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SECTION 1 Introduction

1.1 Project Identification

The Integrated Financial Management (IFM) Program (IFMP) is a Level 1 Program with an approved Program Commitment Agreement (PCA).  The Marshall Space Flight Center (MSFC) IFMP Core Financial Project provides management and technical leadership for the Agency wide implementation of standard systems and processes to support the Agency’s financial management activities.

The Center Core Financial Implementation Project works directly with the IFM Program Director, National Aeronautics and Space Administration (NASA) Headquarters, Code B; the IFMP Core Financial Project Manager, Marshall Space Flight Center, Code RS02; and the IFMP Integration Project, Marshall Space Flight Center, Code AD04, in the performance of its mission.

1.2 General History and Summary

NASA’s financial and human resources management systems process millions of transactions annually, with several thousand employees entering data.  Lacking a transaction-based, integrated system for the entire Agency, NASA Centers have developed their own unique systems to support financial management activities.  At this time, NASA’s financial and business management environment is comprised of decentralized, non-integrated systems characterized by Enterprise and Center-unique policies, procedures, and practices.  In general, data formats are not standardized, automated systems are not integrated or interfaced, and on-line financial information is not readily available to NASA managers.  In addition, the cost to maintain these systems is very high since both data and software are replicated at each Center.  In June 1989, the Office of Management and Budget (OMB) designated NASA’s accounting systems as “high risk” due to lack of standardization and the need to modernize.

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.

In 1988, NASA conducted a study to determine the feasibility of implementing a standard accounting 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.

Due to 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, management concluded that this 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 financial management software that is already Joint Financial Management Improvement Program (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.  

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’s Strategic Plan.  The system will improve business processes by minimizing data redundancy, standardizing information and electronic data exchanges, processing and recording financial 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.

New financial management systems will allow NASA to comply with Administration (OMB Policy A-127, JFMIP) and Congressional (Government Performance and Results Act (GPRA), Federal Financial Management Standards (FFMS), Federal Accounting Standards Advisory Board (FASAB) policies while directly contributing to implementation of the NASA Strategic Plan by improving the way NASA conducts business.

The business architecture consists of crosscutting integrated processes and coordinated data flow between individual functional areas and management levels.  The software applications programs/systems that collectively support the business processes can be procured and implemented as individual projects as long as the integration requirements are well defined and managed during implementation.  The scope for each subsequent project can evolve as a function of decisions made on the preceding project implementations.  In order to facilitate integration, the Program selected the Core Financial Project software based on both the ability to meet the Project’s requirements and the ability to support future IFM Program needs.  The IFMP Core Financial Project is the backbone for the entire IFM Program.  The Project’s software solution will be extended to other functional modules unless there is a compelling case made to the IFM Program Steering Council to justify a deviation.

1.4 Core Financial Project Overview

Each NASA Center utilizes its own custom developed legacy accounting system.  The systems utilize outdated, customized technology and are very difficult and costly to maintain.  In addition, because these systems are stovepiped in nature, it is very difficult to produce a corporate view of financial data.  In order to maximize the standardization of business processes and provide a more integrated view of financial data, NASA’s goal is to implement a single, centralized database instance of Core Financial software.  The architecture to accomplish this would rely on a server-based set of components that would be installed and maintained at the NASA ADP Consolidation Center (NACC) located at MSFC, Huntsville, Alabama.

It is the intention of the Agency to replace the diverse Center systems described above with products that will increase operational efficiency and effectiveness.  To accomplish this, NASA envisions integrated access to information across different business processes, sites, and programs with a single point of input for required information.  The solution must be flexible enough to respond to the ever present and continuously changing technical, governmental, and legal demands.  It is this combination of integration, ease of collection/retrieval, and adaptability that will provide the capability to apply powerful information analysis and decision support tools to provide the value-added information that will ultimately result in more informed, more effective decision making across the broad range of functions at NASA.

The first functional module to be implemented in the IFM Program will be Core Financial, the backbone of the IFM Program system concept.  All other modules will be integrated/interfaced with Core Financial where applicable.  The Core Financial Module consists of the standard general ledger, accounts receivable, accounts payable, budget execution, purchasing, cost management, and general system management.

The Center Implementation Project Team for Core Financial will lead the implementation activities at GSFC.  During this phase, the Center Implementation Team will be responsible for various implementation activities including:

· Process fit analysis including Conference Room Pilot Testing

· Report analysis and development

· Interface design, development, and testing

· Data conversion planning and execution, including Mock Conversion Testing

· Change management, including 

· Communication

· Change Readiness

· Organization Alignment

· Training preparation and execution

· System integration testing

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

MSFC has been tasked to lead the IFMP Core Financial Project.  The Core Financial Project will plan and manage the successful implementation of the Core Financial solution across NASA.  Specific areas of Project responsibility in support of Agency Rollout include:

· Contracting for implementation services

· Ensuring that module integration requirements are coordinated and implemented in conjunction with the Integration Project

· Coordinating the Agency Process Team and Center Implementation activities during implementation

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

· Piloting the Agency solution at MSFC, including Pilot Center (PC) design and implementation

· Managing the successful implementation of the Core Financial module across NASA

· Project Management

· Communicating project status and issues to all Centers

· Developing implementation plans and schedules with all Centers

· Providing expertise to support Center implementation activities

· Process Fit/SAP Configuration

· Support to Centers for Center Process Alignment, SAP side of interfaces, and SAP reports

· Management and control of central SAP configuration

· Data Conversion

· Identifying data conversion requirements

· Creating SAP functional design specifications for automated conversion

· Technical design, code, and unit testing of SAP load programs, and validation reports

· Coordination of the initial load of data in the training instance/clients

· Providing overall coordination of data conversion tasks

· Coordination of legacy extract data load 

· Conversion program review and acceptance

· Providing mock conversion test planning, coordination, and execution

· Go-Live data load planning, coordination, and execution

· Monitor and control of the conversion process

· System Integration Testing

· Planning and executing System Integration Testing

· Wave Regression Testing

· Developing SAP System Investigation Request (SIR) fixes

· Change Management

· Developing training materials 

· Support for adaptation of training materials to Center environment

· Conducting “Train the Trainer” training

· Support for Communication and change agent activities

· Support for Organization Alignment Activities

· Facilitating Change Management for the assigned module at all Centers

· Working with operations elements and supporting transition to operations

· Managing Project level risks

· Reporting of status to IFM Program Director.

The Integration Project also provides critical support during the Agency Rollout of the Core Financial Project.  Specific areas of Integration Project responsibility in support of Agency Rollout include:

· Coordinating the definition of Center interface requirements

· Developing designs, coding and testing to support approved Center interfaces

· Providing the technical architecture and infrastructure to support the Core Financial solution

· Providing a IFM Program-wide information delivery strategy

· Conducting performance testing

· Providing operations support both during and after implementation of the Core Financial solution

1.5 Center Core Financial Implementation Overview

GSFC Legacy Systems deactivated by the SAP Core Financial software are described in Appendix B, Scope, Table 2.1.  The GSFC Center Implementation Project Team organization structure, with corresponding roles, is depicted in Section 5, Figure 5-2.

1.5.1 Center Core Financial Implementation Project Phases

The tasks associated with the Core Financial implementation effort at GSFC are separated into two (2) phases:  (1)  Understanding Phase and (2)  Implementation Phase.

1.5.1.1 Understanding Phase

Project formulation begins with the Understanding Phase.  During this phase, the Implementation Project Team will be trained in the Core Financial Project’s Implementation Methodology and supporting tool set.  In addition, the Implementation Project Team will receive Application and Process Training as well as focused training in SAP R/3.  The Understanding Phase is when the Center mobilizes the Project Team.  Staffing commitments for Implementation Project Team members are secured and team facilities established.  The Understanding Phase is used to provide estimates on key implementation drivers which help to establish the initial scope and resource requirements for the implementation effort.  The major deliverables are performance commitments; cost, scope and schedule baselines; and revised Agency level business processes.  The Understanding Phase concludes with a Wave Readiness Review (WRR) conducted by the IFM Core Financial Project Manager.  During this review, each Center and the supporting teams (e.g., Core Financial Project Team and Integration Project Team) will be expected to present the outcome of their formulation activities including addressing the following checklist of items:

· Physical facilities are prepared and equipped to accommodate the estimated staffing of NASA and Contractor resources (Team work space, including meeting and training space)

· Equipment for the implementation teams is in place (desktop computers, network, printers, telephones, fax, analog lines)

· Access to Methods Delivery Manager (MDM) / Lotus Notes Database and to the SAP R/3 environment is in place

· Identification of future licensing requirements

· Management/Center Advisory Committee is committed to commence and support implementation and governance processes are defined 

· Required resource levels are committed, or a staffing strategy has been defined, for:

· Center civil servants

· Core Financial Implementation Contractor

· Legacy contractor staff

· Integration Project Office staff

· Core Financial Project staff

· Required budgetary resources have been planned and identified for the duration of the implementation effort at the Center

· Center management/leadership is committed to key drivers

· Inventories of interfaces 

· Inventories of conversion requirements 

· Estimated user counts

· Impact of Agency standard business processes on Center implementation

· High-level training requirements

1.5.1.2 Implementation Phase

Center implementation starts with an understanding of the results of the Agency Design and Pilot Center phases.  The product of this phase was a standard, Agency-wide integrated solution based on re-engineered business processes that operate within the capabilities of the Core Financial solution. 

The output of the Agency Design Phase was a set of Agency-level business processes, designed within the context of the best practices inherent in the Core Financial software solution.  This Agency solution also included Agency training and user procedure templates, Agency security and internal controls, an Agency data conversion strategy, and a detailed technical architecture.  Pilot Center implementation demonstrated that the Agency solution can be implemented at a single NASA center.  It included development of interfaces with supporting Agency and center-level legacy systems, conversion of legacy data, establishment of a center configuration and development and implementation of necessary training.  This phase included integration and verification of all elements necessary to make the software work in a real world environment.  During this phase, all elements of Change Management were developed and implemented in order to provide a baseline for the remaining nine (9) centers.  At the end of this phase, the Pilot center was fully operational.

During the Agency Rollout Phase, the remaining Centers repeat a subset of the activities of the Pilot Center as part of their Implementation Phase.  A key difference is that the Centers will be able to capitalize on the lessons learned, tools and products developed by the Pilot Center.  The Implementation Phase tasks for the GSFC Core Financial implementation have been segregated by Implementation Project Teams.

1.5.1.2.1 Process IPT

The Centers will perform a “Process Fit” effort to determine the “fit” of the Center processes to the SAP R/3 functionality based on the Agency standard processes and design.  This process shall include: (1) review of the Centers processes; (2) identifying gaps between the Agency design and Center processes while addressing alternative solutions (including process redesign); and (3) definition and testing to validate process fit and Center configuration designs through Conference Room Pilot (CRP) scenarios.

Integration IPT

The Centers shall complete functional design specifications for new data conversion components and/or modifications to existing functional design specifications for both Center and Agency developed conversion programs.

The Centers will participate in Business Area Architecture (BAA) workshop sessions for approved Center-level interfaces and/or modifications to Agency interfaces.  Center representatives participate as members of a joint team, led by the NASA Integration Project Office, and comprised of representatives from the Core Financial Project Team and the NASA System Contractor responsible for maintaining the Center system to be interfaced.

The Implementation Project Team shall analyze needed Center-level reporting not addressed through the Agency defined Core Financial reporting solution.  Center specific reporting will be mapped to (1) SAP R/3 standard reports; (2) custom reports already developed as part of the Core Financial solution; and (3) the Information Delivery Strategy content.  To resolve identified gaps in the reporting application functionality, the Implementation Project Team, working with the NASA Integration Project Office, will prepare a recommendation to:  (1) alter the Center level reporting requirements to correspond with the Core Financial reporting solution; (2) augment existing content and/or utilize an external query software package within the framework of the IFMP Information Delivery Strategy, as defined by the NASA Integration Project Office Team, to extract the desired data; or (3) design, code, test and implement a new SAP report.  Recommendations to develop a new SAP R/3 report must be submitted to the Core Financial Project Manager for approval.

1.5.1.2.2 Change Management IPT

The Center will design, develop, and execute a Center-level communication plan.  The Center will develop and disseminate communications materials and support conduct of communication events to target audience groups, and evaluate communication effectiveness using feedback mechanisms.

The Center shall analyze end-user role definitions, developed during the Agency Design and Pilot Center implementation, and apply them to their environment.  For any new business activities, the Center will document the modified role requirements and communicate the new role requirements to the Core Financial Project Team.  The role requirements shall include a description of the role, responsibilities, skills, and application use.

The Center will support the Core Financial Project Team in updating and maintaining role requirements as well as the security profile requirements.  The Center shall develop and deliver change discussion guides based on process changes.

Test IPT

The following two types of testing are performed or supported by the Center Implementation Project Teams:

· System Integration Test 

Verifies that unit and end to end tested components of the solution work together with the packaged software components.  The test will involve multiple cycles and passes to link these components together.  The successive passes incorporate additional solution components so that the end result verifies the solution as a whole.  The system integration test conditions are derived from the requirements documentation.  The testing is organized into cycles of major functions, with test cases comprised of one or more business activities.  System integration testing will be led and conducted by the Center Implementation Project Team, with support from the Core Financial Project Team, the Integration Project Office, and legacy contractors for legacy components.

· User Acceptance Test 

Serves as the validation by designated user representatives that the solution meets the business requirements and is ready for deployment in day-to-day business operations.  The user acceptance test concentrates on scenarios that address the integration and inter-operation of the solution: technology, human performance, business processes, and physical environment (where applicable).  This test simulates the System Integration environment in a controlled situation with support from the System Integration Test Team.

1.5.1.2.3 Cutover IPT

The Center will define and execute its cutover effort according to a deployment cutover plan.  This detailed schedule will include a series of mock or test conversions as well as the go-live conversion.  The Center will define and execute data cleansing activities and data reconciliation procedures designed to ensure the quality and integrity of the data conversion efforts.

In conjunction with the deployment cutover plan, the Center will develop a contingency plan.  This contingency plan will highlight potential risk areas associated with the cutover effort.  Where possible, the plan will present a series of mitigating actions to reduce the likelihood of the risk occurring.  

In advance of the go-live date, the Center will participate in a series of checkpoints designed to ensure that cutover is proceeding according to schedule.  The first checkpoint is the Operational Readiness Review (ORR).  This extensive review, with Center management and representatives from the Core Financial Project Team and the Integration Project Office, focuses attention on a series of pre-defined critical success factors.

Following a successful ORR, the Center participates in three (3) Authorization to Proceed (ATP) checkpoints with the Core Financial Project Team and the Integration Project Office.  These ATP checkpoints also have sets of pre-defined critical success factors that must be met.

Should the Center meet the requirements of the ORR and ATP checkpoints, the Center will be allowed to deploy the application, establish operational policies and procedures, and activate the business capability.  

Figure 1-1 defines the key activities for the GSFC Center implementation effort as well as the timeline for each phase.


[image: image2.wmf] 

 

 

Key 

Activities

 

Manage & Support Center Implementation

 

Center Understanding Phase

 

Center Implementation

 

Process Fit & Configure Center Solution

 

Appli

cation Development

 

Perform Center System Integration Test

 

Perform Wave Regression Testing

 

Center Training Modification & Deployment

 

Plan & Prepare Data Conversions

 

Prep. & Execute Center Mock Conversions

 

Center Cutover Activities

 

Center Post Cutover

 Activities

 

Start Center

 

Understanding Phase

 

Ready to proceed with 

 

Center Implementation

 

Process Fit completed (CDR)

 

Application Development 

 

Completed

 

System Integration Test

 

completed

 

Wave Regression Test

 

Completed (TRR)

 

End Users trained

 

O

perational Readiness

 

Review (ORR)

 

Go Live

 

Mock Conversions prepared

 

6/02

 

7/02

 

8/02

 

9/02

 

10/02

 

11/02

 

12/02

 

1/03

 

2/03

 

3/03

 

4/03

 

5/03

 

6/03

 

7/03

 

8/03

 

6/02

 

7/02

 

8/02

 

9/02

 

10/02

 

11/02

 

12/02

 

1/03

 

2/03

 

3/03

 

4/03

 

5/03

 

6/03

 

7/03

 

8/

03

 

 

 


Figure 1‑1:  GSFC Core Financial Center Implementation Project Activities

1.6 Purpose of the Center Core Financial Implementation Project Plan

The purpose of this plan is to establish an overarching structure for managing the implementation of the Core Financial systems and processes at GSFC, including general requirements and performance goals, organization and management structure; participants and their roles and responsibilities; resources, schedules, and controls, risk management; quality management; implementation approach, and customer definition and advocacy.

SECTION 2 Objectives

2.1 Agency Business Drivers

During IFM Program formulation a consensus set of five Agency Business Drivers, or goals, was developed based on the Agency Strategic Plan.  They are:

· 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.

· 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.

· Achieve efficiencies and operate effectively – NASA must evaluate and improve the efficiency and effectiveness of business processes to appropriately support mission program requirements.  Budgets and staffing levels have already been reduced in many administrative areas.  New tools are required to ensure that processes operate effectively (the results are what the processes intended and they facilitate accomplishing NASA values such as enhancing safety), are conducted efficiently (reduce resources to implement the processes), and result in overall savings to the agency (the products managed or acquired by the process are better or cost less).

· 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.

· 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 judged by how well the Core Financial 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 Core Financial Project has developed a set of functional drivers that will allow evaluation of benefits resulting from implementation of the IFMP Core Financial system and processes.  These functional drivers will lead to performance measures and success criteria that are the basis for measuring progress and benefit realization through implementation of the IFM Core Financial system. 
Table 2-1 provides the Core Financial Project Functional Drivers and their relationship to the Agency Business Drivers. 

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

	Business Driver
	What it Means
	Core Finance Functional Drivers

	1
	Provide timely, consistent and reliable information for management decisions
	Implement standard systems and processes to promote data consistency, and 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.
	1. Provide consistent, timely, and reliable financial data to the Agency, Enterprise, Center, Program, Project, and Functional managers to support the decision-making process.



	
	
	
	2. Provide on-line access to program and project financial data to the Agency, Enterprises, and Centers.

	
	
	
	3. Implement standardized, reengineered business processes across functions and systems throughout the Agency.

	2
	Improve NASA's accountability and enable Full Cost Management
	Implementing Full cost accounting, budgeting, and management will result in increased accountability by providing the means to determine total program and project costs and relate costs to value.
	4. Provide financial data for the purpose of determining the cost of providing specific Agency programs, projects, activities, and services.



	
	
	
	5. Improve consistency of financial data through the implementation of a standard financial classification structure across the Agency.



	3
	Achieve efficiencies and operate effectively
	NASA must evaluate and improve the efficiency and effectiveness of business processes to appropriately support mission program requirements.  
	6. Streamline and standardize financial business processes across NASA to operate more efficiently and effectively.

	
	
	
	7. Provide tools to enable NASA to more effectively utilize the administrative and technical work force. 

	
	
	
	8. Provide an automated audit trail for all financial data entered into the system. 



	4
	Exchange Information with Customers and Stakeholders
	Provide the infrastructure and tools that will make data accessible to a wider range of internal and external customers.
	9. Provide consistent, timely, and reliable financial data to NASA's external customers

	
	
	
	10. Improve exchange of financial data among internal customers.

	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 Agency Strategic Enterprises and the infrastructure of the Agency.  
	11. Provide tools to users that enable them to do their jobs more effectively.

	
	
	
	12. Provide increased opportunities for sharing of data, practices, and teaming across Centers.


2.3 Performance Indicators

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 Core Financial Agency Process Team has identified consensus areas for improvement to be enabled though the implementation of the Core Financial Project.  The functional process owners at the Agency and Center levels approved these improvement areas.  The current processing inconsistencies among the ten (10) Centers results in a lack of comparable baseline data.  As a result, the areas for improvement will be used to form a basis for prioritizing effort in the project.  While the targeted degree of improvement will initially be expressed in more general terms such as “increase” or “reduce”, the fidelity of these targets will improve over time as consistent operational data is gathered. 

2.4 Core Financial Module Success Criteria

Specific success criteria have been developed for each defined functional driver performance metric.  Module success criteria will be measured at three levels:  today's baseline, ideal or goal, and target or minimum acceptable levels.  The performance measures identified in Table 2-2 will be used to assess the success of the Core Financial investment and impact on NASA.  The baseline for each metric will be defined by each Center two months after go-live.  

Table 2-2:  Performance Measures

	Business Driver
	Core Financial Functional Drivers
	Core Financial Performance Measures
	Performance Goal
	Minimum Acceptable Performance

	Provide timely, consistent, and reliable information for management decisions
	1. Provide consistent, timely, and reliable financial data to the Agency, Enterprise, Center, Program, Project, and Functional Managers to support the decision-making process.
	1. Number of days between final transaction entry and reopening of next period.


	1. Process transactions through the last working day of the accounting period.


	1. Process transactions up until 2 days prior to the last working day of the accounting period.

	
	· 
	2. Number of days between periodic monthly closings and availability of financial data to internal customers.


	2. Month end financial data available 2 days after end of month.
	2. Month end financial data available 4 days after end of month.

	
	· 
	3. Number of days between periodic annual closings and availability of financial data to internal customers.


	3. Year-end financial data available 5 days after end of year end.
	3. Year-end financial data available 7 days after end of year end.

	
	· 
	4. Number and nature of differences between SGL balances, subsidiary records, and external sources (i.e., Treasury).
	4. No irreconcilable differences between SGL balances, subsidiary records, and Treasury.
	4. Minimal reconcilable differences between SGL balances, subsidiary records, and Treasury.

	
	2. Provide on-line access to Program and Project financial data to the Agency, Enterprises, and Centers.  
	5. Percentage of designated users having online, real time access to financial data necessary to perform their assigned functions.
	5. 100% of all designated users will have online, real time access to financial data.
	5. 90% of all designated users will have online, real time access to financial data.

	
	· 
	6. Number of days lag time between real time update and online availability to customers.
	6. All other users will have online access to financial data that is no older than 1 business day with the exception of month end and year end cycles.
	6. All other users will have online access to financial data that is no older than 3 business days with the exception of month end and year end cycles.

	
	3. Implement standardized, reengineered business processes across functions and systems throughout the Agency 
	7. Percentage of standardized business processes across NASA centers.


	7. 90% degree of standardization of business processes across all NASA Centers.
	7. 75% degree of standardization of business processes across all NASA Centers.

	Improve NASA's accountability and enable full cost management
	4. Provide financial data for the purpose of determining the cost of providing specific Agency Programs, Projects, activities, and services.  
	8. Percentage of standardization across the Agency consistent with the ‘Full Cost Initiative Agency wide Implementation Guide’.  
	8. Enable implementation of Full Cost Accounting principles defined in the Agency wide Implementation Guide, including Service Pools, job order capability, and cost allocation methods.
	8. Enable automation of the 2 Appropriation Structure Interim Full Cost Approach.

	
	5. Improve consistency of financial data through the implementation of a standard financial classification structure across the Agency.
	9. Percentage of Center-unique financial classification structure elements.
	9. 100% standardization of Agency financial classification structure elements. 
	9. 90% standardization of Agency financial classification structure elements.

	
	· 
	10. Number of crosswalks required from Center to Program-level financial data for Agency reporting.
	10. 100% elimination of crosswalks from Center to Program-level financial data for Agency reporting.
	10. 90% elimination of crosswalks from Center to Program-level financial data for Agency reporting.

	Achieve efficiencies and operate effectively
	6. Streamline and standardize financial business processes across NASA to operate more efficiently and effectively. 
	11. Number of center level transmissions required for Agency level financial reporting (e.g. FACS/GLAS).
	11. 100% elimination of center level transmissions for Agency level financial reporting (e.g. FACS/GLAS).
	11. 50% reduction until all IFM modules are implemented.

	
	· 
	12. Number of center-unique Core Financial systems.  
	12. 100% elimination of  center-unique Core Financial systems.  
	12. 100% elimination of center-unique Core Financial systems not approved by Project Steering Committee.  

	
	7. Provide tools to enable NASA to more effectively utilize the administrative and technical work force.
	13. Number of Overtime /Compensatory Time /Credit Hours of financial management users.
	13. Reduce Overtime /Compensatory Time /Credit Hours of financial management users by 20% (after a fully integrated financial management system is in place).
	13. Reduce Overtime /Compensatory Time /Credit Hours of financial management users by 10% (after a fully integrated financial management system is in place).

	
	· 
	14. Percentage of automation of the receipt, routing, and approval processes for financial and purchasing documents.
	14. 50% increase in automation of the receipt, routing, and approval processes for financial and purchasing documents.
	14. 30% increase in automation of the receipt, routing, and approval processes for financial and purchasing documents.

	
	· 
	15. Number of reconciliations required between Core Financial subprocesses within the IFM system.
	15. Reduce the reconciliations between Core Financial subprocesses within the IFM system by 95%.
	15. Reduce the reconciliations between Core Financial subprocesses within the IFM system by 80%.

	
	8. Provide an automated audit trail for all financial data entered into the system.
	16. Provide visibility and traceability from the Agency summary to the source transaction.
	16. Provide visibility and traceability from the Agency summary to the source transaction.
	16. Provide visibility and traceability from the Agency summary to the source transaction.

	Exchange information with customers and stakeholders
	9. Provide consistent, timely, and reliable data to NASA's external customers.
	17. Number of on-time submissions of external reporting. 
	17. Meet external reporting deadlines 100% of the time.
	17. Meet external reporting deadlines 90% of the time.

	
	10. Improve exchange of financial data among internal customers.
	18. Number of days lag time between real time update and online availability to customers. 
	18. Customers will have online access to financial data that is no older than 1 business day with the exception of month end and year-end cycles.
	18. Customers will have online access to financial data that is no older than 3 business days with the exception of month end and year end cycles.

	
	· 
	19. Percentage of standardization across the Agency consistent with the ‘Full Cost Initiative Agency wide Implementation Guide’. 
	19. Enable implementation of Full Cost Accounting principles defined in the Agency wide Implementation Guide, including Service Pools, job order capability, and cost allocation methods.
	19. Enable automation of the 2 Appropriation Structure Interim Full Cost Approach.

	
	· 
	20. Percentage of Center-unique financial classification structure elements.
	20. 100% standardization of Agency financial classification structure elements.
	20. 90% standardization of Agency financial classification structure elements.

	
	· 
	21. Number of crosswalks required from Center to Program-level financial data for Agency reporting.
	21. 100% elimination of crosswalks from Center to Program-level financial data for Agency reporting.
	21. 90% elimination of crosswalks from Center to Program-level financial data for Agency reporting.

	Attract and retain a world-class workforce
	11. Provide tools to users to enable them to do their jobs more effectively. 
	22. Number of source documents requiring duplicate entry of financial data into the system.
	22. 100% elimination of duplicate entry of financial data into the system.
	22. 70% reduction until all IFM modules are implemented.

	
	12. Provide increased opportunities for sharing of data, practices, and teaming across Centers.
	23. Number of days lag time between real time update and online availability to customers.
	23. Customers will have online access to financial data that is no older than 1 business day with the exception of month end and year-end cycles.
	23. Customers will have online access to financial data that is no older than 3 business days with the exception of month end and year end cycles.

	
	· 
	24. Percentage of standardization across the Agency consistent with the ‘Full Cost Initiative Agency wide Implementation Guide’.  
	24. Enable implementation of Full Cost Accounting principles defined in the Agency wide Implementation Guide, including Service Pools, job order capability, and cost allocation methods.
	24. Enable automation of the 2 Appropriation Structure Interim Full Cost Approach.

	
	· 
	25. Percentage of Center-unique financial classification structure elements.
	25. 100% standardization of Agency financial classification structure elements.
	25. 90% standardization of Agency financial classification structure elements.

	
	· 
	26. Number of crosswalks required from Center to Program-level financial data for Agency reporting.
	26. 100% elimination of crosswalks from Center to Program-level financial data for Agency reporting.
	26. 90% elimination of crosswalks from Center to Program-level financial data for Agency reporting.

	
	· 
	27. Percentage of standardized business processes across NASA centers.


	27. 90% degree of standardization of business processes across all NASA Centers.
	27. 75% degree of standardization of business processes across all NASA Centers.


2.5 Core Financial Project Management Success Criteria

Measurement of the successful management of the Center Core Financial Implementation Project will focus on cost, schedule, and risk.  Table 2-3 defines specific metrics to be applied to management of cost, schedule, and risk.

Table 2-3:  Project Management Success Metrics

	Project Element
	Performance Measure
	Goal
	Target

	Cost
	Project implementation costs will remain within budget commitments in any project phase.
	Project implementation costs will not exceed budget commitments by more than 10%.
	Project implementation costs will not exceed budget commitments by more than 15%.



	Schedule
	Implementation schedule commitments will be met.  
	Implementation schedule commitments for each deployment will not slip by more than 1 quarter.
	Implementation schedule commitments for each deployment will not slip by more than 2 quarters.

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


SECTION 3 Customer Definition and Advocacy

For the Core Financial Project, the direct NASA customers are the functional process owners; NASA CFO and the Associate Administrators (AA’s) for the Offices of Procurement and Management Systems.  At the Center level, the primary customers are the Center CFO’s.  These individuals are responsible for the administrative processes that will be reengineered and automated under this Project.  As such, these customers will play a strong role in defining project requirements and priorities, as well as evaluating the success of the Project.  Their organizations and staff will be impacted by the new processes and procedures and/or derive direct work related benefits from the new system.  NASA stakeholders in the Core Financial Project include Program and Project Managers, Scientists and Engineers, Institutional Managers, and Senior Executives.  They are the ultimate beneficiaries of improvements in the systems, and process efficiency and effectiveness.

IFMP is an agent of change for the Agency's business systems but is not the determiner of those changes.  That responsibility resides with the functional process owners and acceptance of the changes resides with the stakeholders.  The IFM Program:

· Does not own the functional business processes being changed

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

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

· Does not dictate NASA information technology policy and standards

· Does not control policy or funding

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

The Core Financial Project is subject to a multi-tiered governance structure, established by the IFM Program, through which it achieves advocacy and support:

· 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.

Agency Process Team – An Agency Process Team is established for the Core Financial Module 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 Core Financial.  While the Centers are customers, they are also resource providers to the project through representation on the Agency Process Teams.  This is another mechanism that will be used to ensure participation and advocacy of the Center customers.

· Core Financial Project Steering Committee – The Core Financial Project Steering Committee is comprised of the following:

· Deputy Chief Financial Officer (DCFO), NASA Headquarters, Chair2
· Director, Financial Management Division, NASA Headquarters

· Director, Resources Analysis Division, NASA Headquarters2
· Chief, Accounting, Reporting, and Analysis Branch, Financial Management Division, NASA Headquarters2
· Chief, Policy, Planning, and Quality Assurance Branch, Financial Management Division, NASA Headquarters2
· Chief, Budget Controls Branch, Resources Analysis Division, NASA Headquarters

· Center CFO’s (10)2
· Center DCFO’s (Finance) (10)

· Procurement Representative, Analysis Division, Office of Procurement, NASA Headquarters2
· Director, Physical Resources Project Office, Office of Management Systems, NASA Headquarters2
· MSFC CIO

· IFMP Core Financial Project Manager, MSFC

· IFM Program Director, NASA Headquarters

The governing role of the Core Financial Project Steering Committee is to ensure that the functional area objectives (functional drivers) are met and that cross-Center commitments to Project implementation are achieved.  The Steering Committee has the responsibility to plan for and ensure success of implementations at the remaining Centers and NASA Headquarters after the pilot implementation.

· GSFC IFMP Advisory Committee – The GSFC IFM Advisory Committee is comprised of the following members:

· Deputy Center Director – Code 100 - Chairperson

· Associate Director – Code 100

· Chief Financial Officer  – Code 150

· Director, Office of Human Resources – Code 110

· Director, Management Operations Directorate – Code 200

· Chief Engineer for Software Assurance, Office of Systems Safety and Mission Assurance – Code 300

· Deputy Associate Director for EOS Operations – Code 400

· Deputy Director for Resources – Code 400

· Chief, IFM Projects Office – Code 405

· Director, Flight Programs and Projects Directorate – Code 440

· Associate Director, Applied Engineering and Technology Directorate – Code 500

The GSFC IFMP Advisory Committee is established to support all IFM implementation efforts at GSFC.  For the Core Financial Project, they will address issues that include, but are not limited to, functional and cross-functional processes/policy matters; GSFC implementation issues; transition planning; transition staffing; Center configuration; and education and training.  The Committee will provide advice, counsel, and recommendations to the Core Financial Implementation Project Manager.  Members of the Committee will support the Chair in leading and sponsoring the transition and adaptation to the new ways of doing business that the Core Financial Project will bring about at GSFC.  The Committee will meet on a regular basis, at least quarterly, at the end of each project phase or on an as-needed basis.  
3.1 Communication

Project communication management includes all the processes required to ensure timely and appropriate generation, collection, dissemination, storage, and ultimate disposition of project information.  It provides the critical link among all customers, stakeholders, ideas, and information necessary for the project's success. The purpose of this section is to:

· Describe the objectives, target audience, messages, and other communication activities in order to mitigate unnecessary resistance and obtain support and commitment from management, staff, and other internal and external customers and stakeholders

· Serve as a tool that provides consistent communication that includes all affected customers and stakeholders

3.1.1 Communication Objectives

The communication objectives of the Core Financial Project are to build partnerships and sponsorship with internal and external customers and stakeholders by:

· Ensuring that customers and stakeholders are aware of decisions made during project implementation

· Addressing and resolving issues and concerns related to the design and implementation activities of the Core Financial Project

· Helping workforce understand “what’s in it for them”

· Providing timely Project information to promote a better informed, more involved, and more committed workforce

· Apprising customers and stakeholders involved in Core Financial Project initiative of the expectations for their level of support, roles and responsibilities

· Providing timely status and issue information to the IFM Program Office

· Providing effective internal communication among all Project team members

3.1.2 Target Audiences

The following audiences have been identified as critical to the successful implementation of the Core Financial Project:

· IFM Program Office

· Integration Project Office

· IFMP Steering Council

· IFMP Core Financial Project Steering Committee

· GSFC IFMP Advisory Committee

· Center Leadership

· Center Director (and Staff)

· Center CFO’s, Center DCFO’s, Center Regional Finance Office Department Chiefs

· Directorate Resource Management

· Procurement Office and Management Leads

· Business Manager’s, Enterprise and Program/Project Resource Managers

· Affected employee population

· Human Resources

· Union Representatives

· Contractor Representatives

3.1.3 Communication Messages

Messages developed by the Core Financial Project will include the following concepts:

· Project status information

· Tactical information concerning implementation of the new systems and processes, including information about training

· Achievement of performance measures

· Benefits to employees and management

Communication Methodology

The Core Financial Project will utilize a wide range of communication media.  Mechanisms to support the communication requirements are provided in Table 3-1 below.

Table 3-1:  IFMP Center Core Financial Implementation Project Communication Mechanisms

	Target Audience
	Objectives/Messages
	Vehicle
	Timing

	IFM Program Office
	Project status, information exchange
	Weekly Program Status Telecons, Monthly Project Reviews
	Weekly/Monthly

	Core Financial Project Office
	Project status, information exchange
	Monthly Project Reviews
	Monthly

	Integration Project Office
	Project dependencies
	Monthly Project Reviews
	Monthly

	IFMP Steering Council
	Project status, information exchange
	Briefings
	As Required

	IFMP Core Financial Project Steering Committee
	Project status, information exchange, decision making
	Telecons, Face to Face Meetings
	As Required

	IFM GSFC Steering Committee
	Project status, information exchange
	Telecons, Face to Face Meetings
	Monthly

	Center Director (and staff)
	Project objectives, key milestones, high level status, information exchange
	Face to Face Meetings
	As Required

	Center Functional Managers
	Project-related news, need-to-know information, functional drivers, performance metrics, etc.
	Face to Face Meetings, Monthly Program ViTS, Core Financial Project Web Site
	Ongoing

	IFMP Center Steering Committee
	Project status, information exchange, decision making
	Face to Face Meetings
	Monthly at a minimum

	Core Financial Stakeholders/Employees
	Project impacts to personnel (process changes, training information, implementation timelines, etc.)
	Electronic, Face to Face, Brochures, Expos, etc.
	Ongoing

	Program/Project Resource Managers
	Project impacts to resource management (process changes, training information, implementation timelines, etc.)
	Electronic, Face to Face, Brochures, etc.
	Ongoing


SECTION 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 Headquarters and is responsible for IFM Program management. The Program 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 Core Financial Project Manager, the Goddard IFM Project Manager, and the Center Director approval of the Center Core Financial Implementation Project Plan establishes resource and schedule commitments for the implementation of the Core Financial systems at GSFC.  Center Director approval of the Core Financial Project Plan establishes budget and functional authority to the Center Core Financial Implementation Project.

The GSFC Core Financial Implementation Project reports directly to the GSFC IFM Project Office and the Office of the Chief Financial Officer, who in turn reports to the Center Director.  The Center Director provides the civil servant resources and infrastructure necessary to support the center implementation project office.

The GSFC PMC will serve as the GPMC for the Center Core Financial Implementation Project.  The GSFC PMC will assess Core Financial Implementation Project planning and implementation.

SECTION 5 Management

5.1 IFM Program Management Organization

The IFM Program Management Organization structure is illustrated in Figure 5-1.
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Figure 5‑1:  IFM Program Management Organization

The IFM Program is subject to the controls outlined in NPG 7120.5 effective April 3, 1998.  Roles and Responsibilities for Program and Project Management are set forth below.

5.1.1 IFM Program Director

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

Setting objectives and requirements

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

· Submitting the initial proposed module rollout schedule and annual updates to the IFM Steering Council for approval

· Managing Program budget

· Allocating funding to the Core Financial Project

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

· Managing Program Level risks

· Reporting (PMC, Process Owners, OMB, Congress, General Accounting Office, Inspector General)

· Approving the software selection process implemented at MSFC for the Core Financial Software module, with concurrence of the Agency CFO

· Establishing the Change Management framework

· Communications

· Transition Activities

· Training

· Assessing Program performance

· Remaining accountable to customers for Program performance

5.1.2 IFMP Steering Council

The IFMP Steering Council is established as the principal forum for ensuring that the Program meets NASA's business objectives.  The Council, comprised of the CFO, CIO, Functional AAs, Institutional Program Office, Deputy Center Directors, and chaired by the Associate Deputy Administrator, will act as a forum for reviewing Program structure and integration issues and for key decision making.  The Council will recommend actions to the IFM Program Director.  Specific areas of responsibility include:

· Approving Program strategy

· Approving Module sequencing and priority proposed by the Program Director

· Resolving Functional conflicts and integration

· Approving COTS modifications

· Approving Project scope

· Resolving Functional Integration Issues

· Providing Budget agreement

· Resolving Process Team issues

· Resolving Project execution issues

· Resolving Programmatic and resource issues

· Resolving Change management issues

· Establishing and assessing Business Drivers

Integration Project Manager

The Integration Project Manager at MSFC is responsible for establishing a viable technical infrastructure and ensuring the coordination of the various functional module implementations.  Specific responsibilities include:

· Support to Agency Functional owners

· Coordinating work of Agency Process Teams through definition of acquisition requirements

· Facilitating issue resolution across functional lines

· Ensuring Lifecycle requirements management

· Support to Program Office

· Establishing and maintaining the overall IFM Program architecture comprised of business, applications, and technical components

· Defining technical and integration requirements

· Providing configuration management infrastructure and support

· Acquiring and managing the Integration Contractor

· Providing support and input to Program Level Analyses

· Managing Project level risks

· Reporting status to IFM Program Director

· Support to Core Financial Project 

· Providing representation on the Core Financial Project to ensure that technical architecture and integration issues are adequately addressed

· Providing architecture for integrating modules, legacy systems, and external systems

· Providing technical infrastructure to support testing

· Working with Core Financial Project to specify and acquire hardware and system software

· Providing performance modeling and testing for the Core Financial module

· Leading Agency operations transition

· Coordinating IV&V and independent assessments

5.1.3 IFMP Integration Project Steering Committee

The IFMP Integration Project Steering Committee, comprised of the Agency CIO (Chair), IFM Program Director, NASA Information Technology (IT) Chief Architect, Principal Centers for Information Technology (PCIT) Leads, Intelligent Syntheses Environment (ISE) Program Representative, and an at-large Center CIO advises the Integration Project on the proposed IFMP technical architecture with respect to the current and long range Agency level information technology architecture.  Specific responsibilities include:

· Reviewing the planning, development, and implementation of the IFM Program application and technical architectures to ensure compatibility with current Agency standards and long term initiatives

· Reviewing and approving IFM Program technical requirements

· Reviewing results of technical testing of the Core Financial module

· Facilitating adoption and deployment of the Core Financial module’s technical architecture

· Advising the Integration Project on IT investments

5.1.4 IFMP Core Financial Project Steering Committee

The Core Financial Project Steering Committee was established as the principal forum for ensuring that the functional drivers are met by the Core Financial Project.  The Project Steering Committee will review functional and implementation issues and recommend actions to the Project Manager for resolving those issues.  Specific areas of responsibility include:

· Resolving functional processes/policy issues

· Resolving cross Center issues

· Ensuring Transition planning

· Ensuring Pilot/transition staffing

· Resolving Agency vs. Pilot configuration issues

· Serving as the Project Configuration Control Board (CCB)

5.1.5 GSFC IFMP Advisory Committee

The GSFC IFMP Advisory Committee is established to support all IFM implementation efforts at GSFC.  For the Core Financial Project, they will address issues that include, but are not limited to, functional and cross-functional processes/policy matters; GSFC implementation issues; transition planning; transition staffing; Center configuration; and education and training.  The Committee will provide advice, counsel, and recommendations to the Core Financial Implementation Project Manager.  Members of the Committee will support the Chair in leading and sponsoring the transition and adaptation to the new ways of doing business that the Core Financial Project will bring about at GSFC.  The Committee will meet on a regular basis, at least quarterly, at the end of each project phase or on an as-needed basis.  
5.2 Core Financial Project Organization

The Core Financial Center Implementation Project Team is organized around the concept of Integrated Product Teams (IPT’s).  An IPT is responsible for delivering a specific product or major Work Breakdown Structure (WBS) element.  Each IPT is comprised of both NASA members and personnel from supporting contractors.  Day to day leadership of the IPT’s is a shared responsibility between NASA and the Implementation Contractor, Accenture.  The roles and responsibilities of the Implementation Contractor are described in Section 10.4.1 of this plan.  The Core Financial Project endorses a true partnering arrangement between NASA and Accenture; however, ultimate accountability rests with the NASA leads/managers.  The NASA team will rely heavily on Accenture for strategy, methodology, solution recommendations, best practices, benchmarking, and lessons learned data as well as tangible products.  However, the NASA team must own decisions and recommendations regarding NASA’s business processes and software solutions.  Figure 5-2 illustrates the Core Financial Center Implementation Project team structure.
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Figure 5‑2:  Core Financial Center Implementation Project Team Structure

5.2.1 Office of the Chief Financial Officer (CFO) 

The Office of the CFO is the primary stakeholder for GSFC’s implementation of the Core Financial module.  The CFO provides leadership in the development, implementation, and administration of Goddard's system of resources management and financial control. The Office of the CFO is the central focal point through which Center-level financial management and resources decisions are developed and executed. The Office of the CFO directs and coordinates all budget development and execution activity. The Office is also responsible for designing and implementing the financial systems required for proper data collection and reporting.

IFM Project Office 

The IFM Project Office, a component of the New Technologies for Reengineered Operations organization, is responsible for acquiring, implementing, and securing information technologies (IT) that significantly improve NASA's business and administrative processes and ensures that IT systems managed by GSFC's Flight Programs and Projects are secure and effectively maintained.

5.2.2 Project Management 

The Center Implementation Project Manager is responsible for the successful implementation of the Core Financial Module at GSFC.  The Center Implementation Project Manager has the authority to manage the implementation of the Core Financial solution within the policies and guidelines established by the IFM Program Office and the Core Financial Project Office.  Specific areas of project manager responsibility include:

· Obtaining Center commitment to support the Center Implementation Project

· Contracting for support services

· Process fit analysis including Conference Room Pilot Testing

· Report analysis and development

· Interface design, development, and testing

· Data conversion planning and execution, including Mock Conversion Testing

· Change management, including 

· Communication

· Change Readiness

· Organization Alignment

· Training preparation and execution

· System integration testing

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

· Supporting transition to operations

· Managing Project level risks

· Reporting status to the IFMP Core Financial Project Manager, the Goddard IFM Project Manager, and the CFO
· Configuration management
· Document preparation
Process IPT

The Process IPT is responsible for the overall functional solution and implementation planning and support for the Core Financial Center Implementation Project.  Center Core Financial Process Team members primarily staff this IPT.  Given the process-driven nature of this implementation effort, the work products of this IPT are the critical inputs to the work of all the other IPT’s.  The Change Management, Technical, and Rollout IPT’s directly support the Process IPT.  At specified times in the implementation lifecycle, members of these IPT’s will merge with the Process IPT (e.g., functional interface design, training material development and testing).  Specific responsibilities of the Process IPT include the following: 

· Risk management

· Process Fit

· Updates to User Procedures 

· Updates to Training materials

· Implementation planning and support

· Data conversion and interface functional specifications

5.2.3 Integration IPT

The Integration IPT works closely with the Process IPT.  The IFMP Integration Project Team and CSC (part of the Integration IPT) provide membership to this Team for the Core Financial Project.  Members of the Integration Team will join the Process IPT as the team begins to conduct Business Area Architecture (BAA) workshops for required interfaces.  The momentum of the activity shifts from the Process IPT to the Technical Team during the technical design and development of interfaces.  The Integration IPT Lead is responsible for:

· Risk management

· Decision support/reporting tools

· Application support to functional/process teams

· Interface technical design, development and implementation

· Transitioning system to operations

· Rollout implementation planning

· Data Conversion planning, development, testing, and execution

· Coordination of implementation activities across the Center

· Post implementation support during stabilization periods

Change Management IPT

The Change Management IPT is responsible for coordinating Core Financial change management, training, and communication issues.  The Change Management IPT works closely with the Process IPT in the completion of the following areas of responsibility:

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

· Sharing Project information across IPT’s

· Involving Center representatives in Project activities

· Ensuring that the management and workforce are prepared to use the Core Financial system effectively

· Promoting sponsorship for the Core Financial Project throughout the Center

· Ongoing commitment building with key Center stakeholders

· Customizing Core Financial Project approaches to GSFC 

· Executing actions to minimize organizational barriers to change

· Providing feedback and metrics to the Core Financial Project and IFM Program Office

5.2.4 Implementation Support Team

The Implementation Support Team is responsible for providing continuity of Center Technical Architecture and Change Management to all IFM Project Modules.
Project Management Monitoring and Status Processes

The Core Financial Center Implementation Project employs a rigorous weekly monitoring and status process beginning with the individual IPT members and concluding with a project-level status review.  Figure 5-3 is a graphical depiction of this weekly review cycle.  The outcome of each monitoring activity feeds into management of risks, issues, cost, and schedule.

[image: image8.wmf]Figure 5‑3:  Project Status Reporting

In addition to the internal status reporting described above, the Center Implementation Project will prepare monthly status reports to be provided to the Core Financial Project Manager.  Biweekly schedule status updates will also be provided to the Core Financial Central Support Team at MSFC to support coordination across each Agency Rollout Wave and with the Core Financial Project and Integration Project support resources.

5.3 Management Support Systems 

The Center Core Financial 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 progress towards meeting project objectives.  Both Program Evaluation Review Technique (PERT) and milestone schedules are developed.
· Risk:  The MDM toolset provided by the Core Financial Implementation Contractor will be used to support the consistent identification, classification, tracking, and management of Project-level risks.
· Configuration Management:  The selected software solution to be used for configuration management is Rational ClearCase(.  ClearCase( is a version control and configuration management system, designed for development teams. It manages multiple variants of evolving software systems, tracks which versions were used in software builds, performs builds of individual programs or entire releases according to user-defined version specifications, and enforces site-specific development policies.

· Change Request Management:  The selected software solution to be used to manage defects and change request for Configuration Items is Rational ClearQuest(. The configuration change management tool will be available from the onset of the project. ClearQuest( provides for management of every type of change activity associated with software development, including enhancement request, defect reports, and documentation modifications.
· Requirements Management:  The Integration Project has selected Requisite(Pro as the software tool to be used for requirements management for the Core Financial Project. The software tool allows separation of requirements by project at project formulation. The tool will be available from the onset of the project, but other techniques will be available for gathering and documenting requirements (Word, Excel, PowerPoint, etc.).
· Documentation and Control:  A document repository is used to maintain and control key IFMP Core Financial Project documentation.  Backups are maintained to ensure recovery from any major data server failure.
· Issues/Actions:  MDM will be utilized to initiate, track, and status Project-level Issues and Action Items.
· System Investigation Reports:  MDM will also be utilized to initiate, track, and status Project-level System Investigation Reports (SIRS).  
SECTION 6 Technical Summary

6.1 Core Financial Functional Overview

Core Financial, the foundation of the IFM Program system concept, is the backbone for the modules to be implemented under the IFM Program.  The sub-process scope of the Core Financial COTS suite implementation is depicted in Figure 6-1 below.  
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Figure 6‑1:  Core Financial Scope

Core Financial Sub-processes

The Core Financial Module of the IFM System includes eight financial sub-processes that contribute to the Module’s ability to record, classify, and report all types of financial data in the areas of Federal financial management and accounting.  These sub-processes are:

· Budget Execution:  Records budget authority and resources available, tracks apportionment and allotments, permits the establishment of spending limits, and collects financial actuals, permitting the comparison of budget to actual data.  Records commitments and obligations, including verifying and tracking the availability of funds.

· Purchasing:  Records the accounting impacts associated with obligations from contract awards, purchase orders, grants, and modifications by associating procurement line items with the respective accounting line items.  

· Cost Management:  Uses workforce, cost, labor, and other inputs to determine cost information and the allocation of costs. 

· Accounts Payable:  Prepares and delivers payments, as well as advanced payment processing for services rendered.

· Accounts Receivable:  Creates, processes, and manages reimbursable and non-reimbursable bills for accounts receivable.

· Standard General Ledger (SGL):  Establishes SGL accounts and code, maintains the FCS and SGL, and reports financial information. 

· System Management:  Includes requirements common to all of Core Financial, including audit trails and application management.

· Financial Reporting:  Provides internal and external financial reporting across all Core Financial sub-processes.

6.2 Project Requirements 

6.2.1 Requirement Levels

There are five levels of requirements within the IFM Program hierarchy.  Each lower level is derived from and is consistent with the higher level requirements in the hierarchy:

Level I – Agency Business Drivers

Level II – Project Functional Drivers

Level III – High-Level Requirements 

Level IV – Acquisition Requirements

Level V – Implementation Requirements

6.2.2 Level I – Agency Business Drivers

An examination of the commonality of the business process and infrastructure needs identified in the Agency and Enterprise Strategic Plans resulted in five Agency Business Drivers approved by the IFMP Steering Council and incorporated in the Program Commitment Agreement.  These drivers are an integral part of the implementation strategy at GSFC and are as follows:

· Provide timely, consistent, and reliable information for management decisions

· Improve NASA's accountability and enable full cost management

· Achieve efficiencies and operate effectively

· Exchange information with customers and stakeholders

· Attract and retain a world-class workforce

6.2.3 Level II – Core Financial Functional Drivers

Module Functional drivers are major functional area achievements that would demonstrate a measurable improvement in the Agency Business Drivers.  During Project formulation, the Core Financial Agency Process Team identified and mapped Functional Drivers to Agency Business Drivers and further, identified the success measures by which to judge the achievement of each Functional Driver.  The IFMP Core Financial Project Steering Committee approved the Functional Drivers and Metrics.  Table 2-2, included earlier in this plan, defines these Functional Drivers and associated success measures.  These drivers are also part of GSFC’s implementation strategy.

6.2.4 Level III – High-Level Requirements

The Core Financial Agency Process Team developed a set of Level III requirements.  The IFMP Core Financial Project Steering Committee and the IFM Program Director approved the Level III requirements.  The composite set of requirements can be viewed from the IFMP Core Financial Project website (http://ifmp_corefinancial@nasa.gov).  These requirements are also part of GSFC’s implementation strategy.  The Scope Document is used by the Program Office to communicate the high-level requirements and responsibilities for the formulation of the Module Project.  

6.2.5 Level IV – Acquisition Requirements

The Core Financial Agency Process Team, Project Team, and the Integration Project Office developed the functional, technical and integration requirements for the Core Financial Project.  The functional requirements include a textual list of requirements and a business process model view of the module requirements.  The Level IV Core Financial Project requirements were approved by the Project Steering Committee and are under configuration control in accordance with the IFM Program Configuration Management Plan.  The Core Financial Project Steering Committee serves as the CCB for these requirements.  The complete set of requirements can be viewed from the IFMP Core Financial Project web site (http://ifmp_corefinancial@nasa.gov).

During the software evaluations and again during the Understanding Phase, a gap analysis was performed to determine any requirements not met by the software.  The gaps identified during this analysis will be addressed in the following sequence:

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

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

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

6.2.6 Level V – Implementation Requirements

After the software was selected, the Core Financial Design Team worked to configure and test the software to ensure it is acceptable for implementation.  During this process, functionality gaps were discovered and resolved.  As a result, the requirements that were baselined for acquisition purposes have been updated, in accordance with the IFM Program Configuration Management Plan.  In addition, in order to test the software, a more detailed statement of a requirement or process may be required in order to ensure that a requirement has been satisfied.  These requirements will be derived based upon testing by the Pilot Center and Wave One lessons learned, and changes will result in a more refined, testable set of requirements.  These Level V requirements and their changes are known as Implementation Requirements and will form the basis for the testing that will occur during the implementation phase.  The Core Financial Project Manager will approve the Implementation Requirements and any changes to the baseline.

A subset of the Level V Implementation Requirements can be defined or configured by each Center.  The specific requirements that are Center-definable are documented in the Core Financial Project implementation tool set.  

6.3 Facilities
The GSFC Core Financial Implementation Project team will be located in the Aerospace Building, Suite 800 at 10210 Greenbelt Rd, Seabrook, Maryland 20706, and is located two miles from the main GSFC facility.  Training and testing facilities will be available at the Aerospace Building.  The IFM Project Team members will have GSFC phone extensions and e-mail addresses, and will have full access to any system accessible from GSFC.

6.4 Logistics
The Core Financial Project will utilize current logistics processes and systems in place at MSFC and GSFC to support project management activities and requirements.  The Core Financial Project will receive support from the IFMP Integration Project for technical environment operations and maintenance during the project’s implementation activities.  Subsequent to Agency-wide deployment, the IFMP SAP Competency Center will provide operations and sustaining support for the Core Financial solution.

6.5 Mission Results Analysis and Reporting
As each major project lifecycle phase is concluded, the Core Financial 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 Core Financial Central Support Team at MSFC.  Interim reports and analyses will be provided to the IFMP Core Financial Project Manager on a monthly basis. 

SECTION 7 Schedule

7.1 Project Schedules Overview

The IFM Program Schedule Management Framework and the Core Financial Project Schedule Management Framework specify the schedule management responsibilities to be addressed by the Core Financial Center Implementation Project, including: 

· Schedules to be maintained

· Control points

· Reporting

· Schedule maintenance

· Scheduling tools

Immediately upon kickoff of the Center implementation activities an intense planning activity was conducted.  This initial activity, the capstone to project formulation known as the Understanding Phase, included an assessment of the scope of work for Center Implementation.  The detailed schedules for Center Implementation were developed during the Understanding Phase.  Appropriate baselines, Project reporting/control points, and schedule commitments were also established at the conclusion of the Understanding Phase.  The timelines for Center Implementation are contingent upon the establishment of approved Project Plans with each Center to formalize the schedule and resource commitments.

As each major lifecycle phase is nearing 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 7-1 provides the high-level schedule for the implementation of the Core Financial Project at GSFC. 
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Figure 7‑1:  High Level Core Financial Center Implementation Schedule

SECTION 8 Resources

8.1 Funding Requirements

Centers will lead the implementation activities at their Center.  During this phase, the Center Implementation Team will be responsible for various implementation activities including process fit analysis; report analysis and development; interface design, development, and testing; data conversion planning and execution; change management and communication; training preparation and execution; and system integration testing.  The Center’s legacy support contractors will be required to analyze data conversion requirements to design, develop, test, and execute center specific programs for interfaces and conversion.  

The following support will be provided by the Core Financial Implementation Contractor (Accenture) and funded by the IFMP Core Financial Project:  (1) support for Center process alignment and SAP configuration buildout, (2) assistance in mapping legacy data to SAP conversion files for upload into SAP, (3) support for mock conversion test execution and validation, (4) incorporation of Center data sets into standard training materials, (5) providing train the trainer courses, (6) communication planning; development and dissemination of communications materials; support of communication events; evaluation of communication effectiveness; and providing key communication messages about the Core Financial Project for use at the Centers, (7) mapping Center users to new roles in the SAP system, (8) development of change discussion guides based on process changes, (9) system integration test support, (10) assistance in production cutover activities, and (11) stabilization support through one month-end closing after cutover.  

The following Accenture support will be funded by the Centers:  (1) support for interface analysis and design (SAP-side only), (2) development and testing of Center specific interfaces (SAP-side only), and (3) modification of SAP data conversion programs to accommodate Center legacy system issues. 

Overviews of Project activity costs and resource estimates are provided in Figure 8-2 below. 
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Figure 8‑1:  Core Financial Center Implementation Project Cost and Resources Summary

SECTION 9 Controls

The Core Financial 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 to the Program Director monthly and to the Agency PMC on a semi-annual basis.  The IFMP Steering Council must approve any changes to the committed schedule or Project scope.  The Core Financial Project will also have a project-planning schedule for implementation management.  This schedule is not controlled at the Program level and may change at the discretion of the Project Manager within the confines of the Project PCA Addendum.  The Core Financial Project will prepare the PCA Addendum, which will detail the formal cost and schedule baseline.

The GSFC Core Financial Implementation Project Manager manages GSFC’s Core Financial project budget reserves with review by the GSFC IFM Project Manager.  The GSFC Core Financial Implementation Project Manager will establish and allocate reserves consistent with risk and schedule requirements.  Center Implementation Schedules will be negotiated between the Center Implementation Project Manager and the Core Financial Project Manager.  Center Implementation Schedules must be consistent with Project PCA commitments.  The Core Financial Project Manager must approve any changes to baseline Center implementation schedules.

The IFM Program has developed a complete set of management frameworks that establish standard policy, guidance, and processes for managing IFMP consistent with the principles of NPG 7120.5.  These frameworks assure sufficient and comprehensive communication, coordination, oversight, and control of all phases of the Project lifecycle.   Roles and responsibilities for each level of Program/Project management as well as standard processes and techniques are identified.  These frameworks will serve as the basis for developing detailed management plans in support of the Program, the Core Financial Project, and each Receiving Center.  The GSFC Core Financial Implementation Project Manager will ensure these frameworks are in place during the lifecycle of the project.

SECTION 10 Implementation Approach

10.1 Implementation Overview

The tasks associated with the Core Financial implementation effort at GSFC are separated into two (2) phases:  (1) Understanding Phase and (2) Implementation Phase.

10.1.1 Understanding Phase

Project formulation begins with the Understanding Phase.  During this phase, the Implementation Project Team will be trained in the Core Financial Project’s Implementation Methodology and supporting tool set.  In addition, the Implementation Project Team will receive Application and Process Training as well as focused training in SAP R/3.  The Understanding Phase is when the Center mobilizes the Project Team.  Staffing commitments for Implementation Project Team members are secured and team facilities established.  The Understanding Phase is used to provide estimates on key implementation drivers which help to establish the initial scope and resource requirements for the implementation effort.  The major deliverables are performance commitments; cost, scope and schedule baselines; and revised Agency level business processes.  The Understanding Phase concludes with a Wave Readiness Review (WRR) conducted by the IFM Core Financial Project Manager.  During this review, each Center and the supporting teams (e.g., Core Financial Project Team and Integration Project Team) will be expected to present the outcome of their formulation activities including addressing the following checklist of items:

· Physical facilities are prepared and equipped to accommodate the estimated staffing of NASA and Contractor resources (Team work space, including meeting and training space)

· Equipment for the implementation teams is in place (desktop computers, network, printers, telephones, fax, analog lines)

· Access to Methods Delivery Manager (MDM) / Lotus Notes Database and to the SAP R/3 environment is in place

· Identification of future licensing requirements

· Management/Center Advisory Committee is committed to commence and support implementation and governance processes are defined 

· Required resource levels are committed, or a staffing strategy has been defined, for:

· Center civil servants

· Core Financial Implementation Contractor

· Legacy contractor staff

· Integration Project Office staff

· Core Financial Project staff

· Required budgetary resources have been planned and identified for the duration of the implementation effort at the Center

· Center management/leadership is committed to key drivers

· Inventories of interfaces 

· Inventories of conversion requirements 

· Estimated user counts

· Impact of Agency standard business processes on Center implementation

· High-level training requirements

10.1.2 Implementation Phase

Center implementation starts with an understanding of the results of the Agency Design and Pilot Center phases.  The product of this phase was a standard, Agency-wide integrated solution based on re-engineered business processes that operate within the capabilities of the Core Financial solution. 

The output of the Agency Design Phase was a set of Agency-level business processes, designed within the context of the best practices inherent in the Core Financial software solution.  This Agency solution also included Agency training and user procedure templates, Agency security and internal controls, an Agency data conversion strategy, and a detailed technical architecture.  Pilot Center implementation demonstrated that the Agency solution can be implemented at a single NASA center.  It included development of interfaces with supporting Agency and center-level legacy systems, conversion of legacy data, establishment of a center configuration and development and implementation of necessary training.  This phase included integration and verification of all elements necessary to make the software work in a real world environment.  During this phase, all elements of Change Management were developed and implemented in order to provide a baseline for the remaining nine (9) centers.  At the end of this phase, the Pilot center was fully operational.

During the Agency Rollout Phase, the remaining Centers repeat a subset of the activities of the Pilot Center as part of their Implementation Phase.  A key difference is that the Centers will be able to capitalize on the lessons learned, tools and products developed by the Pilot Center.  The Implementation Phase tasks for the GSFC Core Financial implementation have been segregated by Implementation Project Teams.

10.1.2.1 Process IPT

The Centers will perform a “Process Fit” effort to determine the “fit” of the Center processes to the SAP R/3 functionality based on the Agency standard processes and design.  This process shall include: (1) review of the Centers processes; (2) identifying gaps between the Agency design and Center processes while addressing alternative solutions (including process redesign); and (3) definition and testing to validate process fit and Center configuration designs through Conference Room Pilot (CRP) scenarios.

10.1.2.2 Integration IPT

The Centers shall complete functional design specifications for new data conversion components and/or modifications to existing functional design specifications for both Center and Agency developed conversion programs.

The Centers will participate in Business Area Architecture (BAA) workshop sessions for approved Center-level interfaces and/or modifications to Agency interfaces.  Center representatives participate as members of a joint team, led by the NASA Integration Project Office, and comprised of representatives from the Core Financial Project Team and the NASA System Contractor responsible for maintaining the Center system to be interfaced.

The Implementation Project Team shall analyze needed Center-level reporting not addressed through the Agency defined Core Financial reporting solution.  Center specific reporting will be mapped to (1) SAP R/3 standard reports; (2) custom reports already developed as part of the Core Financial solution; and (3) the Information Delivery Strategy content.  To resolve identified gaps in the reporting application functionality, the Implementation Project Team, working with the NASA Integration Project Office, will prepare a recommendation to:  (1) alter the Center level reporting requirements to correspond with the Core Financial reporting solution; (2) augment existing content and/or utilize an external query software package within the framework of the IFMP Information Delivery Strategy, as defined by the NASA Integration Project Office Team, to extract the desired data; or (3) design, code, test and implement a new SAP report.  Recommendations to develop a new SAP R/3 report must be submitted to the Core Financial Project Manager for approval.

10.1.2.3 Change Management IPT

The Center will design, develop, and execute a Center-level communication plan.  The Center will develop and disseminate communications materials and support conduct of communication events to target audience groups, and evaluate communication effectiveness using feedback mechanisms.

The Center shall analyze end-user role definitions, developed during the Agency Design and Pilot Center implementation, and apply them to their environment.  For any new business activities, the Center will document the modified role requirements and communicate the new role requirements to the Core Financial Project Team.  The role requirements shall include a description of the role, responsibilities, skills, and application use.

The Center will support the Core Financial Project Team in updating and maintaining role requirements as well as the security profile requirements.  The Center shall develop and deliver change discussion guides based on process changes.

10.1.2.4 Test IPT

The following two types of testing are performed or supported by the Center Implementation Project Teams:

· System Integration Test 

Verifies that unit and end to end tested components of the solution work together with the packaged software components.  The test will involve multiple cycles and passes to link these components together.  The successive passes incorporate additional solution components so that the end result verifies the solution as a whole.  The system integration test conditions are derived from the requirements documentation.  The testing is organized into cycles of major functions, with test cases comprised of one or more business activities.  System integration testing will be led and conducted by the Center Implementation Project Team, with support from the Core Financial Project Team, the Integration Project Office, and legacy contractors for legacy components.

· User Acceptance Test 

Serves as the validation by designated user representatives that the solution meets the business requirements and is ready for deployment in day-to-day business operations.  The user acceptance test concentrates on scenarios that address the integration and inter-operation of the solution: technology, human performance, business processes, and physical environment (where applicable).  This test simulates the System Integration environment in a controlled situation with support from the System Integration Test Team.

10.1.2.5 Cutover IPT

The Center will define and execute its cutover effort according to a deployment cutover plan.  This detailed schedule will include a series of mock or test conversions as well as the go-live conversion.  The Center will define and execute data cleansing activities and data reconciliation procedures designed to ensure the quality and integrity of the data conversion efforts.

In conjunction with the deployment cutover plan, the Center will develop a contingency plan.  This contingency plan will highlight potential risk areas associated with the cutover effort.  Where possible, the plan will present a series of mitigating actions to reduce the likelihood of the risk occurring.  

In advance of the go-live date, the Center will participate in a series of checkpoints designed to ensure that cutover is proceeding according to schedule.  The first checkpoint is the Operational Readiness Review (ORR).  This extensive review, with Center management and representatives from the Core Financial Project Team and the Integration Project Office, focuses attention on a series of pre-defined critical success factors.

Following a successful ORR, the Center participates in three (3) Authorization to Proceed (ATP) checkpoints with the Core Financial Project Team and the Integration Project Office.  These ATP checkpoints also have sets of pre-defined critical success factors that must be met.

Should the Center meet the requirements of the ORR and ATP checkpoints, the Center will be allowed to deploy the application, establish operational policies and procedures, and activate the business capability.  

Figure 1-1 defines the key activities for the GSFC Center implementation effort as well as the timeline for each phase.

10.2 Core Financial Project Work Breakdown Structure (WBS)

[image: image11.wmf]The Core Financial Project has developed a Center Implementation WBS consistent with the implementation methodology utilized by Accenture.  This WBS depicts the Core Financial Project specific activities associated with the implementation of the Core Financial systems and processes across NASA.  Figure 10-1 illustrates the summary GSFC Implementation WBS for the Core Financial Project.

Figure 10-1:  Core Financial Project GSFC Work Breakdown Structure (WBS)

10.3 Contractor Support

The Core Financial Center Implementation Project receives support from several contractors.  Each supporting contractor and their respective roles are defined in the following sections.

10.3.1 Core Financial Project Implementation Contractor

The Implementation Contractor (Accenture) will support the broad range of activities required to successfully implement an Enterprise Resource Planning (ERP) system in a Federal Agency with distributed sites.  These activities will include solution analysis, design, and development (including configuration); interface design and development; report design and development; data conversion; testing support; training; and production cutover support.  Each of these activities will initially be completed at the Pilot Center and subsequently at the remaining 9 NASA installations.  The Implementation Contractor will work closely with the Program-Level Change Management Contractor as they execute change management tasks for the Core Financial Project.

10.3.2 MSFC Program Information Systems Mission Services (PrISMS)

The PrISMS contract was awarded to CSC in 1994 to deliver IT products and services to NASA customers at both the center and agency level.  The scope encompasses a wide range of IT services, including administrative and scientific application systems development; operations and maintenance; centralized computing support; television and multi-media operations; communications engineering; help desk and audio/video support; and the following functions that are specifically related to the IFMP Core Financial Project:

10.3.2.1 Sustaining Engineering Support for Agency wide Administrative Systems (SESAAS)

Applications sustaining engineering is provided in support of the following NASA Government Off-the-Shelf (GOTS) Agency wide Human Resources, Property, and Procurement Administrative Systems: 

· Consolidated Agency wide Personnel/Payroll System

· Acquisition Management System

· NASA Equipment Management System 

· NEMS Central Database 

· NASA Property Disposal Management System

· NASA Supply Management System

The Implementation Contractor will work with the SESAAS group to understand Core Financial interface requirements with the appropriate set of applications listed above.

10.3.2.2 NACC

The NACC provides consolidation services and operations for migration of various NASA Centers' ADP workloads to NACC at MSFC.  The NACC will support the deployment and operations of the Core Financial application.  The Implementation Contractor will provide consultation to the NACC via the Integration Project Operations Planning team to transfer industry best practices with regard to the optimum support and operation of the Core Financial ERP applications.

10.3.2.3 Contract Support to GSFC’s Integrated Financial Management Project 

Boeing provides support in areas of Project Management, Configuration, Reports and Tools Development, Legacy Interfaces, Data Conversion and Operations, System Testing, Training, and Deployment and Sustaining Operations. 

ODIN support is provided by ACS in areas of desktop, server, and network management on the 8th and 9th floors at the Aerospace at Aerospace Building, Suite 800 at 10210 Greenbelt Rd, Seabrook, MD 20706, 2 miles from Goddard Space Flight Center (GSFC).   ACS will also provide support to the training and testing facilities at that location.

10.3.3 IFM Program-level Change Management Support (PriceWaterhouseCoopers)

The IFM Program-level Change Management effort exists to:

· Ensure successful implementation of IFM Program modules by establishing direction and standards for IFMP change management

· Monitor progress of the change activities at the Centers
· Business Transformation – help the Agency (Enterprises, Centers, and individuals) change the way it does business to get the full benefit from the IFMP systems.
10.4 Descope Approach

An initial baseline for Center implementation scope is established as the result of the Understanding Phase.  During the Process Fit activities, the Implementation Contractor works under the management of the Core Financial Center Implementation Project Manager and the direction of the Core Financial Project Team to configure the system and adapt the Center processes to best meet the project’s requirements.

Accenture, the Core Financial Project Team, and the Core Financial Center Implementation Project Team work together to address and eliminate process gaps through agreed upon configuration decisions, i.e., alternative configuration approaches, process redesigns, and/or reengineering of business rules and processes.  Changes to the Center implementation scope baseline documentation are managed through the project’s defined configuration management process.  The Project Steering Committee approves all configuration outcomes that impact the Level IV requirements baseline.  The IFM Core Financial Project Manager approves changes to the Center Implementation project scope.  Proposed changes to Center implementation project scope will be assessed in terms of impact to satisfaction of the Core Financial Functional Drivers and performance measures, as well as in terms of impact to cost and schedule. 

In the event that the Core Financial Center Implementation Project should require descoping, the strategy to be employed would vary depending upon which phase of the project lifecycle was in process at the time.  During the Center Implementation Phase, priorities for interface development and data conversion volumes would be assessed for descope opportunities.  

SECTION 11 Acquisition Summary

11.1 Acquisition Strategy

Acquisition Planning will be conducted in accordance with Federal guidelines and NASA’s established procedures.  NASA’s Acquisition Strategy for the Core Financial Project includes use of pre-existing contract vehicles to streamline the acquisition process.  Separate acquisitions were conducted for software and implementation services to minimize reliance on a single contractor, thereby reducing risk.  For the software acquisition, the GSA Schedule was used to select from the list of JFMIP compliant software vendors.  The software acquisition strategy also included in-depth software demonstrations prior to software selection, using NASA-developed demonstration scenarios.

The acquisition of implementation services also utilized the GSA Schedule.  Unique features of this acquisition included use of a blanket purchasing agreement with incremental task orders being issued as the project progresses, use of a period of understanding in which NASA will “test drive” the implementation vendor to confirm their selection with a back up vendor standing ready to step in; use of an incentive fee in conjunction with fixed price tasks and fixed labor rates to optimize vendor performance.  Payment milestones will be established jointly with the vendor within each task order.  Earned Value principles will be applied in monitoring performance.  Each of these features is designed to allocate risk fairly and appropriately between the Government and the contractor.

The table below identifies the contract type and selecting officials for the Core Financial Project acquisitions.  

Table 11-1:  Core Financial Project Acquisitions

	Acquisition Scope
	Type of Contract
	Selecting Official

	Core Financial Implementation Services
	Fixed Price/Performance Award Fee IDIQ Ordering arrangement
	MSFC Center Director or Designee

	Project Support Services
	Provided by Program Office
	Program Director

	Core Financial Software Solutions
	Firm-fixed Price
	Agency CFO

	Change Management to Centers
	Provided by Program Office
	Program Director


SECTION 12 Program/Project Dependencies 

The IFM Program and the Core Financial 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.

· GSFC IFMP IDIQ Contract – Boeing provides support to the GSFC IFM Project in areas of Project Management, Configuration, Reports and Tools Development, Legacy Interfaces, Data Conversion and Operations, System Testing, Training, and Deployment and Sustaining Operations

· Outsourcing Desktop Initiative for NASA (ODIN) – Provides desktop hardware configuration and interface support including PC 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.

· GSFC Code 294 Customer Interface Branch – Establishes Center-wide telephone services.

· NASA IFM Program Office – Provides for Agency-wide Change Management to requesting Centers.

SECTION 13 Agreements

The IFMP Integration Project will establish a Program-level Memorandum of Understanding (MOU) and for managing program and Core Financial Project interaction with these other NASA entities in accordance with the IFMP Operations Framework.  The MOU will detail the roles and responsibilities of each entity in the IFM Program.

The IFMP Core Financial Project is dependent upon the IFMP Integration Project for coordination of required system interfaces, delivery and operation of the development environments needed, performance testing of the Core Financial solution, and the transition of the Core Financial module application into operations and providing sustaining engineering support.  A Memorandum of Agreement (MOA) has been established with the Integration Project, detailing the specific roles and responsibilities to be performed in support of the IFMP Core Financial Project.  This MOA is available on the Core Financial Project Website.

Each NASA Center is responsible for implementation of the IFMP Core Financial solution at their respective Centers.  The IFMP Core Financial Project is dependent upon each NASA Center to effectively plan, manage, and execute this implementation.  A critical, high-risk area of responsibility for the Centers is the successful management of the transition to the new business processes deployed as part of the Core Financial solution.  Project Plans will be developed by each NASA Center and approved by the Core Financial Project Manager prior to beginning each Center’s deployment activity.

SECTION 14 Performance Assurance

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

Though everyone is responsible for Quality Management (QM), there still needs to be a central point of authority for QM in 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) 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.  

14.1 Issue Resolution Process

Effective issue management is a critical component of successful system implementation projects.  A clear internal issue resolution process is required.  Within the project, individual teams (such as the Process Integrated Product Team (IPT) or the Change Management IPT) will be working detailed tasks and deliverables.  As they proceed, they may encounter disagreements in proposals or recommendations to solve complex issues.  Any team member or lead, including NASA members, consultants, and contractors, will be able to identify and record issues into the MDM issues database.  Every issue will be assigned to an IPT and to a single individual.  The individual assigned to the issue may solicit help when necessary to gain closure.  Team leaders 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 teams.  At the IPT level, weekly meetings will be held where issues will be openly discussed.  If the IPT leads cannot resolve an issue, or recognize that the issue impacts budget, schedule, or scope, then the issue will be elevated to the Center Implementation Project Manager.  Weekly Project Status meetings will be used to agree upon a course of action to resolve these issues.  The Center Implementation Project Manager will escalate issues to the IFM Project level if they determine they are outside the limits of their decision-making authority, as defined in Section 5.0 of this Project Plan.

14.2 Issue Management Overview
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Figure 14-1: Issue Management Overview
14.1 Escalation Process

If issue resolution activities fail to adequately address the 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 Core Financial Center Implementation Project Manager.  The Core Financial Center 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:

· An Issue Owner does not believe the issue can be resolved satisfactorily at his/her level and the Core Financial Center Implementation Project Manager agrees with that assessment.

· 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 by 10 or more working days

· Cost – Results in incurring additional costs of $250,000 or higher or cannot be handled by existing Center Implementation Project level resources

· Technical – A situation where a technical workaround is not possible, thus requiring a Level 5 requirements change.  These issues must be escalated to the IFM Core Financial Project Manager. 

· Mission Success – An item that jeopardizes the Center Implementation Project’s ability to achieve one or more Agency Business Drivers or functional drivers and/or is deemed critical by the Core Financial Center Implementation Project Manager.

· 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

· As part of resolving the issue, a change or modification is required, which must be approved by a higher authority.

If an issue owner does not believe the issue can be resolved satisfactorily at his/her level, the issue owner should contact the Core Financial Center Implementation Project Manager to coordinate a new action plan.  This could mean that the Center Implementation Project Manager needs to assign additional resources to resolve the issue.  If the Center Implementation Project Manager does not believe that the project can resolve the issue, he/she may request assistance from the IFM Core Financial Project Manager, who may decide to either provide assistance or escalate the issue to a Program issue.  The IFM Core Financial Project Manager may also recommend that the Center Implementation Project Manager escalate the issue to the IFMP Center Steering Committee or for resolution.

If an issue is more than ten working days overdue and deals with functional or transition issues, the Center Implementation Project Manager will escalate the issue, through the IFM Core Financial Project Manager, to the appropriate governing body for assistance.  
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The Core Financial Escalation Process is depicted in Figure 14-2.  It traces the escalation process from Core Financial Center Implementation Team to the IFM Program Director.  This escalation process will be adhered to in order to ensure that issues are resolved quickly so that project success is not jeopardized.


Figure 14-2: Escalation Process

SECTION 15 Risk Management

The IFMP Core Financial Center 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 Core Financial Center Implementation Project.  The purpose of the Risk Management Plan is to establish the strategy for managing risks for the Core Financial Center 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 are documented.  This plan also addresses the top risks currently identified by the Core Financial Center Implementation 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 Core Financial Center Implementation 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 15-1:  Continuous Risk Management Model

The IFMP Core Financial Center 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 Center Implementation Project Manager and staff.

The Core Financial Center Implementation Project Team identifies and prioritizes Core Financial Center implementation risks and determines the top risks, which will receive expanded management scrutiny.  As part of periodic status reporting, the Core Financial Center Implementation Project Manager will communicate the status of risk management activities to the IFM Core Financial Project Manager, Core Financial Project Steering Committee, and Center Management.

The details of the Core Financial Center Implementation Project Risk Management process and its application are presented in the Project’s Risk Management Plan.  

SECTION 16 Environmental Impact

The Center Core Financial 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 Core Financial Implementation Project personnel, visitors, and facilities is a primary concern at NASA.  The Center Core Financial Implementation Project does not precipitate any safety issues or concerns over and above normal facility attributes.  Center Core Financial 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 18 Technology Assessment

There are no fundamental technologies required for implementation that are in development.  The Core Financial software package (SAP) is a proven product, in production at 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 Core Financial 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 Core Financial 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 Core Financial 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 Agency 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:

· Wave Readiness Review

· Monthly Status Reviews

· Quarterly Risk Reviews

· Independent Annual Reviews (IAR’s)

20.2 Technical Reviews

Various technical reviews will be conducted for the Core Financial Center Implementation Project.  The purpose of these reviews is to ensure that the Center Implementation Project is achieving the desired technical performance on schedule and within budget.  The timing of these reviews will be based on the Project lifecycle and implementation methodology.  In projects of this nature, detailed lifecycle phases are driven based upon the specific implementation methodology defined by the software package(s) and implementation partner(s) being utilized.  At a minimum, the following technical reviews will be conducted: 

· Critical Design Review, 

· Test Readiness Reviews, and 

· Operational Readiness Review.

SECTION 21 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.

SECTION 22 Change Log

Changes to the Project 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. 
APPENDIX A:  ACRONYMS

AA

Associate Administrators

ADP

Automated Data Processing

APT

Agency Process Team

ARC

Ames Research Center

BCA

Business Case Analysis

BPA

Blanket Purchase Agreement

BRL

Benchmarking Resource Library

CFO

Chief Financial Officer

CIO

Chief Information Officer

COTR

Contracting Officer’s Technical Representative

COTS 

Commercial Off-the-Shelf

CSC

Computer Sciences Corporation

DCFO

Deputy Chief Financial Officer

DCN

Document Change Notice

ERP

Enterprise Resource Planning

FCS

Financial Classification System

GAO

General Accounting Office

GOTS

Government Off-the-Shelf

GPMC

Governing Program Management Council

GSA

General Services Agency

GSFC

Goddard Space Flight Center

IA

Independent Assessment

IG

Inspector General

IT

Information Technology

IDA

Interface Definition Agreement

IFM

Integrated Financial Management

IFMP 

Integrated Financial Management Program

IPO

Institutional Program Office

IPT

Integrated Product Team

ISE

Intelligent Syntheses Environment

ISO

International Standards Organization

IV&V

Independent Validation and Verification

KPMG

Klyneveld, Peat, Marwick and Goerdeler

MAS

Multiple Award Schedule

MOA

Memorandum of Agreement

MDM

Methods Delivery Manager

MPM

Microframe Program Manager

MSFC

Marshall Space Flight Center

NACC

NASA ADP Consolidation Center

NASA

National Aeronautics and Space Administration

NPD

NASA Policy Directive

OMB

Office of Management and Budget

PC

Pilot Center

PCA

Program Commitment Agreement

PCIT

Principal Centers for Information Technology

PEB

Performance Evaluation Board

PERT

Program Evaluation Review Technique

PMC

Program Management Council

PrISMS
Program Information Systems Mission Services

RFI

Request for Information

RFQ

Request for Quote

SAP

Systems Applications and Products

SESAAS
Sustaining Engineering Support for Agency wide Administrative Systems

SEI

Software Engineering Institute

SGL

Standard General Ledger

ViTS

Video Teleconferencing System

WBS

Work Breakdown Structure

APPENDIX B:  SCOPE

The purpose of this document is to outline what activities are considered within the scope of the Core Financial Center Implementation Project and what activities are considered out of scope.  In addition, any known significant assumptions and issues that need to be addressed will be identified.

1.0
Statement of Scope

The Core Financial Center Implementation Project will deliver a standard, Agencywide Accounting System.  The Core Financial Project consists of the standard general ledger, accounts receivable, accounts payable, budget execution, purchasing, project accounting, and cost allocation.  The Marshall Space Flight Center (MSFC) will serve as the Pilot Center for this project.  An Agency Process Team will participate in the configuration of the software to ensure a standard Agencywide solution is designed.  The system will be piloted at MSFC and then implemented at each NASA Center.  The Core Financial Project will coordinate the Agencywide rollout of the application. 

2.0
Scope Items

This section establishes the Center Implementation Project’s boundaries by listing what specific activities the project will and will not perform. Listing the out-of-scope activities helps minimize scope confusion by eliminating common incorrect assumptions that may exist about the Center Implementation Project.

2.1 Scope Items

This section consists of a table listing scope line items, separating the in-scope items from the out-of-scope items.  Scope line items represent high-level project requirements.  Refer to the Scope Line Item Table 2.1 below.

Table 2.1 – Scope Line Items

	Category
	In Scope
	Out of Scope

	
	User Base
	

	Organization
	All Directorates with GSFC will be impacted by the implementation of the Core Financial Module.  However, the following organizations will be impacted more directly by the implementation:

· Office of the Chief Financial Officer

· Procurement Office
	

	User Counts
	GSFC’s approximate user count is 2500.
	

	
	Legacy System Deactivation
	

	Financial
	The following GSFC Financial legacy systems will be deactivated or shutdown upon the implementation of the Core Financial module of SAP:

· Allotment Ledger

· Basic Accounting System (BAS)

· Budget

· Chart of Accounts

· Commitment and Obligation Payment (COPS)

· Commits/Obligations

· Cost Accounting Tracking System

· Financial Accounting Tracking System

· Financial Accounting and Contractual Status (FACS)

· Fiscal Accounting

· Fiscal Budget

· FT 533 Accrual 

· General Ledger Input System (GLIF)

· GSFC Acquisition Management System (GAMS) Fiscal

· GSFC Code 151 Financial System

· GSFC Project Financial Status

· Invoice Payment System (IPS)

· Navy Cost Fiscal

· Online Cost Accruals

· Online Reprogramming System (ORS)

· Reimbursable Billing and Collection System

· Reimbursable Ledger

· Reimbursable Resource Management System (RRMS)

· Resource Balances (Wallops)

· Travel Advances

· Travel Billing

· Travel Order Tracking System (TOTS)

· Travel Payment System (TPS)

· Travel Status


	The following GSFC Financial legacy systems will continue to operate after the implementation of the Core Financial Module of SAP:

· Advance Materials Management System (AMMS)

· BRIO

· Contractor Cost Tracking System (CCTS)

· Contractor Resource Tracing System (CORTS)

· Electronic Certification System (ECS)

· Fabrication Engineering Management (FEMS)

· Labor Costing

· Management Information Cost System (MICTS)

· NASA Personnel and Payroll System (NPPS)--Personnel

· Product Assurance (PAS)

· Property Accounting and Tracking System (PATS)

· Test and Integration Management System (TIMIS)

· Task Order Maintenance System (TOMS)



	Procurement
	The following GSFC Procurement legacy systems will be deactivated or shutdown upon the implementation of the Core Financial module of SAP:

· College Grants

· OHR HQ Training PR

· OHR PR Tracking

· Procurement Request (PR) Database

Small Purchases System (SPS)
	The following GSFC Procurement legacy systems will continue to operate after the implementation of the Core Financial Module of SAP:

· Acquisition Management System (AMS)

· Active Contract Register

· Contract Leadtime Information System

· Financial Accounting and Contractual System (FACS) Procurement

· Grant Document Generation System

· Scientific and Engineering Workstation Procurement (SEWP)

Small Business Activity Reporting (SAMBAR)

	
	Conversion Inventory
	

	Conversion Sources
	Data from the following legacy systems will be used as the source for data conversion:

· Fiscal Accounting 

· Basic Accounting System (BAS)/General Ledger

· Chart Of Accounts 

· Financial Accounting And Contractual Status (FACS) 

· Invoice Payment System (IPS) 

· Reimbursable Billing Collections System (RBCS)

· Travel Advances

· Acquisition Management System (AMS)
	

	Conversion Routines
	GSFC will require conversion programs to extract data from the following sources:

· Fiscal Accounting 

· Basic Accounting System (BAS)/General Ledger

· Chart Of Accounts 

· Financial Accounting And Contractual Status (FACS) 

· Invoice Payment System (IPS) 

· Reimbursable Billing Collections System (RBCS)

· Travel Advances

· Acquisition Management System (AMS)

No GSFC’s systems have been identified where data will be manually pulled, however, this requirement may change during the implementation phase. 
	

	
	Interface Inventory
	

	Agency
	GSFC will utilize the Agency-defined interfaces for the Agency-wide systems maintained by SESAAS.
	

	Center
	The following GSFC local systems have been approved as interfaces with SAP:

· Chargeback

1.
TIMIS (I&T)

2.
FEMS

3.
PAS

5.
CCTS/CORTS

· Reporting

9.
HST STRAP

10.
BRIO/RAMIS

11.
WISP

· 533

12.
533 FT

· Procurement

13.
Grant Document Generation System

14.
SEWP

15.
AMS

· Labor

16.
Labor Costing

17.
OMNI/WebTADS


	

	
	Information Delivery
	

	Reporting
	Core Financial Agency Minimum Standard Reports (AMSR) will be provided.  Additional reporting requirements will be addressed by one of the following approaches:

· The reports will be generated from BW using the BEX Analyzer tool.

· Data from BW will be downloaded to the GSFC Brio Reporting System and will be used to generate user reports.
	GSFC will be using the GSFC Brio Reporting System to satisfy reporting requirements for historical/archived data.

	
	Technical Scope Items
	

	
	
	

	
	EDI
	

	Technical
	GSFC has no unique local requirements for EDI interfaces.  All EDI requirements will be satisfied by the Agency implementation.
	

	
	Fax
	

	Technical
	GSFC has no requirements to implement Fax capabilities.
	


3.0
Assumptions

This section presents assumptions upon which the Scope Document is grounded. The list includes assumptions such as infrastructure availability and time period covered. 

The Full Cost Initiative Scope for the Initial Core Financial Implementation includes carrier accounts, two appropriation structures, and Full Cost Management and Budgeting per the Agency-wide Full Cost Initiative Implementation Guide.

The Property Legacy Systems will be the systems of record until Asset Management is implemented.

The Legacy Procurement System will be the system of record until Procurement Management is implemented.

4.0
Implementation Issues

Table 4.1 summarizes any known implementation issues surrounding the project. (Note:  The resolution of issues of any type must be documented, dated and filed as part of the project file.)

Table 4.1 - Issues

	Category
	Issues
	Plan for Resolution
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