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Benchmarking Resource Library

Framework

1 Purpose of Framework

This framework is a general overview of the Benchmarking Resource Library (BRL) that contains best practices and lessons learned for the rollout of IFMP.  The framework is an introduction for the forthcoming BRL plan that will give more specific tasks and timelines. 

The purpose of the Benchmarking Resource Library Framework is to establish the policy and guidance for capturing Lessons Learned and Best Practices for the IFM Program.  Roles and responsibilities of key personnel as well as standard processes and techniques are identified.  This framework will serve as the basis for developing the detailed Benchmarking Resource Library Plan as one of the elements in the Transition Management Section of the Change Management Framework.

The purpose of the IFMP Benchmarking Resource Library is to gather, document, and communicate IFMP lessons learned and best practices, to make available to interested parties, and to disseminate to appropriate Program, Project team members, and Receiving Centers in a timely manner in order to facilitate decision making and identify opportunities for process improvement.  The BRL also acts as the collection system required by NASA 7120.5A for process knowledge and lessons learned capture.

1.1 Lessons Learned Defined

A Lesson Learned is knowledge or understanding gained by experience.  The experience may be positive, as in a successful test or mission, or negative, as in a mishap or failure.   A Lesson must be significant in that is has real or assumed impact on operations; valid in that it is factually and technically correct; and applicable in that it identifies a specific design, process, or decision that reduces or eliminates the potential for failures or mishaps, or reinforces a positive result. (Source: NASA’s Lessons Learned Information System, http://llis.gsfc.nasa.gov).

1.2 Best Practices Defined

A Best Practice is a documented strategy, tactic, result or outcome experienced by highly admired companies.  It is a reference that will help IFMP understand what “best in class” companies are doing that makes them better than others.  

Best Practices will provide sources of important information from private industry and government sector while Lessons Learned will help us learn from what we are doing within the IFM Program.  

2 Driver

NASA must constantly be aware of the results of its operations and utilize the data for process improvements moving forward.   To successfully implement the IFMP, we must capture, store and disseminate value-added information, especially Lessons Learned (LL) from the current implementation effort and Best Practices research.  

The NASA Procedures and Guidelines 7120.5A states that at both the Program and Project levels, process knowledge capture must occur.  “To ensure that lessons learned from previous experiences are used as a resource to the program/project manager.  Significant knowledge is gained from past programs and projects that is documented and collected as a benefit to future programs and projects.  It protects against the recurrence of past mistakes and provides a vehicle for the promulgation of best practices” The requirements state:

· “Each program and project should review and apply significant lessons learned from the past throughout the program/project life cycle, where appropriate.

· NASA’s Lessons Learned Information System (LLIS), (http://llis.gsfc.nasa.gov) should be consulted, prior to major milestones.

· Throughout the project’s life cycle, each project manager shall document and submit any significant lessons learned to the LLIS in a timely manner.”

The need for BRL also supports the IFMP Mission Statement, “IFMP will reengineer NASA’s business infrastructure in the context of industry “best practices” and implement enabling technology to provide necessary management information to support the Agency’s strategic plan implementation.”

This knowledge capture directly aligns with three of the Program’s business drivers:

· Provide timely, consistent and reliable information for management decisions
By providing Lessons Learned from the pilot implementation to remaining Centers, very costly errors can be avoided, decisions can be made quickly and with current information.

· Enhance information exchange with customers and stakeholders
Lessons Learned provides a framework to share information and feedback on business processes and impacts of the implementation across the Agency.

· Attract and retain a world-class workforce.
Employees will join and stay with a project where information is available for them to do their jobs effectively and efficiently.  Lessons Learned and Best Practices database will be part of that system where they can access up-to-date and valuable information for their work.


Principles 

The Benchmarking Resource Library framework is grounded in the following set of principles developed as a result of research into best practices employed by several governmental agencies, as well as the NASA Lessons Learned Information System (LLIS).

· Have an organizational culture that recognizes the value of lessons learned and best practices and encourages continuous information sharing.

· Promote teamwork, communication, and knowledge sharing

· Create information sharing links across the Program and between modules.

· Build lessons learned networks with external organizations, e.g., DOE Lessons Learned System (learn from other entities).

· Increase probability of IFM Program success:

· Measure the benefits gained from the Benchmarking Resource Library.

· Solicit, maintain and update lessons learned and best practice documents.

· Disseminate information about the Benchmarking Resource Library.
· Establish upper management commitment and sponsorship of the Library.

· Involve team members at all levels

3 Benchmarking Resource Library Overview
The Benchmarking Resource Library Overview contains descriptions of the System Requirements, Processes, and Performance Measures.

3.1 Requirements

The BRL is a sub-element within the Change Management Plan designed to capture Lessons Learned from critical stages within the Program and Project Lifecycle and Best Practices from external resources that are applicable to the IFMP implementation.  The system will operate within the requirements of the NASA NPG:7120.5A for  process knowledge and Lessons Learned capture by requiring managers to consult the NASA LLIS and the IFMP BRL for applicable lessons learned/best practices before each Life-Cycle Phase.

The BRL also involves individuals continually submitting Lessons Learned from experiences within the program or Best Practices derived from research throughout the lifecycle of the Program. It will also contain Best Practices data collected annually as a result of the Business Case Analysis (BCA) for each module.  

Additionally at the Program level, Best Practices for other elements, such as Risk Management, Training, Communication, Transition Management, WBS and Schedule Development, etc., will be continuously submitted, consolidated, reported and entered into the system.  The BRL Coordinator (see Section 5.0, Roles and Responsibilities) will oversee the collecting, consolidating, storing and disseminating these benchmarked findings and best practices for the IFM Program.

3.2 Process

The IFMP BRL System includes an identification and implementation process that contains the identification for submission, documentation, validation and store of a lesson learned.  The process also focuses on utilization and incorporation of Lessons Learned & Best Practices including Program and Project Managers' and team members' review of applicable lessons learned, distribution to appropriate personnel, application of actions that will be taken as a result of the lesson learned, and implementation of corrective actions.  In addition to these elements, there will be measures of the Benchmarking Resource Library's effectiveness.
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Lessons Learned & Best Practices Identification and Implementation

This part of the process reflects the aspects of the Benchmarking Resource Library System where data is submitted and entered into the Virtual Office database.

	Identify
	Information used to generate Lessons Learned may come from any person associated with the IFM Program, i.e., team members, Program staff, Project Staff, contractors supporting the program, etc.  Basically, submissions can be made by anyone who knows about an experience, activity, event or good work practice that is of value to others.  Lessons Learned and Best Practices will be continuously identified throughout the lifecycle of the Program.

Sources of information can include but are not limited to:

· IFMP Module Implementation Reviews

· Completion of IFMP project milestones

· Daily activities and experiences

· Assessment activities, i.e., change management readiness assessment

· Operational Readiness Reviews

· Risk Management Reports

· Performance or process improvement initiatives
· Independent Annual Reviews
· Independent Assessments
· Etc. . . .
The BRL Coordinator will collect from Program, Project Staff and team members, best practices gathered as a result of the BCA update.  Once collected, the Coordinator will consolidate and submit to the BRL database as well as provide a report back to Program and Project Management.

	Submit
	The originator drafts a Lessons Learned or summarizes a Best Practice using the IFMP template located on the internal Virtual Office web page as well as the public IFMP web site. (See Appendix B and C)



	Package/

Change
	At this stage, the Lessons Learned or Best Practice is submitted to a POC for IFMP Program or Project and is reviewed for completeness, appropriateness and relevance to the IFM Program.  If the potential Lessons Learned or Best Practice is not complete, it is returned immediately to the submitter for completeness.

To be accepted by the POC, each Lessons Learned must meet at least one of the following IFM Program criteria: 

· An Event or an Action taken that 

· Saves costs

· Mitigates a risk

· Saves time

· Eliminates redundancy

· Is of value to others

The following are examples that do not meet the criteria of a Lessons Learned:

· Information that is common knowledge (already known by the general public)

· Information tied to experiences that are extremely low risk

· Information tied to one-time experiences, e.g., a process or operation that will never be repeated



	Approve
	Once it has been determined that the potential Lessons Learned meets the submission criteria, the first level reviewer, POC, checks for technical accuracy, assists with keyword or functional category designations and confirms applicability to the IFM Program and possibly NASA at-large or other organizations.  To facilitate this evaluation, a 3-step classification system for each Lessons Learned at this stage is applied:

· Not Applicable – This response is used for a potential Lessons Learned that does not meet the program-specific criteria.  Examples of a Not Applicable include employee concerns or complaints.

· Applicable – No Action Required  - This response is used when the potential Lessons Learned meets the program-specific criteria but does not add value to the program or does not require any change in program activities or procedures.  This designation occurs when procedures, training, Lessons Learned already in place address the potential learning being submitted.

· Applicable – Action Required – This response is used for a Lessons Learned that meets the program-specific criteria and requires a change in procedures, approach, process, etc.  If the originator does not supply a suggested corrective action, the first level reviewer or Subject Matter Expert will recommend possible corrective actions to assist in the effective implementation of the Lessons Learned. Examples include improved work procedures for data conversion at different Centers, enhanced training materials, etc.

A Best Practice document does not go through the 3-step applicability process and is directly routed to the BRL Coordinator.



	Route
	Once the potential Lessons Learned or Best Practices is accepted by the POC, the document is forwarded to the Benchmarking Resource Library Coordinator who reviews the information and determines whether the Lessons Learned should stay internal or is applicable to the NASA LLIS*.  If the Lessons Learned is intended just for IFMP, it will be placed directly in the Virtual Office database.  If it is applicable to the external system, it will also be prepared for submission to the NASA LLIS.  A Best Practice submission is routed directly to the Virtual Office.

*Lessons Learned Information System



	Store
	At this stage, the Lessons Learned document is placed in the Benchmarking Resource Library database and, if appropriate, forwarded to NASA’s Lessons Learned Information System where it will be linked to the IFMP Virtual Office.  The Best Practice information is directly entered into the Virtual Office database and has the linkages applied for web access. 




3.2.1 Lessons Learned & Best Practice Utilization and Incorporation

This part of the System reflects the process where Managers and team members retrieve needed information, utilize and incorporate it for module implementation.

	Distribute
	The BRL Coordinator distributes notices alerting Program and Project staff and submitting team members of new Lessons Learned & Best Practice entered into the System.   Internal dissemination of Lessons Learned information will occur via electronic media, hard copy or other methods.  Most notices will be forwarded via e-mail alerts or web announcements to the receiving parties.



	Review


	According to the NASA 7120.5A for process knowledge and lessons learned capture, applicable Lessons Learned will be identified and reviewed early in the planning phase of each module pilot implementation and center roll-out.

IFMP Managers and staff review current Program or Project milestones, requirements and phases, and note Lessons Learned that may be applicable to those stages.  For example, when Centers are planning the implementation of a module, the Project Manager and Center Implementation Managers will access data that is applicable to this phase of the project.



	Apply
	Lessons Learned are used to optimize management decision making; to interact with other management tools, such as management information systems, reviews and investigations, root-cause analyses, etc.; and to improve worker performance at every level.  When requested, the Coordinator works with the Lessons Learned or Best Practices recipient to help identify actions that will be taken as a result of the lesson learned.




Performance Measurement

There are two kinds of performance measures that are relevant to a Benchmarking Resource Library: those that measure how well the Benchmarking Resource Library is operating and those that measure Program progress/success as a result of the system.

Measures of Lessons Learned System Performance can include, but are not limited to:

· Number of IFM users that access or contribute to the system.


· Number of times the system is accessed each month.


· Number of new lessons learned and best practices placed in the system per month.


· Number of Program and Project Staff, Centers and/or team members that claim the BRL System made a positive impact on their processes, implementation, tasks, etc.

· Number of problems derived as a result of not learning or using a Lesson Learned already in the Lessons Learned Database


Measures of Organizational Performance Impacted by the Lessons Learned System can include, but are not limited to:
· Number of specific actions, including process improvements, taken per year or per module implementation as a result of a lesson learned.


· Number of training programs that are revised or updated to incorporate lessons learned.


· Number of times Lessons Learned or Best Practices are utilized in communication briefings across the Agency.

Plan

3.3 Detailed Lessons Learned and Best Practice Capture Process 

[image: image5.wmf]This schematic shows the relationship between the Submitter, POC and BRL Coordinator and the steps required for capturing and storing a lesson learned or best practice.
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Roles and Responsibilities

Specific Benchmarking Resource Library roles and responsibilities are identified below.

Submitter:

Responsible for identifying and capturing good or adverse work processes and completing the submission form with appropriate content for inclusion in the system.  Project Managers are responsible for documenting and submitting any significant lessons learned to the NASA LLIS in a timely manner. (See Requirements section).
All IFM Program and team members, from any Center, including:

· Program Staff

· Agency Process Teams

· Agency Process Owners

· Steering Council

· Project Staff

· Module Steering Committees

· Center Process Owners

· Center Implementation Teams

· Implementing Contractor

POC – 1st Level Reviewers:

Responsible for reviewing submitted Lessons Learned and Best Practices for content and completeness and determining the applicability and significance of the potential Lessons Learned by evaluating the adequacy against current procedures, practices, etc.   A POC can be:

· Program Staff member, i.e., Change Manager

· Module Project Manager (or designate)

· Integration Project Office Manager (or designate)

· Subject Matter Experts 

· Center Implementation Lead

· Process Leads

BRL Coordinator – 2nd Level Reviewer:

Responsible for promoting and advancing implementation of Lessons Learned and Best practice System by carrying out the following duties:

· Overseeing the design and development of the Lessons Learned and Best Practices database.

· Facilitating the development and maintenance of lessons learned and best practice procedures and documentation.

· Coordinating the screening, implementation, and dissemination of lessons learned and best practice information.

· Interfacing with functional organizations for incorporation of lessons learned information.

· Accessing information systems for identification of potential best practices.

· Identifying Subject Matter Experts as POCs.

· Assisting Project Managers in the applicability and significance of internal and external experiences identified as potential lessons learned.
· Benchmarks with external resources and disseminates an Annual Program/Project level consolidated Best Practices Report.
· Serving as lessons learned points-of-contact.

· Collecting information to evaluate program effectiveness.

· Advocating active site participation in the lessons learned program.

· Providing feedback to Program Manager.

The BRL Coordinator is a designated position within the Change Management function of the Program.

Database and Web Developer:

The database and web developer is responsible for designing and creating the system which houses the Lessons Learned and Best Practices information, for designing the interfaces with internet technology for easy access and dissemination, and for maintaining the system with the latest technologies to make access and use effective and efficient.  Duties include:

· Designing the web page and Virtual Office database system

· Maintaining the system in coordination of the IFMP Integration Office

System Design
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An overarching Goal is to build an IFMP Virtual Office that can capture Lessons Learned, Best Practices, key documents such as WBS, technical reports, presentations, meeting notes, RFPs, and personnel information.  The diagram below shows the relationship of the Benchmarking Resource Library within the Virtual Office System.

IFM Program and team members can access the Benchmarking Resource Library through the Virtual Office located on the IFMP web page.  Users can easily visit the Home page, view a lesson or search for a best practice, or submit either a lesson learned or best practice from their desktop.  Help is available at any time through the Help screens. (See figure below)
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Located on IFMP web page, within the Virtual Office

Virtual office will be password protected

Lessons Learned and Best Practice system limited to NASA employees who are IFMP team members

Details of this web access and navigation map can be found in Appendix A.

3.4 Hardware/Software Requirements

 The IFMP Benchmarking Resource Library will be contained within the Virtual Office.  The Virtual Office consists of a database residing on the IFM Program server with permissions set for all Centers.  The Virtual Office will use a search engine to find and retrieve documents through various search facilities.

The IFMP Benchmarking Resource Library will utilize the Internet as the vehicle for transferring and accessing information within the IFM Program.  The preferred method for accessing the web and Virtual Office is through the use of any Macintosh or Windows-based operating system with either MS Explorer or Netscape as the primary browser.

. 

3.5 Disseminating Lessons Learned  

Lessons Learned & Best Practices information will be disseminated through electronic or non-electronic means.  

Electronic Dissemination 

· The IFMP Benchmarking Resource Library will utilize the Internet to disseminate information from the pilot site to each center location within the Virtual office.  As each Center gathers Lessons Learned & Best Practice information, it will be submitted through the Virtual Office for sharing with other Program and team members.  


· Electronic Mail Services – for sharing information, “log-on” messages 


· Bulletin Board Services


· News Groups


Non-Electronic Dissemination Methods

· Interpersonal Information Exchange – i.e., staff meetings, “All Hands” meetings, etc.


· Publications – “Tri-fold Brochure,” IFMP Newsletter, etc.


· Program Reviews, Readiness Reviews, Audits, etc.


· Visual Displays
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