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SECTION 1 Introduction

The purpose of the DFRC Budget Formulation Implementation Project Plan is to establish an overarching structure for managing the implementation of the Budget Formulation system and processes at Dryden.  This plan serves as an Appendix to the DFRC IFM Project Plan, and identifies general system requirements and performance goals; project organization and management structure; team participants and their roles and responsibilities; resources, schedule, project controls, and risk management; and implementation approach, and customer identification. 

For additional insight into Dryden’s approach and structure for IFM implementation, the DFRC IFM Project Plan covers the following areas:

1. Project Scheduling

2. Risk Management

3. Dryden’s supporting organizational structures (e.g., Center Advocacy)

4. Project Funding plans

5. Project Staffing plans

1.1 Project Identification

The Integrated Financial Management (IFM) 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 Goddard Space Flight Center (GSFC) is responsible for implementing the Budget Formulation (BF) functional IFM module throughout the Agency.

The Center Budget Formulation Implementation Project works directly with the IFM Program Director, NASA Headquarters, Code B, the IFMP Budget Formulation Project Manager, Goddard Space Flight Center, Code 405, and the IFMP Integration Project, Marshall Space Flight Center, Code AD04, in the performance of its mission.

1.2 General History and Summary

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) availability and information technology solutions, and determined that the IFM Program should be re-formulated.  The new program will ensure 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.

A key NASA process to be improved is the budget process.  The budget process encompasses bottoms-up formulation of institutional and program budget requirements.  Revised processes and systems will support the bottoms-up formulation, and also 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 new budget formulation capability produced by this project will support execution, advocacy, internal / external reporting, and full cost budgeting and management, and will provide the information required to support real-time management decisions.  Some benefits of an improved budget system include:

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

· Improved ability to analyze options and scenarios;

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

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

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

Additionally, this new budget formulation capability directly supports the President’s

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

1.3 Budget Formulation Project Summary

The Budget Formulation module encompasses bottoms-up formulation of institutional, program, Enterprise and Agency level budget formulation 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 the basis for cost assessments and provide for plan versus actual reporting.  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 service pool planning, workforce planning, Center Performance Operating Plan (POP) submissions and phasing plans, NASA budget aggregation, and the NASA budget submission and pass back process with OMB and Congress.

The IFM Program has selected Goddard Space Flight Center (GSFC) as the Lead Center to formulate a project to:

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

· Test the software configuration; and 

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

1.4 References

The following documents were used in preparing this plan.  

a. NPG 7120.5B, NASA Program and Project Management Processes and Requirements

b. DFRC – Code P, DHB-P-002, Project Manager’s Handbook

c. DFRC – Code S, DHB-S-001, System Safety Handbook

d. DFRC – Code X, DMSM, Dryden Management System Manual 

e. DFRC, Project Plan (IFM IST)
f. DFRC, Risk Management Plan (IFM IST)
g. DFRC, System Safety Plan

h. DFRC, Dryden Flight Research Center (DFRC) Integration Financial Management Program (IFMP) Steering Committee Charter
i. DFRC, Dryden Flight Research Center (DFRC) IFMP Change Management Plan
j. Budget Formulation Project, Center Project Plan Template
k. IFMP, Milestone Review Framework

l. IFMP, Issue Management Framework

m. IFMP, Requirements Management Framework
SECTION 2 Objectives

2.1 Agency Business Drivers

The overall Agency objectives for implementing the Budget Formulation system are encapsulated in the IFMP Agency Business Drivers (see Table 2-1).  Detailed descriptions of the Business Drivers can be reviewed in the DFRC IFM Project Plan; Section 2 Program Objectives.  Project success will be determined by how well the Budget Formulation Module supports these defined Agency Business Drivers.

2.2 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.  These in turn are the basis for measuring progress and benefit realization through the implementation of the IFM Budget Formulation system.   Table 2-1 provides the Budget Formulation Project Functional Drivers and their relationship to the 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 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


Table 2-1: Mapping of Functional Drivers to Agency Business Drivers

2.3 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, Design Performance Measures, and Operational Performance Measures.

2.3.1 Project Performance Measures

Successful management of the DFRC Budget Formulation Implementation Project will be measured by focusing on cost, schedule, and risk.  Table 2-3 defines specific metrics to be applied to the DFRC Budget Formulation Implementation Project.

Table 2-3.1:  Project Management Performance Measures

	Project Element
	Performance Measure
	Success Criteria

	Cost
	Center implementation costs will remain within budget commitments in any project phase.
	Center implementation costs will not exceed budget commitments by more than 10%.

	Schedule
	Center implementation schedule commitments will be met.  
	· DFRC-committed implementation schedule tasks will not slip by more than one month.

· Schedule slips will not adversely impact Budget Formulation Project Office Milestone Control points. 

	Risk
	High Center severity risks will be effectively managed so as to prevent occurrence/impact. 
	DFRC high and medium severity risks identified during Project Formulation are reduced to a low severity or retired prior to Center Cutover. 


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 Budget Formulation project at Goddard, with input and assistance from DFRC.  For detailed descriptions of the Budget Formulation Design Performance Measures, please reference Section 2.3 Budget Formulation Performance Measures of Goddard Space Flight Center’s Budget Formulation Project Plan.

2.3.2 Operational Performance Measures

Operational Performance measures are established as a means of determining process and system improvements resulting from the new Agency solution.  The operational performance measures, which are mapped to the project’s functional drivers, will be baselined prior to rollout to establish a benchmark for the “as-is” condition.  After implementation, the Operational Performance measures will be reexamined to determine how performance has changed from the baseline, thus rating the success of each associated functional driver, and by reference, the Project.  
Because of the protracted rollout brought about by the need to synchronize the new processes and functionality with the Federal budget cycle, the Project will conduct an initial assessment of the new system and processes after implementation of the first budget cycle (FY 2005) and a second assessment after the following budget cycle (FY 2006).  Performance measurements will be conducted via an Agency-wide survey developed by the Budget Formulation Change Management team, and approved by the Agency Process Team and the Budget Formulation Steering Committee.  The Operational Performance Measures can be found in the GSFC Budget Formulation Project Plan; Figure 2‑4: BF Operational Measures.

SECTION 3 Customers, Stakeholders, & Advocacy

3.1 Customer Definition

Specific customers and stakeholders have been identified for the DFRC Budget Formulation Implementation Project.  The primary customer is the DFRC Deputy Chief Financial Office (CFO) for Resources (DCFO-R).  This office of the DCFO-R is responsible for the administrative processes that will be reengineered and automated under this Project.  As such, the DFRC DCFO-R will play a strong role in defining Center requirements and priorities, as well as evaluating the success of the DFRC Budget Formulation Implementation Project.

The major stakeholders of the Budget Formulation Project are the DFRC Program and Project Management communities.  The Budget Formulation system, at its core, is a tool by which Project Managers will develop their requirements for Civil Service staff Full Time Equivalents (FTEs), Contractor Support Work Year Equivalents (WYEs), Facilities, General and Administrative (G&A) support, etc.  These requirements will constitute the project’s staffing and budgetary profile.  As such, Code P at DFRC will play a strong role in defining the Budget Formulation business process configuration and fit for the Center, as well as identifying anticipated benefits from the system’s implementation.

Other major DFRC stakeholders for the DFRC Budget Formulation Implementation Project include DFRC Engineers, DFRC Institutional Managers, and DFRC Senior Executives.  They are the ultimate beneficiaries of improvements in the systems and process efficiency and effectiveness.  Finally, stakeholders external to the DFRC community include the Enterprises, Code B at NASA Headquarters, OMB, and Congress.  These stakeholders will be beneficiaries to a successful implementation at DFRC by gaining a full cost visibility to Dryden’s budgetary and resource requirements.

3.2 Advocacy Organizational Structures

Figure 3.1 depicts the Dryden Advocacy Organizational Structure.  For detailed descriptions, please refer to the DFRC IFM Project Plan.

Figure 3-1: DFRC Project Advocacy Organization
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SECTION 4 Project Authority 

The IFMP Budget Formulation Project Manager, DFRC Implementation Support Team (DIST) Project Manager, IFM Steering Committee Chair, CFO, and Center Director approval of the DFRC Budget Formulation Implementation Project Plan establishes resource and schedule commitments for the implementation of the Budget Formulation system at DFRC.  By approving this Project Plan, the DFRC Center Director assigns budget and functional authority to the Center Budget Formulation Implementation Project.  

The DFRC Budget Formulation Implementation Project reports directly to the DFRC Chief Financial Officer and the Director of Research Facilities, who report to the Center Director.  The Center Director provides the civil servant resources and infrastructure necessary to support the center implementation project office.  The DFRC Steering Committee will serve as the Governing Program Management Council (GPMC) for the Center Budget Formulation Implementation Project, and will assess Budget Formulation Implementation Project planning and implementation.

SECTION 5 Project Management Organization

5.1 DFRC Budget Formulation Project Organization

The Budget Formulation Project Team is organized around the concept of an Integrated Support Team (IST) that is responsible for delivering a specific product or major WBS element.  In addition to these Dryden-specific deliverables, the IST has been tasked by the Budget Formulation Project Office at GSFC and the Agency Budget Formulation Steering Committee with additional responsibilities that include helping design and test the system, develop a rollout approach, and develop the Change Management and Training materials and plans.  For a graphical depiction of the IST organization, refer to the DFRC IFM Project Plan; Figure 5-2 DFRC IFMP Center Management.  Figure 5-1 depicts the Budget Formulation Project Organization at Dryden and its relationship with the IST.

Figure 5-1: DFRC Budget Formulation Project Organization
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5.1.1 DFRC IFMP Steering Committee

Detailed functions and membership of the DFRC IFMP Steering Committee can be found in DFRC IFM Project Plan; 5.2.2 Center Steering Committee.  Additional insights into the Center Steering Committee’s roles and responsibilities can be found in the Dryden Flight Research Center (DFRC) Integration Financial Management Program (IFMP) Steering Committee Charter.
5.1.2 DFRC Implementation Support Team (DIST)

The DIST consists of an Implementation Support Team (IST) Project Manager, a Budget Formulation Project Manager, and three supporting teams; 1) the Change Management Team, 2) the Project Management Support Team, and 3) the Functional Project Support Team.  The IST is accountable to the Dryden IFM Steering Committee.

5.1.2.1 DIST Management

Detailed insight to the DIST organization can be found in the DFRC IFM Project Plan.

The Budget Formulation Project Manager is accountable to the IST Project Manager, and has the authority to manage the implementation of the Budget Formulation solution within the policies and guidelines established by the IFM Program Office and the Lead Center Budget Formulation Project Office.  Specific areas of responsibility include:

· Process fit analysis including Conference Room Pilot Testing

· Report analysis and development

· Change management, including:

· Communication

· Change Readiness

· Business Process Reengineering (BPR)

· Organization Alignment

· Training preparation and execution

· System and Integration testing support

· Obtaining Center’s legacy support contractors to analyze data conversion requirements to design, develop, test, and execute Center-specific programs for conversion.  

· Supporting transition to operations

· Managing Project-level risks and schedule(s)

· Reporting status to IFMP Lead Center Budget Formulation Project Manager

5.1.2.2 DIST Functional Support Team

The Functional Support Team is responsible for the overall functional solution configuration and implementation of the Budget Formulation module at DFRC.  The DFRC Budget Formulation Process Team members are the primary staff for the Implementation Support Team.  Given the process-driven nature of this implementation effort, the work products of this team are the critical inputs to the work of all the other teams.  The Change Management Team, Technical Team, and Project Management Team will support the Functional Team as required during the implementation effort.  Specific responsibilities of the Implementation Support Team include the following: 

· Support Risk management in addressing process and rollout risks

· Process Fit

· Configuration

· Updates to User Procedures 

· Help Develop Training materials

· Rollout implementation planning

· Data Conversion planning, development, testing, and execution

· Data conversion functional specifications

· Site readiness assessments

· Coordination of implementation activities across DFRC

· Post-implementation support during stabilization period

The Dryden Flight Research Center (DFRC) Implementation Support Team Charter and the DFRC IFM Project Plan provide additional insights into the Implementation Support Team’s roles and responsibilities. 
5.1.2.3 DIST Change Management Support Team

The Change Management Support Team is responsible for coordinating Budget Formulation change management, training, and communications efforts.  The Change Management Support Team works closely with the Functional Support Team to accomplish the following:

· Identifying and mitigating user acceptance, organizational alignments, management buy-in, and other change management-specific risks

· Helping transform current budget formulation processes and activities to maximize benefits of the automated system

· Implementing Project-level change management approaches, tools, and techniques at DFRC

· Engaging Center representatives in Project activities

· Ensuring that the management and workforce are prepared to use the Budget Formulation system effectively

· Promoting sponsorship for the Budget Formulation Project throughout the Center

· Ongoing commitment building with key Center stakeholders

· Executing actions to minimize organizational barriers to change

· Providing feedback and metrics to the Budget Formulation Project and IFM Program Office

· Helping the Lead Center Project Team create training materials and data

· Helping the Lead Center Project Team train the trainers

· Helping DFRC train end-users

The Dryden Flight Research Center (DFRC) Implementation Support Team Charter, the DFRC IFM Project Plan, and the DFRC IFM Change Management Plan provide additional insights into the Change Management Team’s roles and responsibilities. 

5.1.2.4 Project Management Support Team

The Project Management Support Team provides the DIST with project management and  support.  A team of project management specialists coupled with appropriate functional implementation experts (e.g., SAP, federal budgeting, etc.) provides life-cycle project management and implementation planning and change management support services.  This includes, but is not limited to, project controls, implementation planning, post-implementation operations planning, resource utilization planning, project scheduling, and status reporting to Center management, Lead Center Project Management, and Agency Management.  The Dryden Flight Research Center (DFRC) Implementation Support Team Charter and the DFRC IFM Project Plan provide additional insights into the Project Management Support Team’s roles and responsibilities. 

5.2 Project Management Monitoring and Status Processes

The DIST employs a rigorous weekly monitoring and status process beginning with the individual Team members and concluding with a project-level status review.  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 DIST will prepare required status reports to be provided to the Lead Budget Formulation Project Manager.  

5.3 Management Support Systems

The DIST employs a number of management support systems.  To ensure maximum synergy with the IFMP NASA Headquarters Office, the DIST will leverage the capabilities of IFM Agency-wide tools as they are acquired, configured, and implemented.

The DIST support systems are as follows:

· Schedule:  Various schedules (developed with Microsoft Project) are used to evaluate plan and monitor activities, milestones, and control points. Section 6 provides additional information associated with the schedule management approach.

· 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.  Section 14 provides additional information associated with the risk management approach.
· Document and Control:  The COTS LiveLink system will be utilized for controlling and maintaining project documents.  This system will be employed until a Program-wide capability and document process is implemented.
· Action:  An action tracking system is in place for storing and tracking project actions.
· Configuration Management:  An internal configuration management system will be utilized for controlling and maintaining configuration items, including requirements.
5.4  Project Requirements 

Budget Formulation requirements and requirements management approaches and frameworks can be found in the GSFC Budget Formulation Project Plan.

5.5 Facilities

The DFRC Budget Formulation Implementation Project will be located at Buildings T-26, T-47, T-48, and T49. Hardware will be located in the NACC.

5.6 Logistics
The DFRC Budget Formulation Project will utilize current logistics processes and systems in place at DFRC to support project management activities and requirements.  The DFRC IFM Project Plan; Section 6.6 identifies and describes these logistics processes and systems.

5.7 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 Budget Formulation Lead Center.  Interim reports and analyses will be provided to the IFMP Budget Formulation Project Manager on a monthly basis.

In addition to the Operational Performance Measures detailed in Section 2.3.3, the DFRC IFM Change Management team will work in conjunction with the Functional Support Team to identify Dryden-specific process and system improvements anticipated by the implementation of the new system.  These Dryden-specific performance measures will be identified in an Appendix to the DFRC Budget Formulation Change Management Plan.

SECTION 6 TECHNICAL SUMMARY 

6.1 Agency System Description and Operational Concept 

The BF module will establish standard business processes across NASA: improve the effectiveness of the budget formulation processes; provide current, accurate, and reliable data to Agency, Enterprise, Center, and Program/Project management, and permit reporting to both internal customers (e.g., management) and external customers (e.g., OMB).  Figure 6-1 provides a high level overview of the characteristics of the BF System.  

Figure 6.1: Budget Formulation Operations Concept
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6.2 Agency Solution

Currently, automated support for NASA’s budget formulation (BF) processes are provided by an array of Agency, Center supported, and individual’s BF systems/spreadsheets that mirror the localized processes in place across the Agency.  The BF Project is designing and implementing a single integrated Agency-wide BF process/system based on the incorporation of NASA’s BF business requirements, derived from across the Agency into a common BF solution.  The characteristics of the common BF solution are described below and depicted in the Concept of Operations diagram in Figure 6-1.  In this diagram, the large square box encompasses the BF process elements that shall be supported by the BF Module system (later referred herein as the BF system). Processes that interface with the BF system but are not a component of the system are designated with a dotted line.

6.3 SEM Software

The Agency solution will be imprinted into the SAP Strategic Enterprise Management (SEM) software, creating a BF system, along with the necessary interfaces to Core Financial and Office of Management and Budget (OMB), reporting capabilities, and data analysis tools.  In addition, the BF system shall support imports (via copy and paste) and exports to Microsoft( Excel spreadsheets and enable users to append attachments, to provide further individualization of the BF planning process.

6.4 Stages

The multiple stages of Budget Formulation have been summarized into six stages:

1. Center Pre-Program Operating Plan (POP)

2. Center POP 

3. Enterprise Review

4. Agency POP

5. OMB Release

6. Congressional Budget 

6.4.1 Center Pre-POP 

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

6.4.2 Center POP 

Centers will conduct budget planning at a level of the programmatic and organization structure sufficient to support full costing, consistent with the Agency Full Cost Implementation Guide.  The BF system will support full cost functionality for service pool cost planning, project budget planning, and general and administrative (G&A) cost planning.  Center workforce planning by skill level will be performed outside of the BF system with the results incorporated into the BF system to support the budget planning process.  The workforce planning functionality within the BF system includes the primary distribution of FTEs to project definitions and the secondary distribution to lower levels as defined by Centers in the Core Financial module.  The BF system is also planning to provide support for Center FS-41 activity costing.  The development of FS-41 rates will occur outside of the BF system.  The BF system will provide the functionality to enter the rates by organization, as configured in the Core Financial module, and optionally by labor category.  Project budget plans are aggregated to develop the Center budget plans for review and decision making.  

The BF system shall support development of budget plans covering the planned operating year, budget year, and outyears for a total of seven years.  In addition, the BF system shall support development of twelve-month Center and Agency phasing plans (obligation, cost, civil servant, and contractor workforce) for any year.  An SAP extract program will provide data from the Core Financial Business Warehouse to the BF system to serve as the basis for developing Center and Agency phasing plans.  

6.4.3 Enterprise Review  

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

6.4.4 Agency POP

Enterprise budgets are aggregated to produce an Agency budget for review and decision-making.  Upon approval, the Agency operating plan at the funds control level and detailed phasing plans are transferred from the BF system to the Core Financial Module, via an SAP retractor.  The BF Team will work with the Core Financial Team to determine the appropriate location of that data in the Core Financial module. 

6.4.5 OMB Release

Upon finalization, the Agency budget is submitted to OMB.  The BF system shall capture the OMB submit, multiple passbacks, and required re-submits.

6.4.6 Congressional Submit

The BF system shall track the final OMB budget submitted to Congress by OMB, and allow for the creation of multiple versions of the budget plan in the system, corresponding to the multiple iterations by Congress (House, Senate, and Joint Committee versions) and the final approved budget. 

6.5  Versions of Budget Stage Plans

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

6.6 Functional Components

Whereas the budget stages represent various levels of budget aggregation and approval, functional components exist to provide budget development support for service pools, projects, and G&A.  User interaction with these system functional components spans the budget stages to support directed changes and budget estimate refinements.  Inputs from Center workforce planning and FS-41 costing activities are used by the system to develop a priced civil service full time equivalent (FTE) plan and unpriced contractor work year equivalent (WYE) plan by organization, as defined by cost centers configured in the Core Financial module.  Prior year Congressional budget data, actuals to-date, guideline amounts, FTE/WYE projections, and FTE rates are entered, or generated by the system, and utilized by each of the three functional components.  In support of the functional components, the system shall be able to organize and display total dollars and workforce (civil service and on-site contractors) with the capability to define functional sub-breaks and element of costs as defined in the Agency Full Cost Implementation Guide.  Throughout, the system shall support bottoms-up data entry and top down changes, allowing an out of balance condition in the detail data which is subsequently identified and addressed by the affected organization/ project.  Descriptions of the specific functional elements identified in Figure 6-1 follow.

6.6.1 Service Pools

The BF system shall support service pool planning.  projected service pool costs (direct labor, pool management, travel, and other direct costs [ODCs]) are used to develop an initial expenditure plan, Catalog of Services and Rates, and a projection of the number of units of available service or commodity.  Preliminary customer agreements are negotiated with projects, other service pools, and G&A.  The aggregation of customer consumption estimates is used to arrive at a preliminary revenue plan and a projection of commodity and service planned consumption.  This process is repeated multiple times, with estimates being refined each time.  Upon finalization of customer agreements, service pool costs are assigned to projects, other service pools, and G&A.  

6.6.2 Projects

The BF system shall provide for entry or generation of a project budget plan containing dollars and workforce requirements, both direct and reimbursable, to the lowest level of the programmatic and organization structure defined in the Core Financial module.  The BF system shall provide the ability to integrate service pool and Center and Corporate G&A requirements, and aggregate project budget requests into a Center budget request submission. 

6.6.3 G&A

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

6.6.4 Reporting

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

6.6.5 Agency Systems and Support

The Integration Project Office (IPO) at MSFC will establish specific backup and restore procedures, server performance and network performance monitoring as well as firewall rules for addressing any technical issues in these areas.   Additionally, the IPO will provide integration support between the SEM and Core Financial, as well as future IFM Modules.

6.6.6 Dryden Systems and Support

Dryden Systems and Support will be comprised of First Tier Functional Help Desk and desktop environment support.  The DFRC BISS Help Desk will be utilized to address system and functional issues and will coordinate with local support (e.g., ODIN) as required.  The infrastructure for resolving functional (software) issues will be determined and established prior to Agency Rollout.  This will include a “super-user” at each NASA Center to be the first stop for BF functional questions and escalation procedures will be identified for reporting system issues through the BISS Help Desk, as well as procedures for identifying requirements changes to the SEM/BF software.  These operations processes will be addressed at a high-level in the Integration Project Agreement (see Section 13 of this plan) and further detailed in a documented Operations Plan and Service Level Agreement.  These agreements and Operations Plan will address the role of the IFMP Competency Center, which has been established at MSFC, for sustaining the BF environment.

SECTION 7 Schedule

7.1 Project Schedules Overview

DFRC will develop a Microsoft Project implementation schedule that maps to the Lead Center’s committed deliverable and milestone timeframes.  It is incumbent upon Dryden to develop the schedule, identify dependencies, and ensure linkages to the Lead Center.  Microsoft Project will be utilized to accomplish this in the interest of maintaining continuity with other IFM projects at DFRC, and to effectively communicate with other Centers.  To address DFRC Center management review requirements, the Microsoft Project schedule will be duplicated in, and synchronization maintained with Dryden’s standard scheduling tool (AMS).

As each major lifecycle phase of the Implementation project nears completion, the schedules and baselines for the subsequent phases will be definitized and/or reassessed using information and knowledge gained during the previous phase.  Figure 6-1 provides the high-level timetable for the implementation of the Budget Formulation system.  

7.1.1 Significant Project Activities
The Budget Formulation Lead Project office has identified major schedule phases associated with the implementation of the system.  Project phases are as follows:

Table 6-1:  Budget Formulation High-Level Schedule

	Project Phase
	Schedule

	Project Formulation
	February – April 2002

	Agency Design
	May – November 2002

	Release 1 and 1B Implementation
	November 2002 – June 2003

	Release 1 Training
	May – December 2003

	Release 1 Rollout
	August 2003

	Release 1B Training
	August - September 2003

	Release 1B Conversion
	October 2003

	Release 1B Rollout
	October 2003

	Release 2 Implementation
	June 2003 – December 2003

	Release 2 Training
	January 2004

	Release 2 Rollout
	February 2004

	Operations & Maintenance
	August 2003 onward


Functional capabilities and scope tasks associated with each Release mentioned above are:
 Release 1:
· Project Planning 

· Service Pool Planning 

· G&A 

· Phasing Plans 

· FTE cost rates & distribution 

· Security 

· Attachment of documentation 

· Standard reports 

· Versioning 

Release 1B:
· NBS conversion 

· Limited HQ reporting to support Congressional budget submit 

Changes resulting from the OMB FY ’05 budget passback (available in CY 12/2003) will need to be made in NBS to support the Congressional submit of the FY ’05 budget.  This process is necessary as the NBS data resides at a higher level than the budget planning data in the Budget Formulation system.  Once the OMB changes have been made, the NBS data can be converted to the BF system, which then can be used for reporting as needed to support the FY ’05 Congressional submit.  Additionally, the FY ’05 data in the BF system can then be used as a basis for the FY ’06 Guidelines.

The BF system is dependent on the master data structure configured in the Core Financial module, and any changes to the Agency’s Financial Classification Structure (FCS) must be configured in the Core Financial Module before being implemented in the BF system.  With that constraint, the BF system will support the FY ‘03 budget structure in release 1 and 1B.  If reporting is required to support a “theme-based” structure for the FY ‘05 Congressional Budget submission, it will need to be accomplished outside of the BF system until it is configured in the Core Financial Module and the BF system configuration is modified accordingly to support the revised FCS.
Release 2:
· Guidelines 

· Top-down changes 

· HQ reporting 

· OMB interface 

· Construction of Facilities planning 

· Extended reporting 

 
 
High-Level Project Schedule

The following is the high-level design and implementation schedule for the Budget Formulation system.  Dryden will develop a detailed schedule that will adhere to the high-level constraints depicted below.

Figure 6-2:  Project High-Level Schedule
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SECTION 8 Resources

8.1 Resource Requirements

The DFRC IFM Steering Committee is responsible for ensuring adequate resources are provided to implement the Budget Formulation system at the Center.  These resources will participate in Dryden activities, as well as GSFC Lead Center activities as noted below.

The Lead Center’s (GSFC) strategy for developing and implementing the Budget Formulation system specifically calls for expanded participation by the Receiving Centers for the Agency Design phase of the project.  This includes 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, DFRC resources will participate in Agency Conference Room Pilot (CRP) and System and Integration Testing at Goddard.  All of these activities will need to be repeated for each planned Release implementation (Release 1 and Release 2).  Additional DFRC resources may be required to assist with the planned NBS conversion at the end of CY 2003.  

Additionally, DFRC will be responsible for:  1) supporting Center process alignment and SAP configuration build out; 2) incorporating Center data sets into standard training materials; 3) providing train the trainer courses; 4) communication planning, developing and disseminating communications materials, supporting of communication events, evaluation of communication effectiveness, and providing key communication messages about the Budget Formulation Project for use at the Centers; 5) mapping Center users to new roles in the SAP system; 6) developing change discussion guides based on process changes; 7) assisting in production cutover activities; and 8) stabilization support through one month end closing after cutover.

8.2 Funding Requirements
Overviews of DFRC Budget Formulation Project activity costs and resource estimates are under the Budget Formulation activity of Table 8-1 and Table 8-2 of the Section 8 of DFRC IFM Project Plan.

The resource profile is expected to change continuously during the DRFC IFMP implementation effort.  The DIST will adjust the funding requirements to reflect changes at the Budget Formulation Project level.  The DIST Project Manager will make the necessary adjustments and review these adjustments with DFRC Steering Committee.  Updates to Table 8-1 and Table 8-2 of the DFRC IFM Project Plan will be available by contacting the DIST Project Manager.

SECTION 9 Controls

9.1 Agency Controls

The Budget Formulation Project is subject to the controls outlined in NPG 7120.5 effective April 3, 1998.  For specifics, please refer to the DFRC IFM Project Plan; Section 9.1Agency Controls.
9.2 Center Controls

For Center controls, please refer to the DFRC IFM Project Plan; Section 9.2 Center Controls.
SECTION 10 Implementation Approach

10.1 Implementation Overview

The scope of the rollout is to implement the Budget Formulation System configured to support the Agency solution designed by the Center-staffed BF Process Team, Extended Teams, and Subject Matter Experts (SMEs).  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 three 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.

· Code B and the Enterprises at the Agency level will dictate Budget submit dates, and Dryden Center management will establish budget planning deadlines.

10.1.1 Release Schedule

Three go-live dates have been established for the Budget Formulation system Implementation:

· 8/4/2003 – Release 1

· 10/7/2003 – Release 1B

· 2/18/2004 – Release 2

Figure 9-1.1 depicts the functionality associated with each release, relative to the NASA budget cycle and Core Finance wave rollout.

Figure 9-1.1:  System Release Schedule
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10.2 Budget Formulation Project Work Breakdown Structure (WBS)

The Budget Formulation Project has developed a Center Implementation WBS consistent with the IFM Program Management Plan and the Budget Formulation Project Plan (GSFC).  This WBS depicts the Budget Formulation Project-specific activities associated with the implementation of the Budget Formulation systems and processes across NASA.  Figure 10-1 illustrates the summary Center Implementation WBS for the Budget Formulation Project.

Figure 9-1:  Budget Formulation Project Center Implementation WBS
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10.3 Contractor Support

The Center Budget Formulation Center Implementation Project receives support from several contractors.  Section 10.2.1.3 of the DFRC IFM Project Plan identifies and defines their respective roles.

SECTION 11 Acquisition Summary

11.1 Budget Formulation Project Acquisition Strategy

For detailed information about the Budget Formulation Project Acquisition Strategy, refer to the GSFC Budget Formulation Project Plan.  

11.2 Center Budget Formulation Acquisition Strategy

Section 11.2 of the DFRC IFM Project Plan provides general Center acquisition strategy information.  Existing onsite support contracts will be used and required to support the Project within the defined scope of the contract.   The DIST will coordinate with the COTR and/or Contracting Officer concerning the impact to existing contracts.

SECTION 12 Program/Project 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.  Details can be found in the DFRC IFM Project Plan.

12.1 Core Financial Dependencies

Although implemented as separate projects, the Budget Formulation and Core Financial systems will work together as an integrated SAP package.  Touch-points between the two projects are both technical and functional.  Many of these touch-points will be developed and validated by the Lead Center Budget Formulation Project team.  Touch-points needing to be coordinated by Dryden are characterized in Sections 11.1.1 and 11.1.2.

12.1.1 Technical Dependency

The Budget Formulation system will rely on DFRC accounting changes brought about by the implementation of the Core Financial (CF) system.  The approved full cost budget developed by Budget Formulation will be distributed to the CF Business Warehouse to establish the basis for tracking plan versus actual costs.  As such, it is critical that the Budget Formulation project team at DFRC synchronizes system and business process configuration activities with the work the CF team is accomplishing.  The Budget Formulation project will leverage CF resources, where available, to ensure the DFRC configurations of the two systems are integrated.

12.1.2 Schedule and Resource Dependencies

In addition to the technical configuration dependency on the CF project, the Budget Formulation project at DFRC will be utilizing many of the same resources that are implementing CF.  Release 1 of the Budget Formulation system is scheduled to go live about six weeks after CF is implemented at Dryden.  To mitigate any adverse impact to either Project, the Budget Formulation project team will work through the DIST Project Manager to synchronize schedules, resource requirements, and facilities requirements.

Section 13 of the DFRC IFM Project Plan provides the other key project dependencies.

SECTION 13 Agreements

The DFRC Budget Formulation Implementation Project is dependent upon the Budget Formulation Project to deliver and support the implementation of Agency Budget Formulation solution at DFRC. Dryden has developed this Appendix to describe the general roles and responsibilities of both entities.  This Appendix is a rollout agreement between DFRC and the Lead Center Project Office.  The Lead Center Project Manager will approve the DFRC Budget Formulation Implementation Project Plan prior to beginning the Center’s deployment activity. 

SECTION 14 PerformancE ASSURANCE

Section 14 of the Dryden Project Plan describes the Center-specific performance assurance approach including describing the issue resolution, issue management and issue escalation processes.

SECTION 15 risk MANAGEMENT 

The DFRC IFM Implementation Project has developed a Risk Management Plan that establishes the methods of collecting, analyzing, handling, and monitoring risks throughout the lifecycle and functions of the Budget Formulation Center Implementation Project.  For detailed information concerning the purpose of the Risk Management Plan, roles and responsibilities, etc, please refer to the DFRC IFM Project Plan; SECTION 15 RISK MANAGEMENT. 

SECTION 16 Environmental Impact

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

SECTION 17 Safety

Safety for Center Budget Formulation Implementation Project personnel, visitors, and facilities is a primary concern at NASA.  The Center Budget Formulation Implementation Project does not precipitate any safety issues or concerns over and above normal facility attributes.  Center Budget Formulation Implementation 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.

Section 17 of the DFRC IFM Project Plan describes the detailed approach for ensuring safety during the Center Budget Formulation Implementation Project.

SECTION 18 Technology Assessment

There are no fundamental technologies required for implementation that are in development.  The Budget Formulation software package will be provided by SAP.  SAP is a proven software vendor with over 12,000 clients.  There will be adaptations required to the Agency-level information technology architecture that will be managed by the Integration Project.  There are a number of technologies that will be used to improve the user interface with the system or facilitate streamlined electronic processes and integration with legacy and other IFM systems.  However, in the event that these technologies do not come to perform as required, existing technologies will be used.

During the implementation of Budget Formulation several key technology thrusts will be evaluated for implementation.  These include:

· World Wide Web technology to reduce software distribution costs and simplified user interface

· Latest digital signature technologies

· Object request brokering technology

· Enterprise Application Integration tools

SECTION 19 Commercialization

As the Center 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 and in marrying Web technology 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.

SECTION 20 Reviews

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

20.1 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 Lead Center Project Management informed of the current status of existing or potential problem areas and to obtain expert advice before problems are encountered.  Special reviews by any level of management will be scheduled when the need arises.  Management reviews will include:

· Weekly DIST Team Reviews

· Review Project status, risks, etc with IST Project Manager

· Monthly Status Reviews with Lead Center

· Report Project status, risks, etc with Lead Center Manager

· Monthly DFRC IFM Steering Committee Reviews

· Review Project status, risks, etc with DFRC IFM Steering Committee

Section 20 of the DFRC IFM Project Plan describes the purposes of the four lower reviews.

SECTION 21 Tailoring

The requirements of NASA Policy Directive (NPD) 7120.4 and NPG 7120.5 apply to this document.  Additionally, the Center Project Plan Template dated March 25, 2002 was reviewed.  Specific sections of the template have been tailored to reflect the DRFC IFM Project’s environment and overall project approach. 

SECTION 22 Change Log

Changes to the DFRC Budget Formulation Implementation Plan will be documented in a change log.
22.1 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.  

22.2 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.
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