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1.0 INTRODUCTION

1.1 Purpose

The purpose of this Project Plan is to establish an overarching structure for managing the implementation of the Integrated Financial Management Program’s (IFMP) Budget Formulation module at Kennedy Space Center (KSC).  This includes general requirements and performance goals; organization and management structure; participants and their roles and responsibilities; resources, schedule, and controls; risk management; quality management; implementation approach; and customer definition and advocacy. This document adheres to NASA Procedures and Guidelines: 7120.5.A – NASA Program and Project Management Processes and Requirements and ISO 9000.  Readers should refer to the IFMP Program Plan (http://ifmp.msfc.nasa.gov/documents/catalog.html - pgm) and the Goddard Space Flight Center (GSFC) Code 405 Budget Formulation Project Plan (http://www.ifmp.nasa.gov/modules/budget/keydocs.html) for detailed Program and Budget Formulation Module Project information.  

1.2 IFMP General History

Federal organizations were directed to implement integrated financial management systems in the Chief Financial Officers Act of 1990.  The Report of the National Performance Review (NPR), September 1993, was a mandate for major change in the way government works. The report included several recommendations for improving financial management in the government.  The NASA Advisory Council (NAC), pointed out in its February 1995 report that financial management data necessary to accurately assess cost of each NASA operation was lacking.  The Office of Management and Budget (OMB) has consistently called for agencies to consider commercially available software and cross-service agreements. NASA’s officials reviewed findings and recommendations, assessed emerging trends in commercial off-the-shelf (COTS) software availability and information technology solutions, and determined that the then ongoing financial systems program should be re-formulated into a new Integrated Financial Management (IFM) Program.  The new program ensures implementation of COTS software that will enable NASA to adopt best practice business processes, result in significant efficiencies, and would foster an Agency-wide, not Center-specific, approach to financial management.

In addition, the re-formulated IFM Program and its planned financial management capability improvements directly support the President’s Management Agenda (PMA).  Specifically, IFMP supports the “Budget and Performance Integration” initiative—one of five key PMA initiatives.  This particular PMA initiative calls for results-based management, which federal agencies must match performance information to financial decision-making processes to ensure decisions reflect and support successful programs.  

New federal mandates such as the Chief Financial Officers Act and the Government Performance Results Act (GPRA) have forced NASA to increase efforts in managing its data. One of the Agency’s key business drivers for the IFM Program is to “improve NASA’s accountability and enable full cost management.”  To this end, the IFMP Budget Formulation Module along with the Core Financial Module will allow the alignment of full-cost budget plans with strategic plans and provide managers with a more effective link between resources and commitments. These modules will centralize and integrate NASA’s financial systems and processes using current technology while maintaining compliance with federal regulations.  

1.3 Budget Formulation Project Overview

The Budget Formulation Module encompasses bottom up formulation of institutional, program, Enterprise and Agency-level budget requirements.  The Module will support budget development, advocacy, internal/external reporting, and full cost budgeting and management.  In addition, the Module will transmit budget information to the IFMP Core Financial Module to establish full cost accounting controls.  The content, form, and accessibility of budget information will support real-time management decisions.  The configured Budget Formulation solution will include templates, reports, and associated processing within a software and data warehouse tool set to facilitate program/project and service planning, workforce planning, Center Program Operating Plan (POP) and phasing plans submissions, NASA budget aggregation, and the NASA budget submission and Pass-Back process with OMB and Congress.

The IFM Program has selected GSFC as the Lead Center (herein referred to as: Budget Formulation Project Office (BFPO)) responsible for formulating a project to:

· Design and develop a solution which supports the automation of standard Agency budget formulation processes;

· Provide a system that meets the design and operational requirements/measures.

· Test the solution (software configuration); and 

· Transition the solution to an operational status at all Centers.

KSC is a Receiving Center for the Budget Formulation Module.

2.0 OBJECTIVES

2.1 Program Business Drivers And Project Functional Drivers

There are five main objectives, or goals, of the IFM Program.  These objectives are referred to as Agency Business Drivers and provide the links among all IFMP modules/projects and the NASA Strategic Plan, Enterprise Strategic Plans, and Center Implementation Plans. Thus, each IFM project works towards the same set of overarching goals.  However, it is the responsibility of each IFM project to further define or translate these overarching goals into module-specific goals.  These module-specific goals are referred to as functional drivers and represent major functional area achievements to be realized upon implementation of the module.  The Agency Business Drivers and Budget Formulation Project Functional Drivers are shown in Exhibit 1.

Exhibit 1:  Business & Functional Drivers

	IFMP Agency Business Drivers
	What it Means
	Budget Formulation Project Agency Functional Drivers

	1
	Provide timely, consistent and reliable information for management decisions
	Providing analysis and reporting tools that will get the right information to the right people at the right level so that they can make informed decisions is crucial.
	Establish standard and efficient processes to provide budget data for management analysis and reporting

	2
	Improve NASA’s accountability and enable full cost management
	Implementing full cost accounting will result in increased accountability by providing the means to determine total Program costs and relate costs to value.
	Implement a system to support formulation of components of a full cost budget

	3
	Achieve efficiencies and operate effectively
	NASA must evaluate and improve the efficiency and effectiveness of business processes to appropriately support mission Program requirements.  
	Achieve efficiency and an overall reduction in maintenance costs with the elimination of multiple budget systems

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

	4
	Exchange information with customers and stakeholders
	NASA should provide the infrastructure and tools that will make data accessible to a wider range of internal and external customers.
	Provide an integrated and consolidated budget information source to facilitate sharing of data across various levels of the Agency

	5
	Attract and retain a world-class workforce
	NASA needs to continue to attract and retain highly qualified individuals to support the goals and objectives of the strategic Enterprises and the infrastructure of the Agency.  
	Establish an automated system that reduces tedious and highly manual processes to enable users to do their jobs more effectively


2.2 Agency-level Budget Formulation Project Management Performance Measures and Success Criteria

Criteria for measuring the success of the IFMP Budget Formulation Project in meeting the functional drivers have been defined by the BFPO.  These success criteria are referred to as performance measures and are assessed during and after implementation of the module.  For the Budget Formulation Project the implementation performance measures are segregated into: 

1. Project measures that focus on cost, schedule and risk; 

2. Design measures that target how well the acquired solution meets the basic functional needs; and 

3. Operational measures (post implementation) that will gauge the improvements resulting from the new module. 

See Figure 2-4 of the GSFC Code 405 Budget Formulation Project Plan (http://www.ifmp.nasa.gov/modules/budget/keydocs.html) for the Agency Budget Formulation Project functional drivers, performance measures, and success criteria.

2.3 Center-level Budget Formulation Project Management Performance Measure and Success Criteria 

Success criteria for the project management activities of the Budget Formulation Project have been defined and focus on schedule, cost, risk management, and change management.  These success metrics will be measured throughout the lifecycle of the Project.  Exhibit 2 provides an overview of Budget Formulation Project Management performance measures and success criteria.  

Exhibit 2: KSC Budget Formulation Project Management Performance Measures and Success Criteria

	Project Element
	Performance Measure
	Success Criteria

	Schedule
	Ability to meet schedule commitments
	· Project milestones will be met on time when scope and cost remain unchanged.

	Cost
	Ability to meet cost commitments


	· Project implementation costs will not exceed budget commitments by more than 15% percent when scope and schedule remain unchanged.

	Risk Management
	Ability to control project risks


	· Reduce all high severity technical risks identified during Project Formulation to medium or low severity prior to Center cutover.

· 
· Provide ongoing monitoring and mitigation of risks during all critical time periods.

	Change Management
	Ability to successfully manage change


	· System usage by 100% of Chief Financial Officer (CFO) Resource staff one year after the Release 1 “Go live” date.

· 100% of Resource staff adequately trained before Release 1 Center Rollout.




3.0 KSC CUSTOMER DEFINITIONS AND ADVOCACY

IFMP’s direct customers are the functional process owners.  For the KSC Budget Formulation Project, the Center-level customers are the Center Chief Financial Officer (CFO), the Deputy Chief Financial Officer (DCFO) and the Deputy CFO for Resources (DCFO-R).  These individuals are responsible for the Budget Formulation processes that will be reengineered and automated under this Project at KSC.  Additional customers to the Budget Formulation Project are those who are external to KSC but still within NASA.  These customers are the NASA Enterprises, Code B and NASA Headquarters as they are the ultimate Agency-wide owners of the budget formulation process.

All other groups that will be impacted and benefit from the implementation of the Budget Formulation module are considered stakeholders.  The KSC Resources Management organization will be impacted the most by the new system.  The efficiencies gained will allow the users to focus on their business functions without relying on decentralized legacy systems, processes and manual reports. The Program/Project Managers, including Institutional Managers and Senior Executives, as well as the Resource Analysts, are also stakeholders who will utilize system data for critical decision-making. 

The customers and stakeholders must have a desire for change and the willingness to fund and support it.  Therefore, to be successful, the KSC Budget Formulation Project must build a coalition of advocacy among and across many levels of the Center.  A key component of the advocacy is the KSC IFMP Steering Committee which provides a high level management link to key organizations at the Center.  It is chaired by the Deputy Center Director and includes the CFO, Chief Information Officer (CIO), and senior managers representing Center organizations.  The committee will act as an IFMP champion and ensure that management buy-in and advocacy are maintained.  In addition, the committee will advise, endorse, and act as advocates for the changes that will be required by the implementation of new business processes and systems.  
Detailed information on KSC’s Budget Formulation customers and stakeholders can be found in the BFPO Budget Formulation Change Management Plan, Appendix A.
4.0  PROJECT AUTHORITY 

The KSC Budget Formulation Project Team is responsible for implementing the Agency Budget Formulation solution at KSC.  The Budget Formulation Project Manager reports to: the Budget Formulation Project Office (BFPO), the KSC IFMP Project Manager, the KSC Chief Financial Officer (CFO), the KSC Deputy Chief Financial Officer for Resources (DCFO-R), the KSC IFMP Steering Committee, and the KSC Center Director as appropriate.  The KSC IFMP Steering Committee resolves program, functional, and resource issues for the Center.  The Implementation Support Team (IST) provides support in the areas of Change Management and Information Technology (IT) to the Project Team. Exhibit 3 shows the Budget Formulation Governance Structure relevant to KSC’s implementation.
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5.0 ROLES AND RESPONSIBILITIES

5.1 BFPO Organization

The BFPO is responsible for the management of the Budget Formulation Acquisition, Design, and support for the Agency Rollout.  Refer to the GSFC Code 405 Budget Formulation Project Plan for detailed roles and responsibilities of the BFPO.  KSC supports the BFPO through its participation on the Process Team, Extended Teams, Change Management Activities, Conference Room Pilots, and System Integration Testing.
5.2 KSC IFMP Project Manager
The KSC IFMP Project Manager is responsible for:

· Developing and managing the BF Project budget

· Allocating funds to the BF Project

· Reviewing, providing input and concurring with all BF plans and schedules

· Providing advice, counsel and recommendations to the BF Project Manager

· Communicating and coordinating activities with the KSC Implementation Support Team

· Assessing progress and performance of all BF Project activities

· Reporting progress and issues to the KSC IFMP Steering Committee

5.3 KSC IFMP Steering Committee

The KSC IFMP Steering Committee is established to support all IFM implementation efforts at KSC.  For the Budget Formulation Project, they will address issues that include, but are not limited to, functional and cross-functional processes/policy matters, KSC implementation issues, transition planning, transition staffing, Center configuration, and education and training.  The Committee will provide advice, counsel, and recommendations to the Budget Formulation Project Manager.  Members of the Committee will support the Chair in leading and sponsoring the transition and adaptation to the new ways of doing business that the Budget Formulation Project will bring about at KSC.  The Budget Formulation Project Manager will present a project status to the Committee on a monthly basis.
5.4 KSC Budget Formulation Project Team
As a Receiving Center, KSC has the responsibility for the successful implementation of Budget Formulation at the Center.  KSC has the authority to and is responsible for performing pre-implementation efforts, managing the Center-level implementation process, and executing stabilization activities.  The following sections detail the roles and responsibilities for the KSC Budget Formulation Project Team members.

In the KSC Budget Formulation Project Team organization, people are either matrixed (full-time or part time) to the Project from the support organizations at KSC or from contracts that support Project Management.  The KSC Budget Formulation Project Team is comprised of the following key roles:

· Project Manager, 

· Process Lead,

· Technical Lead, 

· Change Management Lead,

· Extended Team Members.

The KSC Budget Formulation Project Team resources will provide detailed functional and technical knowledge of the Center-specific activities and systems.  Overall, the KSC Budget Formulation Project Team responsibilities include:

· Implement the Budget Formulation Module at KSC

· Communicate and coordinate with the Budget Formulation Project Office.

· 
· Participate in Agency requirements design workshops and reviews.

· Support development of testing and training materials.

· Deliver end-user training.

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

· Participate in system testing. 

· Identify system users, roles, and data access privileges.

· Establish Budget Formulation Help Desk Support; understand the relationship to the IFMP Competency Center (IFMPCC) Help Desk

· Establish a Center Application Administrator to manage Center configuration data and security tables.

· Validate Center master data.

· Manage risks and issues associated with Center implementation.

5.4.1 Project Manager 

The Budget Formulation Project Manager is responsible for planning and implementing the Center rollout.  The Project Manager activities include: 

· Develop a Center Budget Formulation Project Plan consistent with NPG 7120.5.

· Obtain commitments to support the project.

· Contract for implementation services as required.

· Execute risk management including the identification, analysis, resolution and reporting.

· Develop and manage the Center Implementation Schedule.

· 
· 
· Manage the project within the resources and budget allocations identified in the Project Plan.
· Provide management oversight of the NASA and contractor resources assigned to the project.

· Direct and coordinate the teams that are part of the project.

· Assume accountability for project execution and success and achieve Project Performance Measures

· Establish agreements with external parties (i.e. ODIN, IFMPCC)
· Reporting progress and issues to Center Management and the BFPO
· Ensuring Center Management understands needs for post implementation sustaining work and takes ownership.
5.4.2 Process Lead

The Budget Formulation Process Lead is responsible for leading the business process efforts, including:

· Understanding Agency processes, 

· Participating in Agency requirements definition (level IV and V),

· Participating in Conference Room Pilots and System Integration Testing,  

· Conducting the Center functional and report gap analyses and recommending business process realignment,

· Oversee KSC Role Mapping activities, and

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

5.4.3 Technical Lead

The Budget Formulation Technical Lead, who is also the KSC IFMP ITPOC, is responsible for resolving all technical issues.  This includes infrastructure issues such as:

· Ensuring KSC BF user desktops comply with IFMP Desktop Requirements for Budget Formulation.

· Performance monitoring,

· Overseeing system testing efforts, 

· Determining the necessary steps to keep continuity between the Budget Formulation System and Center’s legacy systems with support from the BFPO Information Technology (IT) Lead and Center business-computing contractor, to include working interface issues and/or retiring legacy systems, and 
· Managing technical issues to conclusion (i.e., identify and define a technical issue; identify the decision makers; identify impacts, options, and make a recommendation; and work the question to conclusion in a logical manner).
· Transitioning to post implementation technical support 

The Budget Formulation Technical Lead is also responsible for establishing Help Desk support to ensure accurate and timely responses to questions or problems submitted by customers via telephone, e-mail, or walk-in.  The software will run on a central server at Marshall Space Flight Center (MSFC) and problems take many forms (including user ID/security questions, application software questions, Agency policy/procedure questions, desktop configuration questions, network status questions, performance questions, etc).  Addressing Budget Formulation problem reports will require coordination among several resources.  The BF Technical Lead is responsible for the transition to post implementation sustaining support.
The Budget Formulation Technical Lead is also responsible for identifying and supporting a Center Application Administrator responsible for configuring and administering Budget Formulation at the Center-level.  This includes:

· Maintaining, troubleshooting and problem solving associated with system configuration management;  

· Serving as the Document Control Manager (i.e. Access Control Forms) for the KSC Budget Formulation Project;
· Maintaining Center-specific configuration and security tables for the Budget Formulation system; and

· Ensuring databases are in place for training and production.

· Transitioning to post implementation application administration.

5.4.4 Change Management Lead

The role of the Budget Formulation Change Management Lead is to ensure the successful implementation of the BFPO Budget Formulation Change Management Plan at KSC during Budget Formulation implementation.  The Lead is also responsible for KSC communications associated with the Budget Formulation Project and rollout.  The Center BF Change Management Lead is responsible for the following:

· Completing the Stakeholder Analysis

· Completing a Center-specific communications plan

· Tailoring project communication materials for Center audiences

· Identifying and assessing Center resistance to change and developing and implementing strategies to eliminate or reduce resistance.
· Distributing communication materials, holding briefings, workshops, etc.

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

· Assessment of user acceptance

· Reporting status to the BFPO Change Management Team.

The Budget Formulation Change Management Lead is also responsible for acquiring training on Budget Formulation and any identified team training, as well as planning and conducting training.  This includes:

· Completing a Center-specific training plan

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

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

· Reporting status to the BFPO Change Management Team
· Understanding the BFPO training approach and developing the KSC specific approach
· Overseeing any KSC customization of the Agency Training materials
· Ensuring that trainers are identified and trained (including Help Desk)
· Developing provisions for post-implementation steady-state training.

5.4.5 Extended Teams

An important aspect of Budget Formulation is an understanding of key full cost components (Program/Project, Service Pool, General & Administrative (G&A)).  The KSC Budget Formulation implementation project has six Extended Teams of subject matter experts.  They are:
1. Program/Project (4 members)

2. Service Pool (4 members)

3. G&A (4 members)

4. Fund Source 41-42/Workforce (4 members)

5. Reimbursable (5 members)

6. Full Cost/Integration (6 members)

Activities include:

· Overall project and software orientation, 

· Learning new system and new terminology, 

· Reviewing documentation, 

· Understanding the current processes while conceptualizing new ways of doing business,

· Development of “as is” versus “to be” processes to determine gap analyses findings and assisting in developing gap workarounds,

· Developing configuration and rollout strategies,

· Assisting in communicating to the Center new ways of doing business, 

· Assisting in resolving questions on policy and system functional needs, 

· Providing subject matter expertise support where needed, and 

· Supporting the planning and implementation of KSC training.

Exhibit 4 below depicts the KSC Budget Formulation Project Team organization.

KSC Budget Formulation

Team Organization Chart
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Exhibit 4: KSC Budget Formulation Project Team Organization

6.0 TECHNICAL SUMMARY 

6.1 Agency System Description and Operational Concept 

The Budget Formulation Project is designing and implementing a single integrated Agency-wide Budget Formulation process/system based on the incorporation of NASA’s Budget Formulation business requirements, derived from across the Agency into a common Budget Formulation solution.  The characteristics of the common Budget Formulation solution are depicted in the Concept of Operations diagram in Exhibit 5.  UPN-5 and UPN-11 refer to the 5- and 11-digit levels of the NASA WBS budget structure.

 Exhibit 5: Budget Formulation Concept of Operations
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6.2 Project Scope

The exhibit below depicts the functionality that is within scope of the Budget Formulation Project.  The exhibit also shows how the Budget Formulation Project release schedule coincides with the budget cycle.  See the GSFC Code 405 Budget Formulation Project Plan, for detailed information regarding in scope and out of scope Budget Formulation elements.  http://www.ifmp.nasa.gov/modules/budget/keydocs.html  
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Exhibit 6:  Budget Formulation Scope

6.3 Systems and Support

The Integration Project Office (IPO) at Marshall Space Flight Center will provide the necessary system infrastructure and network access to support Budget Formulation system operations.  The IPO will also establish desktop configuration requirements.  Consistent with the Agency Competency Center model, KSC will establish Super Users as the first stop for Budget Formulation functional questions.  KSC will also establish a Center Application Administrator to manage KSC configuration data and security tables.  The KSC Help Desk (ODIN) will provide Tier I support to address system (desktop computer) issues and determine whether the reported problem is related to IFMP Systems or Center-supported technology (ex. Center LAN).  Tier I support will  also forward calls to local Super Users, the Center Application Administrator, and the IFMP Competency Center (IFMCC) Tier II support as necessary.  The KSC Budget Formulation Team will define the escalation process for reporting system issues as well as processes for identifying, approving, and implementing requirements changes to the Strategic Enterprise Management (SEM) Budget Formulation software post-production.  The BFPO will handle the transition of Budget Formulation system management from the BFPO to the IPO once the system is fully operational.

7.0 PROJECT SCHEDULE

7.1 Project Schedules Overview 

KSC will track the Budget Formulation implementation activities in the form of a schedule in Microsoft Project and an Action Item list. The Microsoft Project schedule is based on the Budget Formulation Work Breakdown Structure (WBS) that is provided in the Implementation Approach section of this document. The KSC Budget Formulation schedule will be managed by the KSC Budget Formulation Project Manager. 

7.2 Milestones

KSC Budget Formulation implementation milestones will occur according to the schedule below.  Specific dates will be captured and maintained in the KSC Budget Formulation Project Schedule (MS Project).  The BFPO high-level schedule was developed and used as the basis for developing the Center detailed schedule.  The BFPO schedule can be found at http://www.ifmp.nasa.gov/modules/budget/keydocs.html.

Exhibit 7:  KSC Budget Formulation Implementation Milestones

	Project Phase
	Schedule

	Project Formulation
	January 2003

	Release 1 Implementation* 
	October 2003

	Release 1 Training
	August 2003

	Release 1 Center Rollout
	October 2003

	Release 2 Implementation *
	February 2004

	Release 2 Training
	December 2003

	Release 2 Center Rollout
	February 2004


* Implementation includes: BFPO’s finalization of design requirements, agency configuration of software, system integration testing, ORR, and rollout preparation.
8.0  RESOURCES

8.1 Funding Requirements

The IFM Program Office and the Enterprise Offices share IFMP funding obligations.  The IFM Program Office is responsible for funding: Agency design (including requirements definition, system configuration, and system integration with Systems, Application and Products Release 3 (SAP R3)), the BFPO, all operations and sustaining support through FY 2004, Agency configuration management activities, and major Agency-wide upgrades.  The Enterprises are responsible for funding:  system implementation at each of ten Centers, and BFPO operations and sustaining support costs at all operational Centers after FY 2004.

The KSC Budget Formulation Project Team is comprised of 28 members and advisors who work on project tasks.  Travel funding (FS-42) is required for travel to the BFPO at GSFC in Greenbelt, MD.  Additional travel to other Centers to gain knowledge and study their Core Financial systems to better prepare for Budget Formulation implementation may be required.  

The KSC IFMP Project Manager is responsible for budget planning and reserves for all KSC IFMP activities.  The KSC Budget Formulation Project Manager is responsible for identifying to the KSC IFMP Project Manager all the resources and reserves required to successfully implement the Budget Formulation Project at KSC consistent with risk and schedule requirements.


· 
· 
· 
· 
· 
· 
· 
· 
8.2 KSC’s Personnel Requirements

KSC has filled the following positions for the Budget Formulation effort with civil servants: Project Manager, Technical Lead, Change Management Lead, Training Lead and Process Lead. Civil Servants comprise Extended Team membership as well. Contactor Support staff is used as needed.  A contractor Co-Project Manager has been assigned to the effort to assist the KSC BF Project Manager who has ultimate authority and responsibility.
8.3 Facilities

KSC onsite facilities (computer rooms, training, offices)  will be used to implement the Budget Formulation Module.  KSC will provide adequate facilities to support testing and training of implementation and end-user personnel.  GSFC will provide computer rooms to support CRP activities and System Integration Testing (SIT) testing.  MSFC will provide computer room space and associated needs (e.g., power, security, etc.) to support centralized servers. 

8.4 Logistics

The Budget Formulation Project will receive support from the IPO for technical environment operations and maintenance during the Project’s implementation activities.  Subsequent to Agency-wide deployment, the IPO will continue to provide operations and sustaining support for the Budget Formulation solution. See section 6.3 for details on the IPO responsibilities.

9.0 CONTROLS

Prior to implementation, the KSC Budget Formulation Project Manager commits to a schedule containing milestones and control points.  The KSC IFMP Steering Committee is the governing body for the project.  Project status including budget and schedule is reported to the KSC IFMP Steering Committee at scheduled monthly meetings for visibility and buy-in.  The KSC IFMP Project Manager will also review any changes to KSC’s Budget Formulation Project scope, budget and baselined schedule. Any potential impact to the BFPO milestone control points must have BFPO approval. 
9.1 Budget Formulation Configuration Control Board

During implementation through rollout the Budget Formulation Steering Committee serves as the Configuration Control Board (CCB) for Level IV requirement changes.  In addition to the Program Framework, the IFMP will establish the Budget Formulation CCB.  The CCB will be chartered to control system configuration and provide a forum for the exchange of information to advance effective management, control and utilization of the Budget Formulation system.  The primary purpose of this Board is to ensure that all proposed changes are properly defined, prioritized, processed and resolved in a visible and traceable manner that assures system uniformity and configuration control.  

9.2 IFMP Configuration Management

Each Center is required to follow the guidelines established in the Configuration Management Plan documented by the Integration Project Office (http://ifmp.msfc.nasa.gov/documents/catalog.html - intg).  Based on guidelines outlined in the IFMP Configuration Management Framework, the Configuration Management Plan defines the policies and principles for consistent and effective management of configuration item identification and control throughout the IFMP life cycle.  The Configuration Management Plan provides a disciplined approach in controlling changes to the characteristics of the IFM system, and assisting in determining the effects on the system of proposed changes before they are approved and implemented.  The Configuration Management procedures, techniques, and tools described in the plan apply to the IFMP and all approved Projects for the Formulation and Acquisition, Agency Design, Pilot Center Implementation, Agency Rollout, and Sustaining Support phases.  

10.0 IMPLEMENTATION APPROACH

The Budget Formulation Project has developed a WBS that depicts the work areas to be completed by the Project staff, process teams, and transition teams (Exhibit 8).  The tasks related to the execution of the WBS elements will reside in the KSC Budget Formulation Project Schedule.  
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Exhibit 8: Budget Formulation Project Work Breakdown Structure 

The following assumptions have been made for the purposes of planning the Budget Formulation Rollout:

· The Budget Formulation system will be delivered to each of the ten NASA Centers in two functional releases.

· Each release will be made available to all Centers simultaneously.  

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

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

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

· Budget submit dates will be dictated by Code B and the Enterprises at the Agency level and budget planning deadlines will be established by Center management.

See Exhibit 6 for a high-level schedule for the Budget Formulation Project rollout.  See the Goddard Space Flight Center (GSFC) Budget Formulation Rollout Approach  (http://www.ifmp.nasa.gov/modules/budget/keydocs.html) for details on the description of the implementation approach that will be adopted for the NASA IFM Program Budget Formulation Module Implementation. The KSC specific implementation approach will be in accordance with the BFPO Rollout Plan.

11.0 ACQUISITION

KSC has acquired contractor support for project management and scheduling from existing NASA contracts.  Once the system is fully implemented, sustaining support (help desk, upgrades, and technical support) will be provided with contractor support and/or through the IPO and the NASA Automated Data Processing (ADP) Consolidated Center (NACC) located at MSFC.  Other contractor support will be acquired as needed.

12.0 PROGRAM/PROJECT DEPENDENCIES

12.1 IFMP Program Office

Centers need to be aware of all IFM Program Office directions, activities and management directions.  To facilitate this relationship, monthly IFMP video teleconferences and Steering Committee telecons are held.  KSC’s Budget Formulation implementation team will have representation at each of the ViTS’ and telecons.  Guided by Code B, the IFM Program Office will provide instruction on full cost processes to include full cost training.

12.2 Budget Formulation Project Office

The most important dependency for the KSC Budget Formulation Project is the relationship with the BFPO.  KSC must rely on the BFPO to provide a system that meets design and operational requirements/measures and to configure the software to support an Agency-wide perspective.  Additionally, KSC is depending on the BFPO to provide a core set of change management materials, training products, guidance on training, and timely feedback on submitted documentation and issues raised.

In addition, the BFPO is dependent on each Center to provide subject matter expertise, process team and focus team members to assist in CRPs, system integration testing, and training development.  As noted in KSC’s Budget Formulation success criteria, KSC will meet the BFPO milestone control points.  

12.3 Core Financial Project Implementation

The Budget Formulation implementation is dependent upon the functionality implemented and the rollout schedule of the Core Financial Module.  Converting to SAP will require that Centers convert to a different accounting structure to accomplish budget planning and execution.  A key activity of the Core Financial rollout at each Center is conversion to the new accounting structure.  Budget Formulation intends to utilize the new accounting structure and is dependent upon this structure being in place at each Center prior to Budget Formulation rollout.  The Budget Formulation rollout is therefore constrained by the Core Financial rollout schedule. 

To support full cost management, Core Financial is replacing the current process of carrier accounts and indirect service pool consumption with an Agency designed service pool and G&A framework, returning these costs on a periodic basis to the respective consuming WBS.  This full cost budget plan will be transferred to the Core Financial Business Warehouse to establish the basis for plan versus actual reporting.  The extent to which the Core Financial conversion to full cost occurs over an extended period of time directly impacts the utility of the budget planning effort conducted within the Budget Formulation system. 

Since Budget Formulation is an Agency-wide implementation involving all resources offices, the Project is very dependent on the Centers’ abilities to provide adequate personnel resources to support both the Budget Formulation Process Team efforts and the implementation efforts at the respective Centers.  The project is also dependent on the IFMP IPO to provide technical and operations services.  An agreement shall be established with this office (see sections 12.4 and 13.2).

12.4  Integration Project Office  

The IPO will assist Centers with establishing the Budget Formulation technical environment, supporting the Centers in deploying their Citrix clients, providing a testing and training environment for Centers, and coordinating the utilization of and access to these environments for Centers.  During the implementation and sustaining operation phases, the IPO will provide application development support, application operations support, and IT infrastructure support.

12.5 

12.6 Budget Formulation CCB

The CCB (see section 9.1) will be chartered to control system configuration and provide a forum for the exchange of information to advance effective management, control and utilization of the Budget Formulation system.  The primary purpose of this Board is to ensure that all proposed changes are properly defined, prioritized, processed and resolved in a visible and traceable manner that assures system uniformity and configuration control.  Any changes to the Agency standard process and/or configuration should be handled in accordance with the Budget Formulation CCB process described in section 9.1 Budget Formulation Configuration Control Board of this document.

13.0 AGREEMENTS  

There are two key agreements that impact the success of this implementation project─the KSC Budget Formulation Project Plan and the Service Level Agreement.

13.1 BFPO

Each NASA Center is responsible for implementation of the IFMP Budget Formulation solution at its respective Center.  The IFMP Budget Formulation Project is dependent upon each NASA Center to effectively plan, manage, and execute this implementation.  A critical, high-risk area of responsibility for the Centers is the successful management of the transition to the new business processes deployed as part of the Budget Formulation solution.  A Project Plan is developed and approved by KSC management and the Budget Formulation Project Manager.  Approval of this document confirms Center and BFPO commitment to the approach, resources, support, and oversight necessary to successfully implement the Budget Formulation module at the Center.  

13.2  IPO

The Budget Formulation Operations Plan, specifically the Service Level Agreement (which include the Operational Level Agreement), serves as an agreement between the IFMP CC and the Budget Formulation Steering Committee, acting as a proxy for the NASA user community.  That agreement details the scope of the IPO’s responsibilities for supporting the Budget Formulation module at each Receiving Center, as well as Center responsibilities for communicating and working with the IPO.  Once these activities are established and approved, the Service Level Agreement document will represent the final and conclusive list of Project and Integration Team responsibilities.  This agreement also establishes the Integration Project focal point and the Budget Formulation Project focal point for the coordination of all integration-related activities. 

14.0 QUALITY MANAGEMENT

Adherence to quality management principles will maximize the probability of success and enhance the BF Project Team’s performance throughout the lifecycle of the project.  The BF Project Team will utilize ISO 9000 principles as a framework to guide team performance.  The following quality management principles will be used throughout the project lifecycle:

· Customer Focus – The BF Project Team will strive to understand customer needs in order to meet or exceed requirements and expectations.  This includes conducting Stakeholder Analysis, participation in Agency design reviews, Conference Room Pilots, and System Integration Testing, and delivery of key messages to identified stakeholders.

· Leadership – The BF Project Team will provide leadership to establish unity of purpose and direction, involve personnel, and ensure the required resources and training are provided for project success.

· Process Approach – All activities and resources will be managed as processes to achieve improved and consistent results.  This includes defining key processes, establishing clear responsibility and accountability for managing key processes, monitoring and measuring key processes, and evaluating risks.

· Systems Approach – Identifying, understanding and managing interrelated processes as a system will contribute to organizational effectiveness and efficiency.  This includes understanding the interdependencies between processes of the system, understanding roles and responsibilities necessary for achieving system objectives, and continuous improvement through measurement and evaluation.
14.1 Baseline and Change Logs

Each document (excluding the Project schedule) will use a change log to provide an audit trail of all approved changes made to the documents after initial approval and baselining.  Changes will be reviewed and approved prior to incorporating into the document using established configuration management procedures.  For columns not applicable, “N/A” will be entered.  
14.2 Configuration Management

KSC will use a central repository for its Budget Formulation controlled documents.  All documents that are in development and those that have been finalized will be stored in the central repository using a standard file naming convention.  All file names will adhere to the following format:  BF_<document name>_V#_mmddyyyy, where “V#” = the version number of the document.  

The Project Plan and Risk Management Plan are key controlling documents.  The documents that will encounter the most changes are the Budget Formulation Project Schedule (using Microsoft Project) and the Risk Management Plan’s Risk appendix (KSC’s risk repository).  These documents will be under continual maintenance and will also follow the file naming convention stated above.  They will be stored in the central Budget Formulation Document Repository.

14.3 KSC Policies and Procedures

The Budget Formulation Project at KSC will identify and document any policy and/or procedural changes that may require updates.  Center documentation will be modified as required.

15.0 RISK MANAGEMENT

15.1 Introduction

The Budget Formulation Project Team will manage risks in accordance with the IFMP Risk Management Framework, the IFMP Risk Management Plan, and the IFMP Issue Management Framework. 

15.2 Risk Management Process

Budget Formulation implementation risks and issues will be managed according to the KSC IFMP Risk Management Plan.  Each implementation team member is responsible for identifying risks associated with his/her area of expertise as well as overall risks to the project.  Once identified, the team assesses the risks and assigns them to a team member for documentation, mitigation, tracking, and reporting.  On a monthly basis, KSC’s Budget Formulation risks are assessed and a revised risk status is developed.  The KSC Budget Formulation Project Manager reports the top risks with the highest severity rating to the BFPO, which in turn will report to the IFMP Director as part of monthly status reporting.  

15.3  Issue Management Process

The IFMP Program Office has developed an Issue Management Framework, which provides guidance regarding issue management.  The process includes clearly defined escalation criteria and procedures that ensure issues are provided to the appropriate level for resolution, including procedures for escalating to the KSC IFMP Project Manager and the KSC IFMP Steering Committee as well as requesting assistance from the Program Director.   KSC has included issue management in its KSC IFMP Risk Management Plan.

Similar to risks, Center implementation issues will be reported monthly to the BFPO for incorporating into the project Monthly Status Report.

16.0 CHANGE MANAGEMENT 

There are several phases to implementing Budget Formulation at KSC, all of which require varying degrees of attention to Change Management (CM) including implementation, training, and communication activities.  KSC will submit CM documentation in accordance with the Program Change Management Process.  KSC’s Budget Formulation Change Management Team works in coordination with the BFPO Change Management Team.

For more information see the BFPO Budget Formulation Change Management Plan.  

17.0 SAFETY

Given that the KSC Budget Formulation Project is a KSC project, it will conform to the KSC safety principals, guidelines and standards associated with general business operating safety.  Safety for project personnel, visitors, and facilities is a primary concern at NASA.  The KSC Budget Formulation Project does not anticipate any safety issues or concerns over and above normal facility attributes.  Project personnel are briefed and trained on the regulations and requirements.  Employees are provided training and drills, and are assigned specific responsibilities in case of fire or for any other disaster that might occur. 

18.0 REVIEWS  

18.1 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 include:

· Monthly reviews with the KSC IFMP Steering Committee, 

· Budget Formulation Steering Committee Reviews as needed,

· Weekly status reviews to the KSC IFMP Project Manager,
· Weekly Budget Formulation Project Team Meetings,

· Monthly Status Reviews to the BFPO,
· Monthly Risk Management Reviews, 
· 
· Operational Readiness Reviews, and
· Lessons Learned.

18.2 Monthly Status Review With The KSC IFMP Steering Committee 

On a monthly basis, the Budget Formulation Project Manager presents the KSC IFMP Steering Committee with a review of the project.  Topics covered in the review include schedule and progress, accomplishments, activities in progress, upcoming events, risks, and any concerns or issues that may impede progress.  

18.3 Weekly Status Review to the KSC IFMP Project Manager
On a weekly basis, the Budget Formulation Project Manager presents the KSC IFMP Project Manager with a review of the project.  Topics covered in the review include schedule and progress, accomplishments, activities in progress, upcoming events, risks, and any concerns or issues.   
18.4 Weekly Project Team Meetings

The KSC Budget Formulation Project Team will meet on a weekly basis.  Each week the Budget Formulation Project Manager will report on current and planned activities, progress against schedule, risks, action items, issues, and concerns.  The Process Lead, Technical Lead, Change Management Lead and Rollout Lead will also provide weekly activity status reports.  

18.5 Monthly Risk Management Review

All Team members are responsible for identifying and communicating risks to the KSC BF Project Manager.  During Risk Management Review meetings, all risks will be assessed for changes in severity level and accuracy/applicability of mitigation plans.  All new risks will be assigned owners, who are responsible for developing the necessary risk mitigation plans and submitting to the KSC BF Project Manager in a timely fashion.

18.6 Monthly Status To The BFPO

On a monthly basis, the Budget Formulation Project Manager presents the BFPO with a review of the project.  Topics covered in the review include metrics, accomplishments, activities behind schedule and in progress, risk status, issue status, 60 day outlook of Center implementation schedule activities, and anticipated inhibiters to accomplishing upcoming activities or achieving milestones.

18.7 

18.8 Operational Readiness Review 

An ORR will be conducted prior to KSC beginning ‘live operations’ for each release.  The ORR will verify that system testing was conducted and that the results were satisfactory, interfaces have been developed and tested (as appropriate), and that data has been initialized and verified.  The ORR will also ensure that appropriate Center personnel have been properly trained, transition and support agreements are in place, and that KSC management agrees that the Center is willing and able to ‘go live’.

18.9 Lessons Learned

To the greatest extent possible KSC Budget Formulation will benefit from lessons learned and utilize the Agency’s Knowledge Sharing System.  These come primarily from Wave 1 and 2 deploying Core Financial and all Centers’ deploying Travel Manager.  Since no other Center, including GSFC, will have deployed the SEM software prior to KSC’s deployment, a risk exists that will be managed.  When the implementation is complete, the KSC Budget Formulation Team will compile its lessons learned and submit to the BFPO for inclusion into the Knowledge Sharing System.  

19.0 TAILORING  

This document was prepared in accordance with NPG-7120.5A and ISO 9000.  The following sections were specifically eliminated from the KSC Budget Formulation Project Plan and can be found in the Goddard Space Flight Center (GSFC) Code 405 Budget Formulation Project Plan. 

· Environmental Impact,

· Technology Assessment, and

· Commercialization. 

KSC added section 16.0 Change Management to its Budget Formulation Project Plan. 

20.0 ABBREVIATIONS AND ACRONYMS

ADP

Automated Data Processing

BFPO

Budget Formulation Project Office (at GSFC)

CCB 

Configuration Control Board

CFO 

Chief Financial Officer

CIO

Chief Information Officer

CM 

Change Management

COTS

Commercial-off-the shelf

CRP

Conference Room Pilot

DCFO

Deputy Chief Financial Officer

DCFO-R
Deputy Chief Financial Officer- Resources

FS

Fund Source

FTE

Full Time Equivalent

G&A

General and Administrative

GPRA

Government Performance Results Act

GSFC

Goddard Space Flight Center

IFM

Integrated Financial Management

IFMP

Integrated Financial Management Program

IFMP CC
Integrated Financial Management Program Competency Center (at MSFC)

IPO

Integration Project Office (at MSFC)

ISO

International Organization of Standards

IST

Implementation Support Team

IT

Information Technology

KSC

Kennedy Space Center

MSFC

Marshall Space Flight Center

NAC

NASA Advisory Council

NACC 
NASA’s ADP Consolidation Center

NPG

NASA Procedures and Guidelines

NPR

National Performance Review

ODIN

Outsourcing Desktop Initiative for NASA

OMB

Office of Management and Budget

ORR

Operational Readiness Review

PMA

President’s Management Agenda

POP

Program Operating Plan

SAP R3
Systems, Applications and Products Release 3

SEM

Strategic Enterprise Management

SIT

System Integration Testing

WBS 

Work Breakdown Structure

WYE

Workforce Year Equivalent
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