IFMP Schedule Management Framework

[image: image1.wmf]NASA Headquarters

Washington, D.C.

National Aeronautics and

Space Administration


Office of the Chief Financial Officer
[image: image9.wmf]Integrated Financial Management Program

Schedule Management Framework
Version 1

January 14, 2002

[image: image10.wmf]
[image: image50.png]



Table of Contents

11.0
Objective


12.0
Driver


13.0
Principles


34.0
Roles and Responsibilities


45.0
Required Elements of Schedule Management Process


55.1
Schedule Development


55.1.1
Schedule Types


65.1.2
Schedule Tools & Techniques


75.1.3
Work Breakdown Structure


115.2
Schedule Baselining


115.3
Schedule Analysis and Maintenance


125.4
Schedule Reporting and Communications


165.5
Schedule Management Commitment and Effectiveness Measures




List of Figures

1Figure 2‑1: IFMP Schedule Life Cycle Process


8Figure 5‑1: Program WBS


9Figure 5‑2: Module Project WBS


10Figure 5‑3: Enterprise WBS


10Figure 5‑4: Integration Project WBS


12Figure 5‑5: Schedule Reporting Concept of Operations


14Figure 5‑6: Bi-Weekly Program Schedule Analysis and Reporting Process


15Figure 5‑7: Monthly Program Schedule Analysis and Reporting Process




Appendices

Appendix A Module Project WBS Dictionary
A-1

Appendix B Enterprise WBS Dictionary
B-1

Appendix C Integration Project WBS Dictionary
C-1

Appendix D Sample Module Project Baselined Visibility Events 
D-1

1.0 Objective

The objective of the Schedule Management Framework is to establish the policy and guidance for defining, developing, baselining, analyzing, reporting and maintaining schedules.  Roles and responsibilities for each level of Program / Project Management as well as standard processes and techniques are identified within this IFMP framework.  This framework will serve as the basis for developing schedules within IFMP.

2.0 Driver

The schedule is a key management tool to support project planning and control.  The magnitude of the Integrated Financial Management Program (IFMP), the coordination efforts, and the vast responsibilities requires a structured management process to ensure that schedules are defined, developed, baselined, analyzed, reported and maintained as shown in the figure below.

Figure 2‑1: IFMP Schedule Life Cycle Process
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Consistent schedule management processes also ensure that various levels of schedules can be integrated and the necessary information derived to support the planning and control needs of program and project personnel alike.

3.0 Principles

The Schedule Management Framework is grounded in the following set of principles that reflect Best Practices employed by software projects similar in nature to IFMP.

· Coordinated and consistent schedule management among the Program, Project, and Centers.

· Make schedule management an integral part of IFM Program and Project Management.

· Identify life cycle schedule management processes early in the program to ensure the Program, Project, and Centers can make best use of structured procedures developed from best practices.

· Permit an integrated schedule management approach that is fully coordinated across the Program.

· Accurate development and maintenance of all IFMP schedules.

· Identify standard set of schedules to promote consistency in tracking and reporting across the Program.

· Establish a standard Work Breakdown Structure (WBS) to facilitate Program, Project, and Center planning activities and permit integration of various levels of schedule inputs.

· Allow Projects to tailor the standard WBS to suit unique requirements.

· Incorporate standardized strategies to develop and maintain Program, Project, and Center Schedules to help streamline schedule management activities and to ensure consistency in the schedule products.  

· Efficient analysis and reporting mechanisms that address management information needs to accurately depict the future.

· Frequent schedule updates to communicate current status and assessments of fully integrated schedules against baselines.

· Establish standardized analysis and reporting procedures to ensure early anticipation of problems and effective mitigation.

· Automate to the maximum extent possible the schedule analysis capability to permit the efficient rollup of schedules from the Projects and Centers.

· Incorporate analysis Best Practices in a manner consistent across the program.

· Make best use of state-of-the-art scheduling tools to promote efficiency and real-time reporting.

· Continuously monitor project performance for the emergence of schedule risks and problems.

· Consistent methods for establishing schedule baselines and incorporating changes.

· Develop a structured process to promote consistent schedule baselining.

· Ensure active participation by the performing organizations during schedule development and baselining.

· Establish mechanisms, such as key milestones, to permit continuous insight into the Program, Project, and Center progress.

· Identify strategies to dictate when schedule re-baselining is required.

· Effective communications vehicles for ensuring wide dissemination of activity status, progress, and other schedule information.

· Establish standard set of vehicles that permit wide dissemination of schedule information.

· Make best use of modern information technology to permit wide dissemination of up-to-date schedule information to a broad spectrum of Program, Project, Center and other NASA personnel.

· Ensure that schedule information is provided in a manner that is easy to understand.

· Provide mechanisms for Program, Project, Center and other NASA personnel to forward questions on schedule information.

· Generate procedures for standard posting of schedule information and establish processes to permit the easy transition of standard schedule products to the selected communications vehicles (for example a web page).

4.0 Roles and Responsibilities

Specific IFM Program and Project schedule management roles and responsibilities are identified below.

Program Director

· Generate Schedule Management Framework and incorporate, as appropriate, into Program Management Plan.

· Develop and maintain the Executive‑Level Program Schedule, Program Master Schedule, and Program Calendar.

· Delegate responsibility for development and maintenance of project schedules to the Project Managers.

· Coordinate with the Project Managers in the establishment and baseline of key milestones to be used by the program in analyzing project schedules.

· Approve key milestone and dates associated with Project Formulation and Project Implementation.

· Incorporate a Change Management schedule within the Program Master Schedule to coordinate Program, Project, and Center Change Management activities.

· Receive and review status reports on the Program Master Schedule from the Projects, which includes key milestones for all active projects.

· Receive and review workaround strategies from the Projects for missed key milestones.

· Perform necessary re-baselining activities on the Program Master Schedule to address major deviations from the original schedule.

· Ensure dissemination of the Executive‑Level Program Schedule, Program Master Schedule, and Program Calendar and applicable schedule reports to the program and project personnel and external entities (on as needed basis).

Project Manager (Integration Manager, Module Project Managers)

· Develop and maintain a Project Formulation Schedule, Project Implementation Schedule and Project Calendar.  Develop other schedules required to effectively plan and control the Project.

· Delegate responsibility for development and maintenance of Center schedules to the Receiving Center Project Managers.

· Coordinate with the Program Director in the establishment and baseline of key milestones for the Project.

· Coordinate with Center Project Managers on key milestones.

· Receive, review, and assess status reports on the Project Formulation Schedule and Implementation Schedule.

· Develop workaround strategies for missed key milestones.

· Perform necessary re-baselining activities on the Project Formulation Schedule and Project Implementation Schedule to address major deviations from the original schedule.

· Ensure dissemination of the Project Formulation Schedule, Project Implementation Schedule and Project Calendar and applicable schedule reports to the Program, Centers, and external entities, as appropriate.

Receiving Center Project Managers

· Develop and maintain the Center schedule for the applicable Module Project.

· Coordinate with Project Manager in the establishment of key milestones for the Center schedule for each Module Project.

· Receive, review, and assess status reports on the Center schedule.

· Receive and review workaround strategies for missed key milestones on the Center schedule.

· Perform necessary re-baselining activities on the Center schedule to address major deviations from the original schedule.

· Ensure dissemination of the Center schedule and applicable schedule reports to Project and Center personnel and external entities.

All IFMP Staff

· Support appropriate organization (Program, Project, Center) in developing required schedule elements by identifying tasks, duration, resources, and interdependencies.

· Provide the appropriate organization with timely information to support continuous schedule analysis and reporting.

· Review schedule updates and support the identification of schedule risks and problems to the appropriate organizational manager (e.g., Program Director, Project Manager, and Receiving Center Project Manager) and work with the management staff to identify mitigation approaches to reduce schedule and cost impacts.

IFMP Schedulers

· Support appropriate organization in the entire schedule management process.  This individual(s), working closely with the Program/Project Manager, develops and maintains the schedule, and facilitates the updating, reporting, and dissemination of the schedule.

External Reviewers

External Reviewers evaluate Program, Project, and Center schedule status reports and any related schedule concerns and issues and offer informed advice.

External reviewers include, but are not limited to:

· IFM Steering Council

· Inspector General

· Program Management Council

· Project Steering Committee

· Center Steering Committee

· Non Advocate Review (NAR) / Independent Review (IR).

· Independent Assessment Contractor

5.0 Required Elements of Schedule Management Process

To ensure consistency across the program, this framework has outlined a specific process that shall be followed by all Program, Project, and Center elements.  This is done to achieve a high level of consistency in schedule management processes and procedures to ensure product consistency, permit Program integration, promote data quality, provide efficient communications, enhance schedule review, support status reporting, and ensure schedule control.

The schedule management process includes the following elements:

· Schedule Development

· Schedule Baselining

· Schedule Analysis and Maintenance

· Schedule Reporting

· Schedule Management Commitment and Effectiveness Measures

More detail on each of these processes is provided below.

5.1 Schedule Development

The process by which a schedule is developed should address the following topic areas:

· Process steps shall include:

· Identify WBS to level necessary to support schedule requirements

· Develop WBS Dictionary to define specific elements

· Determine the duration of activities and required interdependencies

· Establish milestones to facilitate management analysis

· Select personnel responsible for each WBS element

· Identify resources needed to complete each WBS sub-task

· Participants in the process shall include:

· Program Director / Project Manager / Receiving Center Project Manager

· Program / Project / Center Implementation Staff

· IFMP staff responsible for accomplishing schedule activities

· Inputs shall include standard WBS and schedule Types (see below)

· Outputs shall include:

· Master schedule

· Formulation schedule

· Implementation schedule

· Calendar

· Center schedule

· WBS Dictionary

· Scheduling Tools include Microsoft Project 2000

5.1.1 Schedule Types

Schedules employed on IFMP shall include the Executive‑Level Schedule, Program Master Schedule, Project Formulation Schedules, Project Implementation Schedules, Center schedules, and Program Calendar.  A brief description of each schedule type and planned usage are described below.

The Executive‑Level Schedule provides a high-level depiction of the Program.  Dependencies with other NASA activities are identified.  This schedule is used to provide Senior NASA Management insight into the program and the relationship to other NASA activities (for example, yearly financial milestones).  This schedule is updated as needed.

The Program Master Schedule is an integrated Gantt schedule of major events throughout the program.  The high-level structure for this schedule is the Program WBS.  It contains major program-level events, and also contains the key milestones for all projects that are either in formulation or implementation.  The Program Master Schedule provides insight into concurrency, precedence, and progress of major activities.  This schedule is updated bi-weekly.

The Project Formulation Schedule is a detailed schedule of activities leading to Project approval.  This schedule includes all activities and milestones defined in the generic IFM project formulation process.  These Program-defined activities and milestones are also the minimum set of key milestones in the formulation schedule.  This schedule is typically updated weekly.

The Project Implementation Schedule is a detailed schedule of activities from Program / Project approval through Agency Rollout.  This schedule shall be structured in accordance with the standard module project WBS.  The key milestones shall be established on a Project-by-Project basis as well as a Center-by-Center level.  Project implementation schedules are typically updated on a weekly basis.

The Center Schedule is a Center's detailed schedule of their activities for a module implementation.  Each receiving Center shall develop their schedule using the Enterprise Implementation WBS.  The applicable Module Project Manager defines the key milestones that the receiving Center schedule will contain.  The frequency of Center schedule updates is negotiated between the Project and the Centers.

The Program Calendar contains major meetings and reviews to be conducted.  Information related to the purpose, date, time, location and attendance are provided in the calendar.  The calendar is maintained by the Program office and is updated as events are recorded.  After each update, the calendar is posted to the IFM web site.  Projects and Centers shall maintain their own calendars, as needed.

5.1.2 Schedule Tools & Techniques

The primary automated tool used to generate the IFM Program/Project schedules is Microsoft Project (Version 2000).  The Gantt chart is the most prevalent format for viewing, tracking, and reporting task status.

The following processes reflect Best Practices for developing and maintaining an integrated schedule and shall be utilized to develop the IFMP Integrated Program/Project schedules:

· Activity Definition – Identify the specific activities and milestones that must be accomplished to produce various project deliverables

· Activity Sequencing – Identify and document interactivity dependencies (e.g., predecessor and successor relationships)

· Activity Duration Estimating  - Define the activity durations and constraints

· Schedule Critical Path Analysis – Analyze activity sequencings, slack, activity durations, resource requirements, conflicts, recovery plans

· Schedule Control – Establish baselines and control changes to the project schedule

In keeping with recognized industry Best Practices, the Program/Project schedule managers shall establish logic at the Lowest Level of the schedule to generate Critical Path and provide accurate assessment of Slack.  This technique provides management with detailed Critical Path Analysis capability and reporting.

An important tool for schedule analysis is the Critical Path Method (CPM) technique.  Critical path analysis and reporting shall be performed on a regular basis to ensure effective task execution and communication.  Critical path analysis is discussed in further detail in the Schedule Analysis section of this document.  In addition to Critical Path Analysis, Key Deliverables and Milestones shall be reviewed on a regular basis.  Deliverable and Milestone Hit Rates (i.e., the rate of on-time accomplishment) shall be tracked, analyzed and reported.  This data shall be presented and reviewed by Program and Project management at least monthly (see MSR Template in the IFMP Resources Management Framework for specific reporting requirements).  

5.1.3 Work Breakdown Structure

The WBS is structured in accordance with the way work will be performed and reflects the way in which project costs and data will be summarized and reported.  The WBS offers a common framework from which:

· The total program can be described as a summation of subdivided elements
· Planning can be performed
· Costs and budgets can be established
· Time, costs, and performance can be measured and tracked
· Objectives can be linked to resources
· Schedules and status reporting can be established
· Responsibility can be established
A WBS dictionary ensures a common understanding of the work activities in each of the WBS elements.  Managers shall ensure the dictionary and schedule are consistent.  Managers shall define the WBS dictionary to lower levels, as necessary.

The project has developed a standardized Program WBS, Project WBS, Enterprise WBS, and Integration Project WBS.  These WBS structures are shown below.  WBS Dictionaries for the Module Project WBS, Enterprise WBS, and Integration Project are provided in Appendices A, B, and C respectively.

Each manager shall structure the top‑level WBS (to the Level 3) in accordance with the structures shown below.  Deviations to Project Level 3 WBS elements and the corresponding dictionary shall be justified by the Project Manager and approved by the Program Director.  Deviations to Enterprise Level 3 WBS elements and the corresponding dictionary shall be justified by the Center Project Manager and approved by the module Project Manager.

Figure 5‑1: Program WBS
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* For budget only, does not apply to schedule

Figure 5‑2: Module Project WBS
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* The Level 3 WBS (for example 1.X.4) can be altered to meet specific Project requirements.  The Program Director must approve these WBS modifications.

Figure 5‑3: Enterprise WBS

Center Y

[image: image13.wmf]
Level 3 (
* The Center WBS Level 3 (for example 2.X.2) can be altered to meet specific Center requirements.  The Project Manager must approve these WBS modifications.

Figure 5‑4: Integration Project WBS
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* The Integration Project WBS Level 3 (for example 1.2.1) can be altered to meet specific requirements.  The Program Director must approve these WBS modifications.
5.2 Schedule Baselining

Key milestones shall be established in Program, Project, and Center schedules.  Key milestones represent schedule activities that have direct bearing on Program / Project / Center completion success, and are baselined, analyzed and measured, and reported.  Project milestones shall consist of the following:

· Baselined Major Milestones showing the start and finish of each major Project phase.  This corresponds to level 3 of the WBS.  Changes to these start and finish dates require approval by the Program Director.

· Baselined Visibility Events or Milestones.  The distribution of these milestones over the Project lifecycle shall be adequate to monitor Project performance.  These milestones are often on the critical path for the Project or phase that they are associated.  Attachment D provides the minimum Standard Baselined Visibility Events or Milestones that shall be used on Projects.  These milestones shall be negotiated between the Program and the Project prior to the initiation of a Project phase.  Similarly, a Project Manager should negotiate the key milestones with a Center Project Manager early in the rollout phase of the Center.
These baselined key milestones shall be represented by an "M" in the Text Field 1 of the Microsoft Project schedule, and shall have both baseline and current schedule start and complete dates.  Baseline date changes require approval by the appropriate Manager.  A standard report (view) format shall be provided with the Project schedule submittal (colors, fonts, tables, filters, and bar styles, etc.).  The Program will work closely with the Project Managers to fully define this reporting format.

5.3 Schedule Analysis and Maintenance

Execution of a structured analysis process is required by each Project to ensure the timely completion of schedule analysis and identification of risks and problems.  An effective schedule analysis is typically comprised of three major activities.  The first activity is a structured procedure to obtain the necessary inputs.  Typically, this activity is accomplished at the end of a specified period (for example, week, month).  The next activity focuses on inserting the inputs into the baseline schedule, performing a detailed analysis and generating the final analysis results.  These results are provided to the responsible lead person and the respective scheduler works closely with the lead to assess schedule impacts.  An initial assessment is completed and status report generated.  The third activity is to review the results with the responsible manager (i.e., Program Director, Project Manager, Receiving Center Project Manager).

Project Managers shall review their schedules at least bi-weekly.  A summary project schedule input shall be provided to the Program scheduler bi-weekly so that an integrated Program Schedule can be developed and copies distributed across the various projects and program activities that are affected by the schedule.  The process should identify issues and anomalies that can be resolved by the working level.

Critical Path Analysis

Part of the Project Manager’s schedule analysis shall be a critical path analysis.  The status of the critical path is a specific metric and communicates to management whether the project is on schedule.  For this metric to be effective, the critical path for the project must be realistic.  The following rules of thumb should be applied in critical path analyses:

· A delay of less than 10% indicates a fairly normal fluctuation from the norm.  Though of concern, such delays can usually be recovered with strong guidance from the Project Manager and focused work by the team.

· A delay of 10-20% along the project’s critical path often indicates that the problems are beyond the control of the team, and the Project Manager and Program Director need to ensure that a viable plan is in place to recover.

· A project behind more than 20% along its critical path usually implies that the project schedule is extremely difficult to recover without compromising scope, budget, or quality.  In such a case, the Program Director shall work directly with the Project Manager to assess the reasons for the delay and to institute a recovery plan.  Unless the underlying problems are corrected, its highly likely the project will continue to downslide.

5.4 Schedule Reporting and Communications

On the IFM Program, schedule status is forwarded to the next program level while guidance is provided in the other direction.  At the next program level (for example Program and Project), the respective scheduler ensures the schedule information is integrated to provide a clearer picture of the entire program schedule.  Centers forward schedule information to the Module Projects and the Module Projects likewise send schedule information to the Integration Project and Program.  The Integration Project is focused on the interdependencies that will effect the overall system integration while the Program is centered on interdependencies in change management as well as to obtain a clear picture of the entire Program status.  This schedule reporting concept and process is depicted below
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Figure 5‑5: Schedule Reporting Concept of Operations

Specific schedule reporting processes are as follows:

On a bi-weekly basis, the Projects provide their schedule status to the Program scheduler in the form of Microsoft Project and PDF files.  This weekly input shall consist of a 90-day window (30 days back to 60 days forward) of the WBS activities to Level 5 and the visibility milestones.  The Program scheduler shall integrate the Microsoft Project schedule inputs on a weekly basis and provide an integrated Program Master Schedule to satisfy integration and communication needs.  The Program scheduler shall also use this information to identify issues that the projects should work as part of their normal management processes.  The schedule provided in PDF form shall be archived in the IFM Program Director's Schedule Status Handbook binder.  Additionally, the Program scheduler shall ensure that a view of the Program Schedule is maintained on the IFM web site.

The Projects shall also provide formal schedule reporting to the Program as part of the IFM Program Monthly Status Review (MSR).  The specific report formats are contained in the Resource Management Framework Document.  This information shall be used to ensure a fully integrated program between projects, the Program level and Centers.  It shall also be the basis for external reporting of program activities.

Monthly, an integrated program schedule at the summary level for a 90-day window (30 days back and 60 days forward) shall be developed from inputs from the projects.  The Program Director will review and approve this integrated schedule as part of the Monthly Program Status Review meeting.  The figures below provide an overview of the schedule analysis and reporting processes.

Figure 5‑6: Bi-Weekly Program Schedule Analysis and Reporting Process
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Figure 5‑7: Monthly Program Schedule Analysis and Reporting Process
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9

        

 7

         

8

Project Manager/Team provides revised schedule to

Project Scheduler.

Project Scheduler sends Project Manager-approved

Revised Project Schedule to Program Scheduler.

Program Scheduler integrates and analyzes schedule data,

prepares revised integrated program schedule and provides

revised schedule information to Program Director for review.

         

9

         

4

Program Director provides review comments/

recommended revisions to Project Manager.

         

5

         

6

Program Scheduler sends revised integrated

schedule to Project Schedulers.

Project Scheduler archives the revised integrated

schedule in the Project Schedule Archive.

Dissemination

 and Archiving

Activities


5.5 Schedule Management Commitment and Effectiveness Measures

An important component of the Schedule Management Plan is the identification of metrics to determine management commitment and the effectiveness of schedule management procedures.  Potential measures are:

· Existence of common Work Breakdown Structure to Level 3

· Existence of common schedule management tool to integrate Program / Project / Center schedules

· Formal discussions in baselining Program / Project / Center schedules

· Identifying common Project baselined milestones and common Program visibility events

The effectiveness of the schedule management process can be measured by:

· Reduction in labor to develop, analyze, report and maintain schedules

· Efficiency in disseminating schedule information to various management and program and project personnel

· Ease of ability to identify schedule concerns and issues

· Proper levels of insight which promote visibility and permit effective decision-making

· Adequate time to perform schedule analysis and to effect timely workarounds to eliminate/reduce schedule impacts

· Frequency of schedule re-baselines by phase
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Appendix A

Module Project WBS Dictionary

This attachment is the WBS dictionary for the Module Project WBS.  The letter 'X' in the WBS numbering structure refers to a specific module project.  The designations for 'X' have been highlighted as follows:

	WBS
	Project

	1.0
	IFM Program

	1.1
	NASA HQ

	1.2
	Integration Project

	1.3
	Core Financial

	1.4
	Position Description Management

	1.5
	Resume Management

	1.6
	Budget Formulation

	1.7
	Human Resources

	1.8
	Integrated Asset Management

	1.9
	Reserved

	1.10
	Travel Management

	1.11
	Procurement Management


1.X IFM Module Project

The Module Project activities are defined in six elements: Agency Design Phase, Other Pilot Center Implementation, Pilot Center Training, Pilot Data Conversion, and the Agency Rollout Phase. The Module Project Team works with the Agency Process Team during the Agency Design Phase, implements at the Pilot Center, and is responsible for assisting the NASA Centers in each individual implementation during the Agency Rollout.

1.X.1 Project Management

The Project Management activities include developing and monitoring cost and schedule, forming the Project Team, and monitoring technical performance of the Project. Additional critical functions include risk management, performance management, and safety and mission assurance. Project Management activities are subject to NASA Program and Project Management Processes and Requirements (NASA Procedures and Guidelines (NPG) 7120.5A) and the Integrated Financial Management (IFM) Program Plans and Frameworks.

1.X.1.1 Planning and Control

All processes and procedures relevant to the management of the Module Project are defined and documented as a result of the Planning and Control activities. Budgets and schedules are developed in conjunction with the Program Office. The Project Plan and any necessary agreements across organizations or between the various stakeholders are developed and approved as a part of the Planning and Control activities. Earned Value Management is initiated during this period and is maintained throughout the life of the Project.

1.X.1.2 Acquisition and Contracts

All activities related to the acquisition of products or services are monitored under Acquisition and Contracts, as well as the maintenance of any ongoing contracts for support services. 

1.X.1.3 Risk Management

The major risks inherent to the Project are identified, their impact on the Project is assessed, and the mitigation strategies are developed. A formal Risk Management Plan is developed for the purpose of managing the risks over the life of the Project. The risks are monitored and the strategies implemented to ensure the achievement of a successful Module implementation.

1.X.1.4 Quality Management

Quality Management activities are identified to assess the quality of the product or deliverable to ensure that it meets customer expectations and Project specifications and standards. External Project reviews include IV&V Reviews, Independent Annual Reviews (IAR’s) and NASA Internal Control Reviews.

1.X.1.5 Configuration Management

Configuration Management includes the identification, control, accounting, and verification of requirements and implementation documentation for formal orderly control of the Project configuration. The activities performed as part of Configuration Management include establishing a Configuration Control Board (CCB), developing a charter, providing support to the CCB, implementing approved changes, and conducting Configuration Management Reviews.

1.X.1.6 Change Management

Change Management activities are identified to manage the change to redesigned processes, new work activities and procedures, new or revised organizational roles and responsibilities, as well as in the use of the new system to accomplish the desired work. Key stakeholders are identified, the readiness for change is assessed, change strategy and communication processes are developed and implemented, and lessons learned are documented.

1.X.2 Project Formulation

The Project Formulation Phase activities are associated with the efforts to define the project structure, develop the necessary project planning documentation and to perform the necessary project approval process.  Specific activities are defined in the IFM Program Plan.

1.X.3 Agency Design

The Agency Design Phase provides a standard Agency-configured system, well defined Agency interfaces, and reengineered processes that operate within the capabilities of the software.

1.X.3.1 Design Agency Solution

During the Agency Design Phase, the Implementation Contractor works with the Agency Process Team to establish the application functionality. The user requirements are validated, and gaps between the new and existing systems, processes and requirements are identified. System gaps are eliminated through alternative configuration approaches, process redesigns, reengineering of business rules and processes, and / or software modifications. Additionally, configuration items that should be coordinated beyond the current Modules are identified. All configuration decisions are documented and maintained as deliverables.

1.X.3.2 Develop Agency Interfaces

Activities include conducting training sessions to validate capabilities, validating Agency interface requirements and application functionality, developing interface definition agreements, and designing / developing the interfaces.

1.X.3.3 Develop Agency Reporting Capability

The Agency Process Team maps the minimum standard report requirements to the software standard reports and performs a gap analysis. Based on the gap analysis, a decision is made to 1) alter the Agency’s requirements to correspond with the software capabilities, 2) utilize an external query software package within the framework of the Agency reporting strategy as defined by the Integration Project Team to extract the desired data, or 3) design, code, test and implement a new report for the selected software.

1.X.3.4 Develop Agency Training and Procedures

The Agency Training / User Procedures are developed during the Agency Design Phase. The curriculum is role based and closely aligned with business scenarios. The Agency Process Team ensures that the end user training materials incorporate the policies and procedures developed throughout the Agency Design Phase.

1.X.3.5 Develop Agency Security and Controls

During this activity, the Implementation Contractor and the Agency Process Team develop security user groups and separation of duty control rules that govern user access to the business functions and data. These conventions define security profiles based on roles and responsibilities that define user privileges to retrieve, create, update, or delete data.

1.X.3.6 Develop Agency Data Conversion

The Agency Data Conversion tasks include the development of guidelines and specifications that facilitate the movement of data from the Agency’s legacy systems to the software applications, extensions or bolt-ons. The Agency Process Team develops a data conversion strategy, which addresses the amount and type of data to be converted, Agency crosswalks, and sequencing. Specific transition data structures are identified to support the specifications.

1.X.3.7 Develop Agency Extensions & Bolt-ons

During this phase, design specifications are developed and approval for those specifications is obtained. Agency extensions and bolt-ons are developed where a need is identified. 

1.X.3.8 Perform Agency Solution Testing

Verification and validation testing is performed on the Agency configuration, Agency extensions and bolt-ons, and Agency interfaces to ensure compliance with the functional requirements. 

1.X.3.9 Develop Detailed Technical Architecture

The Integration Project shall be responsible for working with the Module Project’s technical focal point and the Implementation Contractor in the definition of the detailed technical architecture.

1.X.4 Other Pilot Center Implementation

The Pilot Center Implementation activity serves as the model or template for the other implementation sites. The Agency-configured system, interfaces and reengineered processes developed by the Agency Process Team during the Agency Design Phase are the foundation for the activities performed during this phase.

1.X.4.1 Design Pilot Center Solution

During this phase, the Implementation Contractor works with the Pilot Center Project Team to establish the application functionality. The user requirements are validated and gaps between the new and existing systems, processes and requirements are identified. System gaps are eliminated through alternative configuration approaches, process redesigns, and reengineering of business rules and processes. Additionally, configuration items that should be coordinated beyond the current Modules are identified. All configuration decisions are documented and maintained as deliverables.

1.X.4.2 Develop Pilot Center Interfaces

Pilot Center Project Team activities include analyzing Agency requirements, taking inventory of current systems, and providing information needed to determine which legacy systems to retain. The current systems inventory activities include an analysis of functionality, determining whether or not the functionality is outside the selected software scope, and determining the existing systems that will be retained. Interface Definition Agreements are developed, and the interfaces are designed and developed.

1.X.4.3 Develop Pilot Center Reports

The Pilot Center Project Team maps the Center report requirements to the Agency reports and performs a gap analysis. Based on the gap analysis, a decision is made to 1) alter the Center’s reporting requirements to conform to the Agency’s standard reporting capabilities, 2) utilize a tool to query the data and develop a report, or 3) design a new report with the selected software.

1.X.4.4 Develop Pilot Center Security & Controls

During this task, the Pilot Center Project Team aligns Center organizations with new processes and user roles, maps Center personnel to the Agency user groups, and populates the user security data.

1.X.4.5 Perform Pilot Center System and Integration Testing

Test plans are developed and verification and validation testing is performed on the Pilot Center configuration, Pilot Center data conversion, and Pilot Center and Agency interfaces to ensure compliance with the functional and data requirements. Testing includes validation of the critical path functional processes executed in the integrated environment as well as verifying that hardware and software performances meet the agreed upon standard.

1.X.4.6 Pilot Center Cutover

The Pilot Center Cutover task includes all activities associated with the transition of the Pilot Center to the new system. The operational procedures are developed, all data cleanup activities are performed, the data conversion is verified, and all appropriate Pilot Center personnel are trained. The system administration and security functions are established, and a migration plan is developed that includes a scheduled Operation Readiness Review, production cutoff procedures, and processes for transitioning and overseeing operations.

1.X.4.7 Pilot Center Post-Cutover Activities

The Pilot Center Post Cutover Activities include assessing the operational environment, establishing formal user and systems support functions, developing a plan for the Pilot Center’s legacy systems, and recommending future business and technical directions.

1.X.5 Pilot Center Training

The Pilot Center Training task includes all the activities involved with the development of the Training Plan and the training materials as well as the actual delivery of the training to the users. 

1.X.5.1 Develop Pilot Center Training Plan

The Training Plan will include the number of users to be trained, the type and level of training required, the training environment requirements, and the training approach. Trainers are identified and prepared. The Training Communication Process is developed, the success criteria are specified, and the training schedule is developed. The training environment is established, and the sustaining Training Plan is developed.

1.X.5.2 Develop Pilot Center Training Materials

All Training Materials needed for the successful delivery of the Pilot Center training will be developed. Training manuals, reference manuals and User's Guides are some examples of the materials needed.

1.X.5.3 Conduct Pilot Center Training

All types and levels of training are delivered and the results evaluated. Modifications identified as a result of the evaluation activities are incorporated into the Training Plan(s), training materials, reference documents, and User’s Guides as appropriate.

1.X.6 Pilot Center Data Conversion

The Pilot Center performs the data conversion based on the Agency Design Phase Data Conversion guidelines and specifications.

1.X.6.1 Cleanse and Prepare Legacy Data

Pilot Center Data Conversion activities include all tasks associated with the cleanup of the existing legacy data at the Pilot Center. 

1.X.6.2 Define and Develop Data Conversion Processes

Data Conversion Processes are defined and developed, the data conversion schedule is generated, and a Business Contingency Plan is developed. Existing conversion documentation and lessons learned are reviewed, and the data / files and volume to be converted are identified. Network data traffic requirements are estimated and conversion resources are determined. Conversion tools are identified and the conversion approach is documented. Ownership to the files / data is assigned, the conversion rule templates are created, and data reconciliation crosswalks are developed.

1.X.6.3 Perform Data Conversion

The conversion routines are unit tested. Mock data conversion is conducted and the results are verified. The conversion and verification activities are repeated until the success criteria specified in the conversion approach have been satisfied.

1.X.7 Agency Rollout 

During the Agency Rollout Phase, the Module is implemented at each of the remaining Centers.  The letter 'Y' in the WBS numbering structure below refers to a specific receiving Center.  The designations for 'Y' are as follows:

1 - ARC

2 - DFRC

3 - GRC

4 - GSFC

5 - HQ

6 - JSC

7 - KSC

8 - LaRC

9 - MSFC

10 - SSC

1.X.7.Y Center Name

The tasks defined below are performed at each Center as the Module is implemented Agency-wide following the Pilot Center Implementation.

1.X.7.Y.1 Project Management

Each individual Center works with the Module Project during the Agency Rollout Phase to implement the Module. Center implementation status reporting to the Program Office is delivered through the Module Project. The Module Project has the ultimate responsibility for the successful implementation.

1.X.7.Y.2 Other Center Implementation

The Agency-configured system, interfaces and reengineered processes developed by the Agency Process Team during the Agency Design Phase, combined with the results of the Pilot Center Implementation, serve as the foundation for the activities performed. Each Center incorporates the models, templates and processes that result from the Pilot Center into the implementation strategy for that Center.

1.X.7.Y.3 Center Training

The Center Training activities include the development of the Training Plan and the training materials as well as the actual delivery of the Training to the users. The plans, schedules and training materials developed during the Pilot Center Implementation serve as templates for each individual Center. Modifications to these Pilot documents and to the Center training strategy are based on the individual Center user demographics.

1.X.7.Y.4 Center Data Conversion

Each Center performs the data conversion based on the guidelines and specifications developed during the Agency Data Conversion and the lessons learned at the Pilot Center. The data conversion strategy, which addresses the amount and type of data, crosswalks and sequencing, is identified as well as the specific transition data structures to support the specifications.

1.X.8 Technical Refreshment 

During the Technical Refreshment Phase, required enhancements will be performed to ensure the module components remain current with end user needs and technology advances.
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Appendix B

Enterprise WBS Dictionary

This attachment is the WBS dictionary for the Enterprise WBS.  The letter 'X' in the WBS numbering structure refers to a specific module project.  The designations for 'X' are as follows:

	3
	Core Financial

	4
	Position Description Management

	5
	Resume Management

	6
	Budget Formulation

	7
	Human Resources

	8
	Integrated Asset Management

	9
	Reserved

	10
	Travel Management

	11
	Procurement Management


2.X IFM Module Project

The Module Project activities, performed by the Receiving Centers, are defined in six elements:  Project Management, Other Center Implementation, Center Training, Center Data Conversion, and Operations & Sustaining Support.  Each of these 6 elements is described below.

2.X.1 Project Management

The Project Management activities include developing and monitoring cost and schedule, forming the Project Receiving Project Team, and monitoring technical performance of the Project. Additional critical functions include risk management, performance management, and safety and mission assurance.  Project Management activities are subject to NASA Program and Project Management Processes and Requirements (NPG 7120.5A), the Integrated Financial Management (IFM) Program Plans and Frameworks, and Module Project Plans.

2.X.1.1 Planning and Control

All processes and procedures relevant to the management of the Receiving Center are defined and documented as a result of the Planning and Control activities.  Budgets and schedules are developed in conjunction with the Program Office.  The Center Project Plan and any necessary agreements across organizations or between the various stakeholders are developed and approved as a part of the Planning and Control activities.

2.X.1.2 Acquisition and Contracts

All activities related to the Center acquisition of products or services are monitored under Acquisition and Contracts, as well as the maintenance of any ongoing contracts for support services.

2.X.1.3 Quality Management

Quality Management activities are identified to assess the quality of the product or deliverable to ensure that it meets customer expectations and Project and Center-specific specifications and standards.

2.X.1.4 Configuration Management

Configuration Management includes the identification, control, accounting, and verification of requirements and implementation documentation for formal orderly control of the Project configuration.  The activities performed as part of Configuration Management include establishing a Center Configuration Control Board (CCB), developing a charter, providing support to the CCB, implementing approved changes, and conducting Configuration Management Reviews.

2.X.1.5 Change Management

Change Management activities are identified to manage the change to redesigned processes, new work activities and procedures, new or revised organizational roles and responsibilities, as well as in the use of the new system to accomplish the desired work. Key stakeholders are identified, the readiness for change is assessed, change strategy and communication processes are developed and implemented, and lessons learned are documented. 

2.X.2 Other Center Implementation

The Pilot Center Implementation activity serves as the model or template for the Center implementations. Also, the Agency-configured system, interfaces and reengineered processes developed by the Agency Process Team during the Agency Design Phase are the foundation for the activities performed during this phase.

2.X.2.1 Design Center Software Solution

During this phase, the Implementation Contractor works with the Receiving Center Project Team to establish the Center-specific application functionality.  The Receiving Center user requirements are validated and gaps between the new and existing systems, processes and requirements are identified.  System gaps are eliminated through alternative configuration approaches, process redesigns, and reengineering of business rules and processes.  Additionally, configuration items that should be coordinated beyond the current Modules are identified.  All configuration decisions are documented and maintained as deliverables.

2.X.2.2 Develop Center Interfaces

Receiving Center Project Team activities include analyzing Center-specific requirements, taking inventory of current systems, and providing information needed to determine which legacy systems to retain.  The current Center systems inventory activities include an analysis of functionality, determining whether or not the functionality is outside the selected software scope, and determining the existing systems that will be retained.  Receiving Center Interface Definition Agreements are developed, and the interfaces are designed and developed.

2.X.2.3 Develop Center Reports

The Receiving Center Project Team maps the Center report requirements to the Agency reports and performs a gap analysis.  Based on the gap analysis, a decision is made to 1) alter the Center’s reporting requirements to conform to the Agency’s standard reporting capabilities, 2) utilize a tool to query the data and develop a report, or 3) design a new report with the selected software.

2.X.2.4 Center Security and Controls

During this task, the Receiving Center Project Team aligns Center organizations with new processes and user roles, maps Center personnel to the Agency user groups, and populates the user security data.

2.X.2.5 Perform System and Integration Testing

Receiving Center Test plans are developed and verification and validation testing is performed on the Receiving Center configuration, Receiving Center data conversion, and Receiving Center interfaces to ensure compliance with the functional and data requirements.  Testing includes validation of the critical path functional processes executed in the integrated environment as well as verifying that hardware and software performances meet the agreed upon standard.

2.X.2.6 Perform Center Cutover

The Receiving Center Cutover task includes all activities associated with the transition of the Receiving Center to the new system.  The operational procedures are developed, all data cleanup activities are performed, the data conversion is verified, and all appropriate Receiving Center personnel are trained.  The system administration and security functions are established, and a migration plan is developed that includes a scheduled Center Operation Readiness Review, production cutoff procedures, and processes for transitioning and overseeing operations.

2.X.2.7 Center Post-Cutover Activities

The Receiving Center Post‑Cutover Activities include assessing the operational environment, establishing formal user and systems support functions, developing a plan for the Receiving Center’s legacy systems, and recommending future business and technical directions.

2.X.3 Center Training

The Receiving Center Training task includes all the activities involved with the development of the Receiving Center Training Plan and the training materials as well as the actual delivery of the training to the users.

2.X.3.1 Develop Training Plan

The Receiving Center Training Plan will include the number of users to be trained, the type and level of training required, the training environment requirements, and the training approach.  Trainers are identified and prepared.  The Receiving Center Training Communication Process is developed, the success criteria are specified, and the training schedule is developed.  The training environment is established, and the sustaining Receiving Center Training Plan is developed.

2.X.3.2 Develop Training Materials

All Training Materials needed for the successful delivery of the Receiving Center training will be developed.  Training manuals are some examples of the materials needed.

2.X.3.3 Conduct Training

All types and levels of Center Training are delivered and the results evaluated.  Modifications identified as a result of the evaluation activities are incorporated into the Center Training Plan, training materials, reference documents, and User’s Guides as appropriate.

2.X.4 Center Data Conversion

The respective Center performs the data conversion based on the Center Data Conversion guidelines and specifications.

2.X.4.1 Cleanse and Prepare Legacy Data

Receiving Center Data Conversion activities include all tasks associated with the cleanup of the existing legacy data at the respective Center.

2.X.4.2 Define and Develop Data Conversion Processes

Receiving Center Data Conversion Processes are defined and developed, the data conversion schedule is generated, and a Business Contingency Plan is developed.  Existing conversion documentation and lessons learned are reviewed, and the data / files and volume to be converted are identified.  Network data traffic requirements are estimated and conversion resources are determined.  Receiving Center Conversion tools are identified and the conversion approach is documented.  Ownership to the Center files / data is assigned, the conversion rule templates are created, and Receiving Center data reconciliation crosswalks are developed.

2.X.4.3 Perform Data Conversion

The conversion routines are unit tested. Mock data conversion is conducted and the results are verified.  The conversion and verification activities are repeated until the success criteria specified in the conversion approach have been satisfied.

2.X.5 Operations & Sustaining Support

Operations & Sustaining Support provides the necessary assistance to ensure full operations and technical refresh of the IFM system during the operational phase (post-development).

2.X.5.1 Business Process Support

This support ensures the continued refinement of the Agency and Center business processes to account for changes during the system life cycle.  This element includes process analysis, process refinement and process implementation.

2.X.5.2 User Interface Support

This support ensures the continued support and refinement of the system user interfaces.

2.X.5.3 Application Functional Support

This support ensures the continued refinement of the Agency and Center-specific functional architecture and configuration.  This element includes the functional analysis, interface design, testing, and implementation.

2.X.5.4 Application Development Support

This support ensures the continued refinement of the application software to address technical refresh and Agency and Center-specific changes.  This element includes the application analysis, design, testing, and implementation.

2.X.5.5 Application Operations Support

This support ensures the continued operations support to resolve application issues at the NACC and Centers.  This element includes the help desk operations and direct support to the Center users.  This element includes the labor and material costs associated with providing life cycle operational support.

2.X.5.6 Infrastructure Support

This support ensures ongoing efforts to maintain and enhance the underlying infrastructure supporting the system.  Infrastructure elements include all hardware, systems software, and networks.
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Appendix C

Integration Project WBS Dictionary

Purpose

The purpose of the document is to define the Work Breakdown Structure (WBS) of the Integration Project Office. 

1.2 Integration Project Office

The Integration Project Office is responsible to define and implement the integration architecture. In support of the Integrated Financial Management (IFM) Program goals, the Integration Project defines and maintains the IFM business and applications architectures. By working with each Module Project Team, the Integration Project defines business processes and points of integration. Additionally, the Integration Project defines and maintains the technical infrastructure. Again, the Integration Project works with each Module Project Team to define technical requirements and to acquire hardware and software in compliance with Agency information technology standards.  Currently WBS elements 1.2.1 and 1.2.2.x are defined.

1.2.1 Infrastructure Support 

Infrastructure support is to provide assistance for the underlying basic framework of computer information systems.

1.2.1.1 Project Management

Project management is the process of defining the project, objectives, and approaches; and establishing project responsibilities and management controls.

1.2.1.1.1 Program Support 

Program Support provides assistance to the Program Office in defining the project, objectives, and approaches; and establishing project responsibilities and management controls. As part of Program Support, the Integration Project is responsible for the following “framework” documents:

Integration Tools and Standards provides the framework to support the acquisition, integration, and deployment of the software modules that support the IFM Program.

Requirements Management identifies the multiple levels of requirements in the Program, defines standards requirement definitions to be followed by the Agency Process and Module Project teams, and depicts the requirement management process to be followed by each of the Module Projects

Configuration Management provides the framework that defines the discipline to be used for identifying the components of the IFM Program, documenting the characteristics of those components, controlling changes to the characteristics, and assisting in determining the effects on the system if the changes are approved and implemented.

Document Management provides the framework for guiding, supporting and managing project documentation.

Integration Role in Project provides the framework that identifies the roles and responsibilities the Integration Project will perform during the Program life cycle.

Operations Framework provides the framework that establishes the model for the successful transition and operation of the Module Projects within the IFM Program.  

Testing Framework provides the framework that defines the scopes and types of testing, the testing approach and deliverables, the testing procedures, the testing roles and responsibilities and the testing environment.  It also provides a framework for planning, preparing, executing and recording performance testing conducted for all projects within the IFM Program. 

Quality Assurance provides framework for the points of independent review during a Module Project life cycle.

1.2.1.1.2 Planning and Control

Project Planning is the process that defines the scope of the project, assembles the organization, allocates the resources, details the activities planned, establishes the concepts and sets up the technical environment. Project Control is the process that helps continually monitor the identification and measure of deviations from the project schedule. Project control is performed throughout the life of the project.  During the planning and control phase the following documents are developed:

The Configuration Management Plan defines its Configuration Control Board (CCB) charter in accordance with the program-level configuration management plan. The Integration Project will provide representation on the project CCB.

The Requirement Management Plan defines its process for management of business and system requirements in accordance with the program‑level plan.

The Business Case defines a case for change, identifies viable alternatives and provides a recommended alternative. The Integration Project will support the effort by providing hardware maintenance and operating costs and by assisting in the integration of the project. 

The Concept of Operations provides the blueprint for the Module Project and Agency Process Team interaction, including the Agency Process Team structure, roles and responsibilities, project direction and acquisition strategy, the desired ‘end state’ of the project and a conceptual technical architecture.

The Scope Document identifies the business functions to be included in the project, the legacy systems to be impacted, and interfaces required by the project.

The Project Plan defines the project, objectives, and approaches; and establishes project responsibility and management controls. It provides a project overview, describes project organizational structure, defines project management, and establishes the project schedule.

1.2.1.1.3 Acquisition and Contracts

Acquisition is the process of procuring required products or services from a resource outside the Agency.  The component activities of acquisition are identifying requirements, strategizing implementation, executing contracts and non-procurement instruments, and monitoring performance. The purpose of these activities will identify the needs of the project, determine how to best satisfy those needs, and develop an implementation strategy.  The Integration Project Team activities will include validating technical requirements against candidate software; gaining familiarization with software and implementation services; participating in the selection software vendor and implementer; identifying integration issues; and supporting software gap analysis.

A contract is a binding, enforceable agreement that obligates the performance of one party to provide supplies or services, usually in consideration for monetary payments. The Integration Project Team shall execute contracts and non-procurement instruments per acquisition strategy. This activity is to select the most appropriate instrument to satisfy the goals of the project.

1.2.1.1.4 Risk Management 

Risk management is the process setup at the start of the project to identify, analyze, and respond to risks at an early stage, before they threaten the project.  The Integration Project Team will develop a Risk Management Plan that identifies the potential risks. A risk, as defined in NASA NPG 7120.5A, is the probability that a project will experience undesirable consequences. A Risk Management Plan documents how risks will be managed on a project and the processes, activities, milestones and responsibilities associated with risk management.
1.2.1.2 Business and Application Architecture

Business & Application Architecture are the functional programs that perform data or information processing tasks required by the user and interchanges data between applications, platforms, languages, and data structure.  


1.2.1.2.1 Develop and maintain business architecture is the process of designing the structure and preserving the developed business architecture from failure or decline. Business architecture defines business processes, information needs, and organizational structures that support the Agency’s Strategic Plan and mission. The business architecture will consist of enterprise business and data models that represent high-level “as-is” and “go-to” states of the functions and processes that are included in the scope of the final integrated system. The model represents a blueprint of the interaction between the high‑level functions and processes. 

1.2.1.2.2 Develop and maintain application architecture is the process of designing the structure and preserving the developed application architecture from failure or decline. Application architecture defines the logical set of integrated applications that are deployed to meet the requirements defined by the business architecture. The applications architecture represents those parts of the business architecture that are addressed using specific applications including both IFM modules and Agency-wide and Center-specific legacy systems. The applications architecture is a mapping of the high-level “to-be” process and data models to specific target applications.

1.2.1.3 Technical Architecture 

Technical architecture is the equipment, information resources, and human resources used to support information technology.  Information technology is any equipment or interconnected system or subsystem of equipment that is used in the automatic acquisition, storage, manipulation, management, movement, control, display, switching, interchange, transmission, or reception of data or information.

1.2.1.3.1 Develop and maintain integration architecture is the process of designing the structure and preserving the developed technology architecture from failure or decline. Technology architecture describes the technical components and infrastructure required to support the application architecture.  The formal model will serve as the infrastructure model.  There are two significant elements of the technology layer: 1) the technical architecture of the IFM Data Center and 2) the intersect points with the existing and emerging NASA IT environment.

1.2.1.3.2 Develop and maintain information delivery architecture is the process of designing the structure and preserving the developed information delivery architecture from failure or decline. The information delivery architecture is an integrated data warehouse across all IFM modules.  This data warehouse will evolve as each Module Project is implemented.

1.2.1.4 Operations Planning  

Operation planning is development of the operations strategy related to the Integration Project. Operations are the facilities, equipment, human resources, information resources, and administrative and project support services.

1.2.2.x Module Support

Module support provides assistance for the software applications programs/systems that collectively support the business processes. Currently the following software/functional modules are candidates for projects: 

· Core Financial

· Position Description Management

· Resume Management

· Budget Formulation

· Human Resources

· Integrated Asset Management

· Travel Management

· Procurement Management

1.2.2.x.1 Project Formulation 

Project management is the process of defining the project, objectives, and approaches; and establishing project responsibilities and management controls. The Integration Project will provide project management support to the Module Project Team.
1.2.2.x.2 Agency Design

The Agency Design Phase provides a standard Agency-configured system, well-defined Agency interfaces, and re‑engineered processes that operate within the capabilities of the software and are approved by the Project Steering Committee.  The Integration Project will provide support to the Module Project in the preparation of the deliverables.
1.2.2.x.3 Pilot Center Implementation Phase

The Pilot Center Implementation Phase serves as the model or template for the other implementation sites.  The Agency-configured system, interfaces and re‑engineered processes developed by the Agency Process Team during the Agency Design Phase are the foundation for the activities performed during this phase. The activities included during this phase are all Pilot Center activities except for training and data conversion.

1.2.2.x.4 Pilot Center Technical Architecture

Define and Deploy Detailed Technical Architecture is the process of designing and installing the specific Technical Architecture. Technical Architecture is the equipment, information resources, and human resources used to support the Information Technology.  
The Integration Project is responsible for coordinating the integration of the IFM module’s technical architecture with the existing technical architecture of the Pilot Center.  The Integration Project works with the Module Project to address technical architecture issues that arise during the pilot implementation. 

1.2.2.x.5 Pilot Center Cutover Activities

In the Pilot Center Cutover Phase the deployment assessment is made and the Data Cleansing procedure is executed.  The Pilot Center Operational Readiness Review (ORR) is conducted to establish the readiness to go live.
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Appendix D

Sample Module Project

Baselined Visibility Events

This attachment provides generic Module Project Baselined Visibility Events to be considered by each Project.  

	Program Visibility Events
	Baselined Visibility Description
	Work Breakdown Structure

	1
	Approved Baseline Project Schedule
	1.X.1 (Project Management)

	2
	Approved Software Acquisition Plan
	1.X.1 (Project Management)

	3
	Approved Acquisition Documents
	1.X.1 (Project Management)

	4
	Approved Baseline Risk Management Plan
	1.X.1 (Project Management)

	5
	Approved Quality Assurance Plan
	1.X.1 (Project Management)

	6
	Approved Issue Resolution Plan
	1.X.1 (Project Management)

	7
	Approved Baseline CCB Charter as Addendum to Configuration Management Plan
	1.X.1 (Project Management)

	8
	Approved Change Management Plan (Includes Training)
	1.X.1 (Project Management)

	9
	Approved Communications Plan
	1.X.1 (Project Management)

	10
	Approved Business Case
	1.X.2 (Project Formulation)

	11
	Approved Baseline Requirements Definitions
	1.X.2 (Project Formulation)

	12
	Validated Process Flow and Requirements via IV&V
	1.X.2 (Project Formulation)

	13
	Approved Scope Document
	1.X.2 (Project Formulation)

	14
	Approved Project Plan
	1.X.2 (Project Formulation)

	15
	Approved Integration Project Agreement
	1.X.2 (Project Formulation)

	16
	Completion of First IAR or SMO Independent Review
	1.X.2 (Project Formulation)

	17
	Approved Updated Business Process Flows and Requirements
	1.X.3 (Agency Design) 

	18
	Approved Final Software Gap Analysis
	1.X.3 (Agency Design) 

	19
	Approved Final Configuration Definition
	1.X.3 (Agency Design) 

	20
	Approved Baseline Report Requirements
	1.X.3 (Agency Design) 

	21
	Approved Interface Design Agreement
	1.X.3 (Agency Design)

	22
	Approved Interface Control Document
	1.X.3 (Agency Design)

	23
	Approval of Design Baseline (Complete Design Review)
	1.X.3 (Agency Design) 

	24
	Completed Subsystem Tests
	1.X.3 (Agency Design) 

	25
	Completed Agency Interface Test
	1.X.3 (Agency Design)

	26
	Approved Agency Training Plan
	1.X.3 (Agency Design) 

	27
	Approved Agency Training / User Procedures
	1.X.3 (Agency Design) 

	28
	Approved Agency Security Plan
	1.X.3 (Agency Design) 

	29
	Steering Committee Approval of Specifications for Data Conversion
	1.X.3 (Agency Design) 

	30
	Approval of Agency Extension/Bolt-on Specifications
	1.X.3 (Agency Design) 

	31
	Approved Agency Design Integration Test Plan
	1.X.3 (Agency Design)

	32
	Completed Agency Design System Test 
	1.X.3 (Agency Design) 

	33
	Completed Agency Design Performance Test 
	1.X.3 (Agency Design)

	34
	Approved Final Agency Design Baseline  (Baseline Freeze)
	1.X.3 (Agency Design)

	35
	Completion of Hardware Installation 
	1.X.3 (Agency Design) 

	36
	Received Vendor Technical Documentation
	1.X.3 (Agency Design) 

	37
	Approved Pilot Center Business Process Flows and Requirements
	1.X.4 (Pilot Center Implementation) 

	38
	Approved Pilot Center Software Gap Analysis at Pilot Center
	1.X.4 (Pilot Center Implementation) 

	39
	Approved Final Pilot Center Configuration Definition
	1.X.4 (Pilot Center Implementation) 

	40
	Approved Pilot Center Interface Definition Agreements
	1.X.4 (Pilot Center Implementation) 

	41
	Approved Pilot Center Interface Control Document
	1.X.4 (Pilot Center Implementation)

	42
	Approval of Pilot Center Design Baseline (Complete Design Review)
	1.X.4 (Pilot Center Implementation)

	43
	Completed Pilot Center Subsystem Tests
	1.X.4 (Pilot Center Implementation) 

	44
	Completed Pilot Center Test Readiness Review
	1.X.4 (Pilot Center Implementation) 

	45
	Completed Pilot Center System Integration and Testing
	1.X.4 (Pilot Center Implementation) 

	46
	Approved Final Pilot Center System Design / Establish Baseline (Baseline Freeze)
	1.X.4 (Pilot Center Implementation)

	47
	Completed Integration Test of Subsystem with System
	1.X.4 (Pilot Center Implementation)

	48
	Completed Performance Test of Subsystem with System
	1.X.4 (Pilot Center Implementation)

	49
	Approved Baseline Operations Plan
	1.X.4 (Pilot Center Implementation) 

	50
	Approved Operational Procedures
	1.X.4 (Pilot Center Implementation) 

	51
	Completed Operations Readiness Review
	1.X.4 (Pilot Center Implementation) 

	52
	Full Production Live Date
	1.X.4 (Pilot Center Implementation) 

	53
	Approved Pilot Center Training Plan
	1.X.5 (Pilot Center Training) 

	54
	Approved Training Materials and Schedule
	1.X.5 (Pilot Center Training) 

	55
	Conducted End-User Training
	1.X.5 (Pilot Center Training) 

	56
	Approved Pilot Center Data Conversion Plan
	1.X.6 (Pilot Center Data Conversion) 

	57
	Completed Pilot Center Data Conversion
	1.X.6 (Pilot Center Data Conversion) 

	58
	Full Production Live Date
	2.X.1 (Other Center Implementation) 

	59
	Approved Center Transition Plan 
	2.X.1 (Other Center Implementation)

	60
	Approved Baseline Software Gap Analysis
	2.X.1 (Other Center Implementation)

	61
	Approved Baseline Interface Requirements
	2.X.1 (Other Center Implementation)

	62
	Approval of Center Design Baseline (Complete Center Design Review)
	2.X.1 (Other Center Implementation)

	63
	Completed Test Readiness Review
	2.X.1 (Other Center Implementation)

	64
	Completed Operational Readiness Review
	2.X.1 (Other Center Implementation)

	65***
	Full Production Live Date***
	2.X.X (Other Center Implementation) 

	66***
	Approved Center Transition Plan ***
	2.X.X (Other Center Implementation)

	67***
	Approved Baseline Software Gap Analysis***
	2.X.X (Other Center Implementation)

	68***
	Approved Baseline Interface Requirements***
	2.X.X (Other Center Implementation)

	69***
	Approval of Center Design Baseline (Complete Center Design Review) ***
	2.X.X (Other Center Implementation)

	70***
	Completed Test Readiness Review***
	2.X.X (Other Center Implementation)

	71***
	Completed Operational Readiness Review***
	2.X.X (Other Center Implementation)


*** Repeated for each Center

� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





� EMBED Word.Picture.8  ���





Level 1 (





Level 2 (





























Level 3 (








� EMBED Word.Picture.8  ���








2

[image: image22.wmf][image: image23.wmf][image: image24.wmf][image: image25.wmf][image: image26.wmf][image: image27.wmf][image: image28.wmf][image: image29.wmf][image: image30.wmf][image: image31.wmf][image: image32.wmf][image: image33.wmf][image: image34.wmf][image: image35.wmf][image: image36.wmf][image: image37.wmf][image: image38.wmf][image: image39.wmf][image: image40.wmf][image: image41.png]


[image: image42.png]


[image: image43.png]


[image: image44.png]


[image: image45.wmf] 

Module Project

 

Project

 

Management

 

2

 

.X.

 

1

 

2

 

.X.

 

1.1 Planning and

 

Control

 

2

 

.X.

 

1.2 Acquisition

 

and Contracts

 

2.X.

 

1.3 Quality

 

Management

 

2

 

.X.

 

1.4 Configuration

 

Management

 

2

 

.X

.

 

1.5 Change

 

Management

 

Other Center

 

Implementation

 

2

 

.X.

 

2

 

2

 

.X.

 

2.1 Design Center

 

Software Solu

tion

 

2

 

.X.

 

2.2 Develop Center Interfaces 

 

2

 

.X.

 

2.3 Develop Center Reports

 

2

 

.X.

 

2.4 Center Security and

 

Controls

 

2

 

.X.

 

2.5 Perform System &

 

Integration Testing

 

2

 

.X.

 

2.6 Perform Center Cutover

 

2

 

.X.

 

2.7 Center Post

-

Cutover

 

Activities

 

Operations &

 

2

 

.X.

 

5

 

2

 

.X

 

Center

 

Training

 

2

 

.X.

 

3

 

2

 

.X.

 

3.1 Develop Training

 

Plan

 

2

 

.X.

 

3.2 Develop Training

 

Materials

 

2

 

.X.

 

3.3 Conduct Training

 

Center

 

Data Conversion

 

2

 

.X.

 

4

 

2

 

.X.

 

4.1 Cleanse and Prepare

 

Legacy Data

 

2

 

.X.

 

4.2 Defin

e and Develop

 

Data Conversion Processes

 

2

 

.X.

 

4.3 Perform Data

 

Conversion

 

Sustaining Support

 

2

 

.X.

 

5.1 Business

 

Process Support

 

2

 

.X.

 

5.2 User Interface

 

Support

 

2

 

.X.

 

5.3 Application

 

Functional Support

 

2

 

.X.

 

5.4 Application

 

Devel

opment Support

 

Operations Support

 

2

 

.X.

 

5.5 Application

 

2

 

.X.

 

5.6 Infrastructure

 

Support

 

[image: image46.wmf][image: image47.jpg]


[image: image48.wmf] 

Module Project

 

Project

 

Management

 

2

 

.X.

 

1

 

2

 

.X.

 

1.1 Planning and

 

Control

 

2

 

.X.

 

1.2 Acquisition

 

and Contracts

 

2.X.

 

1.3 Quality

 

Management

 

2

 

.X.

 

1.4 Configuration

 

Management

 

2

 

.X

.

 

1.5 Change

 

Management

 

Other Center

 

Implementation

 

2

 

.X.

 

2

 

2

 

.X.

 

2.1 Design Center

 

Software Solu

tion

 

2

 

.X.

 

2.2 Develop Center Interfaces 

 

2

 

.X.

 

2.3 Develop Center Reports

 

2

 

.X.

 

2.4 Center Security and

 

Controls

 

2

 

.X.

 

2.5 Perform System &

 

Integration Testing

 

2

 

.X.

 

2.6 Perform Center Cutover

 

2

 

.X.

 

2.7 Center Post

-

Cutover

 

Activities

 

Operations &

 

2

 

.X.

 

5

 

2

 

.X

 

Center

 

Training

 

2

 

.X.

 

3

 

2

 

.X.

 

3.1 Develop Training

 

Plan

 

2

 

.X.

 

3.2 Develop Training

 

Materials

 

2

 

.X.

 

3.3 Conduct Training

 

Center

 

Data Conversion

 

2

 

.X.

 

4

 

2

 

.X.

 

4.1 Cleanse and Prepare

 

Legacy Data

 

2

 

.X.

 

4.2 Defin

e and Develop

 

Data Conversion Processes

 

2

 

.X.

 

4.3 Perform Data

 

Conversion

 

Sustaining Support

 

2

 

.X.

 

5.1 Business

 

Process Support

 

2

 

.X.

 

5.2 User Interface

 

Support

 

2

 

.X.

 

5.3 Application

 

Functional Support

 

2

 

.X.

 

5.4 Application

 

Devel

opment Support

 

Operations Support

 

2

 

.X.

 

5.5 Application

 

2

 

.X.

 

5.6 Infrastructure

 

Support

 

[image: image49.wmf]_1041668020.bin

_1066219858.vsd

_1068636371.vsd

_1072598261.vsd

_1068620430.doc


2.7 Center Post-Cutover







Support







5.6 Infrastructure







.X.







2







5.5 Application







.X.







2







Operations Support







Development Support







5.4 Application







.X.







2







Functional Support







5.3 Application







.X.







2







Support







5.2 User Interface







.X.







2







Process Support







5.1 Business







.X.







2







Sustaining Support







Conversion







4.3 Perform Data







.X.







2







Data Conversion Processes







4.2 Define and Develop







.X.







2







Legacy Data







4.1 Cleanse and Prepare







.X.







2







4







.X.







2







Data Conversion







Center







Center







Training







2







.X.







3







2







.X.







3.1 Develop Training







Plan







2







.X.







3.2 Develop Training







Materials







2







.X.







3.3 Conduct Training







.X







2







5







.X.







2







Operations &







Activities







.X.







2







2.6 Perform Center Cutover







.X.







2







Integration Testing







2.5 Perform System &







.X.







2







2







.X.







2.4 Center Security and







Controls







2.3 Develop Center Reports







.X.







2







2.2 Develop Center Interfaces 







.X.







2







Software Solution







2.1 Design Center







.X.







2







2







.X.







2







Implementation







Other Center







Project







Management







2







.X.







1







2







.X.







1.1 Planning and







Control







2







.X.







1.2 Acquisition







and Contracts







2.X.







1.3 Quality







Management







2







.X.







1.4 Configuration







Management







2







.X.







1.5 Change







Management







Module Project












_1054014875.vsd

_1053934684.vsd

_1033535750.doc


NASA Headquarters







Washington, D.C.







National Aeronautics and







Space Administration












_1036847972.vsd

_1033535779.doc
[image: image1.png]






_1032084696.doc
[image: image1.wmf]


