate the cost effectiveness of NASA's actions.

· Attract and retain a world-class workforce—Continue to attract and retain highly qualified individuals to support the goals and objectives of the strategic enterprises and the infrastructure of the Agency. To accomplish this, the IFM Program will provide tools to enable NASA to compete with commercial markets for a highly motivated workforce representing a broad range of skill levels; provide tools to our employees that minimize their frustration and maximize their ability to perform value-added functions; and enhance the ability of employees to work in teams across organizations and functions.

2.2. Functional Drivers

Functional drivers and specific measures of success, which support the broader Agency business drivers, provide a framework for project commitments. The Budget Formulation Project has developed a set of functional drivers that will allow for the evaluation of benefits resulting from the implementation of the IFMP Budget Formulation system and its processes. These functional drivers will also lead to performance measures and success criteria that are the basis for measuring the progress and realization of benefits. Table 2 provides the Budget Formulation Project functional drivers and their relationship to the Agency business drivers.

Table 2. Budget Formulation Project Functional Drivers

	
	Business Driver
	What It Means
	BF Functional Drivers

	1
	Provide timely, consistent, and reliable information for management decisions
	· Get the right information to the right people at the right level so they can make timely, informed decisions

· Single point of data entry

· Eliminate reconciliations—every level looks at consistent information

· Financial and program data are the same
	Establish standard and efficient processes to provide budget data for management analysis and reporting

	2
	Improve NASA’s accountability and enable full cost management
	· Provide the ability to understand cost drivers and relate cost to value

· Allow the Agency to manage programs using full cost management techniques

· Enhance the ability to manage institutional capabilities
	Implement a system to support formulation of components of a full cost budget

	3
	Achieve efficiencies and operate effectively
	· Improve efficiencies of business processes

· Ensure that the products NASA produces are safe, less costly, and more capable
	Achieve efficiency and an overall reduction in maintenance costs with the elimination of multiple budget systems

Integrate budget data with the Core Financial IFM module to support budget execution

	4
	Exchange information with customers and stakeholders
	· Achieve integrity of data and information

· Communicate cost effectiveness of NASA's actions

· Provide information internally and externally to increase Agency accountability
	Provide an integrated and consolidated budget information source to facilitate sharing of data across various levels of the Agency

	5
	Attract and retain a world-class workforce
	· Provide tools to enable NASA to compete with commercial markets for a highly motivated workforce representing a broad range of skill levels

· Provide tools to our employees that minimize their frustration and maximize their ability to perform value‑added functions
	Establish an automated system that reduces tedious and highly manual processes to enable users to do their jobs more effectively


2.3. Performance Indicators

The GPRA of 1993, 31 U.S.C. 1115 (a)–(e), and OMB Circular A-11 require agencies to submit annual performance plans that include performance measures. A complete performance measure must include “a target level of performance expressed as a tangible, measurable objective against which actual achievement can be compared, including a goal expressed as a quantitative standard, value, or rate.”
 Such a “target” is normally identified as some level of change to baseline data or through a commitment to a new capability or process.

The Budget Formulation Agency Process Team has identified consensus areas for improvement, which will be enabled though the Budget Formulation Project. The functional process owners at the Agency and center levels approved these improvement areas. Current differences in business process flows among the nine centers and the Agency headquarters result in a lack of comparable baseline data. As a result, the areas for improvement will be used to form a basis for prioritizing effort in the project. While the targeted degree of improvement will initially be expressed in more general terms, such as “increase” or “reduce,” the fidelity of these targets will improve over time as consistent operational data is gathered.

2.4. Budget Formulation Module Success Criteria

Specific success criteria have been developed for each defined functional driver. The Budget Formulation module’s success criteria will be measured at three levels: at today's baseline, as an ideal or goal, and at target or minimum acceptable levels. The performance measures in Table 3 will be used to assess the success of the Budget Formulation investment and its impact on GRC.

Table 3. Project Management Success Criteria

	Project Element
	Performance Measure
	Goal

	Cost
	Ability to meet cost commitments
	Project budget and reserve are not totally expended through June 2004.

	Schedule
	Ability to meet schedule commitments
	Shifts in Center's implementation schedule will not negatively impact BFPO's milestone control points.

	Risk
	Ability to control project risks
	Successfully mitigate, if possible, all remaining high severity technical risks and change management risks during all critical time periods.


2.4.1. Design Performance Measures

Design performance measures are simulated during software testing and are used to measure the degree to which functional drivers are being met during the design and implementation phases. Table 4 lists the design measures for the BF module.

Table 4. Budget Formulation Design Performance Measures

	Functional Drivers
	Design Performance Measures

	Establish standard and efficient processes to provide budget data for management analysis and reporting
	· Demonstrate an Agency-wide reporting capability at various levels of the organization using predetermined formats and an ad hoc reporting capability

· Demonstrate the system supports Agency-wide budget process flows, including a standard process for the centers to submit data to the enterprises

	Implement a system to support the formulation of components of a full cost budget
	· Demonstrate the ability of the system to support formulation of budget requirements for all elements of a full cost budget

	Achieve efficiency and an overall reduction in maintenance costs with the elimination of multiple budget systems
	· Demonstrate a single Agency system for the bottoms-up formulation of program budget requirements and the realization of top down budget decisions

	Integrate budget data with the Core Financial module to support budget execution
	· Demonstrate the ability of the system to develop an operating plan and transfer the formulated control budget and detailed plans to the Core Financial module

	Provide an integrated and consolidated budget information source to facilitate sharing of data across various levels of the Agency
	· Demonstrate the ability to support Agency, Enterprise, Lead Center, Performing Center, Program and Project budget processes in a consolidated system that minimizes duplication of data

	Establish an automated system that reduces tedious and highly manual processes to enable users to do their jobs more effectively
	· Demonstrate the automation of key budget development activities at various organizational levels using standardized templates, processes, and data controls

· Demonstrate the ability to compare and analyze data from multiple formulation cycles, including the ability to produce reports showing detailed trace ability among cycles

· Demonstrate usability of the system through the involvement of a user focus group during the design phase


2.4.2. System Status

Following the implementation of the Budget Formulation module, several budgeting systems will be eliminated at GRC. Eliminating multiple budgeting systems meets one of the design performance measures because it enables the center to achieve greater efficiency and an overall reduction in maintenance costs. Table 5 contains these systems.

Table 5. System Status

	System/Process/Data Store
	Scope
	Short Name

	Acquisition Management System
	Agency
	AMS

	Agency-Wide Data Optical Storage System
	Agency
	ADOSS

	Brio
	GRC
	Brio

	Glenn Budget Planning and Reporting System
	GRC
	LewPlan

	Glenn Open Files
	GRC
	LewisLib

	Glenn Program Operating Plan
	GRC
	LewPop

	Lookup Tables
	GRC
	IVATBL

	NASA Budget Repository
	Agency
	BRIC

	NASA Budget System
	Agency
	NBS

	NASA Personnel/Payroll System
	Agency
	NPPS

	Reimbursable Allocation Management System
	GRC
	RAMS

	Time and Attendance System
	GRC
	TADS


Operational Performance Measures

Operational performance measures have been established to gauge process/system improvements resulting from the new Agency solution. These operational performance measures, which are mapped to the project’s functional drivers, will be baselined prior to rollout to establish a benchmark for the “as-is” condition. After implementation, the operational measures will be re-measured to determine the delta from the baseline. The delta will be mapped to the success criteria to evaluate the success of each operational measure, the associated functional driver, and by reference, the project. This comparative analysis will allow GRC to determine that the system implementation was a success, as well as identify areas in the design that fell short of meeting current system functionality.

Because of the protracted rollout brought about by the need to mesh the new processes and functionality with the federal budget cycle, the project will conduct an initial assessment after the implementation of the first budget cycle (January 2005) and a final assessment after the second budget cycle (January 2006). Success criteria have been established for both the initial and final assessments.

Table 6 depicts functional drivers, associated success criteria, and operational performance measures.

Table 6. Budget Formulation Operational Measures

	Functional
Driver
	Performance Measures
	Baseline Metric
	Baseline
Approach
	Performance Metric
	PM Approach
	Special Notes

	Establish standard and efficient processes to provide budget data for management analysis and reporting
	Percentage of the Agency's budget formulation reporting requirements provided for various levels of the organization, as specified in the process flows and documented reporting requirements
	Number of standard reports identified for the system
	During the formulation phase, the BF Process Team will develop a set of reports required to support Budget Formulation. 
	The % of standard Budget Formulation report requirements met, computed as: number of standard reports satisfied by the BF system/Number of standard report requirements identified

Success Criteria: At least (XX% - initial assessment and 90% - final assessment) of identified standard budget report requirements, relevant to the capability implemented during the assessment period, are satisfied by the BF system
	The Design and Implementation effort will address identified reporting requirements for the Budget Formulation activity. A standard reporting capability will be developed and included within the system. The Project Team will map the BF System's standard reports to identified requirements, noting the standard reports met and not met by the BF system. The performance measure will be computed and compared to the success criteria. 
	Initial assessment will occur after the completion of the first full budget cycle (January 2005). The final assessment will occur after a second budget cycle is completed (January 2006). Initial assessment % to be determined when implementation approach is finalized. In addition to the initial and final assessments, a stakeholder focus group will be providing feedback on the Budget Formulation module throughout the design and implementation phase.

	Establish standard and efficient processes to provide budget data for management analysis and reporting
	Percentage of standard defined Agency Budget Formulation processes that can be accomplished by the system. 
	Standard set of defined Agency BF processes approved by the BF Steering Committee to be supported by the BF system
	A set of standard Agency BF processes will be established by the BF Process Team during the Formulation Phase. The Operational Concept Document will identify the standard processes to be supported by the BF system. 
	The % of standard Agency BF processes that can be accomplished by the system, computed as: Number of standard processes satisfied by the BF system/Number of Agency standard BF processes approved by the BF Steering Committee in the Operational Concept Document to be supported by the BF system

Success Criteria: At least (XX% - initial assessment and 90% - final assessment) of identified standard Agency BF processes, relevant to the capability implemented during the assessment period, can be accomplished by the system
	The Design and Implementation effort will address identified standard Agency BF processes. A set of processing capabilities will be developed and included within the system. The Project Team will map the BF system's processing functionality to identified requirements, noting the standard processes met and not met by the BF system. The performance measure will be computed and compared to the success criteria. 
	Initial assessment will occur after the completion of the first full budget cycle (January 2005). The final assessment will occur after a second budget cycle is completed (January 2006). Initial assessment % to be determined when implementation approach is finalized. In addition to the initial and final assessments, a stakeholder focus group will be providing feedback on the Budget Formulation module throughout the design and implementation phase.

	Implement a system to support formulation of components of a full cost budget
	Percentage of full cost structures and processes, defined by the Agency Full Cost Implementation Guide, that are met by the system. 
	List of structures and processes necessary to satisfy full cost as identified in the Agency Full Cost Implementation Guide
	The Project Team will review the Agency Full Cost Implementation Guide and extract a list of required structures and processes. This list will be updated if/when the Implementation Guide is modified as required to support Core Financial.
	The % of required full cost structures and processes met by the system, computed as: Number of required structures and processes satisfied by the BF system/Number of structures and processes identified in the Agency Full Cost Implementation Guide

Success Criteria: At least (XX% - initial assessment and 100% - final assessment) of required full cost processes, relevant to the capability implemented during the assessment period, can be accomplished by the system. 
	The Design and Implementation effort will address identified required full cost structures and processes. A set of processing capabilities will be developed and included within the system. The Project Team will map the BF system's processing functionality to identified requirements, noting the standard full cost structures and processes met and not met by the BF system. The performance measure will be computed and compared to the success criteria. 
	Initial assessment will occur after the completion of the first full budget cycle (January 2005). The final assessment will occur after a second budget cycle is completed (January 2006). Initial assessment % to be determined when implementation approach is finalized. In addition to the initial and final assessments, a stakeholder focus group will be providing feedback on the Budget Formulation module throughout the design and implementation phase.

	Achieve efficiency and an overall reduction in maintenance costs with the elimination of multiple budget systems
	Percentage of Agency and Center supported legacy budget formulation systems (used to support budget planning at the 11 digit programmatic level and above) that are eliminated 
	Number of Agency and Center supported legacy budget formulation systems 
	The Agency and Centers' response to the data call in support of the Budget Formulation Business Case identified Agency and Center-supported systems used for Budget Formulation. A list of those systems will be extracted from the BF Business Case 
	The % of Agency and Center supported legacy budget formulation systems eliminated, computed as: Number of Agency and Center legacy systems eliminated because their functionality has been replicated in the BF system/Number of Agency and Center-supported legacy budget formulation systems.

Success Criteria: At least (XX% - initial assessment and XX% - final assessment) of Agency and Center-supported legacy systems are eliminated. 
	The BF Process Team will identify the functionality required by the BF system according to the BF Steering Committee approved standard Agency process flows. After implementation, the Agency and Centers will judge the effectiveness of the BF system in addressing the functionality specified by the process flows and detailed requirements. It is expected that the Agency and Centers will eliminate legacy systems that are no longer needed. The Functional Owner will survey the Agency and Centers to determine which and how many systems have been eliminated. The performance measure will be computed and compared to the success criteria. The Functional Owner will discuss with management, the reasons for keeping any legacy systems in an effort to determine if upgrades to the BF system are warranted.
	Initial assessment will occur after the completion of the first full budget cycle (January 2005). The final assessment will occur after a second budget cycle is completed (January 2006). Initial and final assessment % to be determined when implementation approach is finalized. In addition to the initial and final assessments, a stakeholder focus group will be providing feedback on the Budget Formulation module throughout the design and implementation phase.

	Integrate budget data with the Core Financial IFM module to support execution
	Ability of the system to automatically transfer the formulated approved operating plan for the Agency from SEM into Core Finance Module at the funds control level. 
	N/A
	N/A
	Transfer of the Agency operating plan into Core Finance can be automatically accomplished.

Success Criteria: Capability for the automated transfer of the Operating Plan into Core Finance exists and works successfully.
	The BF Project Team will confirm that the capability exists to automatically move the formulated approved operating plan for the Agency from SEM into Core Finance module at the funds control level. The successful operation of this capability will be validated during system testing. 
	Initial assessment will occur after the completion of the first full budget cycle (January 2005). The final assessment will occur after a second budget cycle is completed (January 2006). In addition to the initial and final assessments, a stakeholder focus group will be providing feedback on the Budget Formulation module throughout the design and implementation phase.

	Integrate budget data with the Core Financial IFM module to support execution
	Ability of the system to automatically transfer the lower level approved operating plan for the Agency from SEM into Core Finance Module at the desired level of detail to support planned vs actual tracking within the Core Business Warehouse environment. 
	N/A
	N/A
	Transfer of the lower level approved operating plan into Core Finance can be automatically accomplished.

Success Criteria: Capability for the automated transfer of the lower level Operating Plan into Core Finance exists and works successfully.
	The BF Project Team will confirm that the capability exists to automatically move the lower level approved operating plan for the Agency from SEM into Core Financial at the desired level of detail to support planned vs actual tracking. The successful operation of this capability will be validated during system testing. 
	Initial assessment will occur after the completion of the first full budget cycle (January 2005). The final assessment will occur after a second budget cycle is completed (January 2006). In addition to the initial and final assessments, a stakeholder focus group will be providing feedback on the Budget Formulation module throughout the design and implementation phase.

	Provide an integrated and consolidated budget information source to facilitate sharing of data across various levels of the Agency
	Percentage of targeted users that have been trained and have access to the Budget Formulation Module 
	Number of users targeted for the Budget Formulation Module
	In the Implementation Plan, the BF Process Team will determine the number of users from the NASA budget community that are targeted for training and access to the Budget Formulation Module 
	The % of targeted users that have been trained and have access to the Budget Formulation Module, computed as: the number of users trained and having access to the Budget Formulation Module/ number of targeted users.

Success Criteria: At least (XX% - initial assessment and XX% - final assessment) of the targeted users, projected in the Implementation Plan, have been trained and have access to the Budget Formulation Module.
	The BF Project Team will evaluate the Budget Formulation system User Access Table to determine the number of authorized users having direct access to numeric and narrative budget guidance and evaluate the training class rosters to determine the number of users trained on the system. The performance measure will be computed and compared to the success criteria. 
	Initial assessment will occur after the completion of the first full budget cycle (January 2005). The final assessment will occur after a second budget cycle is completed (January 2006). Initial and final assessment percentage to be determined when the Implementation Plan is finalized to determine the targeted number of users for the BF system. In addition to the initial and final assessments, a stakeholder focus group will be providing feedback on the Budget Formulation module throughout the design and implementation phase.

	Establish an automated system that reduces tedious and highly manual processes to enable users to do their jobs more effectively
	Percentage of user evaluations, from authorized users, that rate the system more effective in supporting standard formats and processes 
	N/A
	N/A
	Percent of users who rate the BF system as more effective in supporting standard formats and processes, computed as: Number of survey respondents rating the system as very effective/Total number of survey respondents.

Success Criteria: At least (50% - initial assessment and 75% - final assessment) of survey respondents rate the system as more effective. 
	After implementation, the Agency and Centers will judge the effectiveness of the BF system in supporting standard formats and processes. The BF Process Team representatives will survey a sample of BF users at the Agency and each Center. The performance measures will be computed and compared to the success criteria. The BF Process Team representatives will discuss the results of the surveys with the respondents in an effort to determine if upgrades to the BF system are warranted.
	Initial assessment will occur after the completion of the first full budget cycle (January 2005). The final assessment will occur after a second budget cycle is completed (January 2006). In addition to the initial and final assessments, a stakeholder focus group will be providing feedback on the Budget Formulation module throughout the design and implementation phase.

	Establish an automated system that reduces tedious and highly manual processes to enable users to do their jobs more effectively
	Percentage of user evaluations, from authorized users, that rate the system more effective in comparing data from multiple formulation stages 
	Level of user satisfaction with current Agency and Center supported Budget Formulation systems' ability to support data comparisons across multiple formulation stages.
	The BF Process Team will develop and administer a user satisfaction survey to a sample of the BF user community at the Agency and each Center after implementation of the BF system. The survey will assess satisfaction with the former Agency and Center supported Budget Formulation systems. 
	Percent of users who rate the BF system as more effective in supporting data comparisons across multiple formulation states, computed as: Number of survey respondents rating the system as more effective/Total number of survey respondents.

Success Criteria: At least (50% - initial assessment and 75% - final assessment) of survey respondents rate the system as more effective. 
	After implementation, the Agency and Centers will judge the effectiveness of the BF system in supporting data comparisons across multiple formulation stages. The BF Process Team representatives will survey a sample of BF users at the Agency and each Center. The performance measures will be computed and compared to the success criteria. The BF Process Team representatives will discuss the results of the surveys with the respondents in an effort to determine if upgrades to the BF system are warranted.
	Initial assessment will occur after the completion of the first full budget cycle (January 2005). The final assessment will occur after a second budget cycle is completed (January 2006). In addition to the initial and final assessments, a stakeholder focus group will be providing feedback on the Budget Formulation module throughout the design and implementation phase.

	Establish an automated system that reduces tedious and highly manual processes to enable users to do their jobs more effectively
	Percentage of user evaluations, from authorized users, that rate the system as user friendly
	Level of user satisfaction with current Agency and Center supported Budget Formulation systems' usability
	The BF Process Team will develop and administer a user satisfaction survey to a sample of the BF user community at the Agency and each Center after implementation of the BF system. The survey will assess satisfaction with the former Agency and Center supported Budget Formulation systems. 
	Percent of users who rate the BF system as user friendly, computed as: Number of survey respondents rating the system as user friendly/Total number of survey respondents.

Success Criteria: At least 75% of survey respondents rate the system as user friendly. 
	After implementation, the Agency and Centers will judge the usability of the BF system. The BF Process Team representatives will survey a sample of BF users at the Agency and each Center. The performance measures will be computed and compared to the success criteria. The BF Process Team representatives will discuss the results of the surveys with the respondents in an effort to determine if upgrades to the BF system are warranted.
	Initial assessment will occur after the completion of the first full budget cycle (January 2005). The final assessment will occur after a second budget cycle is completed (January 2006). In addition to the initial and final assessments, a stakeholder focus group will be providing feedback on the Budget Formulation module throughout the design and implementation phase.


3. Customer Definition and Advocacy

Any individual or group who will be impacted by or who will benefit from the GRC implementation of the Budget Formulation module is considered a customer, or stakeholder, in this project. The following section defines these customers of the project at the management and department levels at GRC.

At the GRC management level, the primary customers for the Budget Formulation Project are the Center Resources Directors, which usually hold the position of Deputy Chief Financial Officer (CFO) for Resources (DCFO-R). These individuals are responsible for the budget formulation processes that will be reengineered and automated under this project. As such, these customers play a strong role in defining project requirements and priorities, as well as evaluating the success of the project. Their organizations and staff will be impacted by the new processes and procedures and may derive direct work-related benefits from the new system. 

The GRC Resources Management organization will be most impacted by the new system. The efficiencies gained will allow users to focus on their business functions without relying on decentralized legacy systems, processes, and manual reports. The Program/Project Managers, including institutional managers and senior executives, as well as the resource analysts, are also stakeholders who will use system data to make critical decisions.

To be successful, the GRC Budget Formulation Project must build a coalition of advocates among and across many levels of the center. The customers and stakeholders identified above must also have a desire for change and the willingness to fund and support it.

To achieve advocacy and support across GRC, IFMP has established a multi-tiered governance structure composed of the following members:

· GRC IFM Steering Council—The GRC IFMP Steering Council is chaired by Julian Earls (Center Deputy Director) and includes Rick Bailer (Deputy Chief of the Office of Human Resources), Sasi Pillay (Chief Information Officer), Bob Fails (Chief Financial Officer), Randall Furnas (Director of Engineering and Technical Services), Olga Gonzalez-Sanabria (Chief of Plans and Programs Office), Jaiwon Shin (Deputy Director of Aeronautics Directorate), Rudolph Saldana (Director of Space Directorate), Gary Seng (Director of Aero-Propulsion Research Program), Vernon Wessel (Director of the Office of Safety and Assurance), and Woodrow Whitlow (Director of Research and Technology Directorate). The governing role of the GRC IFMP Steering Council is to approve the project plan. In addition, the Council advises, endorses, and acts as advocates for the changes required by the implementation of new business processes and systems. This council also serves as the project steering council for budget formulation at GRC.
· Agency Process Team—An Agency Process Team has been established for each functional module and consists of functional representatives from the Centers and NASA Headquarters. The governing role of the Agency Process Teams is to develop standard, Agency-level business processes specific to each functional module. A Budget Formulation Process Team has already been established for this project and includes the GRC Implementation Manager.

Customer advocacy is a primary responsibility of the change management function established at the program, project, and centers levels. Change management plans at the program and project levels will be documented and executed.

During formulation of the project, the BF Process Team developed functional drivers, standard Agency processes, requirements, and success measures. The results establish the scope of the project and ensure that the initiative will result in an Agency-wide solution. The IFM Program Director and BF Project Steering Committee have approved the BF scope document. During the acquisition process, the BF Process Team evaluated the potential software solution to determine significant functional gaps in order to support selection by the Agency’s senior functional owner (the Director of Resources Analysis Division).

During the Project implementation phase, the BF Project Steering Committee will periodically review the implementation plans and accomplishments of the project to ensure a smooth transition to the new processes at each center and address cross-center issues. On an as-needed basis, the BF Project Manager will present the BF Project Steering Committee with management issues, such as emergent gaps in software functionality for advice and resolution.

The IPSC will review the planning, development, and implementation of the IFM application and technical architectures to ensure compatibility with Agency-level IT architectures, policies, NASA Procedures and Guidelines (NPGs), NASA Policy Directives (NPDs), and standards. The Committee will also facilitate the adoption and deployment of each IFM software module's technical architecture within the current and long range Agency IT architecture. By including these groups directly in the decision making process, they have a vested interest in, and control of, the outcome and success of the IFM Program.

4. Project Authority

The CFO Act of 1990 directs each Agency CFO to develop and maintain an integrated Agency accounting and financial management system. NASA’s CFO has primary responsibility and authority and is the approving official for the IFM Program. The CFO is responsible for ensuring that the Program meets externally mandated requirements while satisfying internal customers’ needs in a cost-effective manner. The IFM Program Director, who is located at NASA Headquarters and who reports to the Agency CFO, has lead responsibility for IFM Program management.

Project authority is delegated from IFM Program Director through the GSFC Center Director to the Budget Formulation Project Manager within the Code 405 IFM Projects Office of the GSFC's Flight Program and Projects Directorate. 

Figure 1 depicts this overall authority and coordination flow.
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Figure 1: Budget Formulation Project Authority and Coordination Flow

The Agency Program Management Council (PMC) will serve as the governing PMC (GPMC) for the IFM Program. The Agency PMC reviews the program formulation efforts and provides program approval. The PMC will assess program planning and implementation at the Agency level and provide oversight and direction. Other governing PMCs will assess project planning and implementation at a Center level and provide oversight and direction.

The IFM Program Steering Council acts as a forum for reviewing program structure and integration issues and for key decision-making regarding project scope and integration among all IFM Projects.

As the Lead Center, GSFC is responsible for formulating the BF Project and implementing the BF solution. The GSFC PMC will serve as the governing PMC (GPMC) for the BF Project. The GSFC PMC will assess BF project planning and implementation, provide oversight, and ensure accountability.

The BF Project Steering Committee is a decision-making organization that provides advice, counsel, guidance and decisions to the BF Process Team and BF Project, particularly for functional issues and change management planning.

5. Management

The Management section identifies the management, governance structures, and corresponding roles and responsibilities for the BF Project.

5.1. GRC Budget Formulation Project Organization

Figure 2 depicts the organization of project staff for the GRC Budget Formulation implementation.
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Figure 2. GRC Budget Formulation Project Team

5.2. Specific Roles and Responsibilities

The following section outlines the roles and responsibilities of each member of the GRC Budget Formulation implementation team.

5.2.1. GRC Budget Formulation Implementation Team

As a receiving center, GRC is responsible for the successful implementing the Budget Formulation module at the center. GRC also has the authority to and is responsible for performing pre-implementation efforts, managing the center-level implementation process, and executing post-implementation activities.

The following sections detail the roles and responsibilities for GRC Budget Formulation Implementation Team members. The GRC Implementation Team must work closely with the Agency Team to define all requirements and to ensure successful delivery of the Budget Formulation Project.

In the GRC Budget Formulation Implementation Team organization, people are either matrixed (full-time or part time at 25-75% FTE) to the project from the support organizations at GRC or from contracts that support project management. The GRC Budget Formulation Implementation Team consists of the following key roles:

· Implementation Manager

· Technical Leads

· Process Leads

· Systems Integration

· Change Management

· Training

· Project Support

· Center Application Administrator

The GRC Budget Formulation Project Team resources will provide detailed functional and technical knowledge of the center-specific activities and systems. Overall, the GRC Budget Formulation Team’s responsibilities include the following:

· Communicating and coordinating with the Budget Formulation Project Office

· Managing GRC implementation activities

· Participating in requirements design workshops and reviews

· Supporting the development of testing and training materials

· Delivering end-user training

· Ensuring that desktops are appropriately configured (i.e., the technical environment required for implementation)

· Participating in system testing

· Identifying system users, roles, and data access privileges

· Establishing the Budget Formulation Help Desk and understanding the relationship to the IFMP Competency Center (IFMPCC) Help Desk

· Establishing a Center Application Administrator to manage center configuration data and security tables

· Confirming center master data

· Managing risks and issues associated with center implementation.

Implementation Manager

The Budget Formulation Implementation Manager is responsible for the implementation at GRC. The Implementation Manager’s activities include the following:
· Lead, direct, coordinate the teams that make up the implementation project for GRC

· Accountable for project success and representing progress and issues to center management as well as the Budget Formulation Project Office.

· Leading the implementation of post implementation support requirements, including help desk and application administration, and ensuring that Center management is aware of the responsibility 

· Developing a center budget formulation project plan consistent with NPG 7120.5

· Obtaining commitments to support the project

· Contracting for implementation services as required

· Executing risk management, including the identification, analysis, resolution, and reporting of risks

· Developing and managing the center implementation schedule

· Reporting project status to the Budget Formulation Project Office

· Participating in the management information exchange

· Managing the project within the resources and budget allocations identified in the project plan
· Providing management oversight of the NASA and contractor resources assigned to the project.

Technical Leads

The role of the Budget Formulation Technical Leads is to provide advisory services to the business process efforts. The Technical Leads provide overall technical expertise and coordination to the integration of a new Budget Formulation process. They are available to support all teams at the Agency and Center level.

Process Leads

The role of the Budget Formulation Process Leads is to lead the business process efforts, including the following:

· Overseeing requirements definition

· Understanding Agency processes
· Participating in conference room pilots and system integration testing

· Conducting the center gap analysis and recommending business process realignment

· Overseeing requirements definition (Level IV and V requirements)

· Serving as the GRC focal point for BFPO communication and coordination.

Systems Integration

The Budget Formulation Systems Integration role is to resolve all technical issues. This role includes infrastructure issues, such as the following:

· Performing desktop setups

· Ensuring performance

· Overseeing system testing efforts

· Determining the necessary steps to keep continuity between the Budget Formulation system and center’s legacy systems with support from the BFPO Information Technology (IT) Lead and center business-computing contractor, which includes resolving interface issues and retiring legacy systems
· Managing technical issues to their conclusion (i.e., identifying and defining a technical issue; identifying the decision makers; identifying impacts, options, and making a recommendation; and bringing the question to conclusion in a logical manner).

Change Management

The Budget Formulation Change Management role is to ensure that the change management strategy is in place to support the center during the Budget Formulation implementation. The Change Management role must also secure the appropriate resources to assist in executing the plans that have been developed. This role is responsible for GRC communications associated with the Budget Formulation Project and rollout. The Change Management tasks will be completed by a project support contractor with oversight from Karin Gornick, who will serve as the Change Management lead as well as Center IFM Implementation Manager. The Center Change Management Lead is responsible for the following:

· Developing the GRC Budget Formulation Releases 1 and 2 change management plan

· Completing the stakeholder analysis

· Completing a center-specific communications plan

· Tailoring project communication materials for center audiences

· Distributing communication materials, holding briefings, workshops, and so on

· Coordinating with the Implementation Manager to understand the center rollout schedule (i.e., the timeframes when user groups will begin using the system) 

· Performing an assessment of user acceptance

· Reporting status to the BFPO Change Management Team.
Training

The Budget Formulation Training role is to acquire training on Budget Formulation and identify any team training, as well as plan and conduct training. This role will be filled by the Marty Jacobs, who is a Technical Lead, with contractor support as required. The Center Training Lead is responsible for the following:

· Completing a center-specific training plan

· Managing the training logistics at the center, including scheduling rooms, equipment, classes, and trainers and tracking registration

· Monitoring the training at the center, ensuring evaluations are distributed, and sending them back to the BFPO Change Management team

· Reporting status to the BFPO Change Management Team

· Understanding the BFPO training approach and developing the GRC-specific approach

· Overseeing any GRC customization the Agency training materials

· Ensuring that trainers are identified and trained (including Help Desk staff)

· Developing provisions for steady-state training.

Project Support

The Project Support role is to provide advisory services and support implementation activities from an overall project perspective, including the following:

· Change management development and implementation

· Risk management development and implementation

· Project management

· Cutover planning

· Testing planning

· Help Desk planning.

Center Application Administrator

The Center Application Administrator is responsible for configuring and administering Budget Formulation at the center level. This role includes the following functions:

· Maintaining, troubleshooting, and solving problems associated with system configuration management

· Serving as the Document Control Manager for the GRC Budget Formulation Project
· Maintaining center-specific configuration and security tables for the Budget Formulation system

· Working with the Technical Lead to ensure databases are in place for training and production.

Extended Teams

An important aspect of budget formulation is an understanding of key full cost components (Program/Project, Service Pool, General & Administrative (G&A)). The GRC Budget Formulation implementation project has four extended teams consisting of the following subject matter experts:
· Program/Project (4-6 members; including external business)

· Service Pool (4-6 members)

· G&A (4-6 members)

· Workforce/Fund Source-41 (4-6 members)

The activities of these extended teams include the following:

· Providing overall project and software orientation

· Learning the new system and its terminology

· Reviewing documentation

· Understanding the current processes and conceptualizing new ways of doing business

· Supporting the validation of gap analyses findings and assisting in developing gap workarounds

· Developing configuration and rollout strategies

· Assisting in communicating to the center new ways of doing business

· Assisting in resolving questions on policy and system functional needs

· Providing subject matter expertise support where needed

· Supporting the planning and implementation of GRC training

5.2.2. Project Office at Goddard Space Flight Center

The project team at GRC will work closely and in a collaborative fashion with the teams that are leading the project teams from Goddard Space Flight Center. GRC will depend on input from the following roles specifically.

Integration Project

The IFM Integration Project, managed at Marshall Space Flight Center (MSFC), is responsible for establishing a viable technical infrastructure and ensuring the coordination of the various functional module implementations. Specific integration responsibilities to the Agency Process Team and the BF Project include the following:

· Provides coordination and support to the project to ensure that technical architecture and integration issues are adequately addressed at the Center level

· Provides technical infrastructure to support testing

· Works with the project to specify and acquire hardware and system software

· Provides system performance modeling and testing 

· Supports the project in defining technical and integration requirements.
Project Office

The Code 405 IFM Project Office/Budget Formulation Project has overall responsibility for the management of the BF Project, including software selection, integrator acquisition, design, implementation, and Agency rollout. Specific roles of the IFM Project Office include the following:

· Defines the project content and schedule based on IFM Program budgetary guidelines

· Manages the implementation contactor and the overall effort

· Establishes management processes

· Accountable to the Project Steering Committee for achieving Level III and IV requirements, design performance measures, and operational performance success criteria

· Accountable to the IFM Program Office for achieving project success measures (cost, schedule, and risk)

· Implements approved solutions to address requirements gaps

· Works with and is supported by the Integration Project Team

· Assures appropriate independent reviews of project elements

· Prepares for Agency transition by developing training and testing materials

· Reporting Project performance and status to GSFC and IFM Program management

· Complying with applicable federal law, regulations, executive orders, Agency directives, IFM Program guidance, and GSFC procedures and directives.

The Agency Project Team consists of the PM, Deputy Project Manager (DPM), and core BF Implementation Team (BF Technical Lead, BF Functional Lead, and Change Management and Customer Advocacy Lead).

Budget Formulation Functional Lead

The BF Functional Lead is responsible for leading the BF Process Team efforts. The BF Functional Lead coordinates with the Project Manager regarding project objectives and with the Technical and Change Management Leads in the completion of design and implementation activities supported by the BF Process Team. Specific responsibilities for the BF Functional Lead include the following:

· Identifying and achieving widespread process team participation by NASA Headquarters and the centers

· Coordinating Agency Process Team and center functional representatives in support of the overall implementation

· Working with operations elements and supporting transition to operations

· Obtaining approval of the Project Steering Committee of process redesigns and configuration decisions that affect the business processes 
· Leading Agency design working sessions

· Developing an implementation approach and rollout timeframe consistent with the NASA budget cycle, and Core Financial module, and other IFMP module rollouts

Budget Formulation Process Team

The BF Process Team, which consists of functional area representatives from NASA Headquarters and most centers, is an agent of the BF Steering Committee and is accountable to that committee. In this role, the BF Process Team performs a variety of tasks, including current business process analysis, design of Agency-wide BF processes, and module project requirements definition. Extended Process Teams, including additional representatives from NASA Headquarters and each center with particular expertise in each of the major BF processes, are responsible for developing the design details for the BF system. The BF Process Team responsibilities include the following: 

· Executing the Agency design phase functional activities

· Providing content and corporate knowledge

· Identifying user requirements (Level IV), design details (Level V requirements), software and data configurations, Agency interfaces, and Agency process definitions/redesigns throughout the Agency design phase

· Coordinating functional requirements with the Integration/Implementation Teams

· Recommending Agency versus center configuration options

· Conducting initial gap analysis, assessing impact, and recommending alternative solutions to reengineer processes to match the software capabilities

· Participating in design/process issues resolution

5.3. Management Support Systems 

The GRC Budget Formulation Implementation Project uses a number of management support systems, including the following:

· Schedule. Various schedules (developed with Microsoft® Project) are used to evaluate progress toward project objectives. Both Program Evaluation Review Technique (PERT) and milestone schedules are developed.
· Risk. The project plan will include a description of the risk management approach that will be used on the project. A risk assessment should be performed and the findings attached as a document within the project plan data repository. The risk assessment is concerned with identifying, characterizing, prioritizing, and deciding whether to accept the exposure associated with each risk that threatens the project’s ability to meet its objectives within schedule and budget. The risk management plan will dictate the time intervals for performing risk assessments throughout the life of the project. It will highlight the potential impacts on the project’s success and describe how the results and recommendations for managing and mitigating the risks will be communicated to those involved parties.

· Configuration Management. The Configuration Management function, as it applies to the IFMP project management at GRC, is designed to impose documentation and data standards that will efficiently organize and warehouse program-specific information. The Configuration Manager will develop and maintain a tracking mechanism for keeping records of all approved project materials in a single location. The primary responsibilities of the Configuration Manager include the following:

· Formally documenting all changes that affect the project

· Tracking revisions made to documents, costs or schedules

· Creating and meeting with the Change Control Board to discuss significant changes to documents, costs, schedules, or processes

· Communicating all changes to affected users or team members.

· Requirements Management. Requirements Management is defined as the iterative, cooperative process used to establish and maintain a common understanding between the center’s organization and the project team. This common understanding covers technical and non-technical process-oriented requirements and is used as the basis for estimating, planning, performing, and tracking the project tasks. The Requirements Management function, as it applies to the IFMP effort at GRC, is designed to implement a set of standards for collecting, defining, analyzing, documenting, tracking, and communicating requirements that will support the overall goals and objectives of the project.

· Documentation and Control. A document repository is used to maintain and control key IFMP Budget Formulation Project documentation. Backups are maintained to ensure recovery from any major server failure.

6. Change Management

The effective dissemination of knowledge regarding GRC’s Budget Formulation Implementation project is essential to the project’s success. This section describes the change management support for the Budget Formulation Project. Its purpose is twofold:

· To describe the objectives, target audience, messages, and other communication activities to mitigate unnecessary resistance and gain support and commitment from management, staff, and other internal and external customers and stakeholders

· Serve as a tool that provides consistent communication and includes all affected customers and stakeholders

6.1. Project Communication

The Program Manager, Project Manager, functional managers, project team, and supporting team members are all integral participants in the project who will need to know the status of the project and how they are affected. Increased communication and project awareness will promote participation and acceptance of the project.

Project communication management includes all the processes required to ensure timely and appropriate generation, collection, dissemination, storage, and ultimate disposition of project information. It provides the critical link among customers, stakeholders, ideas, and information necessary for the project's success. 

6.1.1. Communication Objectives

The communication objectives of the Budget Formulation Project are to build partnerships and sponsorship with internal and external customers and stakeholders by accomplishing the following:

· Ensuring that customers and stakeholders are aware of decisions made during project implementation

· Addressing and resolving issues and concerns related to the design and implementation activities of the Budget Formulation Project

· Helping the workforce understand “what’s in it for them”

· Providing timely project information to promote a more informed, involved, and committed workforce

· Informing customers and stakeholders involved in the Budget Formulation Project initiative of the expectations for their level of support, their roles, and their responsibilities

· Providing timely status and issue information to the IFM Program Office

· Providing effective internal communication among all project team members

6.1.2. Target Audiences

The following GRC audiences have been identified as critical to the successful implementation of the Budget Formulation Project:

· IFM Program Office

· Integration Project Office

· IFMP Steering Council

· IFMP Budget Formulation Project Steering Committee

· IFMP Budget Formulation Project Office

· GRC Center Audiences

· Implementation Manager

· Center Director (and staff)

· Center Chief Financial Officer

· Center Deputy Chief Financial Officer

· Functional managers

· Project team

· Supporting team members 

· Center business support services 

· Affected employee population

· Enterprise and Program/Project Resource Managers

6.1.3. Communication Messages

Messages developed by the Budget Formulation Project will include the following:

· Project status information

· Tactical information concerning implementation of the new systems and processes

· Achievement of performance measures

· Benefits to employees and management

6.2. Communication Metrics/Measurement

Pre-established metrics and formal measurement techniques will measure the effectiveness of GRC communications. The communications staff will conduct periodic surveys with target audiences, track informal feedback received during meetings, and use feedback instruments to compile concerns. The results will be analyzed and used to improve communications. Table 7 displays some of the communication mechanisms that GRC communications staff may employ during the project. Additionally, as the Change Management Lead identifies alternative communication vehicles, the corresponding distribution methods and production schedules will be developed and monitored. 

It is important to recognize that projects and engagements that succeed do so by combining technical expertise with efficient knowledge sharing and communication. This approach to communications management helps create a shared vision and builds team spirit through consensus.

Table 7. Budget Formulation Communication Mechanisms

	Target Audience
	Objectives/Message
	Vehicle
	Timing

	Resources Staff Meetings
	· Project status

· Information exchange
	· Face-to-face meetings
	Weekly/monthly

	Change Agent Meetings
	· Project status

· Information exchange
	· Face-to-face meetings
	Monthly

	Budget Formulation Status Meetings
	· Project status

· Information exchange
	· Face-to-face meetings
	Weekly, or as required

	Process Team Meetings
	· Project status

· Information exchange

· Decision making
	· Teleconferences

· Face-to- face meetings
	Weekly, or as required

	GRC CFO
	· Project objectives

· Key milestones

· High-level status

· Information exchange
	· Face-to-face meetings
	As required

	Center Functional Managers
	· Project-related news

· Need-to-know information

· Functional drivers

· Performance metrics
	· Face-to-face meetings

· Monthly program video information teleconference system

· Budget formulation project Web site
	Ongoing

	GRC Steering Committee
	· Project status

· Information exchange

· Decision making
	· Face-to-face meetings
	Monthly at a minimum

	Employees
	· Project impacts to personnel (process changes, training information, implementation timelines, and so on)
	· Electronic

· Face-to-face meetings

· Brochures
	Ongoing

	Program/Project Resource Managers
	· Project impacts to resource management (process changes, training information, implementation timelines, and so on)
	· Electronic

· Face-to-face meetings

· Brochures
	Ongoing


Please see the IFMP Budget Formulation GRC Communication Management Plan for more details about the project communication approach and its application, along with all associated communication activities.

7. Technical Summary

The following section defines the functionality that will be supported as part of the Budget Formulation Project.

7.1. Budget Formulation Functional Overview

The Agency solution will be imprinted into the SAP Strategic Enterprise Management software, creating a Budget Formulation system, along with the necessary interfaces to the Core Financial module and the Office of Management and Budget (OMB), as well as other reporting capabilities and data analysis tools. In addition, the BF system will support imported and exported data to Microsoft® Excel spreadsheets and will enable users to add attachments, both of which provide further individualization of the BF planning process.

7.2. Stages

The Budget Formulation process contains six major stages:

1. Pre-Program Operating Plan (POP)

2. Center POP 

3. Enterprise Review

4. Agency POP

5. OMB Release

6. Congressional Budget

7.2.1. Stage 1: Pre-POP

Agency budget guidelines, both numeric and text material, will be made available through the BF system for direct access across the Agency. The numeric portion of the Agency budget guidelines will be based on the prior Congressional budget with changes if required. The numeric portion of the Agency budget guidelines will be loaded into the system’s database upon completion of the necessary revisions. Accompanying text material, developed using standard desktop applications, can be associated with any level of the budget structure and included in the database as attachments to the numeric guideline.

7.2.2. Stage 2: Center POP

Centers will conduct budget planning at a level of the programmatic and organization structure sufficient to support full costing, consistent with the Agency Full Cost Implementation Guide. The BF system will support full cost functionality for service pool cost planning, project budget planning, and general and administrative (G&A) cost planning. Center workforce planning will be performed outside of the BF system with the results incorporated into the BF system to support the budget planning process. The BF system is also planning to provide support for center FS-41 activity costing; however, the BF Project Process Team and BF Steering Committee are still reviewing the extent of this support. Project budget plans are aggregated to develop the center budget plans for review and decision-making.

The BF system will support the development of budget plans covering the planned operating year, budget year, and outyears. In addition, the BF system will support the development of twelve-month center and Agency phasing plans (obligation, commitment, cost details, civil servant, and contractor workforce) for the planned operating year. An SAP extract program will access the Core Financial master data, allowing commitment, obligation, and cost information and FTE data to be transferred from the Core Financial module as the basis for developing center and Agency phasing plans.

7.2.3. Stage 3: Enterprise Review

Center POP submissions are aggregated to produce Enterprise budgets for review and decision-making.

7.2.4. Stage 4: Agency POP

Enterprise budgets are aggregated to produce an Agency budget for review and decision-making. Upon approval, the Agency phasing plan for the planned operating year is transferred to the Core Financial module in two levels of detail: at funds control level where it is entered into Core Financial Funds Management (FM) and at the more detailed full cost level where it is entered into Core Financial Project Systems (PS).
7.2.5. Stage 5: OMB Release

After the Agency budget has been finalized, it is submitted to OMB. The BF system captures the OMB submission, multiple exchanges, and any required re-submissions.

7.2.6. Stage 6: Congressional Budget

The BF system tracks the final OMB budget submitted to Congress by OMB and allows for the creation of multiple versions of the budget plan in the system. These versions correspond to the multiple iterations requested by Congress (House, Senate, and Joint Committee versions) and the final approved budget. 

7.3. Versions of Budget Stage Plans

The BF system will allow users to establish multiple versions (Agency and center), or working copies, of the stage-related materials: guidance, recommendations, requests, decisions, and changes. The BF system will also support the comparison of multiple versions. Once a version of a plan, related to a budget stage, is approved, it becomes baselined, or locked, and is protected from further changes.

7.4. Functional Components

While the budget stages represent various levels of budget aggregation and approval, functional components exist to provide budget development support for service pools, projects, and G&A. User interaction with these system functional components spans the budget stages to support directed changes and budget estimate refinements. Inputs from center workforce planning and FS-41 costing activities are used by the system to develop a priced civil servant Full Time Equivalent (FTE) Plan and an unpriced contractor Work Year Equivalent (WYE) Plan by organization and cost center. Prior year Congressional budget data, actuals to date, guideline amounts, FTE/WYE projections, and FTE rates are entered, or generated by the system, and used by each of the three functional components (service pools, projects, and G&A).

In support of the functional components, the system will be able to organize and display total dollars and workforce (civil servants and on-site contractors) with the capability to define functional sub-breaks and element of costs as defined in the Agency Full Cost Implementation Guide. The system will also support bottoms-up data entry and top-down changes, allowing an out-of-balance condition in the detail data, which is subsequently identified and addressed by the affected organization.

7.4.1. Service Pools

The BF system will support service pool planning. Projected service pool costs (direct labor, pool management, travel, and Other Direct Costs [ODCs]) are used to develop an initial expenditure plan, catalog of services and rates, and projection of the number of units of available service or commodity. Preliminary customer agreements are then negotiated with projects, other service pools, and G&A. The aggregation of customer consumption estimates is used to arrive at a preliminary revenue plan and a projection of commodity and service planned consumption. This process is repeated multiple times, with estimates being refined each time. Once customer agreements have been finalized, service pool costs are assigned to projects, other service pools, and G&A.

7.4.2. Projects

The BF system will provide for entry or generation of a project budget plan containing dollars and workforce requirements, both direct and reimbursable, to the lowest level of the programmatic and organization structure. The BF system will integrate service pool and center and corporate G&A requirements with aggregate project budget requests to create a center budget request submission.

7.4.3. G&A

The BF system will also support G&A planning. The system will support entry or generation of a G&A request containing G&A dollars and workforce. G&A requests, center FTE workforce rates, center G&A institutional requirements, planned service pool G&A consumption, and corporate G&A are used to develop total G&A cost. The BF system will calculate and use the G&A rate per workyear (includes civil servants and on-site contractors) to distribute the total G&A cost and workyear allocation to projects based on the number of direct civil service FTEs and on-site contractors for a given project.

7.4.4. Reporting

The BF system will be able to generate defined Agency standard reports. Included in the system will be the ability to compare multiple budget formulation stages/versions within the current planning year or to prior years as they become available. The BF system will also provide an ad hoc reporting capability that allows any combination of financial classification structure elements, including a roll-up of detail data.
7.5. Budget Formulation Scope

The following contains the scope for the Budget Formulation Project at GRC:

· Budget development and refinement through six stages of the budget cycle
· Pre-Program Operating Plan (POP)

· Center POP

· Enterprise Review

· Agency POP

· OMB Release

· Congressional Budget

· Budget development, directed changes, and budget estimate refinement through four functional components
· FS-41 planning

· Project planning

· Service pool planning

· G&A planning

· Aggregation to produce budgets for review and decision making at all levels of the Financial Classification Structure 

· Bottom-up, low-level planning and top-down budget control 
· Summary-level adjustments for implementation at lower levels

· Twelve-month center and Agency phasing plans for obligations, costs, FTEs, and contractor work years

· Standard reports and ad hoc reporting capability

· Interfaces that use Core Financial master data and load current year operating plans, as well as detailed phasing plans sent to the Core Financial module to support plan versus actual reporting

· Automated support between budget planners and service providers and approvers with the ability to monitor status, imbalances, and changes

Service Pool Planning Scope

The planning scope for service pool planning is as follows:

· Development of Service Pool funding requirements
· Cost of service pool FTE to support management of service pool

· Based on center $ rate 

· Ability to develop rates for different “types” (for example, engineers, technicians, and management) of FTE and by organization

· Development of other costs to support pool activities

· Materials and contractor effort ($ and WYEs) to support pool activities

· Allocation of other center service pools (for example, IT, Facilities, and G&A)

· Development and planning of capacity
· Total capacity of pool 

· Agreements with Customers –Service Level agreements

· Development of rates for allocation of costs and use by projects

· Phasing Plan development, including phasing for FTE and service pool dollars for Budget Execution
7.5.1. Project Planning Scope

The scope for project planning is as follows:

· Development of project funding requirements
· Cost of FTE for the project (based on center $ rate)

· Funding for center service pools/G&A (integrated with activity described in service pool planning by customer)

· Funding for other project costs (planning by individual sub-Work Breakdown Structure (WBS) element to support project)

· Hardware deliverables

· Support (on or near site) contractor efforts

· Other supporting contract efforts

· Formulation of phasing plans for Budget Execution

· Roll up of project budgets to higher levels to support submissions to HQ and Agency decision-making process
· Reporting capability to support Enterprise- and Agency-level reviews

7.5.2. G & A Planning Scope

The scope for G & A planning is as follows:

· Formulation of G&A pool requirements
·  Cost of Service Pool FTE to support management of G&A Pool

· Based on Center $ rate

· Development of budget requirements to support the G&A pool

· Allocation of other service pool requirements

· IT (desktops, phones), Facilities (office space) to support the pool

· Development of other cost requirements to support the G&A pool

· Contractor efforts to support G&A pool activities

· Planning for costs and work years to support pool activities

· Center G&A funding requirements are allocated to projects based on FTE/WYEs
Other Functionality in scope include the following:

· Ability to conduct “what if” exercises during formulation activities
· Level 4 requirement

· Included in Release 2

· Ability to accommodate Top-Down changes
· Support to Enterprise/Code B decision process 

· Requires that budgets are balanced (changes are distributed) before final version is approved

· Definition of versions to support budget process
· Ability to formulate and save several versions of a budget requirement within each budget stage (for example, project formulation, center formulation, and Enterprise consideration)

· Integration with Core to support plan/actual reporting
· Phasing plans formulated in Budget Formulation module and sent to Core Financial module for reporting

7.6. Project Requirements 

The following section lists the requirements of the project as defined by the Agency Process Team with additional support from the center teams.

7.6.1. Requirement Levels

There are five levels of requirements within the IFM Program hierarchy. Each lower level is derived from and consistent with the higher level requirements in the hierarchy:

· Level I—Agency Business Drivers

· Level II—Project Functional Drivers

· Level III—High-Level Requirements 

· Level IV—Acquisition Requirements

· Level V—Implementation Requirements

7.6.1.1. Level I—Agency Business Drivers

Examining the business process and infrastructure needs identified in the Agency and Enterprise strategic plans resulted in five Agency business drivers that were approved by the IFMP Steering Council and incorporated into the Program Commitment Agreement. They consist of the following:

· Provide timely, consistent, and reliable information for management decisions

· Improve NASA's accountability and enable full cost management

· Achieve efficiencies and operate effectively

· Exchange information with customers and stakeholders

· Attract and retain a world-class workforce

7.6.1.2. Level II—Budget Formulation Functional Drivers

Module functional drivers are major functional area achievements that demonstrate a measurable improvement in the Agency business drivers. During program formulation, a business case analysis (BCA) was developed for the Budget Formulation module, which identified and mapped functional drivers to the Agency business drivers. During project formulation, the BF Process Team confirmed those functional drivers and identified performance measures and success criteria by which to judge the achievement of each functional driver.

For the project, the relationships of the functional drivers to the Agency business drivers represent a project's fundamental commitment to the IFM Program. Table 2 presents the BF functional drivers and their relationship to the Agency business drivers.

7.6.1.3. Level III—High-Level Requirements

High-level requirements are established prior to project formulation and are included in the project scope document. This document is used by the Program Office to communicate the high-level function, technical requirements, and responsibility of the Lead Center for the formulation of the module project. The Program Director approves the scope document with the concurrence of the IFMP Steering Council. During project formulation, the high-level requirements are superceded by more detailed Level IV requirements.

7.6.1.4. Level IV—Acquisition Requirements

The BF Process Team, BF Project, and the Integration Project develop and maintain the functional, technical, and integration requirements for the BF Project. At a minimum, the functional requirements will include a list of requirements and a business process model view of the module requirements. 

The BF Steering Committee approves the functional and integration requirements, and the Integration Project Office approves the technical requirements. Once approved, the Level IV requirements are used to support system design. During the design phase, the Level IV requirements serve as the basis for a functional gap analysis, which determines how well the system will satisfy business processes and other requirements. For each functionality gap identified, alternative resolutions are defined, and recommended gap solutions are proposed by the project to the BF Steering Committee. The baselined requirements are updated after the proposed gap solutions are approved by the BF Steering Committee.

7.6.1.5. Level V—Implementation Requirements

The Level V requirements, or implementation requirements, consist of detailed requirements specifications that become the basis for system development, configuration, and testing. The BF Process Team concurs with the Level V functional requirements, the BF Project Manager approves the Level V functional requirements, and the Integration Project Manager approves the Level V technical requirements.

7.7. Operational Concept
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The BF module will establish standard business processes across NASA; improve the effectiveness of the budget formulation processes; provide current, accurate, and reliable data to Agency, Enterprise, Center, and Program/Project management, and permit reporting to both internal customers (e.g., management) and external customers (e.g., OMB). Figure 4 provides a high-level overview of the characteristics of the BF system.

Figure 2. Budget Formulation System Operational Concept

Currently, automated support for NASA’s Budget Formulation (BF) processes is provided by an array of Agency, center, and individual’s BF system spreadsheets that mirror the localized processes in place across the Agency. The BF Project is designing and implementing a single, integrated, Agency-wide BF process/system based on NASA’s BF business requirements, which were gathered from across the Agency and combined into a common BF solution. The characteristics of the common BF solution are described below and depicted in the operational concept diagram in Figure 4.

8. Resources

This section on resources addresses both funding and personnel requirements.

8.1. Funding Requirements

GRC is funding the Center implementation of the Budget Formulation module, and this funding includes the following:

· Implementation costs

· Systems operations and maintenance

Costs are estimated by the Center Project Team and forwarded to the Program Office. Total estimated costs (related to the BF system) to be funded by the Center are as follows:

	Project Phase
	Fiscal Year
	Estimated Total Costs [$k]
	Funding Responsibility

	Implementation
	2003 – 2004
	$817,500
	GRC

	Post Implementation Support
	2004
	$12,500
	GRC


Note: Assumes that Implementation begins in early December 2002 and ends in February 2004.  Post implementation support includes support for March and April 2004.

8.2. Personnel Requirements

The GRC Resources Office is responsible for the BF module. The Project requires personnel/skills obtained from multiple organizations, both within GRC and from other Centers. Center contract support will be on a full time basis. Other FTEs from the Resources organization will continue to support their current tasks in addition to supporting Budget Formulation. Table 8 identifies the skills required for the BF effort and the providing GRC organization. 

Table 8. Budget Formulation Positions and Providing GRC Organizations

	Position
	From Code

	Project Manager (1)
	Resources

	Technical Leads (1.8 FTEs)
	Resources

	Business Process Leads (3.0 FTEs)
	Resources

	Process Analysts (7 FTEs)
	Resources

	Change Management (4 FTEs)
	Contracted out

	Project Support (3 FTEs)
	Contracted out

	Systems Integration (1.5 FTE)
	

	Application Administrator (1 FTE)

	


The BF Process Team and Extended Process Teams consist of functional experts from all NASA Centers, including NASA Headquarters.

9. Facilities

The Center Budget Formulation Implementation Project will be located at the NASA Glenn Research Center in Cleveland, Ohio.

9.1. Logistics

The Budget Formulation Project will use current logistics processes and systems in place at GRC to support project management activities and requirements. The Budget Formulation Project will receive support from the IFMP Integration Project for technical environment operations and maintenance during the project’s implementation activities.
9.2. Mission Results Analysis and Reporting
This describes the chronological scope of the project. The project plan lists and briefly describes significant project milestones that will act as primary checkpoints for the project’s progress and cost measuring. These are generally the points at which the completion of an activity or group of activities causes the project to reach a milestone, a highly visible or significant product or result (for example, equipment delivery, material delivery, review meeting, or approval checkpoint). Not every task completion date in the project will be a milestone, but every milestone should be tied to a deliverable.

As each major project lifecycle phase is concluded, the Budget Formulation Project will reassess its performance against the project requirements, performance metrics, functional drivers, Agency business drivers, and the business case to confirm viability of the project. As GRC’s implementation project milestones are completed, the project will be required to provide metrics reporting to the Budget Formulation Lead Center. Interim reports and analyses will be provided to the IFMP Budget Formulation Project Manager on a monthly basis.

10. Schedule

A detailed schedule for the project will be maintained on the GRC Budget Formulation Web site. The following sections provide a high-level overview of the contents of that schedule.

10.1. Project Schedules Overview

This section identifies the significant milestones scheduled through the lifecycle of the Budget Formulation Project. It also covers the scheduling and schedule reporting techniques used in managing the project. 

10.2. Significant Milestones

The Budget Formulation Project, which is planning a phased implementation of the BF system, contains the following major milestones in each phase.

Phase 1

· Project planning

· Service pool planning

· G&A

· Phasing plans

· FTE cost rates and distribution

· Security

· Attachment of documentation

· Standard reports

· Versioning

· NBS conversion

· Limited HQ reporting to support Congressional budget submissions

Phase 2

· Guidelines

· Top-down changes

· HQ reporting

· OMB interface

· FS-41 rate development

· C of F planning

· Extended reporting

· Status tracking

Figure 5 depicts the phased schedule for the GRC implementation. This schedule will be confirmed and updated, if necessary, following the implementation contract award.

	Project Phase
	Schedule

	Project Formulation
	February 2002–April 2002

	Agency Design
	May 2002–September 2002

	Release 1 Implementation
	August 2002–April 2003

	Release 1 Training
	September 2003

	Release 1 Conversion
	September 2003

	Release 1 Rollout
	October 2003

	Release 2 Implementation
	June 2003–December 2003

	Release 2 Training
	January 2004

	Release 2 Rollout
	February 2004

	Operations & Maintenance
	June 2003 forward


Figure 3. GRC Implementation Schedule

The Budget Formulation project schedule will include detailed WBS activities, including project master schedule activities, project formulation schedule activities, project implementation schedule activities, and a project calendar of activities. A brief description of each schedule activity and planned usage follow.

The Project Master Schedule is a graphical display of Level 3 WBS work activities depicted in an integrated fashion. This schedule provides detailed milestones and additional management reviews. It is also used to summarize the activities of the next lower project level (for example, specific project-level activities are summarized in the Master Project Schedule). General insight into concurrency, precedence, and the progress of activities can be easily understood within this schedule.

The Project Formulation Schedule is a detailed schedule of activities from project initiation through formulation that is structured in accordance with the project’s WBS. As with the Project Master Schedule, the Project Formulation Schedule is a graphical display of WBS elements (to at least Level 4) specifically related to project formulation. This schedule also provides Level 4 WBS sub-task work activities with detailed milestones and additional management reviews.

The Project Implementation Schedule is a detailed schedule of activities from Agency design through operational transition that is structured in accordance with the project WBS. As with the Project Formulation Schedule, the Implementation Schedule is a graphical display of WBS elements (to at least Level 4) specifically related to implementation. This schedule also provides Level 4 WBS sub-task work activities with detailed milestones and additional management reviews. The center transition schedule is incorporated into the project implementation schedule.

The Project Calendar provides a graphical representation using a monthly calendar. The calendar provides insight into the meetings and reviews to be conducted during that month. Additional meeting information related to the purpose, date, time, location, and attendance is also provided.

Key milestones, or “control points,” are used in schedule analysis and monthly reporting to the Program Office. The Project Manager and Program Director agree on these measurable points prior to the start of each implementation phase. Typically, there is a minimum of 6 to 12 control points per year. The distribution of control points over the project lifecycle must be adequate to monitor project performance at the program level. Control points are likely to be on the critical path for the project.

The Critical Path Method is an important tool for schedule analysis. The critical path is the series of tasks (or even a single task) that determines the calculated finish date of the project. In keeping with recognized industry best practices, the Budget Formulation schedule manager will establish logic at the lowest level of the schedule to generate a critical path and provide an accurate assessment of slack. This technique provides management with detailed critical path analysis capability and reporting.

Critical path analysis and reporting will be performed on a regular basis to ensure effective task execution and communication. In addition to critical path analysis, key deliverables and milestones will be reviewed on a regular basis. Milestone hit rates, the rate of on-time accomplishments, will be measured for both inception to date and monthly milestones.

11. Implementation Approach

This section provides an overview of the implementation approach for the Budget Formulation Project. In addition, the project’s summary WBS is provided.

11.1. Implementation Overview

The BF Project has tailored the program “standard implementation” approach to accommodate a multi-phase implementation and rollout. This is in contrast to the more typical Pilot Implementation Phase and Other Center Rollout Phase. This multi-phase Agency implementation and rollout strategy is designed to implement applicable Budget Formulation functionality in coordination with the ongoing stage and requirements of the federal budget cycle.

Major design activities will be supported at GSFC with additional support from the extended team members at all centers, including GRC. The data will be managed centrally in a single instance that will be accessible to team members from each center. Center rollout plans are underway, and solution fit analysis will be the responsibility of GRC and the extended team. 

The following assumptions have been made in planning the Budget Formulation rollout:

· The Budget Formulation system will be delivered in two functional releases to each NASA center. 

· The releases will be made available to all centers simultaneously. 

· Centers will determine the user groups to be trained and the timeframe for user training.

· The Budget Formulation Project Office will provide implementation leadership and rollout support, including project management and change management tools and templates and train-the-trainer training.

· Centers will commit to providing sufficient project management, change management, IT, and training resources to ensure a successful rollout at their respective location.

· Code B and the Enterprises at the Agency level will dictate budget submission dates while budget planning deadlines will be established by center management.

Figure 7 details the major activities that will take place during each phase of the GRC implementation.

	Phase 1—Project Formulation

	· Define project scope

· Validate business case

· Form Agency Process Team and establish baseline requirements

· Assign module project responsibilities to GSFC

· Set project direction

· Complete market research and identify acquisition strategy

· Obtain appropriate resources

· Develop project plan and appropriate management support plans (for example, risk management, documentation, CM, metrics) and associated processes

· Develop scope document 

· Finalize integration project agreement

· Complete integrator request for quotes (RFQ)

· Complete proposal evaluation, including validating requirements against proposed implementation 

· Identify functional gaps

· Select software vendor and integrator 

· Develop implementation plan

· Update budget and schedule

· Finalize Level IV



	

	Phase 2—Agency Design

	· Define detailed technical architecture

· Identify and address extensions, enhancements, and other requirement gap filling strategies 

· Identify and address Agency-wide interfaces

· Finalize Agency software solution 

· Configure software (including security controls)

· Obtain vendor/integrator training

· Develop change management plan

· Configuration testing

· Develop transition plan 

· Develop operations plan

· Develop training plan and materials



	Phase 3—Agency Rollout (Rel. 1 Functionality)

	· Incorporate center configurations

· Conduct integration testing

· Prepare users (training development and conduct)

· Conduct acceptance testing

· Conduct operational readiness review

· Transition to operational system

· Support users



	

	Phase 4—Agency Rollout (Rel 2 Functionality)

	· Incorporate center configurations 

· Conduct integration testing

· Prepare users (training development and conduct)

· Conduct acceptance testing

· Conduct operational readiness review

· Transition to operational system 

· Support users




Figure 4: Detailed Implementation Activities

11.2. Project Summary Work Breakdown Structure 

The project has tailored the program’s generic WBS to accommodate a multi-phase implementation and rollout as opposed to the more typical Pilot Implementation Phase and Other Center Rollout Phase. This multi-phase implementation and rollout strategy is designed to implement applicable BF functionality in coordination with the ongoing stage and requirements of the federal budget cycle. The following WBS depicts the budget formulation summary activities associated with the management, formulation, design, and implementation of the Budget Formulation system across NASA.

11.2.1. Center-Level Implementation

The following activities will take place at the center level:

· Project controls and oversight

· Development of implementation strategy, approach, and plan

· Application of BFPO-supplied materials to GRC

· Risk management activities

· Change management activities

· Training planning and customization

· Organizational design – assess changes to Center

· Communications planning and execution

· Assessment of changes and impact on GRC

· Business process gap analysis – study processes to be rolled out at GRC

· Reporting gap analysis - study reports to be available and those eliminated at GRC

· Systems inventory - study systems to be replaced at GRC

· Testing planning and support

· Cutover planning and support

· Post implementation support

11.3. Contractor Support

Booz Allen Hamilton is the supporting contractor for the Budget Formulation Implementation Project at GRC, and its role is defined in the following sections.

11.3.1.  GRC CFO Organization Professional Service Contract (Booz Allen Hamilton)

The professional service contract provides the CFO Organization with a wide array of services to help ensure that operational efficiencies are met, systems and data integrity are maintained, and that Agency-wide initiatives are successful. For IFMP, tasks will be performed to ensure that GRC has a seamless and successful implementation of each module. These activities will include project management support; solution analysis, design, and development; screen design and development; report design and development; full cost analysis support; gap analysis; testing support; training; production cutover support; and change management support.

Rollout Planning and Support. The NASA GRC Project Team will work with Booz Allen Hamilton to understand and capture GRC’s Budget Formulation business process requirements, as well as plan for and support the BF rollout. Below are the IFMP tasks and subtasks that Booz Allen Hamilton will support: 

· Reviewing existing GRC applications, data, and processes

· Providing testing and validation support

· Performing workflow and business process analysis 

· Providing GRC-level validation testing analysis

· Supporting pre-cutover reconciliation

· Supporting post-cutover reconciliation

· Providing project planning and management

Change Management. The NASA GRC Project Team will also work with Booz Allen Hamilton to support the GRC Budget Formulation change management effort. This effort exists to accomplish the following:

· Ensure the successful implementation of IFM Budget Formulation module by establishing direction and standards for Budget Formulation change management

· Monitor the progress of the change management activities at the center
· Foster business transformation by helping the center (organizations, projects, and individuals) change the way it does business to get the full benefit from the Budget Formulation system
· Manage the communications process with key GRC stakeholders

· Support the organizational alignment effort.
Descope Approach

An initial baseline for center implementation scope is established as the result of the design phase. The Agency Budget Formulation Project Team will develop functionality and configure the system to adapt the center processes according to the functional requirements compiled by the Design Team to best meet the project’s requirements.

The Agency Budget Formulation Project Team and the Budget Formulation Center Implementation Project Team work together to address and eliminate process gaps through agreed upon configuration decisions (for example, through alternative configuration approaches, process redesigns, or the reengineering of business rules and processes). Changes to the implementation scope baseline documentation are managed through the project’s defined configuration management process. The Project Steering Committee approves all configuration outcomes that impact the Level IV requirements baseline, and the Agency Budget Formulation Project Manager, together with consensus from other centers, approves changes to the implementation project scope. Proposed changes to project scope will be assessed in terms of the impact on satisfying the Budget Formulation functional drivers and performance measures, as well as impact to cost and schedule.

In the event that the Budget Formulation Center Implementation solution should require descoping, the strategy employed would vary depending on the phase of the project lifecycle.

12. Acquisition Summary

GRC has used the contract vehicles already in place with existing contractors to acquire support for the implementation of Budget Formulation at the center. These contractors have been involved in both past and present efforts to implement an IFMP system here at GRC. The center will use the acquisition strategy set out above for the purchase of any additional implementation services needed that the present contractors cannot provide. Contractor support has been secured utilizing GSA C-70193-T contract. This is a time and materials contract.

13. Program/Project Dependencies

The two key objectives of the BF Project are the following:

· To develop a budget plan at the established funds control level that can be transferred to the Core Financial Funds Management (FM) module to establish the basis for funds control

· To develop a budget plan at a more detailed level that can be transferred to the Core Financial Business Warehouse to support planned versus actual reporting

The schedule and pace of the BF implementation to support these objectives is dependent upon the functionality implemented and the rollout schedule of the Core Financial module. Core Financial is being rolled out in three waves (several centers at a time). Converting to SAP will require that centers adopt a different accounting structure to accomplish budget planning and execution. Budget Formulation intends to use this new accounting structure and requires that it be in place at each center prior to BF rollout. The BF rollout is therefore constrained by the Core Financial rollout schedule.

To support full cost management, the Core Financial module is eliminating carrier accounts and indirect service pool consumption. BF intends to plan and allocate funds to projects using a low level of detail in the accounting structure. This full cost budget plan will be transferred to the Core Financial Business Warehouse to establish the basis for tracking costs. The extent to which the Core Financial conversion to full cost occurs over an extended period of time will directly impact the utility of the budget planning effort conducted within the BF system.

Since BF is an Agency-wide implementation involving all resources offices, the project is very dependent on the centers' abilities to provide adequate personnel resources to support both the BF Process Team efforts and the implementation efforts at the respective locations. Centers’ ability to support the BF Project may be impacted by the need to concurrently support the Core Financial implementation. The project will develop a high-level transition plan, identifying roles, responsibilities, the rollout schedule, and center support needs. This plan will be reviewed and approved by the BF Steering Committee. The BF Project will also establish a rollout agreement with each center, identifying a detailed rollout schedule and description of center activities.

The project is also dependent on the IFMP Integration Project Office in providing technical and operations services. An Integration Project Agreement has been established with this office (see Section 12).

14. Agreements

The following agreements make up the Budget Formulation Project:

· The GRC project team will meet with the Project Management Council on a quarterly basis to provide project objectives and status.

· GRC will develop a center-specific risk plan that details how we will manage the risk identification and mitigation process. We will identify and track risks; identify owners; and assign probability, impact, and severity. We will then prioritize the risks and determine mitigation strategies.  

· GRC will develop a center-specific communications plan that details all aspects of project communication, including target audiences, medium of communication, and frequency of communication.

· GRC will develop a center-specific project plan that identifies roles, responsibilities, rollout schedule, resources, and other project needs and processes. This center project plan will serve as the basic commitment agreement between the center and the project.

15. Performance Assurance

The planning and implementation of a quality system is an integral part of the project. The Project implements a complete lifecycle quality system approach to ensure a tight coupling of key quality procedures. Consistent with policies on the International Organization of Standardization (ISO) Standard 9000, BF project management stresses the following:

· Providing quality leadership, personnel involvement, and long-term commitment

· Setting clear quality goals and focusing on program success to promote high levels of quality and performance

· Creating and encouraging an innovative and challenging team climate that stimulates and promotes individual involvement in quality assurance activities

· Promoting quality education and training for BF personnel

· Training each member of the project and supporting organizational elements in assuming responsibility for the quality of the products and services provided to NASA (because quality assurance is the job of every contributor, not merely the job of a Quality Management (QM) Manager)

With support from the Quality Management System Implementation Manager (QMSIM), the Code 405 Project Manager is responsible for defining, implementing, and monitoring the Quality Management System (QMS) efforts for the project. The QMSIM is responsible for performing independent quality management (QM) activities in accordance with the GSFC QMS. The project has developed a detailed quality management plan, which describes the approach, process, and controls used to ensure that products and services meet customer requirements. Please refer to the NTRO Quality Management Plan, 405-PLAN-0010, located in CCMS (http://www.gdms.gsfc.nasa.gov) for more detailed quality management information.

15.1. Issue Resolution Process

Effective issue management is a critical component of successful system implementation projects. Clearly, an internal issue resolution process is required. Within the project, individual teams (such as the Process Integrated Product Team or the Change Management IPT) will be working on detailed tasks and deliverables. As they proceed, they may encounter disagreements in proposals or recommendations to solve complex issues.

Any team member or lead, including NASA members, consultants, and contractors, will be able to identify and record issues. Every issue will be assigned to an IPT and to a single individual. The individual assigned to the issue may solicit help when necessary to gain closure. Team leaders are responsible, within the boundaries of their assigned areas, for resolving issues. They will also be responsible for sharing issues and solutions with the other teams. At the IPT level, weekly meetings will be held where issues will be openly discussed.

If the IPT leads cannot resolve an issue or recognizes that the issue impacts budget, schedule, or scope, then the issue will be elevated to the Center Implementation Manager. Weekly project status meetings will be used to agree upon a course of action to resolve these issues. The Center Implementation Manager will escalate issues to the Lead Center project level if he or she determines that they are outside the limits of his or her decision-making authority.

15.2. Issue Management Overview

Figure 8 summarizes the Budget Formulation issue management process, which includes escalation procedures for requesting assistance from the Agency Team or Center IFMP Steering Committee.
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Figure 5. Issue Management Overview

15.3. Escalation Process

If issue resolution activities fail to adequately address the issue within the established due date or an issue owner recognizes that he or she will not be able to resolve the issue, the issue owner will notify the Budget Formulation Center Implementation Manager. The Budget Formulation Center Implementation Manager will decide if the issue needs to be escalated or if a new due date should be established.

There are four circumstances in which an issue will be escalated to a higher level:

· An issue owner does not believe the issue can be resolved satisfactorily at his or her level, and the Budget Formulation Center Implementation Manager agrees with that assessment.

· The issue has the potential to impact one or more of the following areas: 

· Schedule—Delays the schedule commitments for a project phase or overall project completion by 10 or more working days

· Cost—Results in incurring additional costs of $250,000 or higher or cannot be handled by existing Center Implementation project-level resources

· Technical—A technical workaround is not possible, thus requiring a Level 5 requirements change. Such issues must be escalated to the Lead Center Budget Formulation Project Manager. 

· Mission Success—An item that jeopardizes the Center Implementation Project’s ability to achieve one or more Agency business drivers or functional drivers or is deemed critical by the Budget Formulation Center Implementation Manager

· An issue is more than ten working days overdue from the established due date, and the Implementation Manager does not believe extending the due date will assist in resolving the issue.

· As part of resolving the issue, a change or modification is required, which must be approved by a higher authority.

If an issue owner does not believe the issue can be resolved satisfactorily at his or her level, the issue owner should contact the Budget Formulation Center Implementation Manager to coordinate a new action plan. This could mean that the Center Implementation Manager needs to assign additional resources to resolve the issue. If the Center Implementation Manager does not believe that the project can resolve the issue, he or she may request assistance from the Lead Center Budget Formulation Manager, who may decide to either provide assistance or escalate the issue to a program issue. The Lead Center Budget Formulation Manager may also recommend that the Center Implementation Manager escalate the issue to the IFMP Center Steering Committee for resolution.

If an issue is more than ten working days overdue and deals with functional or transition issues, the Center Implementation Manager will escalate the issue through the Lead Center Budget Formulation Project Manager to the appropriate governing body for assistance.

Figure 9 depicts the Budget Formulation escalation process. It traces the escalation process from Budget Formulation Center Implementation Team to the IFM Program Director. This escalation process will be adhered to to ensure that issues are resolved quickly and that project’s success is not jeopardized.
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Figure 6. Budget Formulation Issue Escalation

16. Risk Management

The IFMP Budget Formulation Center Implementation Project has developed a risk management plan that establishes the methods of collecting, analyzing, handling, and monitoring risks throughout the lifecycle and functions of the Budget Formulation GRC Implementation Project. The purpose of this risk management plan is to establish the strategy for managing risks for the Budget Formulation Center Implementation Project. The plan, which is compliant with NASA Procedures and Guidelines (NPG) 7120.5, covers the standard processes and techniques for identifying, analyzing, planning, tracking, and controlling risks, as well as the roles and responsibilities for each level of project risk management. It also addresses the top risks currently identified by the GRC project team.

The IFMP Budget Formulation Center Implementation Project has adopted the risk communications and reporting process recommended in the IFM Program Risk Management Framework. Center Implementation Project level risks will be identified, analyzed, tracked, and reported by the Center Implementation Manager and risk management staff.

The Budget Formulation Center Implementation Project Team identifies and prioritizes risks and determines the top risks, which will receive expanded management scrutiny. As part of periodic status reporting, the Budget Formulation Center Implementation Manager will communicate the status of risk management activities to the Lead Center Budget Formulation Project Manager, Budget Formulation Project Steering Committee, and center management.

For more details about the Budget Formulation GRC Implementation Project Risk Management process, please see the IFMP Budget Formulation GRC Implementation Risk Management Plan. 

Figure 10 illustrates the continuous risk management process the project will follow.


Figure 7. IFM Program Continuous Risk Management Process

17. Environmental Impact

The Center Budget Formulation Implementation Project uses existing NASA facilities and therefore does not require an Environmental Assessment (EA) or Environmental Impact Statement.

18. Safety

Safety for GRC Budget Formulation Implementation Project personnel, visitors, and facilities is a primary concern at NASA. The GRC Budget Formulation Implementation Project does not anticipate any safety issues over and above normal facility concerns. GRC Budget Formulation Implementation Project personnel are briefed and trained on the regulations and requirements and have been assigned specific responsibilities in case of fire or for any other disaster that might occur.

19. Technology Assessment

There are no fundamental technologies required for implementation that are under development. The Budget Formulation software package (SAP SEM) is a proven product already in production at many other client sites. Moreover, the Integration Project will manage the adaptations required to the Agency-level information technology architecture. There are a number of technologies that will be used to improve the user interface with the system and facilitate streamlined electronic processes and integration with legacy and other IFM systems. However, in the event that these technologies do not perform as expected, existing technologies will be used.

20. Commercialization

As the Center Core Financial Implementation Project is not producing new science or technology, there are no obvious opportunities for commercialization. However, any success NASA has in selecting and implementing these Commercial Off-the-Shelf (COTS) financial system modules and in marrying Web technology with integrated financial management has the potential to become a benchmark standard for success. In addition, other government agencies may capitalize on NASA's lessons learned. In any case, the IFM Program will be responsible for capturing such opportunities.

21. Reviews

Management and technical reviews will be scheduled periodically to assess the adequacy of planning and the effectiveness of implementation. Progress will be measured against project scope, schedule, resources, risk, and requirements achievement. The type and frequency of the reviews will be established according to the program and project needs and requirements. These reviews will be scheduled to keep center and lead center project management informed of the current status of existing or potential problem areas and to obtain expert advice before problems are encountered. Special reviews by any level of management will also be scheduled when the need arises. Management and technical reviews will include the following:

· Monthly status reviews with the Project Office

· Monthly steering committee reviews

· Monthly change agent meetings

· Quarterly risk reviews

· Operational readiness review with the Center Management and Project Office

· Independent annual reviews

22. Tailoring

The requirements of NASA Policy Directive (NPD) 7120.4 and NPG 7120.5 apply to the IFM Program and its projects, as tailored by this document and the IFMP Program Plan.

23. Change Log

All changes to the project plan will be documented in a change log as follows.

23.1. Overview
A change log is used to provide an audit trail of all approved changes made to this document after initial approval. Changes will be reviewed, approved, and incorporated into the document using established configuration management procedures. Updated revisions of this document will be made as change pages or total revision depending on the level of change. A Change Information Page will be developed showing the pages changed. This information will also be logged in the change control log.

23.2. Change Controls Log
The DCN Control Sheet will serve as the change log that registers all changes made to this document.

24. Acronyms and Abbreviations

The following table contains all of the acronyms and abbreviations that appear in this document.

	Acronym or Abbreviation
	Meaning

	(SAP) CO
	Controlling Module

	(SAP) FM
	Funds Management

	(SAP) PS
	Project Systems

	AA
	Associate Administrator

	ARC 
	Ames Research Center

	ASP
	Application Service Provider

	BCA
	Business Case Analysis

	BF
	Budget Formulation

	BFS
	Budget Formulation System

	BPR 
	Business Process Reengineering

	CCB 
	Configuration Control Board

	CCMS
	Configuration Control Management System

	CCR
	Configuration Change Request

	CFO 
	Chief Financial Officer

	CIC
	Capital Investment Committee

	CIO
	Chief Information Officer

	COTR
	Contracting Officer’s Technical Representative

	COTS
	Commercial-Off-The-Shelf

	CPM
	Critical Path Management

	DCN
	Document Change Notice

	DFRC
	Dryden Flight Research Center

	DPMR
	Deputy Project Manager for Resources

	EA
	Environmental Assessment

	FAD
	Formulation Authorization Document

	FASAB
	Federal Accounting Standards Advisory Board

	FTE
	Full Time Equivalent

	G & A
	General and Administrative

	GAO 
	General Accounting Office

	GPG
	GSFC Procedures and Guidelines

	GPMC
	Governing Program Management Council

	GPRA
	Government Performance and Results Act

	GRC
	Glenn Research Center

	GSA
	General Services Administration

	GSFC
	Goddard Space Flight Center

	GWAC
	Government Wide Acquisition Contract

	HQ
	Headquarters

	HR
	Human Resources

	IAR
	Independent Annual Review

	IFM
	Integrated Financial Management

	IFMP
	Integrated Financial Management Program

	IPAO
	Independent Program Assessment Office

	IPO
	Integration Project Office

	IPSC
	Integration Project Steering Committee

	ISO
	International Organization of Standardization

	IT
	Information Technology

	IV&V
	Independent Verification and Validation

	JSC
	Johnson Space Center

	KSC
	Kennedy Space Center

	GRC
	Langley Research Center

	MOA
	Memorandum of Agreement

	MOU
	Memorandum of Understanding

	MSFC
	Marshall Space Flight Center

	NACC 
	NASA’s ADP Consolidation Center

	NPD
	NASA Policy Directives

	NPG
	NASA Procedures and Guidelines

	NTRO
	New Technologies for Reengineered Operations

	OIG
	Office of the Inspector General

	OMB
	Office of Management and Budget

	PCA
	Program Commitment Agreement

	PMC
	Program Management Council

	QM
	Quality Management

	QMS
	Quality Management System

	QMSIM
	Quality Management System Implementation Manager

	RFI
	Request for Information

	RFP 
	Request For Proposal

	RFQ 
	Request For Quote

	SEB 
	Source Evaluation Board

	SEM
	Strategic Enterprise Management

	SME
	Subject Matter Expert

	SMO
	System Management Office

	SSC
	Stennis Space Center

	WBS
	Work Breakdown Structure






















































































Analyze risk results and decide how to proceed with open risks


























Compile and organize risk data; report risk data, risk activities, current risks, and emerging risks to project stakeholders; verify and validate mitigation actions





Assign responsibility for risks to risk owners and determine approach for mitigating risks











Evaluate risk probability, impact/severity, and time frame; then classify and prioritize risks

















Identify risks and create risk statements that capture the context of the risk
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