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	1.0    Objective


The goal of the Agency Design Phase is to develop a standard, Agencywide integrated solution.  The solution is to reflect re-engineered changes that operate within the capabilities of the selected Integrated Financial Management (IFM) commercial off-the-shelf (COTS) software. The key tasks included in the Agency Design Phase are to:


• Configure and test the software



• Identify, develop, and test Agency interfaces, reporting capabilities, 


 
  extensions and bolt-ons, and security and control profiles 



• Develop an Agency data conversion strategy



• Define a detailed technical architecture 



• Prepare to transition to the Pilot Center Implementation Phase.

The input to the Agency Design Phase includes the Business Case for the specific module (including functional drivers), requirements and business processes used in the product selection process, and preliminary gaps between the selected product and the functional processes and requirements.

The output of the Agency Design Phase will be a tested Agency Solution which will close the gaps between the software solution and the Agency-level business processes and requirements.  This Agency Solution will also include interfaces to standard, Agency legacy systems, standard Agency reporting solutions, Agency training and user procedure templates, Agency security and internal controls, an Agency data conversion strategy, and a detailed technical architecture.  The results of the Agency Design Phase will then be used to revalidate the Business Case.

	2.0    Purpose


The purpose of this framework is to delineate the roles and responsibilities associated with these tasks as well as provides a synopsis of the activities to be performed.  Deliverables resulting from these activities are described in the Document Management Framework.

	3.0    Roles and Responsibilities


Clearly defined roles and responsibilities of the IFM team are critical to the success of the program. During the Agency Design Phase, the key stakeholders are the Project Steering Committee, the Agency Process Team, the Module Project Manager, the Integration Project Team, the Software Vendor, and the Implementation Contractor. Their roles, responsibilities, and accountability are defined in Table 1.  

Table 1.—IFM Agency Design Phase key player roles and responsibilities.
	Role
	Representation
	Key Responsibilities

	Project Steering Committee


	· Agency and Center functional owners and stakeholders appointed by the Chair 


	· Provides advice, counsel, guidance, and decisions, as needed, to the Agency Process Team and the Module Project Team

· Reviews and addresses recommended alternative approaches for handling cross-functional processes/policy issues and cross Center issues

· Approves process redesigns and configuration decisions that affect the business processes 

· Reviews requests for modifications to COTS product

· Communicates program commitment to all stakeholders

· Approves Agency vs. Center configuration options 

· Helps knock down barriers to facilitate process change

	Module Project Manager  
	· Module Project Team
	· Accountable to the Project Steering Committee

· Works with Agency Process Team members and Center transition representatives during Agency Design 

· Works with and is supported by Integration Project Team

· Establishes transition plan to move from the Agency Design Phase to the Pilot Center Implementation Phase

· Prepares for Agency transition by developing training, testing, and data conversion materials

· Implements approved Agency-specific ancillary solutions for gaps 

· Manages the implementation contractor and the overall effort during the Agency Design Phase




Table 1.—Roles and responsibilities (continued).
	Role
	Representation
	Key Responsibilities

	Agency Process Team 
	· Agency functional personnel with representatives from Headquarters and Centers

· 
	· Accountable to the Project Steering Committee

· Works under the day to day direction of the Module Project Manager

· Leads the Agency Design Phase functional activities

· Leads Agency design working sessions

· Provides content and corporate knowledge

· Provides best practices insight

· Identifies and maintains user requirements, Agency software configurations, Agency interfaces, Agency process definitions/redesigns, and other Agency functional requirements throughout the Agency Design Phase

· Coordinates functional requirements with the Integration/ Implementation Teams

· Recommends Agency vs. Center configuration options

· Conducts initial gap analysis, assesses impact and recommends alternative solutions to reengineer processes to match the software capabilities

· Participates in issues resolution 

· Obtains approval of process redesigns and configuration decisions that affect the business processes from the Project Steering Committee



	Integration Project Team
	· Agency technical personnel 

· Functional/Application Integration Team
	· Coordinates interface development work, in support of the Module Project Manager

· Ensures that the Module Project is consistent with Business Process standards and information technology (IT) architecture standards in support of the Program Director

· Provides IT infrastructure

· Supports the Agency Process Team, the Module Project Team, and the Implementor to define technical and integration requirements 

· Identifies, facilitates, and helps resolve integration issues 

· Provides configuration management infrastructure and support

· Provides data conversion tools

· Provides representation on all module projects to ensure that integration and technical performance issues are adequately addressed

· Ensures integration of module reporting capabilities within overall agency reporting structure

· Supports impact assessment of closing requirement gaps

· Defines detailed technical architecture




Table 1.—Roles and responsibilities (continued).
	Role
	Representation
	Key Responsibilities

	Implementation Contractor
	· Selected contractor for the software implementation
	· Works under the functional direction of the Agency Process Team with overall management by the Module Project Manager

· Provides technical support and guidance to all teams

· Configures software according to Agency requirements

· Defines and executes Implementation methodologies

· Facilitates design working sessions

· Trains the Agency Process and Module Project teams 

· Recommends alternative solutions to closing gaps

· Recommends an Agency-level data conversion strategy

· Assists in identifying, designing, and building interfaces

· Helps prepare for and support testing activities

	Software Vendor
	· Selected vendor
	· Performs independent assessment of configuration decisions upon request

· Addresses any software flaws identified


	4.0    Design Agency Software Solution


An initial baseline for requirements and gaps is established as the result of the software and implementor acquisition phases.  During the Agency Design Phase, the Implementation Contractor works under the management of the Module Project Manager and the direction of the Agency Process Team to establish the application functionality and configure the system to best meet the project’s requirements.  This process includes: 1) validating the user requirements, 2) configuring the software, 3) identifying gaps between the software and Agency requirements and addressing alternative solutions (including process redesign), and (4) identifying configuration items that should be coordinated beyond the current modules.

The Implementation Contractor, Agency Process Team, and the Module Project Team work together to address and eliminate system gaps through agreed upon configuration decisions, i.e., alternative configuration approaches, process redesigns, reengineering of business rules and processes, and/or software modifications.  All configuration decisions are documented and maintained consistent with the Configuration Management Framework.  The documentation details the requirement, the gap analysis, and the recommended alternative to closing the gap.  Changes to the requirement baseline documentation are managed through the project’s defined configuration management process.

Configuration decisions are communicated to the Project Steering Committee in accordance with the project’s communications plan. The Project Steering Committee approves all configuration outcomes that impact the requirements baseline.  The Project Steering Committee and the IFMP Steering Council approve changes to the project scope.  The use of reserves is communicated to the Program Director.  Any decisions to modify the COTS software must be accompanied by a strong business case and approved by the IFMP Steering Council.  The business case presents the business justification for the change, the cost to implement, the cost not to implement, a COTS modification maintenance strategy, and the overall impact to the project schedule.

The Module Project Team works jointly with the Agency Process Team in these activities in preparation for pilot implementation.  It is important for the Module Project Team to be fully involved and current on the outcome of this Agency Design Phase task and to be current on any Agency design decisions in order to avoid project rework. To accomplish this, a representative(s) of the Module Project Team will participate in each activity during the Agency Solution Design.

	5.0    Develop Agency Interfaces


There are several interface types to be addressed during the Agency Design Phase.  There are extensions of the core software, bolt-on third party products, interfaces between Agencywide systems (legacy or other IFM modules), and external databases.  The Module Project Manager is uniquely responsible for extensions and bolt-on interfaces necessary to achieve the module’s intended functionality.  Interfaces between the module and external databases and systems will be managed by the Integration Project Team, in support of the Module Project Manager (functional responsibility for the module) and the Program Director (overall responsibility for the IFM system).  Conflicts between functional requirements and system requirements will be resolved by the Program Director through the IFMP Steering Council.

Some interfaces are permanent while others are temporary (interim interfaces needed until all modules are operational).  Interface development needs to be addressed and assigned responsibility on an individual basis and as early in the process as possible.  The Integration Project Team is responsible for defining the integration architecture and standards used in the development of the Agency interfaces.  The Integration Project Team is also responsible for leading a joint team comprised of Module Project representatives, the Implementation Contractor, and the system contractor responsible for maintaining the Agency system to be interfaced.  All interface development work is closely coordinated with the Agency Process Team and the Module Project Manager. The interfaces are designed and developed based on Interface Definition Agreement (IDA) specifications.  An IDA is developed to distinguish the roles and responsibilities for the design, development and management of the interfaces.  

The Integration Project Team is responsible for the IDA development.  All interface specifications are baselined and controlled through configuration management.

	6.0    Develop Agency Reporting Capability



The Implementation Contractor and Agency Process Team analyze the Agency Minimum Standard Report requirements and map these requirements to the selected software’s standard reports.  To resolve gaps in the reporting application functionality, the Agency Process Team, working with the Module Project Team, and the Integration Project decide 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.  Recommendations impacting resources and project schedule or requiring change to a business process are documented and presented to the Project Steering Committee for approval.

	7.0    Develop Agency Training/User Procedures Capability



In preparation for transitioning to the Pilot Center Phase, the Implementation Contractor and Agency Process Teams create training material templates, which incorporate policies and procedures developed throughout the Agency Design Phase.  A curriculum is developed that identifies and characterizes key employee groups and aligns business practices and policies in order to obtain full benefit from the new processes and system.  The training approach is focused on process implementation.  At a minimum, this includes process training, data entry, data usage, error correction, and problem solving.  The training strategy is presented to the Project Steering Committee for concurrence.  The training materials are further developed during Center implementation.

The Module Project Team works jointly with the Agency Process Team in these activities in preparation for pilot implementation.  It is important for the Module Project Team to be fully involved and participate in the development of Agency training and user procedures prior to the transitioning to the Pilot Center Phase in order to avoid project rework. To accomplish this, a representative(s) of the Module Project Team will participate in each activity during the development of Agency training and user procedures.

	8.0    Develop Agency Security and Controls



During this phase, the Implementation Contractor and Agency Process Team develop security user groups and separation of duty control rules that govern user access to the integrated business functions and data.  These user conventions define security profiles based on roles and responsibilities.  These profiles define groups of users who have the privilege to retrieve, create, update, or delete data.  Recommendations are documented and presented to the Project Steering Committee for approval.  Security and control profiles are considered configurable items, and are baselined and controlled through configuration management. 

The Module Project Team works jointly with the Agency Process Team in these activities in preparation for pilot implementation.  It is important for the Module Project Team to be fully involved and current on the outcome of this Agency Design Phase task development of Agency security and controls in order to avoid project rework.  To accomplish this, a representative(s) of the Module Project Team will participate in each activity during the definition of Agency user security groups and profiles.

In addition, the overall IT Security strategy for the module will be developed during this phase.  This will include the definition of account management, network security, and database security strategies and processes.  The Integration Project will perform this work in support of the Module Project Manager.

	9.0    Develop Agency Data Conversion Strategy



In the Agency Design Phase, the Implementation Contractor and Agency Process Team develop guidelines and specifications for data conversion.  These specifications define what type of data are to be converted, how the data are converted, what data are archived, the business rules for converting, and how the data are cleaned up prior to conversion. The Program intent is to convert the minimum amount of legacy data to support functionality. Specific transition data structures are identified to support the specifications.  Additionally, Agency crosswalks are documented (e.g., financial classification structure/Agencywide coding structure; general ledger/standard general ledger).  A conversion strategy is documented and presented to the Project Steering Committee for approval.  

The Module Project Team works jointly with the Agency Process Team and the Implementation Contractor in these activities in preparation for pilot implementation.  It is important for the Module Project Team to be current on the Agency data conversion strategy in order to avoid project rework.

	10.0    Develop Agency Extensions and Bolt-Ons



Although the overall Program objective is to minimize software modifications, extensions, and bolt-ons, critical business requirements may dictate their development.  The Agency Process Team, utilizing the Implementation Contractor’s analysis methodology, determines whether there is a need for a modification, an extension, or a bolt-on to resolve functionality gaps with the selected software.  Critical gaps are evaluated, alternative solutions are proposed, and a recommendation is provided.  The alternatives are evaluated for their pros and cons, their impact to business as well as their impact on project cost and schedule.  Approved bolt-ons are integrated in accordance with section 5.0, Develop Agency Interfaces.  The Integration Project Team reviews any proposed extensions for impacts to the technical architecture.  The alternatives and recommended solution are presented initially to the Module Project Manager for review and concurrence.  They are subsequently presented to the Project Steering Committee for concurrence, prior to presentation to the Program Director and the IFMP Steering Council for approval.  The approved alternative is incorporated into the project schedule to be implemented and tested.  Changes to scope and/or process design are documented and managed through the project’s configuration management process. 

	11.0    Perform Agency Solution Testing


During the Agency Design Phase, two types of testing occur:  (1) unit testing of Agency interfaces, extensions, bolt-ons, and software modifications, and  (2) configuration testing.

In order to verify and validate Agency extensions, bolt-ons, and software changes, the Implementation Contractor and the Agency Process Team identify a testing strategy.  This strategy determines how testing is facilitated.  The Agency Process Team executes specific business scenarios to ensure the Agency extension and/or bolt-on provides the desired business results.  The Agency extension and/or bolt-on specifications are modified to incorporate applicable changes based on the testing outcomes.  Results are documented and presented to the Module Project Manager and Project Steering Committee for approval.  

In order to verify and validate Agency interfaces, the Implementation Contractor, the interfacing systems personnel, and the Agency Process Team identify a testing strategy.  This strategy determines how unit test validation is facilitated.  The Agency executes an interface program unit test in a standalone mode to ensure that applicable data are extracted, appropriate files are constructed, and business scenario requirements are met. 

The interface program is modified to incorporate applicable changes.  Results are documented and presented to the Module Project Manager and the Project Steering Committee for approval.  

To conclude the Agency Design Phase, the Implementation Contractor and the Agency Process Team identify a testing strategy to determine how configuration validation is facilitated.  The strategy includes execution of specific business scenarios in a solution laboratory environment to simulate business requirements.  The objective of the test is to ensure the configured system provides the desired business results. The Test Planning Framework contains additional information on the strategy, approach, and scope of the solution testing.  The Implementation Contractor and Agency Process Team incorporate applicable configuration changes based on the testing outcomes.  Results impacting scope, schedule, costs, or risk are documented and communicated to the Module Project Manager and Project Steering Committee for approval.   

The Module Project Team works jointly with the Agency Process Team and the Implementation Contractor in these activities in preparation for pilot implementation.  It is important for the Module Project Team to be current on Agency testing activities in order to avoid project rework.  To accomplish this, a representative(s) of the Module Project Team will participate in each activity during the Agency Solution Test.

	12.0    Develop Detailed Technical Architecture



The detailed technical architecture for the system will be defined during the Agency design phase.  The Integration Project will be responsible for working with the Module Project’s technical focal point and the Implementation Contractor in the definition of this architecture.  The definition of the architecture may be phased starting with the architecture required to support the Pilot Center and then evolving to support deployment of the module to the remaining Centers.
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