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ABSTRACT

This document is the project plan for the ARC Research Center (ARC) Integrated Financial Management Program (IFMP) Budget Formulation Project.  The scope of this document includes the management and technical subject areas required by NASA Program Guidance (NPG) -7120.5B.

PREFACE

This document is under configuration control of the ARC, IFMP Configuration Control Board (CCB).  Changes to this document will be made by Document Change Notice (DCN) or by complete revision.  Questions concerning this document should be addressed to:

Teri Nogales-Liang

Budget Formulation Project Manager - ARC

Mailstop 237-9

Moffett Field CA, 94035
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1 Introduction

1.1 Project Identification

The Integrated Financial Management Program (IFMP) is a Level 1 Program with an approved Program Commitment Agreement (PCA).  The mission of IFMP is to improve the financial, physical, and human resources management processes throughout the Agency.  IFMP will re-engineer 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 Budget Formulation (BF) module is one element of the overall IFMP effort.  The functionality of the BF module will allow for the establishment of standard business processes across NASA, improve the effectiveness of the budget formulation processes, and provide current, accurate and reliable data to internal and external NASA customers.

The Goddard Space Flight Center (GSFC) is responsible for implementing the BF module throughout the Agency.  GSFC has established a Budget Formulation Project Office (BFPO), Code 405 to work directly with all NASA Centers in the performance of the implementation.  During the course of the project, the BFPO and each Center will work directly with the IFM Program Director at NASA Headquarters, the Office of the Chief Financial Officer (Code B), and the IFM Competency Center located at Marshall Space Flight Center (MSFC).

1.2 General History and Summary

NASA’s Resources Management Community across the Agency develops a yearly budget submission, also referred to as the Program Operating Plan (POP).  Lacking one integrated system for the entire Agency, NASA Centers have developed their own unique processes to carry out their budget formulation responsibilities.  Currently, NASA’s budget development environment is comprised of both manual and automated systems that are tedious and cumbersome to manage.  In general, data formats are not standardized, automated systems are not integrated or interfaced, and on-line budget information is not readily available.  In addition, as NASA continues the implementation of Full Cost, Centers are not implementing Full Cost in a uniform manner.

In 1988, NASA conducted a study to determine the feasibility of implementing a standard budget formulation system throughout the Agency.  The study team developed a set of accounting and automated data processing (ADP) requirements based on federal and NASA financial references and evaluated several approaches.  The team recommended that NASA develop the necessary software as opposed to purchasing commercial off-the-shelf (COTS) software or acquiring software developed by another government agency.

In 1993 the Agency, responding to mandates from the President's National Performance Review and from an internally staffed Zero Base Review Team, began a downsizing process for many of the administrative functions.  Large reductions were defined and have been implemented presuming that the Agency would be able to implement new streamlined business processes and deploy automated tools in order to maintain current service and performance.  The new tools have not been provided, significantly limiting the ability to implement new processes and placing significant burdens on the administrative functions to provide adequate levels of service.

The potentially high cost of sustaining engineering, along with new guidance from the OMB calling for agencies to consider commercially available software and cross-service agreements, led management to conclude that this “build-versus-buy” recommendation was not in the best interest of the Agency.

NASA officials reviewed the findings and recommendations from the study described above and analyzed the alternatives recommended by OMB: 1) Buy COTS budget formulation software that is already JFMIP compliant; 2) Enter into cross-servicing agreements with other government agencies where data processing for certain functions, e.g., travel, payroll, procurement would be performed for NASA.

In February 1995, the NASA Chief Financial Officer (CFO) established the IFMP Office at Headquarters to plan, coordinate, and manage all aspects of the work necessary to streamline and standardize business processes, and to acquire and implement an integrated financial management system solution throughout NASA. 

In September 1997, NASA issued a contract for the implementation of a single integrated COTS solution to address a predominant number of financial modules. At the time of contract award to Klyneveld, Peat, Marwick and Goerdeler (KPMG), a new, uncompleted version of their Performance Series software was proposed as the backbone to an integrated system they would develop. Over the course of time the development and integration of the software proved to be unworkable, and both parties agreed to cease work in March 2000.

Previous unsuccessful efforts to integrate and upgrade NASA’s business systems, coupled with extensive benchmarking of successful business system implementations were the basis for a fundamental restructuring of the approach.  In March 2000, the former IFM Project was reformulated into the IFM Program.

NASA commissioned several analyses to determine which products would best address NASA IFM Program needs.  At the conclusion of these BCAs in the summer of 2000, NASA moved forward with the formulation and planning of the Core Financial module.  An open request for proposal for the solution was placed in the marketplace and SAP emerged as the vendor of choice.  SAP’s system, being a fully integrated system, includes complete Enterprise Resource Planning (ERP) functionality.  Licenses for this system are not specific to any functional area, but rather enable access to all the functionality of the system.  SAP can address many of the needs not directly addressed within the scope of the Core Finance module.  
1.3 Current IFM Program Overview

NASA’s priority is to maintain a standard Agency wide integrated system that is compliant with Federal laws and regulations and accomplishes the Agency Business Drivers that are derived from the Agency Strategic Plan.  The system will improve business processes by minimizing data redundancy, standardizing information and electronic data exchanges, processing and recording budgetary events effectively and efficiently, and ensuring consistent information throughout the Agency.

The mission of the IFMP is to improve the financial, physical, and human resources management processes throughout the Agency.  IFMP will re-engineer 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.

In addition, the 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, under which federal agencies must match performance information to financial decision-making processes to ensure decisions reflect and support successful programs.  

New federal regulations such as the Chief Financial Officers (CFO) 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. 

1.4 Budget Formulation Project Overview

One of NASA’s most critical business processes is the annual development of the POP.  To support this, the Budget Formulation project will encompass a bottoms-up development of institutional and program budget requirements.  The project will provide the ability to support top-down decision making, link supporting data to the resources estimates, and redistribute top-down decisions back through the bottoms up formulation as a basis for operating plans and future budget formulation cycles.  The capabilities produced by this module will support budget advocacy, internal / external reporting, full cost budgeting and management, and will provide the information required to support real-time management decisions.  Additional benefits of an improved budget system will include:

· Better-informed Management (at all levels), decisions can now be based on more accurate, current and documented budget data

· Improved ability to analyze options and scenarios

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

· Improved ability to conduct full cost planning in compliance with Agency directives

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

Templates, reports, and associated processing within the Strategic Enterprise Management (SEM) software and the use of a Business Warehouse will be the tool set used to facilitate:

· Center POP submissions 

· G&A planning

· NASA budget aggregation 

· NASA budget submission 

· Passback process with OMB and Congress

· Phasing plans 

· Project planning 

· Service pool planning 

· Workforce planning

The IFM Program has selected Goddard Space Flight Center (GSFC) as the Lead Center to formulate a project team for the implementation of the BF module.  The BFPO project team will be responsible for:

· Design and development of a solution that supports the automation of standard Agency budget formulation processes

· Testing the software configuration
· Transitioning the solution to an operational status at all NASA Centers
2 Objectives

2.1 Purpose 

The purpose of this plan is to establish an overarching structure for managing the implementation of the Budget Formulation systems and processes at ARC, including (i) definition of general requirements and performance goals, organization and management structure; (ii) participants and their roles and responsibilities; (iii) resources, schedules, and controls, risk management; (iv) quality management; (v) implementation approach, and (vi) customer definition and advocacy.  Approval of the Project Plan by the Center Director establishes Center commitment to support the project and authorization to proceed with implementation.

2.2 Agency Business Drivers

During the formulation of the IFM Program a consensus set of five Agency Business Drivers, or goals, was developed based on the Agency Strategic Plan.  They 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 accounting resulting in increased accountability by providing the means to understand cost drivers, determine total program costs, and relate costs to value.  This will allow the Agency to manage programs using full cost management techniques and enhance the ability to manage institutional capabilities.

3) Achieve efficiencies and operate effectively—NASA must evaluate and improve the efficiency and effectiveness of business processes to appropriately support mission program requirements. New tools are required to ensure that processes operate effectively, are conducted efficiently, and result in overall savings to the agency.

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

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

Project success will be assessed by how well the Budget Formulation module supports the defined Agency Business Drivers.

2.3 Functional Drivers  

The identification of functional drivers and specific measures of success to support the broader Agency Business Drivers provides a framework for Project commitments.  The Budget Formulation Project has developed a set of functional drivers that will lead to performance measures and success criteria that are the basis for measuring progress and benefit realization through implementation of the IFM Budget Formulation system.   Table 2.3 below demonstrates the relationship between the Budget Formulation Project Functional Drivers and the Agency Business Drivers. 

Table 2.3: Mapping of Functional Drivers to Agency Business Drivers

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


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

The Budget Formulation Project has identified three sets of Performance Measures: 

· Project Performance Measures: focus on cost, schedule, and risk

· Design Performance Measures: target how well the solution meets basic functional needs

· Operational Performance Measures:  gauge the improvements gained from the solution (post-implementation)

2.4.1 Center Project Performance Measures

Successful management of the Budget Formulation module will be measured by focusing on cost, schedule, change management and risk.  Table 2 defines specific metrics to be applied to the ARC Budget Formulation Implementation Project.

Table 2.4.1: Project Management Performance Measures

	Project Element
	Performance Measure
	Success Criteria

	Cost
	Ability to meet project cost commitments.
	Project implementation costs will remain within budget and a project reserve will be available through June 2004.

	Schedule
	Ability to meet schedule commitments.  
	Center implementation schedule commitments will be met.  Any shifts in Center’s implementation schedule will not negatively impact BFPO’s milestone control points.

	Change Management
	Change management activities will be conducted to maximize customer education and acceptance of new system.
	All active users will be trained by go live date.  80% of casual users will be trained by 1 month after go live date.

	
	Change management activities will be conducted to maximize customer readiness of new system.
	Resources Management Staff  will be offered supplementary skills training prior to go live; 100% will attend.

	Risk 
	Ability to control project risks.
	High severity risks will be managed throughout implementation.  Mitigation strategies will be reduced to a lower severity where possible.


2.4.2 Agency Design Performance Measures

Design measures determine the extent to which the system meets the Functional Drivers during the design and implementation phases.  These Performance Measures form the basis for software testing, and success will be determined by the BFPO at Goddard, with input and assistance from ARC.  Design Performance Measures for the Budget Formulation module are as follows:

Table 2.4.2: Agency Design Performance Measures
	 Functional Drivers
	Design Performance Measure

	Establish standard and efficient processes to provide budget data for management analysis and reporting
	Demonstrate an Agency-wide reporting capability at various levels of the organization using predetermined formats and an ad hoc reporting capability.
Demonstrate the system supports Agency-wide budget process flows, including a standard process for the Centers to submit data to the Enterprises.

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

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

	Integrate budget data with the Budget Formulation IFM module to support budget execution
	Demonstrate the ability of the system to develop an operating plan and transfer the formulated control budget and detailed plans to the Budget Formulation module

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

	Establish an automated system that reduces tedious and highly manual processes to enable users to do their jobs more effectively
	Demonstrate the automation of key budget development activities at various organizational levels using standardized templates, processes and data controls.
Demonstrate the ability to compare and analyze data from multiple formulation cycles, including the ability to produce reports showing detailed traceability among cycles.
Demonstrate usability of the system through the involvement of a user focus group during the design phase.


2.4.3 Agency Operational Performance Measures

The agency operational performance measures are established as a means of gauging process/system improvements resulting from the new Agency solution.  The operational performance measures focus on benefit realization and are linked directly to the functional processes.  The operational performance measures will be base-lined prior to rollout to establish a benchmark for the “as-is” condition.  After implementation, the operational measures will be re-measured to determine the delta from the baseline.  

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

Table 2.4.3: Agency Operational Performance Measures

	Functional Driver
	Performance Measure(s)
	Baseline Metric (BM)
	Base-lining Approach
	Performance Metric (PM)
	PM Approach
	notes

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

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

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

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

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

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

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

Success Criteria:  At least (50% - initial assessment and 100% - final assessment) of Agency and Center-supported legacy systems are eliminated.  
	The BF Process Team will identify the functionality required by the BF system according to the BF Steering Committee approved standard Agency process flows.  After implementation, the Agency and Centers will judge the effectiveness of the BF system in addressing the functionality specified by the process flows and detailed requirements. It is expected that the Agency and Centers will eliminate legacy systems that are no longer needed.  The Functional Owner will survey the Agency and Centers to determine which and how many systems have been eliminated.  The performance measure will be computed and compared to the success criteria.  The Functional Owner will discuss with management, the reasons for keeping any legacy systems in an effort to determine if upgrades to the BF system are warranted.
	Initial assessment will occur after the completion of the first full budget cycle (January 2005).  The final assessment will occur after a second budget cycle is completed (January 2006).  Initial and final assessment % to be determined when implementation approach is finalized.    In addition to the initial and final assessments, a stakeholder focus group will be providing feedback on the Budget Formulation module throughout the design and implementation phase.

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

Success Criteria: At least   50% of the targeted users, projected in the Implementation Plan, at the initial assessment   and 80% at the final assessment have been trained and have access to the Budget Formulation Module.
	The BF Project Team will evaluate the Budget Formulation System User Access Table to determine the number of authorized users having direct access to numeric and narrative budget guidance and evaluate the training class rosters to determine the number of users trained on the system.  The performance measure will be computed and compared to the success criteria.  
	Initial assessment will occur after the completion of the first full budget cycle (January 2005).  The final assessment will occur after a second budget cycle is completed (January 2006).  Initial and final assessment percentage to be determined when the Implementation Plan is finalized to determine the targeted number of users for the BF System.  In addition to the initial and final assessments, a stakeholder focus group will be providing feedback on the Budget Formulation module throughout the design and implementation phase.

	Establish an automated system that reduces tedious and highly manual processes to enable users to do their jobs more effectively
	Percentage of user evaluations, from authorized users, that rate the system as user friendly 
	Level of user satisfaction with current Agency and Center supported Budget Formulation systems' usability
	The BF Change Management Team will develop and administer a user survey to a random sampling of the BF user community across the Agency.  The survey will assess satisfaction with the existing Agency and Center supported Budget Formulation systems.  This was performed in November 2002.
	Percent of users who rate the BF system as user friendly, computed as: Number of survey respondents rating the system as user friendly / Total number of survey respondents.  

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


3 Customer Definition and Advocacy

3.1 Communication Objectives

The communication objectives of the ARC Budget Formulation Implementation Team are designed to move the stakeholders along the Change Acceptance Curve through Pre-Awareness, Awareness, Acceptance, Buy-in, and Ownership.  The communication strategy will be focused on delivering the right message, at the right time, to the right audience in order to build awareness and understanding.

3.2 Stakeholders And Customers 

Stakeholders are individuals who affect the project or are affected by it, inside or outside of NASA. The ARC Budget Formulation Implementation Team, in concert with the IFM ARC Steering Committee, will implement a process of stakeholder management that focuses on promoting understanding, securing participation and buy-in, identifying potential obstacles, minimizing opposition to change, managing perceptions about the project, coordinating activities, establishing two-way feedback systems, helping build momentum, and most importantly, delivering business benefits to the stakeholder community.  

Specific internal and external stakeholders have been identified for the ARC Budget Formulation Implementation Project.  

The internal (ARC) stakeholders of the Budget Formulation Project are:

· Center Director

· Deputy Center Director

· Associate Center Directors

· Chief Financial Officer

· Institutional Senior Staff

· Research & Science Senior Staff

· G&A Managers

· Program and Project Managers

· Service Pool Managers

· Resource Executives

· All Resource Analysts (G&A, Service Pool, Program, and Project)

· IFM Implementation Support Team

· IFM ARC Steering Committee

· IT Support Staff

· Other IFM Center Project Teams

· Training Support Staff

· Change Management Support Staff

· CFO Staff

Stakeholders external to the ARC community include the Enterprises, and Code B at NASA Headquarters.  These stakeholders will be beneficiaries of a successful implementation by gaining full cost visibility into ARC’s budget and resource requirements.

3.3 Communication Methodology

Information gathered from performing stakeholder analysis will be used by the ARC Change Management Team to develop a comprehensive communication plan that details the audience groups, the key messages, the timing of the messages, and the vehicles used to deliver them.  Using best practices, the communication will follow a list of guiding principles that include: maintaining the audience’s interests, setting realistic expectations, establishing appropriate timing and frequency, maintaining consistency, and providing feedback opportunities.  To ensure that this project is adequately addressing the stakeholders’ questions and concerns, informal and formal feedback mechanisms will be implemented.  This feedback will be used to track the movement of each stakeholder group along the Change Acceptance Curve, and to improve and ensure effective communications throughout the implementation.

3.4 Communication Messages

Key messages have been identified and refined at ARC for the purpose of laying the foundation for the project and moving stakeholders up the acceptance curve. The key messages are divided into two categories - strategic and operational. The strategic messages are high-level messages that outline the benefits of the new Budget Formulation module and its application to full cost budget planning.  Operational messages are tailored for each target audience.  The Change Management Team will communicate a variety of messages to each audience.  Examples of the strategic messages are shown below.

3.4.1 Budget Formulation strategic messages 

Integrates Agency-wide system

· Enhances access and visibility to budget information

· Improves communication between Centers and Headquarters

· Integrates budget data with the Core Financial IFM module to support execution of budget
Improves decision making

· Provides consistent data to facilitate better business decisions

· Improves decision-making based on accurate, real-time budget status 

· Allows for analysis of information on a timely basis

Enhances efficiency and effectiveness

· Reduces time and money spent entering data in multiple budget systems

· Establishes an automated system that reduces tedious and highly manual processes

· Provides data to support budget planning process
Contributes to Full Cost

· System enables full cost management

· Implements a system that will reinforce basic full cost knowledge

· Improved ability to conduct full cost planning in compliance with both internal   and external mandated financial management directives
3.4.2 Budget Formulation Operational Messages

Sample tailored for a project planning audience:

· Consistent and standardized reporting and formats across Centers

· Decreases manual processing and data entry

· Provides education and exposure to Full Cost

· System will have real time budget planning data, which will improve decision       making capabilities

· Negotiations between Service Pools and their customers will be formalized

· Provides a variety of reports and monitoring mechanisms

4 Project Authority 

The CFO Act of 1990 directs each Agency CFO to develop and maintain an integrated Agency accounting and financial management system.  NASA’s CFO has primary responsibility and authority for the execution of the IFM Program.  The CFO is responsible for ensuring that the Program meets externally mandated requirements while satisfying internal customer needs in a cost effective manner.  The NASA Administrator is the approval authority for the program. 

The IFM Program Director, reporting to the Agency CFO, heads the IFM Program Office at NASA HQ and is responsible for IFM Program management. The Director is accountable to both the Agency CFO and the IFMP Steering Council.  The Council will act as a forum for reviewing and approving the Agency-wide crosscutting facets of the program to include Agency Business Drivers, program strategy, program budgets, module sequencing and priority, COTS modifications, change management strategy, and project scope. 

The Agency Program Management Council (PMC) will serve as the Governing PMC (GPMC) for the IFM Program.  The PMC assesses Program planning and implementation at the Agency level, provides oversight, and ensures accountability.  

The IFMP Budget Formulation Project Manager at GSFC and the ARC Center Director’s approval of the ARC Budget Formulation Implementation Project Plan establish resource and schedule commitments for the implementation of the Budget Formulation systems at ARC.  

The ARC IFM Steering Committee is the governing PMC at ARC, and provides advice, counsel and guidance to the ARC Budget Formulation Implementation Project Manager.  The ARC Budget Formulation Implementation Project Manager reports directly to the DCFO for Resources, who in turn reports to the CFO, who reports to the Center Director.  The Center Director provides the civil servant resources and infrastructure necessary to support the Center implementation project office.  

5 IFM Program Management

5.1 IFM Program Management Organization

The Budget Formulation Project, at an Agency level is subject to a multi-tiered governance structure, established by the IFM Program, through which it achieves advocacy and support: 

5.1.1 IFM Program Steering Council

The IFM Program Steering Council is chaired by the Associate Deputy Administrator and includes the CFO, Chief Information Officer (CIO), Associate Administrator for Human Resources and Education, Associate Administrator for Management Systems, Associate Administrator for Procurement, Institutional Program Officers, and representative Deputy Center Directors.  The governing role of the IFM Program 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.

5.1.2 Agency Process Team 

An Agency Process Team is established for the Budget Formulation Project and is comprised of functional representatives from the Centers and Headquarters.  The NASA CFO selected the Agency Process Team Lead.  The governing role of the Agency Process Teams is to develop standard Agency-level business processes specific to Budget Formulation.  While the Centers are customers, they are also resource providers to the project through representation on the Agency Process Teams, as subject matter experts, and as functional experts.  This is another mechanism that will be used to ensure participation and advocacy of the Center customers.  

5.1.3 Budget Formulation Project Office (BFPO)

The BFPO function is performed at GSFC and is responsible for the management of the Budget Formulation Acquisition, Design, and Agency Rollout.  The GSFC Budget Formulation Project Plan details the roles and responsibilities of the BFPO.  ARC supports the BFPO in a variety of ways, including participation on various teams, System design support, Conference Room Pilots, System Integration Testing, and Change Management activities. 

5.2 ARC IFMP Organizational Structure

The IFMP initiative at ARC is overseen by a Steering Committee made up of Directorate-level members.  Each module of the IFMP program has an individual process-owner who reports to the Steering Committee.  In addition, each module has a dedicated Project Manager who oversees the day-to-day activities of the module installation.  ARC has further designated an Implementation Support Team that serves as a support network for implementation of all of the IFM modules at the Center.

5.2.1 ARC IFM Steering Committee 

The ARC IFM Steering Committee is established to support all IFM implementation efforts at the Center.  The committee will address issues that include, but are not limited to:  (i) functional and cross-functional processes/policy matters; (ii) ARC implementation issues; (iii) transition planning; (iv) transition staffing; (v) Center configuration; and (vi) education and training.  The Committee will provide advice, counsel, and recommendations to the Budget Formulation Implementation Project Manager, and serves as the governing PMC of the Budget Formulation Implementation.  Figure 5.2.1 identifies the current members of the Steering Committee.
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Figure 5.2.1: ARC IFM Steering Committee

Members of the Committee will support the Chair in leading and sponsoring the transition and adaptation to the new ways of doing business resulting from the Budget Formulation Project.  The Committee will meet on a monthly basis.

The Steering Committee will also:

· Assume responsibility for success of the IFM Program at the Center

· Own the vision for IFM at ARC (i.e., establishing, updating, communicating, and achieving the vision)

· Communicate key awareness messages to ARC senior management, particularly in regards to the “new” IFMP

· Resolve Center-level conflicts with competing priorities

· Deal with resistance to change at management levels within the Center

· Resolve functional and resource issues for their Center

· Carry out ongoing commitment-building activities with ARC leadership

· Ensure that the right people are assigned and committed to defined roles on Project Implementation Teams, the IST, and on Lead Center Project Teams 

· Act as a sounding board for Center Project Implementation Team issues (delegation of authority, sequencing of roll out, etc…)

· Sponsor, monitor, and support the Center’s Implementation Support Team

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

· Communicate program commitment to all stakeholders

· Help knock down barriers to facilitate process change

· The Committee will provide advice, counsel, and recommendations to the Budget Formulation Project Manager

During the formulation and implementation phases, the Committee will serve as the Configuration Control Board (CCB) for Center specific functional requirements and processes. 

5.2.2 ARC IFM Implementation Support Team 

The Implementation Support Team (IST) at ARC is a group of individuals that serve as a support network for all IFM modules.  The Team is a “one-stop shopping point of contact” that provides consultation and support services to the project manager.  The IST is able to maintain a Center perspective across all IFM projects and ensure that change management, IT support, and training requirements will be met.  

[image: image8.wmf]Figure 5.2.2: ARC Implementation Support Team
5.2.2.1 Specific responsibilities of the IST Team:

The IFM Implementation Support Team is responsible for the following:

· Proactively support Project Managers and clearly understand their needs

· Contract with project team for change management services

· Collaborate on the development and execution of training, communication and change management plans

· Create Center-wide change management, communication and training strategies and plans 

· Assess ARC specific Information Technology (IT) needs

· Ensure training is conducted, including pre-requisite, supplemental, and skills enhancement

· Identify problems and solve them or elevate them when necessary

· Document and share lessons learned from each project

· Help overcome obstacles to change

· Approve all procurement documents citing IFM funds
5.2.2.2 Training

The IST Training Lead will coordinate with the change management function of the ARC Budget Formulation Implementation Team, and is responsible for the following:

· Support the Change Management Lead in conducting a training needs assessment analysis

· Support the Change Management Lead in completing a Center-specific training plan

· Oversee any ARC clarifications to the Agency Training materials

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

· Monitor the training at the Center, ensuring evaluations are distributed and completed

5.2.2.3 Technical (IT)
The Technical Lead acts as the liaison between the ARC Technical Support Team and the Budget Formulation Implementation Team, and ensures that all technical requirements of the project are met.  The ARC Technical Support Team is comprised of various support organizations, including IT Security, ODIN, Codes JTC and Code JTS.  The ARC Technical Support Team will work closely with the IFM Competency Center (MSFC), and collectively they are responsible for the following tasks:

· Establish Help Desk (Tier 1 functional support)

· Identify and implement supporting desktop configuration solutions

· Identify and mitigate technical risk

· Maintain decision support and reporting tools

· Application support to functional process teams

· Operations planning, and sustaining support

· Transition system to operations

5.2.2.4 Resources Executive

The Resources Executive ensures that the IFM projects have appropriate resources available to complete the implementation.  Specific duties include:

· Collect budget and resource requirements from project managers

· Track and report “burn” rate on project budgets
· Determine available funds and recommend alternative courses of action

· Develop out-years budget requirements in consultation with project managers 

· Meet with project managers to discuss budget status and issues

5.2.2.5 Change Management

The Change Management Lead coordinates closely with the Budget Formulation Implementation Team change management group to ensure that an appropriate change management strategy is in place to support the Center during Budget Formulation implementation.  In particular, the ARC Change Management Lead is responsible for the following:

· Create the Stakeholder Analysis and monitor movement on the acceptance curve

· Coordinate with the Project Manager to understand the Center rollout schedule and to plan appropriate activities associated with that schedule

· Ensure that key messages are developed and delivered

· Develop and conduct a training needs assessment, analyze results and recommend training approaches and content

· Develop a Center-specific training plan, provide support to trainers, monitor training and make recommendations for adjustment

· Coordinate with Project Manager to manage Center change processes

· Report status to the BFPO Change Management Team

5.2.2.6 Communications

The Communications Lead is responsible for ARC communication associated with the Budget Formulation Project and rollout.  Responsibilities include:

· Complete a Center-specific communications plan

· Tailor project communication materials for Center audiences

· Deliver communication materials to targeted audiences as specified in the Center Communication Plan

6 ARC Budget Formulation Implementation Team

A Budget Formulation Implementation Team has been established at ARC to support all Budget Formulation module implementation efforts at the Center. The Budget Formulation Implementation Team reports to the Budget Formulation Project Office (BFPO) at GSFC.  Figure 6.0 shows the organizational structure of the ARC Budget Formulation Implementation Team.

Figure 6.0: ARC Budget Formulation Implementation Team
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The ARC Budget Formulation Implementation Team is comprised of the following key roles:

· Process Owners

· Project Manager

· Functional Experts/Trainers (FE)

· Subject Matter Expert (SME)

· Process Team Leads

· Extended Process Team Members

6.1 Roles & Responsibilities

The following section details the roles and responsibilities for each team member:

6.1.1 ARC Process Owners 

The Process Owners are ultimately responsible for the success of the Budget Formulation module implementation at ARC.  In accomplishing this task, the Process Owners’ activities include:

· Provide resources and functional guidance to the implementation team

· Set and communicate new and revised policies to ensure operational success

· Coordinate across function with other process owners to assure that the new policies address and minimize impacts on the other organizations

· Communicate to all levels of management regarding project, status, impacts

· Help remove barriers that impede project progress

· Serve as effective, positive change agent

· Support and recognize positive contributions of project members

6.1.2 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 

· Develop and manage the Center Implementation Schedule 

· Communicate and coordinate with the Budget Formulation Project Office 

· Manage project level risks 

· Obtain commitments to support the project

· Oversee Change Management activities

· Participate in management information exchange

· Manage the project within the resources and budget allocations identified in the Project Plan

· Contract for implementation services as required 

· Provide management oversight of the NASA and contractor resources assigned to the project

· Oversee SME participation

· Coordinate the Center reviews of project design documents and report designs

· Ensure project communication is disseminated to the Resources community through managing the activities of the Extended Team Leads and the Extended Teams

6.1.3 Functional Experts/Trainers (FE)

The BFPO has asked that each Center identify at least two Functional Experts to support the roll-out of the Budget Formulation Module.  The Functional Experts will act as a resource for the Change Management Lead to help determine how best to train and implement Center-specific business process changes.  It is expected that the Functional Experts will have expertise in the NASA budget process and primary responsibilities will include:

· Contribute to the development of training materials

· Become experts in the design and use of the system

· Review the design documents, and provide constructive feedback

· Participate in the conference room pilots and system testing

· Identify Center-specific business process changes needed for
implementation

· Perform “as-is” studies of the Center-specific processes and “to-be” analyses on the new system

· Support Change Management Lead in creating communication materials

· Deliver communication materials to targeted audiences as specified in the Center Communication Plan

· Develop and review training materials.

· Learn trainer skills and attend the train-the-trainer sessions

· Train Center users, future users, and future trainers

6.1.4 Subject Matter Experts (SME)

During the Agency Design period of the project, the BFPO solicited representatives from each of the Centers to support software configuration.  ARC has agreed to provide one FTE worth of support to the BFPO in the area of Service Pools.  The Service Pool SME support includes the following:

· Define process-specific Level V requirements (as defined by NASA)

· Review and concur with Level V requirements documented by the implementation contractor at GSFC

· Support SEM detail design and application build process

· Develop application test scenarios and scripts used for conference room pilot testing

· Assist with the development of test data used for conference room pilot testing

· Participate in the conference room pilots and system testing

· Work with the Change Management Team to develop training materials

· Provide support as “super-users” during the BF solution roll-out

6.1.5 Process Team Leads 

The Process Team Leads provide leadership and guidance to the particular support process to which he/she is assigned.  Responsibilities include the following:

· Ensure process team deliverables are met

· Communicate process team issues and concerns

· Delegate or assign tasks to team members

· Regularly update Project Manager of progress

· Collaborate with other process team leads to ensure project integration

· Facilitate team development

· Oversee requirements definition 

· Understand Agency processes 

· Participate in Conference Room Pilots and System Integration Testing  
6.1.6 Extended Process Teams

Budget Formulation Extended Process Team members are made up of Resources Management Staff and volunteers from other ARC organizations.  There are four extended teams, each related directly to a budget process: Service Pools, G&A, Workforce/FS-41, and Project Planning.  In addition, there is a general support team, which will support the project and focus on activities related to the Business Warehouse tool and/or any additional reporting tool the new system will utilize.  In general, duties of an extended team member include:

· Provide feedback on functional design documents, report creation, role mapping definition and other tasks as assigned 

· Participate in the conference room pilots and system testing

· Communicate and document any issues related to the project in a timely fashion 

· Act as an advocate for the project and share information with colleagues

· Participate in training needs assessment

· Serve as a Super User during roll-out 
6.2 Project Management Monitoring and Status Reporting

The ARC Budget Formulation Implementation Project employs a weekly monitoring and status process beginning with the individual extended teams and concluding with a project-level status review for RMO Management.  The outcome of each monitoring activity feeds into management of risks, issues, cost, and schedule.

In addition to the internal status reporting described above, the ARC Project Manager will prepare a Monthly Status Report to be provided to the BFPO.  The Monthly Status Report will recap scheduled activities, report on any past-due activities, provide a look ahead at upcoming activities, and potential project barriers.

6.3 Management Support Systems

The ARC Center Budget Formulation Implementation Project uses a number of management support systems.  These support systems are identified below:
· Schedule:  Various schedules (developed with Microsoft Project) are used to evaluate plan and monitor activities, milestones, and control points. 
· Risk and Issues:  A risk management plan has been developed which defines the roles, responsibilities, and processes for managing project risks and issues.  An internal database management system will be used to track risks and issues and provide additional information associated with the risk management approach.
· Action:  An action-tracking log is in place for storing and tracking project actions.
7 Technical Summary

7.1 Functional Overview

The functionality of the Budget Formulation module will allow for the establishment of standard business processes across NASA, improve the effectiveness of the budget formulation processes, and provide current, accurate, and reliable data to internal and external NASA customers. The “Concept of Operations” diagram below depicts the budget planning elements the project will support when fully implemented.  

Figure 7.1: Budget Formulation Functional Concept of Operations
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Project Requirements

NASA has analyzed the existing process and developed requirements that will lead to breakthroughs in the Agency-wide budget formulation process. There are five levels of requirements within the IFM Program hierarchy. Each lower level is derived from and consistent with the higher-level requirements in the hierarchy: The IFMP Integration Project is responsible for ensuring that the individual projects are implemented in conformance with applicable NASA and IFMP technical architecture standards and specifications.  The requirement levels are:

Level I—Agency Business Drivers

Level II—Project Functional Drivers

Level III—High-Level Requirements

Level IV—Acquisition Requirements

Level V—Implementation Requirements

7.1.1 Level I – Agency Business Drivers

The five Agency Business Drivers, or IFMP objectives (see Section 2.2), 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). 
7.1.2 Level II – Project Functional Drivers

Project functional drivers are major functional area achievements that will demonstrate a measurable improvement in the Agency Business Drivers. During Program formulation, a Business Case Analysis (BCA) was developed for the Budget Formulation Module that identified and mapped functional drivers to the Agency Business Drivers, (see Section 2.3).

7.1.3 Level III – High-Level Requirements

High-level requirements are established prior to project formulation, and are included in the Project Scope Document. The scope document was used by the Program Office to communicate the high-level function and technical requirements and responsibility of the Lead Center for the formulation of the Project.  During Project Formulation, the high level requirements are superseded by more detailed Level IV requirements.

7.1.4 Level IV – Design Requirements

The BFPO, Process Team, and the Implementation Team develop and maintain the functional, technical, and integration requirements for the Project. The functional requirements include, a textual list of requirements and a business process model view of the module requirements.

7.1.5 Level V – Implementation Requirements

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

7.2 Facilities

ARC is fulfilling its obligation to provide adequate office space to support the Budget Formulation Project Implementation Team.  Existing facilities (training rooms, offices) to implement Budget Formulation at ARC are located in Buildings 3, 237, and 241.  ARC will also ensure there is adequate space to support continuous training, group workshops and on-going individual user support.  

7.3 System Support

The BFPO will provide the necessary system infrastructure and network access to support Budget Formulation system operations.  The BFPO will also establish desktop configuration requirements.  The ARC Implementation Team will coordinate with local support (e.g., Outsourcing Desktop Initiative for NASA (ODIN)) as required.  ARC will establish a Center Application Administrator to manage ARC configuration data and security tables.  The BFPO will handle the transition of Budget Formulation system management from the BFPO to the IPO at MSFC once the system is fully operational.

7.4 Logistics

The Budget Formulation Project will utilize current logistics processes and systems in place at GSFC to support project management activities and design requirements.  The Budget Formulation Project will receive support from the IFMP Integration Project Office (IPO) for technical environment operations and maintenance during the Center’s implementation activities.  Subsequent to Agency wide deployment, the IPO will provide operations and sustaining support for the Budget Formulation solution.

7.5 Mission Results Analysis and Reporting

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

8 SChedule

8.1 Project Schedule Overview

The ARC Budget Formulation Implementation Team has developed an implementation schedule to track progress of all milestones. The schedule will contribute to maintaining continuity with other IFM projects at ARC and to effectively communicate with other Centers.  Figure 8.1 provides the high-level implementation milestone schedule for the Budget Formulation Project.  ARC will submit a detailed Center Implementation Schedule to the BFPO for review. 

Figure 8.1: High Level Milestone Schedule
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8.2 Project Milestones

Budget Formulation implementation milestones will occur according to the schedule in Figure 8.1 above.  In addition, specific dates will be captured and maintained in the detailed ARC Budget Formulation Project Schedule.  A brief summary of milestones is provided below in Table 8.3.

Table 8.3: Budget Formulation Implementation Milestones

	Project Phase
	Schedule

	Release 0.5 Training
	August – December 2003

	Operational Readiness Review
	September 2003

	Release 0.5 Rollout
	October 2003

	Operational Readiness Review
	January 2004

	Release 1.0 Training
	January – March 2004

	Release 1.0 Rollout
	February 2004

	Operations & Maintenance
	October 2003 onward


8.3 Release Schedule

Two go-live dates have been established for the Budget Formulation project.  Release 0.5 is currently scheduled for October 27, 2003.  Release 1.0, incorporating required management functionality, is scheduled for February 25, 2004.  The functionality provided with each release is shown in Figure 8.2 below.

Figure 8.2: Release Schedule
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9 Resources 

9.1 Resource Requirement Overview

The BFPO’s strategy for developing and implementing the Budget Formulation system specifically calls for expanded participation by all Receiving Centers.  Therefore, ARC responsibilities will include helping develop new business processes; training strategies, material, and data; system test scripts and data; change communication messages and timeframes; and implementation strategies, tasks, and timelines.  Additionally, ARC resources will participate in Agency Conference Room Pilots (CRP) and System and Integration Testing (SIT) at GSFC.  All of these activities will need to be repeated for each planned Release implementation (Release 0.5 and Release 1.0).  It should be noted that ARC might also be required to assist with the planned NBS conversion at the end of CY 2003.  

Unlike the Core Financial Module, the IFMP Budget Formulation Project Office will not be providing an implementation contractor to help ARC implement the BF system.  Therefore, ARC must wholly fund and support all Receiving Center Implementation Responsibilities.

9.2 Funding Requirements

The ARC Implementation Team has identified funding requirements for the project.  The requirements identified are specifically for ARC implementation and do not include any costs associated with other Center efforts, including the BFPO.  The BFPO, as the Agency Lead Center, has documented in their Budget Formulation Project Plan a request to the IFM Program Office to cover costs related to:

· System development

· Operations and maintenance (following Agency rollout) through the end of FY 2004, including:

1. Hardware and software maintenance and upgrades 

2. Systems operations

3. Configuration management activities

4. Major upgrades

The funding requirements specifically for ARC include costs for Contractor Implementation Support, IT support, training activities (including supplies) and change management.  It is important to note, a modest project reserve, commensurate with the risk of the project, has been identified to address unforeseen circumstances.  

It is anticipated that travel costs will be a significant factor contributing to the cost of the project.  To date, ARC has spent a considerable amount of travel funding to support the BFPO in Greenbelt, MD.  Implementation Team Members will also travel to other NASA Centers to gain knowledge and study their Core Financial systems in preparation for go-live.  

The following items are out of scope for ARC Budget Formulation Project budget and will be accounted for by other entities:

· Post-rollout sustaining activities: 

· Help Desk/Application administration/Desktop Support – Office of Information Technology (Code JT)

· Steady-state training – Office of Human Resources (Code JH)

9.3 Personnel Requirements

The ARC Budget Formulation Implementation Project Team is comprised of approximately 40 team members (including extended teams).  Of the 40 team members, 50% are employees assigned to the Resources Management Office.  The remaining 50% is comprised of volunteers from organizations not directly related to the CFO Office.  It is important to note, that although the amount of team members is large, very few support the project on a full-time basis.  For more information regarding team members, such as name or organization code, please refer to Section 6.

10 Controls

The Budget Formulation Project is subject to the controls outlined in NPG 7120.5 effective April 3, 1998.

IFM Program has established multiple levels of Program 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 by the BFPO to the Program Director monthly and to the Agency PMC on a semi-annual basis.  The Agency IFMP Steering Council must approve any changes to the committed schedule or Project scope.  

Individual Center Implementation Schedules will be negotiated between the Center Implementation Project Manager and the Budget Formulation Project Manager.  Center Implementation Schedules must be consistent with Project PCA commitments.  Any requirements, budget, or schedule changes from the baseline plan will require the approval of the ARC Steering Committee.  

11 Implementation Approach

11.1 Implementation Overview

The scope of the rollout is to implement the Budget Formulation System configured to support the Agency solution as designed by Agency-wide Budget Formulation team.  The rollout depends upon, but does not include, Center training and transition to full cost management, as specified in the Agency Full Cost Implementation Guide.  The following assumptions serve as a basis for the implementation approach:

· The Budget Formulation system will be implemented at 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, and train-the-trainer training

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

11.2 Budget Formulation Project Work Breakdown Structure (WBS)

The Budget Formulation Project has developed a WBS that depicts the work areas to be completed by Center project management staff, extended process teams, and support teams.  The tasks related to the execution of the WBS elements will reside in the ARC Budget Formulation Project Schedule.  
[image: image11.wmf]Figure 11.2: ARC WBS Structure
11.3 Contractor Support

The Center Implementation Team receives support from various companies to support ARC Implementation. 

11.3.1 Systems Support Contractor  

IT support services will be provided by Raytheon ITSS and its subcontractor, Recom Technologies. These services will encompass the full spectrum of system administration, operations, help desk, and related information technology technical support.  

11.3.2 ARC IFM Project Services  

The ARC IFM Project Services contract agreement with Booz, Allen & Hamilton provides implementation and project management support.  The focus of the effort is concentrated in the areas of Project Management, Data Analysis, Implementation, Training, and Change Management.  

11.3.3 ARC Financial Services 

Resource support in the areas of management, personnel, materials, and services necessary to provide financial, accounting and budgetary services will be provided by Souza and its subcontract agreement with Infonetics. These services are primarily in support of the Office of the CFO, and to a lesser degree, the Center’s other organizations, including programs, and projects.  Specifically, this contract provides resources management support (such as, budget operations, budget planning and budget execution), and other financial activities.

12 Acquisition Summary

12.1 Budget Formulation Project Acquisition Strategy

For detailed information about the Budget Formulation Project Acquisition Strategy, refer to the GSFC Budget Formulation Project Plan. As BFPO, GSFC is responsible for procuring all necessary acquisitions related to software and configuration requirements agency-wide.

13 Program/Project Dependencies 

13.1 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 (ViTS) and Agency Steering Committee teleconferences are held.  The ARC Budget Formulation implementation team will have representation at each of the ViTS and teleconferences.  

13.2 Budget Formulation Project Office

The most important dependency for the ARC Budget Formulation Project is the relationship with the BFPO.  ARC must rely on the BFPO to configure the software to support an Agency-wide Full Cost design.  In doing this, the BFPO acts as the interface between ARC and the contractors hired to support the project at an Agency Level, specifically Accenture and SAP.  Accenture is serving as the implementation support contractor, acting as the liaison between SAP and the BFPO.   As a receiving Center, ARC will participate in identifying functional requirements, however, direction to Accenture and SAP is communicated exclusively by the BFPO and not by ARC.  Additionally, ARC is dependent on the BFPO to provide a core set of change management materials, training products, guidance on training, and timely feedback on submitted documentation and resolution on any issues that arise.

In turn, the BFPO is dependant on each Center to provide subject matter expertise, process team participation and workforce to assist in conference room pilots, system integration testing, and training development.  

13.3 Core Financial Project Implementation

The Budget Formulation implementation is dependent upon the functionality and 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 new accounting 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 eliminating carrier accounts and indirect service pool consumption.  Budget Formulation will plan and allocate funds to projects utilizing a low level of detail in the accounting structure.  This full cost budget plan will be transferred to the Core Financial Business Warehouse to establish the basis for ”plan versus actual” reporting.  The extent to which Core Financial converts to full cost occurs over an extended period of time, and will directly impact the utility of the budget planning effort conducted within the Budget Formulation system. 

13.4 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

13.5 Technical Dependencies

The IFM Program and the Budget Formulation Project are dependent upon a number of Agency-level organizations for the provision of Agency-wide services and standards:

· NASA Integrated Services Network (NISN) –Provides inter-Center networking services.

· Sustaining Engineering Support for Agency-wide Administrative Systems (SESAAS) – Responsible for sustaining engineering support of Agency-wide legacy systems that will interface with IFM.

· Outsourcing Desktop Initiative for NASA (ODIN) – Provides desktop hardware configuration and interface support including PC/LAN support and maintaining release compatibility between desktop operating and application software with the enterprise applications.

· Principle Centers for Information Technology – Establishes Agency-level IT standards that complement and support IFMP's technical architecture requirements.

· NASA ADP Consolidation Center (NACC) – Provides data center for the IFM production system.

13.6 Schedule and Resource Dependencies

It should be noted, that because Budget Formulation is an Agency-wide implementation, the Project is very dependent on the Centers’ abilities to provide adequate personnel resources to support implementation efforts at the Center.  ARC’s ability to support the Budget Formulation Project may be impacted by the need to concurrently support the Core Financial implementation.  The ARC Budget Formulation Risk Management Plan will address this particular issue in more detail.

14 AgreEments

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

Each NASA Center is responsible for implementation of the IFMP Budget Formulation solution at its respective Center.  The BFPO 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 has been developed and approved by ARC management and the Budget Formulation Project Manager.  Approval of this document confirms the Center and BFPO commitment to the approach, resources, support, and oversight necessary to successfully implement the Budget Formulation module at ARC.
14.2 Service Level Agreement

The Budget Formulation Operations Plan, specifically the Service Level Agreement (which include the Operational Level Agreement), serves as an agreement between the IFMP Integration Project Office 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.

15 Performance Assurance

The planning and implementation of the Quality System is an integral part of the Budget Formulation Project Management approach.

Though everyone is responsible for Quality Management (QM), there still needs to be a central point of authority for QM on an individual project basis.  The initial quality assurance (QA) planning occurs early in the Center Implementation lifecycle where the manager conducts a thorough review of project requirements.  This activity encompasses:  (1) a thorough evaluation of each work requirement; (2) identification of requirements that are unique, special, or unusual; (3) coordination of quality planning in conjunction with planning for project functions; and (4) preparation of a QA approach. 

15.1 Issue Resolution Process

Effective issue management is a critical component of the successful Budget Formulation Module Implementation at ARC. A clear internal issue resolution process is required.  Within the project, individual teams will be working detailed tasks and deliverables.  As they proceed, they may encounter disagreements in proposals or recommendations to solve complex issues.  Any team lead or team member will be able to identify and record issues in a centralized document. Team leads are responsible, within the boundaries of their assigned areas, for resolving issues.  They will also be responsible for sharing issues and solutions with the other implementation teams.  At each Team Lead weekly meeting, unresolved issues will be openly discussed.  If the team leads cannot resolve an issue, or recognize that the issue impacts budget, schedule, or scope, then the issue will be elevated.

15.1.1 Escalation Process

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

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

1) An Issue Owner does not believe the issue can be resolved satisfactorily at   his/her level and the ARC Budget Formulation Implementation Project Manager agrees with that assessment

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

· Schedule—Delays the schedule commitments for a project phase or overall project completion 

· Cost—Results in incurring additional costs and/or cannot be handled by existing Center Implementation Project level resources

· Technical—A situation where a technical workaround is not possible (these issues must be escalated to the BFPO)

· Mission Success—An item that jeopardizes the Center Implementation 

3) An issue is more than ten working days overdue from the established due date and the Project Manager does not believe extending the due date will assist in resolving the issue

4) As part of resolving the issue, a change or modification is required, which must be approved by a higher authority.
Under some circumstances, the ARC Budget Formulation Implementation Project Manager may need to assign additional resources to resolve the issue.  If the ARC Budget Formulation Implementation Project Manager does not believe that the project can resolve an issue, he/she may request assistance from the Budget Formulation Process Owner(s) and the Center IFM Steering Committee who may decide to either provide assistance or escalate the issue to the BFPO.  

16 Risk Management

The ARC Budget Formulation Implementation Team has developed a Risk Management Plan that establishes the methods of collecting, analyzing, handling, and monitoring risks throughout the lifecycle and functions of the implementation project.  The purpose of the Risk Management Plan is to establish the strategy for managing risks for the ARC Budget Formulation Implementation Project.  Roles and responsibilities for each level of Center Implementation Project risk management as well as standard processes and techniques for identifying, analyzing, planning, tracking, and controlling risks have been documented.  This plan also addresses the top risks currently identified by the ARC Budget Formulation Project.  Risk mitigation strategies and steps will be developed.  The Risk Management Plan was developed in accordance with the IFM Program Risk Management Framework and NPG 7120.5, recognizing that the ARC Budget Formulation Project is administrative in nature and has development and implementation characteristics significantly different than most NASA development projects.   

The following figure illustrates the Continuous Risk Management approach the project will utilize.  

Figure 16.0: Continuous Risk Management Model
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The ARC Budget Formulation Implementation Project has adopted the risk communications and reporting process recommended in the IFM Program Risk Management Framework.  Center Implementation Project level risks are identified, analyzed, tracked, and reported by the ARC Budget Formulation Implementation Project Manager and staff.  

The ARC Budget Formulation Implementation Team will identify and prioritize ARC Budget Formulation Implementation risks and determine the top risks, which will receive expanded management scrutiny.  As part of periodic status reporting, the ARC Budget Formulation Implementation Project Manager will communicate the status of risk management activities to the BFPO Manager, ARC IFM Steering Committee, and ARC Management.

The details of the ARC Budget Formulation Implementation Project Risk Management process and its application are presented in the Project’s Risk Management Plan.

17 Environmental Impact

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

18 Safety

Safety for ARC Budget Formulation Implementation Project personnel, visitors, and facilities is a primary concern at NASA.  The ARC Budget Formulation Implementation Project does not precipitate any safety issues or concerns over and above normal facility attributes.  ARC’s Budget Formulation Implementation Team members are briefed and trained on the regulations and requirements relating to the ARC facility.  Employees are provided training and drills, and are assigned specific responsibilities in case of fire or for any other disaster that might occur. 

19 Technology Assessment

There are no fundamental technologies required for implementation that are in development.  There will be adaptations required to SAP’s SEM Software Module that will be managed by the BFPO.  There are a number of technologies that can be used to improve the user interface with the system and to facilitate streamlined electronic processes and integration with other IFM systems and ad hoc reporting tools.  However, in the event that these technologies do not come to perform as required, existing technologies will be used.

20 Commercialization

As the ARC Budget Formulation Implementation Project is not producing new science or technology, there are no obvious opportunities for commercialization.  However, any success NASA has in selecting and implementing COTS financial system modules with integrated financial management could become benchmark standards for success.  In addition, other Government Agencies may capitalize on NASA's lessons learned.  The IFM Program will be responsible for capturing such opportunities.

21 Reviews

This section identifies the various ARC Budget Formulation Center Implementation Project reviews that will be conducted over the life of the project.

21.1 Management Reviews

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

· Weekly IST meeting

· Bi-weekly Implementation Managers telecon with BFPO

· Bi-weekly Change Management telecon with BFPO

· Monthly Status Report submitted to BFPO

· Monthly Center IFM Steering Committee meeting

· Monthly Center Management Reviews (MMR)

· Monthly Center Project Management Council (APMC)

21.2 Technical Reviews

Technical reviews with the BFPO are scheduled on a regular basis.  The purpose of these reviews is to ensure that the Project has accomplished the necessary activities, and achieved the necessary milestones to arrive at a state of readiness to proceed to the next implementation phase or activity.  ARC provides SME personnel and functional expert personnel to support the BFPO in designing and conducting technical reviews of the BF module.  These support activities include multiple Conference Room Pilots (CRPs), Operational Readiness Reviews (ORRs) for each deployment of the module, and System Integration Testing (SITs).   

The BF Implementation Team will coordinate to ensure that business processes have been established and that the application system and database have been populated as required to proceed with Center training and operations.

22 Tailoring

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

23 Change Log

Changes to the Budget Formulation Implementation Project Plan will be documented in a change log.

23.1 Overview

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

23.2 Change Control Log

The DCN Control Sheet will be the change log to register all changes made to this document.  This sheet is located before the Table of Contents.

24 Abbreviations and Acronyms

ADP

Automated Data Processing

ARC

Ames Research Center

BAH

Booz|Allen|Hamilton

BF

Budget Formulation

BFPO

Budget Formulation Project Office (at GSFC)

CCB 

Configuration Control Board

CFO 

Chief Financial Officer

CIO

Chief Information Officer

CM 

Change Management

ConITS
Consolidate Information Technology Services

COTS

Commercial-off-the shelf

CPMC

Center Program Management Council

CRP

Conference Room Pilot

DCFO

Deputy Chief Financial Offices

DCFO-R
Deputy Chief Financial Offices- 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 (MSFC)

IPO

Integration Project Office (MSFC)

ISO

International Organization of Standards

IST

Implementation Support Team

IT

Information Technology

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

RMO

Resources Management Office



SAP R3
Systems, Applications and Products Release 3

SEM

Strategic Enterprise Management

SIT

System Integration Testing

SME

Subject Matter Expert

WBS

Work Breakdown Structure

WYE

Workforce Year Equivalent
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