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1.0 Introduction

This section will cover Project Identification, General History, and the Position Description Management (PDM) Summary.

1.1
Project Identification

The PDM Project is one of several projects created by the Integrated Financial Management (IFM) Program.  The IFM Program is a Level 1 Program with an approved Program Plan and Program Commitment Agreement (PCA).  The New Technologies for Reengineered Operations (NTRO) Office, Code 405 is responsible for acquiring and implementing the PDM functional module throughout the Agency.  PDM is one of several modules within the Human Resources track of the IFM Program. 

1.2
General History

The Human Resources (HR) Systems Replacement team was formed in 1997 to evaluate Commercial Off-The-Shelf (COTS) HR systems that could replace the current NASA HR systems and provide additional automated support for HR processes and managers’ information needs.  Additionally, the study evaluated outsourcing options for obtaining HR system services from another Federal agency or commercial vendor.  The main objectives of the study, which was completed in June 1997, were to identify the options, establish decision criteria, identify the financial impact, and analyze and evaluate options for HR products and services that best meet NASA’s needs.  The main requirements for new HR products and services as defined in the study were that:

· The commercial software must be already federalized so that NASA need not invest resources in making the product work in a government environment.

· The overall system must be capable of providing significantly greater automated support for HR processes.

· The system must support the increasing information needs of NASA managers

· The system must replace all the current HR systems.

· The system must be in line with the IFM Program.

After a rigorous evaluation of various COTS software packages, Federal Agency cross service providers, and other outsourcing venues was undertaken; a report of the study findings was produced.  Soon after the report, the HR System Replacement effort was formally incorporated into the Integrated Financial Management Project (IFMP) in order to provide the resources and coordination at the Agency-level necessary to achieve the remaining recommendations of the study.

In April 2000, the former IFM Project was reformulated into the IFM Program.  NASA's priority in financial management systems is to significantly improve the Agency's business processes while complying with Federal mandates to deploy fully integrated and compatible Agency systems with standardized information and electronic data exchange to support program delivery, safeguard assets, and manage taxpayers’ dollars.  The IFM Program is to address the most critical financial management issues: improved service and higher quality customer products (accuracy, timeliness, and efficiency).  The IFM Program is to implement the system in a series of functional modules.  The PDM module is one of these functional modules.

The current IFM Program intends to pursue a modular re-engineering of business processes and implementation of COTS software prioritized by contribution to Agency goals, Center needs, and data dependencies.  The rate of module completions is constrained by the difficulty in developing standard Agency configurations (design complexity), the ability of the Centers to accommodate changing processes (implementation complexity), and available budget.  Success of the program will be judged on the basis of achievements in terms of measurable success metrics.  A consensus set of 5 Agency Business Drivers was developed during the Program formulation phase, based on the Enterprise Strategic Plans and Agency Strategic Plan.  The IFM Program will establish functional area projects to effect business process changes and to acquire and implement appropriate information technology tools to substantially improve the Agency's performance in each area.  Each Project will be expected to address/support the Agency Level Business Drivers with appropriate Functional Drivers.  Key performance measures and associated success criteria will be defined for each of the Functional Drivers.  Thus, there is a continuous flow of accountability from the mission support objectives identified in the Strategic Plans to the applicable financial and human resources management process and technological improvements to be provided by the IFM Program in support of those objectives, and ultimately to the functional objectives to be achieved by the individual IFMP Projects.

New financial management systems will allow NASA to comply with Administration (OMB Policy A-127, Joint Financial Management Improvement Program) and Congressional (GPRA, FFMS,FASAB) policies while directly contributing to implementation of the NASA Strategic Plan by improving the way NASA conducts business.

To meet internal and external human resources challenges, NASA is committed to the strategic management of its human capital.  Energized by the proposition that its workforce is its greatest strength, NASA began the process of developing a roadmap for achieving preeminence in Core HR.  The goal is to allow NASA to manage its human resources at a competency and skill level based on strategic needs.  Specifically, NASA needs to implement capabilities that allow competencies to be managed and developed and at the same time achieve greater cost effectiveness of its mission support functions in order to maintain its status as a world-class research and technology Agency.  Additionally, NASA desires to integrate Agency-wide business systems that enable better decision-making and enable HR professionals to take on more consultative roles.

1.3
Position Description Management Summary

NASA, like all federal agencies, is being buffeted by important demographic changes.  Specifically, the federal workforce is aging; the baby boomers, with their valuable skills acquired through years of service, are nearing retirement; new employees joining the civil service ranks today have different employment opportunities and different career expectations than the generation that preceded them.  In response to an increasingly competitive job market, NASA will need the tools and flexibility to attract, hire, and retain the highest caliber talent.  More and more, NASA requires a knowledge-based workforce that is sophisticated in new technologies, flexible, and open to continuous learning.  NASA’s workforce of the future must be both adept at delivering services directly and at effectively managing the cost and quality of services delivered by third parties on NASA’s behalf.  Furthermore, NASA’s employment structures and working arrangements will continue to evolve, and the workplace will need to accommodate a greater mix of full-time, part-time, and temporary workers; continued contracting-out; diminishing job security; and the possibility of government downsizing and realignments.  These changes will undoubtedly strain NASA’s existing HR capabilities.  Two key shortcomings exist with the current PDM process and system:

· An inordinate amount of management time is devoted to writing position descriptions and preparing classification related documentation and

· An inordinate amount of HR staff time is focused on developing position descriptions and preparing classification-related documentation, and on reviewing this documentation to make classification decisions.

Improving the position classification system directly supports meeting these shortcomings.  An enhanced or automated position classification system would standardize and produce tremendous gains in the consistency and efficiency in the position description development and classification processes.  In short, NASA needs to dramatically upgrade its existing manual position classification system in order to increase stakeholder satisfaction and enable management decisions based on the best information available.

2.0 Objectives

This section will identify the IFM Program Objectives and the PDM Functional Drivers designed to meet those objectives.  Additionally, this section will detail Success Measures and Operational Performance Measures to validate that the Functional Drivers are being achieved.

2.1
IFMP Objectives

The IFM Program Plan documents the Agency’s requirements for managing financial, physical, and human resources information within an integrated management framework.  The IFM Program is aligned with the Manage Strategically crosscutting process defined in the NASA Strategic Plan to provide critical information management capabilities to internal customers and communication among both internal and external customers.  The mission of IFMP is to improve the financial, physical and human resources management processes throughout the Agency.  IFMP will reengineer NASA’s business infrastructure in the context of industry “best practices” and implement enabling technology to provide necessary management information to support the Agency’s strategic plan implementation.

The complete IFM System will enable NASA to carry out its management functions more effectively, execute financial operations of the Agency, and report the Agency’s financial and other resources status to external entities.  As part of laying the foundation of NASA's future operating environment, five agency-wide business drivers were established.  These business drivers support NASA's transformation from its current decentralized business systems to a financial, human and physical resources management system that is seamlessly integrated throughout all NASA Centers.  These Agency Business Drivers are:

1. 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.

2. Improve NASA's accountability and enable full cost management – Implement full cost management 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.

3. Achieve efficiencies and operate effectively – NASA must evaluate and improve the efficiency and effectiveness of business processes to appropriately support mission program requirements in their endeavor to ensure that the products NASA produces or acquires are safe, less costly, and more capable.

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

5. Attract and retain a world-class workforce – Provide tools and operational environments that contribute to NASA's ability to attract and retain highly qualified individuals to support the goals and objectives of the strategic enterprises and the infrastructure of the Agency.

Success of the IFM Program will be judged by how well each Project supports these defined Agency Business Drivers.

2.2
Position Description Management Functional Drivers

Aligned with the business drivers are the functional drivers specific to the PDM module.  These functional drivers for the future operating environment for PDM are shown in Figure 2-1 below.

Business Driver
What it Means
Position Description Management 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 reconciliation's – every level looks at consistent information

· Financial and program data are the same
· Improve Development and Consistency of Classification Decisions

3
Achieve Efficiencies and Operate Effectively
· Improve efficiencies of business processes

· Products we produce are safe, less costly, more capable
· Improve the efficiency of position classification and its ability to enable supervisors to operate effectively

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
· Improve the Availability of Classification Information and Responsiveness of the System to Inquiries 

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 frustration and maximize their ability to perform value‑added functions
· Positions Filled and Employees Promoted Quickly

Figure 2‑1: PDM Functional Drivers

2.3
Position Description Management Performance Measures

Various performance measures will be employed to gauge the Project’s success, both during implementation and during operations (post-implementation).  During the implementation phase, performance measures are segregated into (a) project measures, focusing on cost, schedule and risk and into (b) design measures, which target how well the acquired solution meets the basic functional needs.  After implementation, operational measures will gauge the improvements resulting from the new solution.

Project Performance

During implementation, project success measures for cost, schedule and risk are as follows:

Project Element
Success Measure

Cost 
Project implementation costs cannot exceed commitment in any project phase by more than 15%.

Schedule
Implementation schedule commitments cannot slip by more than 6 weeks.

Risk
Reduce all high severity risks identified during Project Formulation to low or medium severity prior to Pilot Center Cutover.

Figure 2‑2: PDM Project Measures

Design Performance
Design measures are simulated during software testing and are used to measure the effectiveness of functional driver satisfaction during the design and pilot implementation phases.  Design measures for the PDM module are as follows:

Functional Drivers
Design Success Measures

Improve Development and Consistency of Classification Decisions
The system shall demonstrate the capability to support standardized NASA custom content and templates standardized at the Center level to ensure consistency of documentation in accordance with OPM-approved standards.

Improve the efficiency of position classification and its ability to enable supervisors to operate effectively
The system shall demonstrate the ability to expedite the development of Position Descriptions through picklists, standardized text and templates, and OPM-approved standards.  By decreasing the position description development time, supervisors will have more time for their other supervisory duties. 

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 instantly accessible by Human Resources and staff supervisors.

Positions Filled and Employees Promoted more Quickly
The system shall demonstrate the ability to expedite the development of Position Descriptions through picklists, standardized text and templates, and OPM-approved standards.

The system shall automate the ability to classify positions according to OPM and NASA standards, thus strengthening Human Resources staff and supervisor capabilities through increased efficiencies (e.g., minimizing frustration).

Figure 2‑3: PDM Design Measures

Operational Performance
After implementation, operational measures will gauge the improvements resulting from the new solution.
The PDM Project will conduct surveys to gather satisfaction feedback from managers and supervisors (process customers) on the current and post-implementation position description process.  The surveys will support the collection of information related to the PDM Functional Drivers and the PDM Operational Performance Measures.

The Project will administer two surveys.  The first will be used to gather baseline customer satisfaction levels corresponding to the PDM Functional Drivers.  The first survey will measure customer perceptions of the current, manual PDM process prior to the PDM Pilot Center Cutover.  The second PDM survey, to be conducted six months after completion of PDM Agency Rollout, will be used to gather customer satisfaction levels corresponding to the PDM Functional Drivers.

Figure 2-4 depicts Functional Drivers, Operational Performance Measures, and associated Success Criteria.  The majority of the survey content in Figure 2-4 will require Lickert-scale responses ranging from "Strongly Disagree" to "Strongly Agree".

Functional Drivers
Operational Performance Measures
Success Criteria

Improve Development and Consistency of Classification Decisions
Availability of classification information

· In order to prepare a PD, I can access existing PDs in an on-line library.

· The PD process provides for real-time feedback to my questions about how to prepare a PD.

· The PD development process automatically provides consistent duties and other information needed to create a PD at the desired grade level.
Average survey response of “Agree” or better.

Improve the efficiency of position classification and its ability to enable supervisors to operate effectively
Average Length of time taken to develop a PD

Q:  On average, how long does it take you to prepare a new PD to forward to HR?

A1:  more than 8 hours 

A2: 5-8 hours

A3:  3-4 hours

A4:  1-2 hours

A5:  Less than 1 hr 
Average survey response of 1-2 hours or better.

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

· In order to prepare a PD, I can access existing PDs in an on-line library.

· Current PD process provides for real-time feedback to my questions about how to prepare a PD
Average survey response of “Agree” or better.

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

· The current PD process supports expediting the filling of positions and promoting employees

Q:  On average, how long does it take you to prepare a new PD to forward to HR?

A1:  more than 8 hours 

A2: 5-8 hours

A3:  3-4 hours

A4:  1-2 hours

A5:  Less than 1 hr
Average survey response of “Agree” or better.

Average survey response of 1-2 hours or better.

Figure 2‑4: PDM Operational Measures

3.0
Customer Definition and Advocacy

IFMP's direct customers are the functional process owners; Chief Financial Officer, Chief Information Officer, and Associate Administrators (AAs) for the Offices of Human Resources & Education, Procurement, and Management Systems.  The Functional Process Owner for PDM is the AA of the Office of Human Resources and Education.  At the Center level, the primary customers are the counterparts of the Functional AAs.  Center Level primary customers are the Directors of Human Resources Offices.  These individuals are responsible for the administrative processes that will be reengineered and automated under this Program.  As such, these customers will play a strong role in defining program requirements and priorities, as well as evaluating the success of the Program.  Their organizations and staff will be impacted by the new processes and procedures and/or derive direct work related benefits from the new system.  

IFMP stakeholders include Program and Project Managers, Scientists and Engineers, Institutional Managers, Senior Executives, OMB, and Congress.  They are the ultimate beneficiaries of improvements in the systems, and process efficiency and effectiveness.  NASA employees also benefit from these new processes and procedures as they apply for new positions and opportunities within NASA.  Additionally, external customers include the public interested in employment opportunities at NASA.

The PDM Project is an agent of change for the HR functional owners, but is not the determiner of those changes.  That responsibility resides with the HR functional process owners and acceptance of the changes resides with the stakeholders.  The IFM Program and the PDM Project:

· Do not own the functional business processes being changed

· Do not have direct control over institutional funds or staff needed to affect the changes

· Do not have the authority to dictate migration to Agency level processes and systems

· Do not dictate NASA information technology policy and standards

· Do not control policy or funding

Therefore, to be successful, IFMP must build a coalition of advocacy among and across many levels of NASA.  The customers and stakeholders must have a desire for change and the willingness to fund and support it.

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

· IFMP Steering Council – The IFMP Steering Council is chaired by the Associate Deputy Administrator and includes the Chief Financial Officer (CFO), Chief Information Officer (CIO), Associate Administrator for Human Resources and Education, Associate Administrator for Management Systems, Associate Administrator for Procurement, Institutional Program Officers, Deputy Center Directors, and representative Deputy Center Directors.  The governing role of the IFMP Steering Council is to approve the scope, direction, and speed of Program performance.  In addition, the Council will advise, endorse, and act as advocates for the changes that will be required by the implementation of new business processes and systems.

· Agency Process Team – An Agency Process Team is established for each functional module and is comprised of functional representatives from the Centers and Headquarters.  The governing role of the Agency Process Teams is to develop standard Agency-level business processes specific to each functional module.  A PDM Process Team has been established in support of this effort.

· Project Steering Committee – A Project Steering Committee is established for each Project and is comprised of the Headquarters Functional Owner, Lead Center Chief Information Officer (CIO), and Center Functional Owners (10).  The governing role of the Project Steering Committee is to ensure that the functional area objectives (functional drivers) are met and that cross-Center commitments to Project implementation are achieved.  The existing Human Resources Project Steering Committee will be used for this project.  This Committee is chaired by the Director of Personnel (Code FP) and includes the Directors of Human Resources from each Center, as well as the GSFC CIO.

· Integration Project Steering Committee (IPSC) – The Integration Project Steering Committee is chaired by the NASA CIO and includes the IFM Program Director, NASA IT Chief Architect, PCIT leads, and an at-large Center CIO.  The governing role of the IPSC is to review and approve IFM technical requirements within the context of the current and long range Agency IT architecture.

Specific roles and responsibilities for each of the above mentioned governing elements are provided in Section 5.2 of this plan.

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 PDM Agency 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 solution.  The IFM Program Director and HR Project Steering Committee have approved the PDM Scope Document.  During the acquisition process, the PDM Agency 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 Associate Administrator of Code F).  The PDM business case analysis (BCA) initially developed during Program Formulation, was revised during Project Formulation and will also be revisited at key intervals during the project implementation to verify that the benefits of the prospective solution merit continued pursuit.

During the Project implementation phase, the HR 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 PDM Project Manager will present the HR Project Steering Committee with management issues, such as emergent gaps in software functionality for advice and resolution.

The Integration Project Steering Committee will review 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. 

4.0
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, located at NASA Headquarters and reporting 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 Code 405 Project Manager within GSFC's Flight Program and Projects Directorate.  Figure 4‑1 depicts this overall authority and coordination flow.
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Figure 4‑1: PDM Project Authority and Coordination Flow

The Agency Program Management Council (PMC) will serve as the Governing PMC (GPMC) for the IFM Program.  The Agency Program Management Council 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 PMC's 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.

GSFC is the Lead Center for formulating the PDM Project, and acquiring and implementing the PDM solution.  The GSFC PMC will serve as the Governing PMC (GPMC) for the PDM Project.  The GSFC PMC will assess PDM Project planning and implementation, and provide oversight, and ensure accountability.

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

5.0 Management

This section of the Project Plan will identify the Management and Governance structures for the PDM Project, including roles and responsibilities.

5.1
Code 405 Project Office

As shown in Figure 5-1, the Project Office is aligned with several IFM Program, GSFC Management, and various HR organizational elements.
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Figure 5‑1: PDM Project Team and NASA Interfaces.

5.2
Specific Roles and Responsibilities

IFM Program Director

The IFM Program Director, located at NASA Headquarters and reporting to the Agency CFO, has lead responsibility for IFM Program management.  The IFM Program Office has responsibility to implement the IFM Program according the IFM Program Plan, the approved IFMP Program Commitment Agreement, and the individually approved IFMP Project Plans.  Specific responsibilities include:

· Setting objectives and requirements

· Setting scope, priorities, and controls module sequencing and timing

· Soliciting proposals for and approves subordinate projects

· Managing Program budget

· Allocating funding to projects

· Establishing framework for conducting program business within the Program Management Plan

· Managing Program Level risks

· Reporting (PMC, Process Owners, OMB, Congress, GAO, IG)

· Supports software selection based on research and analysis performed at a Project (Center) level

· Establishing the Change Management framework to include communications, commitment building, and training

· Assessing Program performance

· Remaining accountable to customers for Program performance
GSFC Code 400 Directorate 

The GSFC Flight Programs and Projects (Code 400) Director and Deputy Director for Resources provide management oversight of the Code 405 Project Office, ensuring that assigned projects are performing in a manner that will successfully meet cost, schedule, and technical commitments.  Code 400 senior management ensures the project is adequately staffed to perform the effort.

GSFC Steering Committee

The GSFC Steering Committee is comprised of the GSFC senior management stakeholders for all IFMP-related activities.  This committee is chaired by the Deputy Center Director (Code 100) and includes the GSFC CIO (Code 100), Center CFO (Code 150), the Director of HR (Code 110), the Director of Management Operations (Code 200), and the Flight Programs and Projects Deputy Director for Resources (Code 400).  This management committee oversees all IFMP-related activities at GSFC, and ensures coordination and consistent change management among the various IFMP efforts on Center.

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 responsibilities to the Agency Process Team and the PDM Project include:

· Support to the Agency Functional owners including facilitation of issue resolution across functional lines and lifecycle requirements management

· Provides representation to ensure that technical architecture and integration issues are adequately addressed

· Provides integration architecture for integrating modules, legacy system and external system.

· Coordinates the development of interfaces between the module and other IFM modules, and Agency and Center legacy systems and external systems (if applicable)

· Provides technical infrastructure to support testing

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

· Provide performance modeling and testing for procured COTS

· Leads Agency operations transition

· Coordinates IV&V and independent assessments

· Contracting Officer's Technical Representative for the Independent Assessment Support Contract

· Coordinates with the Independent Verification and Validation (IV&V) Contractor
HR Steering Committee

The HR Project Steering Committee is the principle forum for ensuring that a module meets the functional drivers.  The Committee supports the HR Systems Project by serving as a decision-making body that will have the following responsibilities:

· Support the Human Resources and Education Associate Administrator (AA) in the review and approval of PDM module level IV requirements

· Provide advice, counsel, guidance, and decisions, as needed, to the PDM Process Team and the HR Systems Project Team

· Review and address recommended alternative approaches for handling cross-functional processes/policy issues and cross-Center issues

· Approve process redesigns and configuration decisions that affect the business processes 

· Review requests for modifications to COTS product

· Communicate program commitment to all stakeholders

· Play an important role in planning for the transition of the software solution across the agency.

· Help ensure adequate staffing to support both pilot and Center implementations

· Help knock down barriers to facilitate process change

· Approve Agency versus Center configuration options 

· Provides advice, counsel, and recommendations to the Project Manager.

During acquisition and implementation the Committee will serve as the Configuration Control Board (CCB) for the functional requirements.  In this capacity, the Committee will review, approve, and establish the baselined functional requirements, and will review and approve all changes to the baseline.  After implementation, the functional owner may delegate the CCB role to the Agency Process Team, or other appropriate organization.

Project Office

The Code 405 Project Office is responsible for the management of the PDM acquisition, design, pilot implementation, and Agency rollout.  Specific roles of the Code 405 Project Office include:

· Develops the integrated budgetary requirements and recommendations 
· Defines the Project content and schedule based on IFM Program budgetary guidelines

· Establishes management processes

· Ensures that the effort stays within committed cost, schedule, and technical performance. 

· Assures appropriate independent reviews of assigned elements

· Is accountable for progress of each Project element

· Reports status to GSFC and NASA management, and recommends necessary corrective and preventive actions.

The Director of Code 400 appoints the Project Manager (PM) who is responsible for the above actions.

The Project is comprised of the PM, Deputy Project Manager Resources (DPMR), and core PDM Implementation Team (PDM Technical Lead, PDM Functional Lead, and Change Management and Customer Advocacy).  

In the Project organization, people are either matrixed to the Project from the support organizations at GSFC, or are hired contractors that support the Project Manager and the DPMR.  The core members of the project team are physically co-located in the same office area.  The PDM Agency Process Team and Center Teams are located in their home offices.  Individual roles, responsibilities, and skills are defined either in the employee’s Position Description (PD), if they are civil servant or in their task statement, if they are a contractor.

Project Manager

The Project Manager will be semi-autonomous, having the authority to tactically manage the PDM implementation within the policies and guidelines established by the IFM Program Office and GSFC policies and procedures.  Specific areas of Project Manager responsibility include:

· Project planning, including development of project objectives, implementation plans and schedules, budget and milestones, and Project plans

· Obtaining commitments to support the Project; develops a project-specific addendum to the Program PCA

· Developing, recommending, and advocating the project's resources

· Allocates budget to lowest level accounts; approves all expenditures

· Establishes agreements with external parties

· Executing and overseeing the Project Plans

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

· Reporting project performance and status, including contracts

· Contracting for application and implementation services

· Coordinating with the Integration Project

· Coordinating Agency Process Team and Center functional representatives in support to the overall implementation

· Implementing approved, NASA-specific ancillary solutions for functionality gaps in the acquired COTS solution

· Leading Pilot Center development and implementation and subsequent Agency rollout

· Developing and executing a thorough Change Management program throughout the implementation life cycle (includes training development and execution)

· Working with operations elements and supporting transition to operations

· Complying with applicable Federal law, regulations, Executive orders, Agency Directives, and GSFC procedures and directives

Other key roles within the Project include:

Deputy Project Manager – Resources 

GSFC Code 400 provides a Deputy Project Manager for Resources (DPMR) and Resource Analyst who performs business management support for the Code 405 Project Office.  The DPMR is responsible for the project budget and execution, contract management, and oversight of support contracts.  Additionally, the DPMR is the Contracting Officer's Technical Representative (COTR) for an agency-wide Project Support Contract.

Position Description Management Technical Lead 

GSFC Code 405 provides a PDM Technical Lead who provides the technical leadership and ensures the execution of the detailed project activities.  This person supports the Project Manager and coordinates with other elements of the PDM Implementation Team.  Specific areas of the PDM Technical Lead responsibility include:

· Completing detailed implementation planning

· Executing and overseeing the Implementation Plan

· Performing schedule management including implementation schedule development, baselining, analysis, reporting and maintenance

· Facilitating the overall implementation effort including coordination with the PDM Functional Lead, GSFC Human Resources Office, Change Management and Customer Advocacy Lead and Center HR Office as required during the Agency Design, Pilot Center Implementation and Agency Rollout

· Ensuring configuration management throughout the implementation life-cycle

· Coordinating with the Integration Project

· Reporting implementation status and resolving issues

· Contracting Officer's Technical Representative for the Implementation Support Contract.

Position Description Management Functional Lead

GSFC Code 112 provides a PDM Functional Lead who is responsible for leading the PDM Process Team efforts.  The PDM Functional Lead coordinates with the Technical Lead and Change Management Lead in the completion of design and implementation activities supported by the PDM Process Team. 

Change Management Lead

GSFC Code 110 provides a Change Management Lead who is responsible for planning and executing a tailored change management program to support the successful implementation of the PDM system.  The Change Management Lead responsibilities include:

· Establishing and executing stakeholder communications

· Planning and conducting end-user training

· Coordinating with the Technical Lead and Functional Lead in completing assigned activities

· Coordinate with the Program Change Management Office to ensure adherence to program change management policies and guidelines

· Coordinate with Center Change Management leads during the Center rollouts

Position Description Management Process Team

The PDM Process Team is an agent of the Human Resources and Education AA (NASA HQ, Code F).  In this role, the process team performs a variety of tasks including business case updates, business process re-engineering, and Module Project requirements definition.  The PDM Process Team responsibilities include:  

· Executes the Agency Design Phase functional activities

· Conducts Agency design working sessions

· Provides content and corporate knowledge

· Identifies and maintains user requirements.  These are level IV requirements and serve as the basis for the selection of the software package
· Develops Level V requirements for use during system and integration testing
· Identifies and maintains Agency software configurations, Agency interfaces, Agency process definitions/redesigns, and other Agency functional requirements throughout the Agency Design Phase

· Coordinates functional requirements with the Integration Teams

· Recommends Agency vs. Center configuration options

· Conducts initial gap analysis, assesses impact and recommends alternative solutions to reengineer processes to match the software capabilities

· Participate in issues resolution

· Obtains approval of process redesigns and configuration decisions that affect the business processes from the Project Steering Committee

· Accountable to the HR Project Steering Committee

GSFC Human Resources Office

The GSFC Human Resources Offices provides to the project the Functional Team Lead and Change Management Lead.  This office also ensures that all its classification specialists attend the necessary training during the pilot implementation.

Center Human Resources Office

The Center Human Resources Office at each Center shall provide a member to the Process Team.  This individual shall participate in Process Team activities during design and pilot implementation, and shall also coordinate with the project team in completing the Agency rollout at their respective Center.

Support Contractors 

Support contracts are established to provide overall management support to the project, and technical support for web site development/maintenance.

5.3
Program Committees

A governance structure has been established to actively engage Agency senior management and stakeholders.  Specifically, Steering Committees have been established for every project on the Program.  These Steering Committees are comprised of the functional owners of the processes being implemented by the respective projects.  Additionally, a Steering Council has been established for Program oversight.  Specific roles and responsibilities of the Council and Committees are described below.

IFM Steering Council

The IFM Program Steering Council is established as the principal forum for ensuring that the Program meets NASA's business objectives.  The Council, comprised of the Chief Financial Officer, Chief Information Officer, functional AAs, IPO Deputy Center Directors, and chaired by the Associate Deputy Administrator, will act as a forum for reviewing Program structure and integration issues and for key decision making.  The Council will recommend actions to the IFM Program Director.  Specific responsibilities are outlined in the IFMP Program Plan.

Integration Project Steering Committee

The Integration Project Steering Committee shall serve as the primary Program-level governance entity to the IFMP Integration Project.  Specific responsibilities are outlined in the IFMP Program Plan. 

5.4
Management Support Systems

The Code 405 Project Office employs a number of management support systems, as briefly described below.  To ensure maximum synergy with the IFM Program, the Project Office will leverage the capabilities of IFM Program-wide tools as they acquired, configured, and implemented.

The Code 405Project Office support systems are as follows:

· Schedule: A project master implementation schedule (developed with Microsoft Project) is used to evaluate, plan and monitor activities, milestones, and control points.  The Program Office integrates the PDM implementation schedule with all other project implementation schedules and program activities to ensure overall compatibility.

· Risk: A risk management plan has been developed which defines the roles, responsibilities, and processes for managing project risks.  Additionally, baselined risks for the project are identified in the appendices of the plan.
· Document Repository: The Code 405 “virtual office” (Lotus QuickPlace) will be utilized for storing all project documents.  Baselined and controlled documents are also stored in GSFC’s CCMS and the Program’s CM tool (see below).
· Action: Utilizing the web, an action tracking system is in place for storing and tracking project actions.
· Configuration Management: The GSFC Centralized Configuration Management System (CCMS) shall be used to control and manage all NTRO Project configuration items (CI) in accordance with the GSFC Quality Management System (QMS), GPG 1410.2, and NTRO Project PG 1410.2.1.  The project will also utilize the CM tool provided by MSFC IPO to archive baselined requirements and subsequent changes.
· Quality Management System: The GSFC quality management system (QMS), consistent with ISO9000 procedures, will be followed by the Code 405 Project.  Specifics are outlined in Section 14.0. 
· Computer Systems: A project web site is used to facilitate internal and external project communications.  The Code 405 Project Office also uses a file server to store and share key project documentation.  Additionally, the Project is using a web-based “Virtual Office” application, providing various workgroup collaboration capabilities including document management, action tracking, and other management tools.

6.0 Technical Summary

This section will address Project Requirements, Operational Concept, Systems and Support, Facilities, and Logistics specific to the PDM Project.

6.1
Project Requirements

NASA has analyzed the existing process and developed requirements that will lead to breakthroughs in the position classification management process.  Alternatives that fulfill these requirements will lead to NASA's vision for position description management.  There are five levels of requirements that correspond to various phases of the Project, as described below.

Level I – Agency Business Drivers

The five Agency Business Drivers, or IFMP objectives, precipitated from an examination of the commonality of the business process and infrastructure needs identified in the Agency Strategic Plan.  These are approved by the IFM Steering Council and are incorporated into the IFM Program Commitment Agreement (PCA).  Unless altered by an approved modification to the PCA, these Agency Business Drivers will not change for the life of the Program.

Level II – Module Functional Drivers

Module functional drivers are major functional area achievements that will demonstrate a measurable improvement in the Agency Business Drivers.  During Program formulation, the HR Agency Process Team developed a Business Case Analysis (BCA) for each HR functional module that identified and mapped Functional Drivers to the Agency Business Drivers and further, identified the success measures 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.  The PDM Functional Drivers and relationship to Agency Business Drivers are provided in Figure 2‑1.  

Level III – High Level Requirements

High level requirements are established prior to project formulation, and are included in the initial Project Scope Document.  This document is used by the Program Office to communicate the high-level function and technical requirements, performance measures and success criteria, and responsibility of the Lead Center for the formulation of the Module Project.  As the project completes its formulation phase and moves into the implementation phase, these high-level requirements are moved into the Project Plan (this document), and the Project Scope document is expired.  These requirements are as follows:

Category
Requirement

Users
Approximately 150 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.


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.

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)

Implementation
Store PD's, generated by the COTS solution, external to the COTS solution

Level IV – Acquisition Requirements

The Agency Process Team, PDM Project, and the Integration Project will develop and maintain the Functional, Technical and Integration Requirements for the PDM Project.  The Functional Requirements will include, at a minimum, a textual list of requirements and a business process model view of the module requirements. 

The technical requirements are approved by the Integration Project Steering Committee.  The HR Steering Committee approves all other acquisition requirements.  Once the HR Steering Committees approve the package of Level IV requirements, those requirements are considered baselined and will be used during the PDM acquisition phase.  After the software is selected, the PDM Agency Process Team and PDM Project will work to configure and test the software to ensure it is acceptable for implementation.  During this process, functionality gaps may be discovered and resolved.  As a result, the requirements that were baselined for acquisition purposes will be updated and, as much as possible, restated in terms that relate to the selected software to help ensure complete understanding of the scope to be implemented.

Level V – Implementation Requirements

These Level V requirements, or implementation requirements, are detailed statements of requirements that will be the basis for the system testing that will occur during the system and integration testing (pilot phase of the project).  The PDM Project Manager approves the Functional Level V requirements and the Integration Project Manager approves the Level V Technical Requirements.  Systems Description and Operational Concept.

6.2
Operational Concept

The PDM module will: establish standard business processes across NASA; improve the effectiveness of the position classification system; provide current, accurate, and reliable data to Agency and Enterprise management, and permit reporting to both internal customers (e.g., management) and external customers (e.g., Congress).

Figure 6‑1 provides a high level overview of how the PDM System (PDMS) will operate.  The PDMS will automatically generate position descriptions (PD), based on either a specification of job duties or job title/series/grade.
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Figure 6‑1: PDM System Overview
The PDMS will be a web-enabled subscription-based service that provides application functionality, a secure data center and specialized Federal Human Resources (HR) content.  The subscription service is installed on the vendor's servers from which enterprise access is provided.  Additional services are designed to deliver secure access via the user's web browser.  The PDMS will have the following capabilities:

· Stores OPM Position Classifications, including duties for each series/grade, derived from standard classifications, and NASA AST Classifications, derived from NHB 3510.x.

· Generates position description data (e.g., title, description, pay schedule, series, etc.) associated with each position by grade.

· Attaches statutory and regulatory references to the position classifications.

· Stores resulting newly classified positions in the position database.

A position description (PD) will be needed to support the following types of personnel actions: reassignment; realignment; change to lower grade and promotion.  The PD will also be needed to support requests to hire and for advertisement of vacancies under merit promotion procedures.

The Hiring Manager/Supervisor initiates a Request for Personnel Action (SF-52) and works with PDMS to develop proposed new position descriptions.  The Hiring Manager/Supervisor identifies position parameters such as job duties, or job title/series/grade, and searches PDMS to retrieve a proposed position description and supporting documentation.  The Hiring Manager/Supervisor augments the proposed position description with additional information such as location of NASA activity and justification for position.  The HR Specialist works with the Hiring Manager/Supervisor to reach an agreement on the proposed position description and documentation.  The HR Specialist validates the proposed system generated position description against existing HR Classification standards, and may initiate a Peer Review Panel to evaluate promotion actions.  The review process culminates in Hiring Manager/Supervisor concurrence with the position description and certification of the position description by the HR Specialist.  The certified/approved position description becomes official, and is stored in the PDMS position database.

For positions not open to competition, a Supervisor certifies that the duties and responsibilities identified in the position description accurately reflect employee performance.  HR prepares a Notification of Personnel Action (SF-50) and distributes it to the appropriate personnel.

For positions open to competition, HR accesses the position description in PDMS, and Crediting Plan in Resume Management System (RMS).  When an employee is selected, HR prepares a Notification of Personnel Action (SF-50), which is distributed to the appropriate personnel.

HR maintains a separate library of appeals documentation that supports the employee appeal process.  It contains the position descriptions from PDMS and is augmented by additional non-tool documents.

6.3
Systems and Support

System and support requirements center on four areas:

· Policy

· Business Operations

· Functional 

· System

Policy support focuses on the Human Resources overarching principles related to position description management.  Code F performs this support.  The second support area, business operations, is directed at the PDM Concept of Operations.  The Lead Center evaluates technological advances and HR policy changes to update the concept of operations to ensure full consistency with technology and policy during the implementation.  The third support area, functional, involves the fundamental position description management processes ensuring the PDM System is fully consistent with the PDM Concept of Operations.  The fourth area, system, centers on the desktop systems.

NASA and Avue will work together to establish specific backup and restore procedures, server performance and network performance monitoring as well as firewall rules for addressing any technical issues in these areas. Centers will support their own desktop environments.  Center help desks will be utilized to address system (desktop computer) issues and will coordinate with local support (e.g., ODIN) as required.  The infrastructure for resolving functional (software) issues will be determined and established prior to Pilot implementation.  This will include a “super-user” at each NASA center to be the first stop for PDM functional questions and escalation procedures will be identified for reporting issues to Avue as well as procedures for identifying requirements changes to the Avue software.  These operations processes will be addressed at a high-level in the Integration Project Agreement (see Section 13 of this plan) and further detailed in a documented Operations Plan and Service Level Agreement.  These agreements and Operations Plan will address the role of the IFMP Competency Center, which will be established at MSFC, for sustaining the PDM environment.

6.4
Facilities

Existing facilities (computer rooms, training, offices) will be used.  GSFC will provide adequate office space to support the Code 405 Office.  GSFC will also provide adequate space to support testing, and training facilities to support training of implementation personnel. 

6.5
Logistics

Details regarding deployment and training facilities will be provided in the Position Description Management Implementation Plan.

7.0 Schedules

This section will identify significant milestones scheduled through the lifecycle of the PDM Project.  It will also provide an overview of the scheduling and schedule reporting techniques to be utilized in the management of the project. 

7.1
Significant Milestones

Major milestones are identified below.  PDM will be first implemented at the Pilot Center (GSFC) followed by deployment to the remaining Centers according to the following schedule:

Project schedule commitments are as follows:

Project Phase
Schedule

Project Formulation*
July 2000 – Dec 2001

Project Implementation
Jan 2002 – Sept 2002

Agency Design
Jan 2002 – June 2002

Pilot (Cut-over)
July 2002

Rollout
 July 2002 – Sept 2002

Operations & Maintenance
Sept 2002 and Beyond

* Includes 1 Year Delay due to immaturity of COTS software

This schedule will be confirmed and updated, if necessary, following implementation contract award.

7.2
Project Schedules Overview 

The Schedule employed by PDM Project will include detailed WBS activities to include 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 are described below.

The Project Master Schedule is a graphical schedule display of Level 2 WBS work activities that depict these events in an integrated fashion.  This schedule also provides detailed milestones and additional management reviews.  This schedule is used to summarize the activities of the next lower program level (for example specific Project-level activities are summarized in the Master Program Schedule).  General insight into concurrency, precedence, and progress of activities can be easily understood within the schedule. 

The Project Implementation Schedule is a detailed schedule of activities from Project approval through operational transition that is structured in accordance with Project WBS.  As with the Project Master Schedule, the Implementation Schedule is a graphical schedule display of WBS elements (to at least Level 3) specifically related to implementation.  This schedule also provides Level 3 WBS sub-task work activities with detailed milestones and additional management reviews.  The Center Transition Schedule is incorporated into the Project Implementation Schedule.

Key milestones, or “control points”, are used in schedule analysis and monthly reporting to the Program Office.  These measurable control points are agreed upon between the Project Manager and the Program Director prior to the start of each implementation phases.  Typically, there will be 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 will most likely be on the critical path for the project.

The Critical Path Method (CPM) is an important tool for schedule analysis.  The critical path is the series of tasks (or even a single task) that dictates the calculated finish date of the project.  In keeping with recognized industry Best Practices, the PDM schedule manager will establish logic at the Lowest Level of the schedule to generate Critical Path and provide 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 accomplishment, will be measured for both inception to date and monthly milestones.

The Project Calendar provides a graphical schedule 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.  Each meeting/review is listed within the day that the meeting/review is conducted. 

8.0 Resources

Resource topics covered by this section will address both Funding and Personnel Requirements.

8.1
Funding Requirements

The Project defines budget constraints based on guidance received from the IFM Program, and conducts analyses to estimate life cycle costs.  The primary source of Project funding comes from the IFM Program Office.

Total IFM Program funding is based on a notional implementation schedule and budget for the 10-year life of the Program.  Annually, IFMP initiates one or more new Projects.  Part of a Project Manager's commitment to the Program is a Project budget with sufficient reserves to ensure project completion on time and without budget overruns.  The IFM Steering Council and Capital Investment Committee (CIC) concur with the IFMP budget prior to approval by the Administrator.  

The IFM Program Office and the Enterprise Offices will share IFMP funding obligations.  The IFM Program Office is responsible for funding:

· System development

· System implementation for the Pilot Center

· Implementation contractor support for the Agency Roll Out

· Two years of operations and maintenance (following Agency rollout), including:

· Hardware and software maintenance and upgrades

· Systems operations

· Configuration management activities

· Major Upgrades

Position Description Project funding requirements have been established and submitted to the IFM Program Office. 

The Enterprise Offices are responsible for funding:

· Implementation costs associated with their respective Center rollouts.

· Systems operations and maintenance after the first two years (NOTE: these costs will be shared among the Enterprises)

Enterprise costs are estimated by the Projects and forwarded to the Program Office.  The Program compiles all estimated Enterprise costs and forwards this data to the Enterprises for their budget planning.  Total estimated costs (related to the PDM system) to be funded by the Program office and Enterprise are as follows:

Project Phase
Fiscal Year
Estimated Total Costs

[$k]
Funding Responsibility



Formulation
2001
$430
Program Office

Implementation
2002
$1,320*
Program Office

Ops & Maint.
2003
$625
Program Office

Ops & Maint.
2004 - 2010
$625/year
Enterprise Offices

*  Includes $100k for MSFC IPO in FY2002

The Code 405 Office DPMR can be contacted for additional insight into cost phasing and specific funding requirements.

8.2
Personnel Requirements

8.2.1
The Code 405 Project Office will be responsible for implementing PDM module.  The Project requires personnel/skills obtained from multiple organizations, both within GSFC, and from other Centers.  The listing below identifies GSFC skills required for the PDM effort and the providing GSFC organization. 

Position
From Code
Project Manager
405

Deputy Project Manager Resources

405

Resources Analyst
405

Secretary
405

Technical Lead
405

Project Support
585

Contract Specialist
210

Change Management Specialist
110

Human Resources System Analyst
112

The Functional Lead for PDM will be a GSFC employee (Code 112).

The Agency Process Team for PDM consists of functional experts from all NASA Centers.

8.2.2
Center Implementation Teams will include, but not limited to the following skills:

Position


Change Management Specialist

Position Classification Specialist


The size of the Center will determine the specific resource requirements.  During the Formulation Phase, the Center involvement will focus on the work of the PDM Agency Process

Team.  During implementation, additional resources may be needed to support Center planning and implementation activities with most resources required in the Rollout phase to complete the Center implementation and transition requirements.

9.0
Controls

The IFM Program has established multiple levels of control over schedule and budget.  Prior to approval by the Program Director and Steering Council, each IFM Project commits to a Project schedule containing milestones and control points.  Project status is reported monthly to Code 400 and to the Program Director, and to the Agency PMC on a quarterly basis.  The Steering Council must approve any reported changes to the baselined schedule or Project scope.  The Project will also have an implementation schedule addressing those activities leading up to the milestones and control points, agreed to by the Program Director.  This schedule is not controlled at the Program level and may change at the discretion of the Project Manager as long as the agreed to milestones and control points remain unaffected.

Budget reserves are a responsibility of the Project.  Each Project Manager will establish and allocate reserves consistent with risk and schedule requirements.

IFMP has developed a complete set of management frameworks that establish standard policy, guidance, and processes for managing IFMP consistent with the principles of (NPG 7120.5A).  These frameworks assure sufficient and comprehensive communication, coordination, oversight, and control of all phases of the Project.  Roles and responsibilities for each level of Program/Project management as well as standard processes and techniques are identified.  These frameworks serve as the basis for developing detailed management plans in support of the Program, each individual Project, and each Receiving Center.  The Code 405 Project Office has established a Framework Agreement with the Program Office to ensure compliance with the Program’s management and implementation processes.

10.0 Implementation Approach

The following is an overview of the implementation approach to be used for the PDM project.  In addition, the Project Summary Work Breakdown Structure will be provided.

10.1
Implementation Overview

The PDM Project will utilize the Program "standard implementation" approach that is tailored to selecting and implementing COTS-based solutions.  Figure 10‑1 illustrates the high-level implementation activities.
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· Define Project Scope

· Validate Business Case

· Form 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 Plans and Appropriate Management Support Plans (e.g., Risk Management, Documentation, CM, Metrics) and Associated Processes

· Develop Draft Change Management and Implementation Plans

· Develop Scope Document 

· Finalize Integration Project Agreement


· Complete Software/ Implementor General Services Administration (GSA) Contract 

· Identify Functional Gaps

· Issue Funds/Task Order to GSA 

· Develop Final Change Management and Implementation Plans

· Update Budget and Schedule 


· Define Detailed Technical Architecture

· Identify and Address Extensions, Enhancements, and Other Requirement Gaps 

· Finalize Agency Software Solution 

· Configure Software (including security controls)

· Obtain Vendor Training

· Configure Software (including security controls)

· Configuration Testing

· Develop Transition Plan 

· Develop Operations Plan


· Incorporate Pilot Center Configurations

· Conduct Integration Testing

· Prepare Users Training (Development and Instruction)

· Conduct Acceptance Testing

· Make "Go/No Go" Decision

· Transition to Operational System

· Support Users

· Incorporate Center Configurations

· Deploy at Remaining Centers

· Conduct Appropriate Center Testing

· Transition to Operational System

· Support Users

Figure 10‑1: Detailed Implementation Activities

A detailed implementation approach will be defined shortly after contract award.

10.2
Project Summary Work Breakdown Structure 

The project has tailored the Program’s generic Work Breakdown Structure (WBS).  The following WBS depicts the PDM summary activities associated with the management, formulation, design, and implementation of the PDM system across NASA.  Figure 10‑2 provides an overview of the Project WBS (Levels 1 and 2).  The Project Manager will transmit status to the Program Office on a monthly basis.

Figure 10‑2: PDM Project Work Breakdown Structure (Levels 1 and 2)


11.0
Acquisition Summary

The PDM Project has followed an acquisition strategy consistent with the Program’s approach to IFMP acquisitions.  Early in the formulation phase, a Request For Information (RFI) was issued to support market research activities.  The analysis of the RFI response led to an acquisition strategy that focuses on acquiring services directly from Avue Digital Services, on a subscription-service-basis, using the GSA Government Wide Acquisition Contract (GWAC) #K0055064500.  The subscription provides access to a web-based expert system module that provides application functionality and specialized human resources/workforce management for position descriptions.  Included in the subscription, Avue Technologies will also be providing implementation and Change Management services.  Additional support may be acquired to supplement any implementation services not provided by Avue.

12.0
Program/Project Dependencies 

Since this is an Agency-wide implementation involving all HR offices, the Project is very dependent on the Centers' abilities to provide adequate personnel resources to support both the Agency Process Team efforts, but also the implementation efforts at the respective Centers.  Currently, every Center has a key classification specialist on the Agency Process Team.  These personnel are critical to the success of the implementations at their respective Centers.  The Project will develop a transition plan, identifying roles, responsibilities, rollout schedule, and Center support needs.  This plan would be reviewed and approved by the HR Steering Committee, whose membership includes the HR Directors from all Centers.  This plan will be a commitment agreement between the Project and the Centers.

The project is also dependent on the IFMP Integration Project Office to provide technical and operations services.  An Integration Project Agreement has been established with this office (see next section).

13.0
Agreements

The Formulation Authorization Document (FAD) assigns GSFC with responsibility for implementing the PDM system to include project formulation, Agency design, Pilot Center configuration and testing and roll out to the remaining Centers.  The scope document outlines what activities are considered within the scope of the PDM Project and what activities are considered out of scope.  The Project Scope Document expires when the Project Plan (this document) is approved.

The Integration Project Agreement serves as a contract between the PDM Project and the Integration Project Office.  This agreement details the scope of the Integration Project's responsibilities for supporting the PDM Project, as well as the PDM Project's responsibilities for communicating and working with the Integration Project, and identified focal points.  Once these activities are established and approved, this document will represent the final and conclusive list of Project and Integration Team responsibilities. 

The Code 405 Project Office has established a Framework with the Program Office to ensure compliance with the Program’s management and implementation processes and document requirements

The Project will also develop a Center Roll-Out Agreement identifying roles, responsibilities, rollout schedule, and Center support needs.  This plan will be reviewed and approved by the HR Steering Committee, whose membership includes the HR Directors from all Centers.  This plan will be a basic commitment agreement between the Project and each of the Centers.

14.0
Quality Management

The planning and implementation of a Quality System is an integral part of the Project.  The Project implements a complete life-cycle quality system approach ensuring tight coupling of key quality procedures.  Consistent with policies on International Organization of Standardization (ISO) Standard 9000, the PDM Project Management stresses:

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

· Setting clear quality goals, 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.

· Using participate quality management techniques to increase individual and team contributions. 

· Promoting quality education and training for PDM personnel.

· Requiring each member of the Project and supporting organizational elements to assume responsibility for the quality of the products and services provided to NASA, so that 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 products and services meet customer requirements.  Please refer to the NTRO Quality Management Plan, 405-PLAN-0010, located in CCMS (www.gdms.gsfc.nasa.gov) for detailed Quality Management information.   

15.0
Risk / Issue Management

The Code 405 Risk Management Plan identifies the roles, responsibilities, and processes for managing risks on the Project.  Roles and responsibilities for each level of Project management as well as standard processes and techniques for identifying, analyzing, planning, tracking, and controlling risks associated with integration activities are documented.  The plan also addresses the top risks currently identified by the project, specifies how they are mitigated, and describes how the effectiveness of risk mitigation strategies are determined and monitored.  The Code 405 Risk Management Plan was developed consistent with the IFM Program Risk Management Framework and NPG 7120.5A.  The strategy of acquiring and implementing mature Federalized COTS packages greatly reduces the risk and cost of operational system development.  Although many risks associated with software acquisition have been minimized by benchmarking and adopting “best practices”, technical, schedule, cost, and mission risks have been identified and are documented in the Project Risk Management Plan.  These risks were the basis for the Project’s schedule and cost reserves.

To achieve success, the Project will have an active issue / action tracking system.  Issues are characterized by:

· Specific in nature

· 100% certainty of occurrence

· Defined solution often employed to address the issue or reduce impact

· Potential for negative impact to Program or Project

The PDM Project reviews issues and actions on a weekly basis.  The PDM Project Manager facilitates the weekly review of currently open issues (issue statement, responsible party, potential impact, and status) and issues that were closed during the previous week.  Any Project member can surface issues.  Issues and actions associated with each issue are tracked in the Project’s Action Tracking database.  Issues are also captured and tracked in the GSFC Top 10 Issues database.  

Detailed Issues Management process flows and criteria can be found in the approved NTRO Quality Management Plan, 405-PLAN-0010, located in CCMS (www.gdms.gsfc.nasa.gov).   

16.0
Environmental Impact

This Project does not require an Environmental Assessment (EA) or an Environmental Impact Statement.

17.0
Safety

The NTRO Project shall follow all requirements outlined under GSFC’s Safety Policy GPG 8715.1, NPD 8700.1, “NASA Policy for Safety Mission Success,” and NPD 8710.2B, “NASA Safety and Health Program Policy.” At a minimum the NTRO Project shall also implement the following:

a. Comply with all applicable laws and regulations affecting the safety and health of project personnel.

b. Encourage the reporting of workplace hazards, ensuring that no project staff member is subject to restraint, interference, coercion, discrimination, or reprisal for doing so.

c. Ensure that all alleged hazardous conditions are investigated, all identified safety and health risks are properly assessed and controlled, and pertinent lessons-learned situations are publicized to prevent reoccurrence. 

Safety for PDM Project personnel, visitors, and facilities is a primary concern.  Personnel are briefed and trained on a monthly basis in accordance with GSFC safety policies and procedures.  Additionally, the Code 405 Safety Manager, using a safety check sheet tailored to their organization’s regulations, performs a quarterly safety walkthroughs of assigned facilities to assure that no safety violations are in evidence or have occurred.  In many cases, the check sheet will be focused on the requirements of a normal office environment.  Employees are provided training and drills, and are assigned specific responsibilities in case of fire or for any other disaster that might occur.  Coordination with the GSFC Center Safety Office will be performed as required.  The Code 405 Safety Manager is responsible for assuring the project’s adherence to the GSFC safety policies and procedures.

18.0 Technology Assessment

The following section provides an overview of the IFMP technology assessment and market research approaches.

18.1
Overview

Over the past several years, information technology for IFM applications has matured considerably.

A proven COTS software application is available to satisfy most PDM requirements.

Software and information technology are no longer the primary concerns.  A mature Federalized COTS PDM package exists, eliminating the need for a slow and costly development effort and the risks associated with Federalizing an existing commercial package.

The Agency CIO is a member of the IFM Steering Council and also chairs the Integration Project Steering Committee.  The GSFC CIO is a member of the HR Project Steering Committee.  These CIO's, along with the Integration Project Office, will ensure that PDM solution will align with the Agency's IT strategy.  

18.2
Market Research

The PDM Project conducted a market research of the position classification technology during the summer of 2000.  A Request For Information (RFI) was provided to industry.  A total of 10 responses were received.  Of the 10 responses, 7 had either no product, immature product, or product did not meet position description management functionality.  Two of the remaining responses included position description management functionality as part of larger Human Resources system suite.  Only one vendor, Avue Technologies had a system that is considered a viable system solution.  Interviews with the Library Congress, U.S. Coast Guard, and Forest Service have confirmed that the ADS product is viable.
19.0
Commercialization

As the PDM Project is not producing new science or technology, there are no obvious opportunities for commercialization.  However, any success NASA has in selecting and implementing COTS Position Description system modules and in marrying web technology with HR management could become benchmark standards for success.  In addition, other Government Agencies may capitalize on NASA's lessons learned.

20.0
Reviews

Various reviews will be conducted over the life of the Project as follows.

20.1
Management Reviews

Management reviews will be scheduled periodically.  The type and frequency of the reviews will be established according to the project needs and requirements.  Reviews will be scheduled to keep Agency, Center, program and project management informed of the current status of existing or potential problem areas.  Special reviews by any level of management will be scheduled when the need arises.  Management reviews will include:

· Project Monthly Status Reviews to the Program

· Project Monthly Status Reviews to the Code 400 Director

· Quarterly Status Reviews to the GSFC IFMP Steering Council

· HR Steering Committee Reviews (as often as necessary but at least once a month)

· GSFC Systems Management Office (SMO) Review (already conducted early in the project formulation phase)

· Independent Assessments at major project milestones

GSFC Reviews

On a monthly basis, the Code 405 Project Office provides the Director of Flight Programs and Projects (Code 400) with a review of the project.  In addition to cost and schedule status, the Code 405 Project Manager addresses any concerns or issues that may impede progress.

Independent Project Reviews

As requested by the Independent Program Assessment Office (IPAO) and the IFM Program Office, GSFC’s System Management Office (SMO) conducted a review of the Project.  The SMO concluded and recommended to both the GSFC PMC and IFM Program Office that the Project proceed with the implementation phase. 

Independent Assessments

The NASA Fairmont Independent Verification and Validation (IV&V) contractor, Averstar, conducted a detailed requirements assessment and approved the Project's functional and technical requirements.  Averstar will also review the project’s performance measurements, Level V test requirements, and test plan.

20.2
Technical Reviews

Various technical reviews will be conducted as required.  The purpose of these reviews is to ensure that the Project is achieving the desired technical performance on schedule and within budget.  The timing of these reviews will be based on the Project lifecycle.  In programs of this nature, detailed lifecycle phases are driven based upon the specific implementation methodology defined by the software package(s) and implementation partner(s) being utilized.  As this methodology becomes known, specific technical reviews will be defined and scheduled for the Project.  At a minimum, the following reviews will be conducted: Requirements Review, Critical Design Review, Test Readiness Review, and Operational Readiness Reviews at the Pilot Center (GSFC) and each Center rollout.

21.0
Tailoring

This document follows the Project Plan outline and direction provided by NPG 7120.5A.

Under the IFMP PCA, projects have the authority to initiate their major acquisitions, during their formulation phase.  A PCA Addendum and Project Plan will be developed after the acquisitions are completed. 

22.0
Abbreviations and Acronyms

AA

Associate Administrator

ADS

Avue Digital Services

ARC 

Ames Research Center 

ASP

Application Service Provider

BCA

Business Case Analysis

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
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

HR

Human Resources

HQ

Headquarters

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

LaRC

Langley Research Center 

MSFC

Marshall Space Flight Center

MOA

Memorandum of Agreement

MOU

Memorandum of Understanding

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

PD

Position Description

PDM

Position Description Management

PDMS

Position Description Management System

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

SSC

Stennis Space Center

SME

Subject Matter Expert

SMO

System Management Office

WBS

Work Breakdown Structure

Goddard Space Flight Center Greenbelt, MD
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