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1 Introduction

The purpose of this document is to outline what Position Description Management (PDM) activities are considered within scope and what activities are considered out of scope.  Undecided scope items are identified along with a plan for addressing each.  In addition, the document identifies significant project deviations from the stated Integrated Financial Management Program (IFMP) Framework roles, responsibilities, approaches, and processes.  This document also outlines high-level schedule and budget information for the PDM Project.  Finally, any known significant assumptions and issues that need to be addressed are identified.

2 Project Scope

The scope defines the mission of the Project and its boundaries.  It defines what is expected of the Project, especially any unusual circumstances, and the specific activities that will and will not be performed.  This is accomplished through the Statement of Work shown below.

Position Description Management Statement of Work

The PDM Project will deliver a standard, Agency-wide system that automates the preparation of position descriptions.  The system will provide the capability to accept NASA unique text in generating position descriptions evaluation statements, vacancy announcements, crediting plans, interview guides, performance plans and individual development plans.  This module shall enable the rapid preparation and classification of Position Descriptions (PD’s) and the automated generation of associated documents.  Managers shall be able to use a web site to select templates and previously classed PD's from a library or build PD's by starting with a predetermined grade level, or by identifying duties and allowing the system to determine the series and grade.

The IFM Program selected Goddard Space Flight Center (GSFC) as the Lead Center to formulate a project to acquire, configure, and implement throughout the Agency a solution that meets NASA's re-engineered processes and requirements.  The overall scope of the PDM Project is to acquire a Commercial Off-The Shelf (COTS) software solution that best fits the PDM requirements, configure and test the software, and transition the solution to an operational state, first at GSFC and then to the remaining Centers.  The Agency-wide PDM Process Team will work with the Project to acquire and configure the Agency solution.

In accordance with one of the IFM Program's first principles, the PDM Project will use the COTS software in its native form and not seek to have the COTS modified.  During software evaluations and again during the Agency Design phase, a gap analysis will be performed to determine any requirements not met by the software.  The gap may be addressed by:

· Policy or Process Change – A NASA policy or process change that is made in order to adapt to the business process supported by the COTS software.

· Bolt-on – A third party COTS software product that can be “plugged in” to fill the gap.

· Extension – An extension to the baseline COTS software that is typically developed using tools provided along with the COTS package.  Extensions do not involve modification to the baseline COTS software code.

The PDM Process Team will work with the implementation contractor to configure and test the software, to include any required interfaces and reports.  Employees will be trained in both the software and the new processes.

3 Functional Drivers and Performance Measures

The functional drivers and performance measures are listed in Table 1.  Performance measures can be divided into two types:  operational and design.  With operational measures, data concerning Position Description Management functionality will be gathered from current systems to compare existing process performance to the new software performance during Pilot implementation.  It is the responsibility of the Lead Center to determine what data is compiled and when this activity will take place.  Design measures are simulated during software testing and used to measure the effectiveness of functional driver satisfaction during the design and pilot implementation phases.

Table 1.   Functional Drivers and Design Performance Measures

Functional Drivers
Design Performance Measures

Improve Development and Consistency of Classification Decisions
The system demonstrates the capability to support NASA custom content and NASA-specific data fields.

The system demonstrates the ability to enable the coding of all federal position description statutory and regulatory data fields

Provide Analysis of Organizational Changes on Position and Grade Structure
The system demonstrates the capability to support NASA custom content and NASA-specific data fields.

The system demonstrates the ability to enable the coding of all federal position description statutory and regulatory data fields

Continue Services despite reduced HR Staff
The system demonstrates the ability to classify positions according to OPM and NASA standards.

Support Increased Supervisory Span of Control
The system demonstrates the capability to support NASA custom content and NASA-specific data fields.

Strengthen HR Staff Service Capabilities
The system demonstrates the ability to classify positions according to OPM and NASA standards.

Improve the Availability of Classification Information and Responsiveness of the System to Inquiries
The system demonstrates the ability to store position descriptions and other documents in a web-enabled, navigable library.

Reduced "Red Tape" for Supervisors
The system demonstrates the capability to support NASA custom content (e.g., AST position descriptions) and NASA-specific data fields.

Positions Filled and Employees Promoted more Quickly
The system demonstrates the ability to classify positions according to OPM and NASA standards.

(NOTE:  Except for draft performance measure #3 below, the position description management (PDM) performance measures are based on user satisfaction with the position classification process.  This satisfaction is measured by surveys of classifiers and supervisors.  The questions / answers below are only examples.  The PDM process team will work with an expert in developing surveys to properly construct the survey questions.)

Table 1.   Functional Drivers and Operational Performance Measures (Draft)

Functional Drivers
Draft Operational Performance Measures

Improve Development and Consistency of Classification Decisions
1)
Availability of classification information

Q:  In order to write a PD, how satisfied are you with the current availability of classification information?

Q:  Are classification decisions and documentation consistent?

Provide Analysis of Organizational Changes on Position and Grade Structure
2)
Support for writing and developing PDs

Q:  How does the current system for writing and developing PDs effect your ability to make organizational changes involving positions?

A:  not at all, little, somewhat, a lot

Continue Services despite reduced HR Staff
3)
Number of HR staff FTEs expended on position classification functions

Support Increased Supervisory Span of Control
4)
Length of time taken to develop PDs

Q:  How long does it usually take you to write (develop) a position description?

A:  Less than 1 hr 


1-2 hours 


3-4 hours 


5-8 hours 


more than 8 hours

Strengthen HR Staff Service Capabilities
5)
Support for writing and developing PDs
Q:  How does the current system for writing and developing PDs effect your ability to make organizational changes involving positions?

A:  not at all, little, somewhat, a lot



Improve the Availability of Classification Information and Responsiveness of the System to Inquiries
6)
Availability of classification information

Q:  In order to write a PD, how satisfied are you with the current availability of classification information?

Q:  Are classification decisions and documentation consistent?

Reduced "Red Tape" for Supervisors
7)
Length of time taken to develop PDs

Q:  How long does it usually take you to write (develop) a position description?

A:  Less than 1 hr 


1-2 hours 


3-4 hours 


5-8 hours 


more than 8 hours

Positions Filled and Employees Promoted more Quickly
8)
Delays to activities caused by the position classification process

Q:  Under the current process, have you had promotions and/or recruitment (personnel action) delayed because of the lack of a PD?

A:  Rarely, sometimes, often, very often

4 Assumptions

A market survey was conducted and only one vendor's product was identified that meets the requirements.  However, the vendor is currently migrating their entire product line from a 2-tiered, "fat client" architecture to a 3-tiered, "thin client" architecture.  Given the technical risks associated with this architecture migration, there is no significant value-added in contracting with the vendor until the final product is fully tested and implemented with existing customers.  The schedule for implementation will begin when the product is acceptable for meeting the needs of the Position Description Management project.  Currently, this is assumed to be in early 2001.  Other assumptions are as follows:

· Targeted COTS is available via a subscription service.  No back-end servers will be installed in NASA's environment.

5 Requirements 

This section establishes the high level requirements for the system to be implemented.  They define the expectation of the end resulting system by the Agency Functional Owner and the Program Office.

5.1 In-Scope/Out-of-Scope Requirements

This section consists of a table listing of high-level requirements, separating the in-scope items from the out-of-scope items.  Requirements include:  User, Functional, Integration and Technical requirements.

Table 2.  Requirement Line Items.

Category
In Scope
Out of Scope

Users
Approximately 100 Classifiers – frequent users of the system functionality for document generation and reporting analysis



Approximately 200 administrative Officers – mainly reporting, some document generation



Approximately 1,800 supervisors – use for document generation


Functionality
Automate the preparation of position descriptions to accept NASA unique text.



Automate the classification of position descriptions to OPM standards.



Automate the classification of position descriptions to NASA Classification Code schematic



Store position classification information.



Generate associated documents for described positions such as: vacancy announcements, including KSA's; performance criteria; interview guides; and individual development plans



System shall be federalized to comply with statutory and regulatory requirements.



Validate user input to notify of incorrect or missing data.



Provide ad hoc reporting.


Interfaces
No interfaces have been identified to date.
Interface with new Resume Management system

Interfaces to Center legacy systems.

Technical
Application access is via web-enabled subscription service using SSL-based encryption.



No back-end services (e.g., application servers, database servers) will be installed at NASA's ADP Consolidation Center (NACC)


5.2 Undecided Requirements

This section lists high-level requirements that are undecided.  For each undecided item, there is a plan for resolving the question of whether or not it belongs within the scope of the project.  As issues are resolved, the items will then be entered into Table 2 as either in-scope or out-of-scope.  This Scope Document represents the initial baseline of the project and will be updated as issues are resolved.  The Project Plan will eventually subsume this document and at that time this document should contain no outstanding undecided issues or the issues may be transferred to the Project Plan.

Undecided high-level requirements are listed in the order they should be addressed for possible implementation.

Table 3.  Undecided Requirements Line Items.

Category
Undecided
Plan for Resolution

Implementation
Store PD's and other documents generated by the COTS solution external to the COTS solution
Determine need for availability of the data at each Center or a central location other than COTS solution.  Evaluate capability during acquisition gap analysis.  Decision required before software is procured.

6 Implementation Issues

This summarizes any known implementation issues surrounding the project. Once a Project Plan has been completed for this module, this section of the Scope Document should reflect no outstanding issues.  (Note:  The resolution of issues of any type must be documented, dated and filed as part of the project file.)  Resolution of issues will typically produce new or revised requirements.

Issue 1:

Issue statement:  The current plan is to train only selected supervisors initially.  There is a need to identify appropriate lead-time and have a training plan and materials in place for training of intermittent users.  Numbers of effected employees may be different at different Centers.

Plan for resolution:  Training should be provided to coincide with need for use of the system.

7 Resources

This section presents schedule and budget information particular to the Position Description Management project.
Table 4 summarizes high-level schedule information, separated by project phases including expected completion dates, and Table 5 summarizes high-level budget information.


Table 4.  Schedule Summary

Project Phase
Schedule

Project Formulation
Aug 2000 – Mar 2001

Agency Design
Mar 2001 – May 2001

Pilot
May 2001 – Jun 2001

Rollout
Jun 2001 – Aug 2001


Table 5.  Budget Summary (in thousands).
FY01
FY02
FY03
FY04
FY05

$1,490
$625
$625
$625
$625

Include assumptions or reasons for cost increase over the fiscal years.

8 Deviations from Program Plan

This section presents any responsibilities and activities that are unique or of particular relevance to the Project.

8.1 Roles and Responsibilities Deviations

None.

8.2 Other Deviations

A period of understanding with an implementation contractor may not be possible, or have little value-added, due to the value and type of GSA contract applicable to this effort.
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