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1.0
INTRODUCTION AND PROGRAM OVERVIEW

1.1
Background

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

In 1993 the Agency, responding to mandates from the President's National Performance Review and by an internally staffed Zero Base Review Team, began a downsizing process for many of the administrative functions.  Large reductions were defined and have been implemented presuming that the Agency would be able to implement new streamlined business processes and deploy automated tools in order to maintain current service and performance.  The new tools have not been provided, significantly limiting the ability to implement new processes and placing significant burdens on the administrative functions to provide adequate levels of service.

In 1988, NASA conducted a study to determine the feasibility of implementing a standard accounting system throughout the Agency.  The study team developed a set of accounting and automated data processing (ADP) requirements based on federal and NASA financial references and evaluated several approaches.  The team recommended that NASA develop the necessary software as opposed to purchasing commercial off-the-shelf (COTS) software or acquiring software developed by another government agency.

Due to the potentially high cost of sustaining engineering along with new guidance from the OMB calling for agencies to consider commercially available software and cross-service agreements led management to conclude that this recommendation was not in the best interest of the Agency.

NASA officials reviewed the findings and recommendations from the study described above and analyzed the alternatives recommended by OMB:  1) Buy COTS financial management software that is already JFMIP compliant; 2) Enter into cross-servicing agreements with other government agencies where data processing for certain functions, e.g., travel, payroll, procurement would be performed for NASA.

In February 1995, the NASA Chief Financial Officer (CFO) established the Integrated Financial Management Project (IFMP) Office at NASA Headquarters (HQ) to plan, coordinate, and manage all aspects of the work necessary to streamline and standardize business processes, and to acquire and implement an integrated financial management system solution throughout NASA.

In September 1997, NASA issued a contract for the implementation of a single integrated COTS solution to address a predominant number of financial modules.  At the time of contract award to KPMG, a new, uncompleted version of their Performance Series software was proposed as the backbone to an integrated system they would develop.  Over the course of time the development and integration of the software proved to be unworkable, and both parties agreed to cease work in March 2000.  At that time, a new IFM Program Office was established to achieve the same objectives.

Previous unsuccessful efforts to integrate and upgrade NASA’s business systems coupled with extensive benchmarking of successful business system implementations were the basis for a fundamental restructuring of the approach.  The Program restructure in March 2000 produced a set of first principles (lessons learned) that are the pillars upon which the new IFM Program management framework has been built.  These first principles are identified in Section 1.4 below.

In late CY 2000, SAP’s mySAP.com product was selected as the Enterprise Resource Planning (ERP) product which best fit NASA’s Core Financial requirements.  This integrated product suite has extensive capabilities beyond financials and, as such, is the default product of choice for future IFMP efforts (e.g., Human Resources, Integrated Asset Management, and others) unless there are critical gaps in required functionality.  This approach will significantly enhance the ability to obtain the cross functional integration necessary to achieve program objectives.

NASA’s priority is to provide a standard Agencywide integrated system that is compliant with Federal laws and regulations and accomplishes the Agency Business Drivers that are derived from the Agency Strategic Plan.  New IFM systems will improve business processes by minimizing data redundancy, standardizing information and electronic data exchanges, processing and recording financial events effectively and efficiently, and ensuring consistent information throughout the Agency.

1.2
Business Architecture

The business architecture consists of crosscutting integrated processes and coordinated data flow between individual functional areas and management levels.  The software applications programs/systems that collectively support the business processes can be implemented as individual projects as long as the integration requirements are well defined and managed during implementation.  The scope for each subsequent project can evolve as a function of decisions made on the preceding project implementations.  Currently, one project, Resume Management, has been implemented Agency-wide.  Three additional projects are currently in implementation:  Core Financial, Travel Management, and Position Description Management.  The following software/functional modules are candidates for projects:

· Procurement Management

· Budget Formulation

· Human Resources Management

· Integrated Asset Management

An Integration Project has been established to ensure that the individual modules work together and collectively satisfy the Agency business drivers.  This project is also responsible for maintaining the Agency business and software applications architecture, and designing and implementing the information technology architecture that supports the modules.

1.3
Overall Approach

The IFM Program approach is to pursue a re-engineering of business processes and implementation of modular COTS software prioritized by contribution to Agency goals, Center needs, and data dependencies.  Success of the program will be judged on the basis of achievements in terms of measurable success metrics.  A consensus set of 5 Agency Business Drivers was developed during the Program formulation phase (identified in Section 2 Program Objectives).  These objectives were based on the Enterprise Strategic Plans and Agency Strategic Plan.

The IFM Program will establish functional module projects to effect business process changes and to acquire and implement appropriate information technology tools to substantially improve the Agency's performance in each area.  Each Project will be expected to address/support the Agency Level Business Drivers with appropriate Functional Drivers.  Key success measures will be defined for each of the Functional Drivers.  Thus, there is a continuous flow of accountability from the mission support objectives identified in the Strategic Plans to the applicable financial and human resources management process and technological improvements to be provided by IFMP in support of those objectives, and ultimately to the functional objectives to be achieved by the individual IFMP Projects.

The IFM Program is a large and complex initiative that will change the way financial and business management is performed throughout the Agency.  Center and/or Enterprise unique approaches will be replaced with a single set of standard integrated business processes.  Each and every NASA employee will be impacted by these changes.

Given the magnitude of this effort, senior management determined that no one Center could leverage sufficient influence to bring about such large-scale changes and improvements; therefore, NASA HQ is managing the Program with matrixed support from all Centers.

The program is managed by the IFM Program Office at NASA HQ, which is responsible for:

· Setting program objectives, priorities, and controlling module sequencing and timing

· Approving and allocating funding to Projects

· Reporting

· Establishing a framework for conducting program business

· Assessing program performance (establishing metrics, obtaining status feedback, tracking progress)

Agency Process Teams, comprised of functional experts from the Centers and NASA HQ, will develop and maintain requirements specific to each functional area.

Individual functional module implementation projects will be considered and approved at the Program level based on information provided in functional business case analyses, and availability of implementation staff and budget resources.

Project Managers, based at individual Centers, will be appointed to lead the implementation of each functional module as they are approved.  A current list of Lead Center assignments is attached in Appendix A.  Project teams will be managed according to NASA's Program and Project Processes and Requirements (NPG 7120.5) and remain accountable for implementation performance.  Teams will have the flexibility to define a tactical management approach consistent with the established Program framework.  Each module will be implemented first at a Pilot Center.  After successful deployment at the Pilot Center, the module will be rolled out to each of the other NASA Centers.  The NASA Automated Data Processing (ADP) Consolidation Center (NACC) will be responsible for the operations of each deployed module.  Following implementation, all IFM Projects will transition to a Competency Center at MSFC for sustaining support and operations.

The first project established was the Integration Project at the Marshall Space Flight Center (MSFC), with responsibility for ensuring that each module operates within the defined concept of operations and technical architecture established for the IFM Program and that each module is integrated/interfaced with other modules and applicable legacy systems.  Core Financial, the backbone of the IFMP system concept, has also been assigned to MSFC.  All other modules will be integrated/interfaced with Core Financial where applicable.  The Resume Management, Position Description Management, and Budget Formulation Projects have been assigned to Goddard Space Flight Center (GSFC), and the Travel Management Project has been assigned to Langley Research Center (LaRC).

1.4
First Principles

Prior experience (lessons learned), coupled with extensive benchmarking of successful business system implementations has led to a set of first principles which are the pillars upon which the current IFM Program Management framework has been built.  These principles assume COTS software to be at the core of the IFM System and that the major Program challenges are effecting business process changes and adapting to the new software capabilities.

· Seek and retain active executive commitment to and support of the program
· Build coalitions with customers and stakeholders by involving them in the decision making process
· Have realistic business objectives tied to the NASA Strategic Plan and the implementation strategies of the Enterprises
· Go fast
· Structure program in implementable chunks
· Run as a serious business program
· Obtain the best people

· Use the COTS software
· Make decisions quickly
· Pilot to full implementation quickly
Obtain and Develop expert skills

· Benchmark, learn best practices
· Internal - Full time dedicated team of qualified individuals
· Consultants – Knowledge of change process, software and your environment
· Knowledge transfer—Consultants to Team to Users

Plan for multi-tiered testing of the proposed system modules (prototype, system, stress)
Have an explicit change management strategy to guide necessary business and management process changes

Re-engineer processes at least 3 times
· Establish optimal process goals
· Modify business processes during system implementation to take advantage of the capabilities offered by a COTS solution
· Optimize processes, reporting, and information utilization based on operational experience with the new system
Effective 2-way communication between the program and each of its projects
· Goals, decisions, schedules, etc.
1.5
Purpose

The purpose of the Program Management Plan is to establish an overarching structure for managing IFMP including:

· General requirements and performance goals

· Organization structure

· Participants and their roles and responsibilities

· Resources, schedules, and controls

· Overall approach to Program management

· Risk Management

· Requirements, configuration, and documentation management

· Change management

· Performance measurement

· Independent assessment process and points of application

Program management frameworks, establishing program guidelines and processes, as well as Project responsibilities with respect to those guidelines and processes have been developed.

Following NPG 7120.5, each approved Project will develop a Project Plan establishing goals and objectives, budget, performance metrics, project management, communications, and reporting mechanisms that mesh with the policy and guidelines established in the IFMP Program Management Plan.

2.0
PROGRAM OBJECTIVES

The mission of the Integrated Financial Management Program (IFMP) is to improve the financial, physical, and human resources management processes throughout the Agency.  IFMP will re-engineer NASA's business infrastructure in the context of industry "best practices" and implement enabling technology to provide necessary management information to support the Agency's strategic plan implementation.

IFMP is aligned with the Manage Strategically crosscutting process defined in the NASA Strategic Plan to provide critical information management capabilities to internal customers and communication among both internal and external customers.  Agency and Enterprise Strategic Plans act as a catalyst for assessment of business processes.  During IFMP formulation, the Agency and Enterprise Strategic Plans were examined and the common values and elements were identified.  It became clear that improving the Agency's business processes and enabling infrastructure is necessary to achieve the programmatic objectives of the Enterprises.  As such, IFMP's mission supports NASA values and elements common among the five strategic enterprises.  To accomplish its mission and support the crosscutting activity, IFMP has identified the following business objectives that are characterized as Agency Business Drivers:

· Provide timely, consistent, and reliable information for management decisions – Implement standard systems and processes, data integration, and a single point of data entry which will eliminate reconciliation and provide every management level with consistent data for financial and program decision making.  IFMP will also provide analysis and reporting tools to get the right information to the right people at the right level so that they can make timely, informed decisions.

· Improve NASA's accountability and enable full cost management –

Implement full cost accounting resulting in increased accountability by providing the means to understand cost drivers, determine total program costs, and relate costs to value.  This will allow the Agency to manage programs using full cost management techniques and enhance the ability to manage institutional capabilities.

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

· Exchange information with customers and stakeholders – Implement the infrastructure and tools that will facilitate the free flow of information internally and externally to increase Agency level accountability, achieve integrity of data and information, and communicate cost effectiveness of NASA's actions.

· Attract and retain a world class workforce – Provide tools and operational environments that contribute to NASA's ability to attract and retain highly qualified individuals to support the goals and objectives of the strategic enterprises and the infrastructure of the Agency.  To accomplish this, IFMP will:

· Provide tools to enable NASA to compete with commercial markets for highly motivated workforce representing a broad range of skill levels

· Provide tools to our employees that minimum frustration and maximize their ability to perform value-added functions

· Enhance the ability of employees to work in teams across organizations and functions

Technical performance commitments are made at the individual Project level.  Prior to receiving program approval, each project will complete an addendum to the Program Commitment Agreement (PCA) that represents their fundamental commitment to the IFM Program.  The identification of Functional Drivers and specific measures of success against the broader Agency Business Drivers provides a framework for Project commitments.  Success of IFMP will be judged by how well each Project supports these defined Agency Business Drivers.

3.0
CUSTOMER DEFINITION AND ADVOCACY

IFMP's direct customers are the functional process owners;  Chief Financial Officer, Chief Information Officer, and Assistant Administrators (AAs) for the Offices of Human Resources & Education, Procurement, and Management Systems.  At the Center level, the primary customers are the counterparts of the Functional AAs.  These individuals are responsible for the administrative processes that will be reengineered and automated under this Program.  As such, these customers will play a strong role in defining program requirements and priorities, as well as evaluating the success of the Program.  Their organizations and staff will be impacted by the new processes and procedures and/or derive direct work related benefits from the new system.  IFMP stakeholders include Program and Project Managers, Scientists and Engineers, Institutional Managers, Senior Executives, OMB, and Congress.  They are the ultimate beneficiaries of improvements in the systems, and process efficiency and effectiveness.

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

· Does not own the functional business processes being changed

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

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

· Does not dictate NASA information technology policy and standards

· Does not control policy or funding

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

To achieve advocacy and support across the Agency, IFMP has established a multi-tiered governance structure composed of:

· IFMP Steering Council – The IFMP Steering Council is chaired by the Associate Deputy Administrator and includes the Chief Financial Officer (CFO), Chief Information Officer (CIO), Assistant Administrator for Human Resources and Education, Assistant Administrator for Management Systems and Facilities, Assistant Administrator for Procurement, Institutional Program Officers, and Deputy Center Directors from Centers that have Lead Center responsibilities for an IFM Project.  The governing role of the IFMP Steering Council is to approve the scope, direction, and speed of Program performance.  In addition, the Council will advise, endorse, and act as advocates for the changes that will be required by the implementation of new business processes and systems.

· Agency Process Teams – An Agency Process Team is established for each functional module and is comprised of functional representatives from the Centers and NASA HQ.  The governing role of the Agency Process Teams is to develop standard Agency-level business processes specific to each functional module.  Typically, the Process Teams are also heavily engaged in supporting the Project in its implementation of the functional module, particularly in the Agency Design phase and in system testing.

· Project Steering Committee(s) – A Project Steering Committee is established for each Project and is comprised of the HQ Functional Owner, Lead Center Chief Information Officer (CIO), and Center Functional Owners (10).  The governing role of the Project Steering Committee is to ensure that the functional area objectives (functional drivers) are met and that cross-Center commitments to Project implementation are achieved.

· Integration Project Steering Committee (IPSC) – The Integration Project Steering Committee is chaired by the NASA CIO and includes the IFM Program Director, NASA IT Chief Architect, PCIT leads, ISE Program Representative, and an at-large Center CIO.  The governing role of the IPSC is to review and approve IFM technical requirements within the context of the current and long range Agency IT architecture.

In each case, the groups are actively engaged in determining what specific initiatives the Program is pursuing and how they will be accomplished.  Each group has a decision-making role within IFMP.

During Program formulation, the IFM Program Director presented the results of the Business Case Analyses (BCAs) performed on each functional module to the IFM Steering Council and obtained concurrence on the Program budget and approval of the Agency Business Drivers, Program scope, initial modules to be implemented, acquisition strategy, and tentative scheduling for the remaining modules.  Annually, for each new module proposed for initiation, the Program Director will present the IFM Steering Council with revised BCAs for the initiating module, an implementation schedule, and cost projections for approval.  On an as needed basis, the Program Director will present the IFM Steering Council with Program management issues, such as changes in scope or significant software functionality gaps, for advice and resolution.  BCAs are also presented to the CIO-led IT Investment Council for review and approval.

Prior to initiating a Project for a functional module, an associated Agency Process Team will develop functional drivers, standard Agency processes, requirements, and success measures.  The results establish the scope of the Project and ensure that the initiative will result in an Agency solution.  The IFM Program Director and Project Steering Committee will approve a scope document.  During project formulation, the Process Team performs functional gap assessments against selected software.  The associated BCA is revisited prior to contract award and at key intervals during the project implementation to determine if the real benefits of the prospective solution merit continued pursuit.

During the Project implementation phase, the Project Steering Committee will periodically review the implementation plans and accomplishments of the Project to ensure a smooth transition to the new processes at each Center and address cross-Center issues.  On an as-needed basis, the Project Manager will present the Project Steering Committee with management issues, such as emergent gaps in software functionality for advice and resolution.

The Integration Project Steering Committee will review planning, development, and implementation of the IFM application and technical architectures to ensure compatibility with Agency-level IT architectures, policies, NASA Procedures and Guidelines (NPGs), NASA Policy Directives (NPDs), and standards.  The Committee will also facilitate the adoption and deployment of each IFM software module's technical architecture within the current and long range Agency IT architecture.

By being included directly in the decision making process, all of the Committees and groups identified above have a vested interest in, and control of, the outcome and success of the IFM Program.

Office of Management and Budget (OMB) – IFMP will implement a new Agency-wide financial management system that will improve the budgetary and appropriation accounting information available for OMB budget oversight.  A single, integrated financial management system will enable managers to report accurate and consistent financial data on a timely basis to support OMB policy decision-making.  The new system will also increase the capacity of the Agency to address ad hoc OMB requests for program and project management information.  Success of IFMP will remove NASA from OMB's at risk financial system watch list.

Congress – IFMP systems will enable NASA to more effectively meet statutory reporting to Congress, as well as enable the Agency to more effectively respond to congressional inquires for consolidated financial and administrative data through the availability of timely and accurate financial data.

Joint Financial Management Improvement Program (JFMIP) – IFMP implements JFMIP standards for financial systems.  The financial management systems in the federal government must be designed to support the vision articulated by the government’s financial management community.  This vision requires financial management systems to support the partnership between program and financial managers and to assure the integrity of information for decision-making and measuring of performance.  This includes the ability to:

· Collect accurate, timely, complete, reliable, and consistent information;

· Provide for adequate agency management reporting;

· Support government-wide and agency level policy decisions;

· Support the preparation and execution of agency budgets;

· Facilitate the preparation of financial statements, and other financial reports in accordance with federal accounting and reporting standards;

· Provide information to central agencies for budgeting, analysis, and government-wide reporting, including Consolidated Financial Statements; and

· Provide a complete audit trail to facilitate audits.

The capabilities referenced above are reflected in NASA's process-oriented, Agency Business Drivers, which provides a focus for standard Agency-level business processes that will be enabled by IFMP.  IFMP customers developed the Agency-level business processes that will ensure that the systems' changes result in real benefits to the stakeholders.

4.0
PROGRAM AUTHORITY AND MANAGEMENT STRUCTURE

The CFO Act of 1990 directs each Agency CFO to develop and maintain an integrated Agency accounting and financial management system.  NASA’s CFO has primary responsibility and authority and is the approving official for the IFM Program.  The CFO is responsible for ensuring that the Program meets externally mandated requirements while satisfying internal customers needs in a cost-effective manner.  The IFM Program Director, located at NASA HQ and reporting to the Agency CFO, has lead responsibility for IFM Program management.

The Agency Program Management Council (PMC) will serve as the Governing PMC (GPMC) for the IFM Program.  The PMC will assess Program planning and implementation at the Agency level, provide oversight, and ensure accountability.  Individual Lead Centers for IFMP projects will assess project planning and implementation consistent with their Lead Center responsibilities.

4.1

IFM Program Management Organization and Responsibilities

The IFM Program Management Organization structure is illustrated in Figure 4.1.
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Figure 4.1

The IFM Program is subject to the controls outlined in NASA Procedures and Guidelines, NPG 7120.5A, effective April 3, 1998.  Roles and Responsibilities for Program and Project Management are:

IFM Program Director

The IFM Program Director, located at NASA HQ and reporting to the Agency CFO, has lead responsibility for IFM Program management.  The IFM Program Office has responsibility to implement the IFM Program according to this document, the approved IFMP Program Commitment Agreement, and the individually approved IFMP Project Plans.  Specific responsibilities include:

· Setting objectives and requirements

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

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

· Soliciting proposals for and approving subordinate projects

· Managing Program budget

· Allocating funding to projects

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

· Managing Program Level risks

· Reporting (PMC, Process Owners, OMB, Congress, GAO, IG)

· Establishing a software selection process based on research and analysis performed at a Project (Center) level

· With approval of the Process Owners or when appropriate, at a higher level

· Establishing the Change Management framework

· Communications

· Transition Activities

· Training

· Assessing Program performance

· Remaining accountable to customers for Program performance

IFMP Steering Council

The IFMP Steering Council is established as the principal forum for ensuring that the Program meets NASA's business objectives (Agency Business Drivers).  The Council, comprised of the Chief Financial Officer, Chief Information Officer, Functional Assistant Administrators (AAs), IPO Deputy Center Directors, and chaired by the Associate Deputy Administrator, will act as a forum for reviewing Program structure and integration issues and for key decision making.  The Council will recommend actions to the IFM Program Director.  Specific areas of responsibility include:

· Approving Program strategy

· Approving module sequencing and priority proposed by the Program Director

· Resolving cross project functional conflicts

· Approving COTS modifications

· Approving Program scope change

· Ensuring functional integration issues

· Providing budget agreement

· Resolving Process Team issues

· Resolving Project execution issues

· Resolving programmatic and resource issues

· Resolving change management issues

· Establishing and assessing business drivers

Project Manager

A Center-based Project Manager will be appointed to plan, manage, and implement an approved functional module.  Each Project Manager will be semiautonomous, having the authority to tactically manage the implementation of the assigned module within the policies and guidelines established by the IFM Program Office and their Center policies and procedures.  The Project Manager will coordinate Agency Process Team activities and support the selection of software products, including developing standard agency level business processes, the updating of requirements based on the selected software capabilities, and gap assessments developed during the selection.  Specific areas of Project Manager responsibility include:

· Obtaining Center commitment to support the Project

· Contracting for implementation services

· Acquiring any software needed to fill functional gaps

· Working with the Integration Project

· Coordinating the Agency Process Team

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

· Ensuring Pilot Center development and implementation

· Leading the Agency transition

· Coordinates plans with the Centers’ implementation team

· Develops training materials and conducts training at all Centers

· Facilitates Change Management for the assigned module at all Centers

· Working with operations elements and supporting transition to operations

· Managing Project level risks

· Reporting status to IFM Program Director

Project Steering Committee

The Project Steering Committee is established as the principal forum for ensuring that the project objectives (functional drivers) are met by a Project.  The Project Steering Committee, comprised of the HQ Functional Owner, Project Center CIO, and Center Functional Owners (10), will review functional and implementation issues and recommend actions to the Project Manager for resolving those issues.  Specific areas of responsibility include:

· Resolving functional processes/policy issues

· Resolving cross Center issues

· Approving Center Transition (rollout) planning

· Ensuring Pilot/transition staffing

· Approving the Agency configuration and any Center unique changes

· Resolving any Agency vs. Pilot configuration issues

Integration Project Manager

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

· Support to Agency Functional owners

· Facilitating issue resolution across functional lines

· Establishing lifecycle requirements management and associated systems and procedures

· Establish Competency Center for supporting and sustaining the implemented systems

· Support to Program Office

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

· Defining technical and integration requirements

· Providing configuration management infrastructure and support

· Acquiring and managing the Integration Contractor

· Providing support and input to Program Level Analyses

· Managing Project level risks

· Reporting status to IFM Program Director

· Support to Module Projects

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

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

· Providing technical infrastructure to support testing

· Working with projects to specify and acquire hardware and system software

· Providing performance modeling and testing for each module

· Leading Agency operations transition

· Coordinating IV&V and independent assessments

IFMP Integration Project Steering Committee

The IFMP Integration Project Steering Committee, comprised of the Agency CIO (Chair), IFM Program Director, NASA IT Chief Architect, and the Prime Center Information Technology (PCIT) Leads, advises the Integration Project on the proposed IFMP technical architecture with respect to the current and long range Agency level information technology architecture.  Specific responsibilities include:

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

· Reviewing and approving IFM technical requirements

· Reviewing results of technical testing of each IFM module

· Facilitating adoption and deployment of each IFM software module's technical architecture

· Advising the Integration Project on IT investments

4.2
Process for Project Initiation and Formulation

When a module is selected to begin implementation, processes are performed that ensure the implementation follows established Program objectives.  The Program Director will work with the module functional owner(s) to establish a Project Steering Committee and an Agency Process Team.  The Agency Process Team establishes functional and technical requirements for the selected module, with the Project Steering Committee providing guidance and project oversight.  Once the scope of the Project module is defined (see Section 5 below), a Scope Document, along with a Formulation Authorization Document (FAD), are released to the designated Lead Center for the project.  A generic layout of the Project Initiation Process can be found in Appendix E.

As stated in the introduction of this Program Plan, SAP is the default product of choice for all IFMP efforts unless there are critical gaps in required functionality.  Early in the Project Formulation process, the Project Manager will coordinate process team activities and support the analysis and gap assessment of SAP against the module requirements.  Software acquisition will be performed only if there are critical gaps in required functionality with the SAP software suite.  The Project Manager will select the implementing contractor once the software selection is finalized.  The initial implementation contract will reflect a defined "period of understanding."  During this period, the Project Manager will work with the implementing contractor to define specific implementation plans, resolve gaps (process changes, de-scoping of requirements, additional software products, manual procedures), and resolve integration concerns.

The associated BCA will be updated again with relevant findings and reviewed by the Program manager.  The Program Office will develop a Project Addendum to the PCA for submission.  An initial IAR will be conducted to evaluate the Project planning and formulation materials and prepare an approval recommendation.  Once there has been approval of the project plan, and the software and implementation contracts have been executed, implementation begins.  A generic Project Formulation Process can be found in Appendix F.

Annually, for each new module initiated, the Program Director will present the IFM Steering Council with revised BCAs, implementation schedule, and cost projections for approval.  BCAs are also presented to the CIO-led IT Investment Council for review and approval.  The associated BCA is revisited prior to contract award and at key intervals during the project implementation to determine if the real benefits of the prospective solution merit continued pursuit.

4.3
Responsibilities for Developing, Concurring, and Approving Principal Program Documents

Program Commitment Agreement

Development:  Program Director

Review and recommendation:  Non-Advocacy Review (NAR) Committee

Approval:  NASA Administrator

PCA Addendum

Development:  Lead Center

Review and recommendation:  Independent Annual Review (IAR), Program Director

Approval:  NASA Administrator

Program Management Plan

Development:  Program Director

Review and recommendation:  Non-Advocacy Review (NAR) Committee

Approval:  Chief Financial Officer

Program Budget

Development:  Program Director

Review and recommendation:  IFM Steering Council, CIC

Approval:  NASA Administrator

Project Budgets

Development:  Project Manager

Review and recommendation:  Program Director, IFM Steering Council

Approval:  Program Director

Project Plans

Development:  Project Manager

Review and recommendation:  Program Director, IAR

Approval:  Program Director, Project Steering Committees

Software Selection

Acquisition Strategy Development:  Lead Center

Acquisition Strategy Approver:  Program Director

RFQ development:  Project Manager

Software evaluation:  Agency Process Team

Review and recommendation:  Source Selection Board
Selection Official:  Agency Functional AA

Contracting Organization:  Integration Project/MSFC
Implementation Contractor Selection

Acquisition Strategy Development:  Lead Center

Acquisition Strategy Approver:  Program Director

RFQ development:  Project Manager

Proposal evaluation and selection:  Project Manager, Source Selection Board
Selection Official:  Center Director or designee

5.0
PROGRAM REQUIREMENTS

5.1
Requirements Levels

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

Level I
– Agency Business Drivers

Level II
– Project Functional Drivers

Level III
– High-Level Requirements

Level IV
– Acquisition Requirements

Level V
– Implementation Requirements

5.1.1
Level I – Agency Business Drivers

An examination of the commonality of the business process and infrastructure needs identified in the Agency and Enterprise Strategic Plans resulted in five Agency Business Drivers approved by the IFMP Steering Council and incorporated in the Program Commitment Agreement.  They are:

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

· Improve NASA's accountability and enable full cost management

· Achieve efficiencies and operate effectively

· Exchange information with customers and stakeholders

· Attract and retain a world class workforce

Performance commitments, in the form of Module Functional Drivers are made at the individual Project level.  Success of IFMP will be judged by how well each Project contributes to the defined Agency Business Drivers.

5.1.2
Level II – Module Functional Drivers

Module Functional drivers are major functional area achievements that would demonstrate a measurable improvement in the Agency Business Drivers.  During Program formulation, the Agency Process Teams developed a BCA for each functional module that identified and mapped Functional Drivers to Agency Business Drivers and further, identified the success measures by which to judge the achievement of each Functional Driver.  An example from the Resume Management Module is as follows:

	Agency Business Driver
	Achieve efficiencies and operate effectively

	Functional Driver
	Continue services despite reduced HR staff

	Success Measures
	Reduction in the length of time to process resumes

Reduction in the amount of staff time expended per vacancy filled


The degree to which each module supports the Agency Business Drivers helped to determine the initial module implementation priority.  Annually, the Program will update the BCAs for pending modules to reflect the impact of marketplace maturity, policy, regulation and requirements changes, and the state of the IFM system environment on the Functional Drivers.  Changes in the potential positive contributions by each module may affect module implementation priority.  Based on these annual reassessments, the IFM Program will initiate one or more new Projects.  For each new Project, the relationships of the functional drivers to the Agency Business Drivers represents a Project's fundamental commitment to the IFM Program.

The BCAs and the Functional Drivers contained within, continue to be updated and reassessed at various points in the formulation and implementation phases to affirm that the Project is continuing to progress toward achieving its Functional Drivers and by reference, the Agency Business Drivers.  Diminished anticipated accomplishments by a Project could be cause for restructuring and/or cancellation of the Project.

Minimum success criteria and performance metrics will be baselined at the outset of the Project and measured during implementation and after deployment to determine the relative level of Project success in meeting the Functional Drivers.

5.1.3
Level III – High-Level Requirements

The Agency Process Team supporting each Module Project develops requirements at this level.  The Scope Document is used by the Program Office to communicate the high-level requirements and responsibility of the Lead Center for the formulation of the Module Project.  These requirements are used by the:

· Project Manager and Agency Process Team to brief and receive approval of the proposed process and system changes by the Functional Owners

· Project Manager and Agency Process Team to evaluate prospective vendors and develop a functional gap analysis

· Integration Project Manager to identify integration issues

The requirements at this level are not fixed until after the "period of understanding", when the initial software gap analysis is completed.  Software gaps may be addressed by:

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

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

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

· Modification – A modification to the baseline COTS software.  (NOTE:  One of the Program's First Principles is to use COTS software in its native form and not seek to have the COTS modified.)

· Other Detailed configuration and Implementation Issues – Day-to-day implementation issues related to detailed configuration of the software or other implementation details will arise that require an interpretation of a requirement or process.

The Implementation Support Contractor recommends additional software as necessary and is responsible for establishing the interfaces.

5.1.4
Level IV – Acquisition and Design Requirements

The Agency Process Team, Module Project, and the Integration Project will develop the Functional, Technical and Integration Requirements for each Module Project.  The Functional Requirements will include, at a minimum, a textual list of requirements and a business process model view of the module requirements.

Once the Project Steering Committee approves the package of Level IV requirements, those requirements are considered baselined and will be used for gap assessments during project formulation, and during the Agency Design phase as the basis for configuration.

5.1.5
Level V – Implementation Requirements

After the software is selected, the Agency Process Team and Module Project will work to configure and test the software to insure it is acceptable for implementation.  During this process, it’s likely that additional functionality gaps will be discovered and resolved.  As a result, the baselined Level IV requirements will be updated.  In addition, in order to test the software, a more detailed statement of a requirement or process may be required in order to insure the successful completion of a test.  These changes will result in a more refined, testable set of requirements.  These Level V requirements are known as Implementation Requirements and will serve as the basis for the testing that will occur during module implementation.

5.2

Regulatory Requirements

The IFM Program shall develop, implement, and maintain financial management systems consistent and compliant with Federal laws and regulations.  These include, but are not limited to, the following:

· Chief Financial Officers’ Act

· Federal Financial Management Improvement Act

· Federal Manager Financial Integrity Act

· Government Performance and Results Act

· Clinger-Cohen Act

· OMB Circulars and Bulletins

· A-123, Internal Control Systems

· A-127, Financial Management Systems

· A-130, Management of Federal Information Resources

· 97-01, Form and Content of Agency Financial Statements

· Computer Security Act

· JFMIP Federal Financial Management System Requirements

· FASAB Accounting Standards

· Treasury Financial Manual
The IFM Program shall monitor changes to Federal laws and regulations that may affect the financial management systems consistence and compliance.

5.3
Information System Requirements

The program develops and maintains the IFM System technical requirements by researching and evaluating current technologies available in the COTS software market, the appropriate Federal regulations and standards, and the appropriate NASA technical policies, procedures and standards.  Specifically the program adheres to the following NASA technical policies, procedures and standards:

· NPD 2800.1, Managing Information Technology

· NPD 2810.1, Security of Information Technology

· NPD 2820.1, NASA Software Policies

· NASA-STD-2100-91, NASA Software Documentation Standard

· NASA-STD-2201-93, Software Assurance Standard

· NASA-STD-2202-93, Software Formal Inspection Process Standard

· Other NASA Computer-Related Technical Standards

The Integration Project is responsible for ensuring that the individual projects are implemented in conformance with the technical architecture standards and specifications developed by the Agency and the IFM Program.

The Requirements Management Framework describes a systematic approach to eliciting, organizing, documenting, and managing the changing requirements of the IFM Program through the IFM governance structure.  This document details the roles of the various Program entities in establishing the baseline requirements and in resolving requirements issues.

6.0
PROGRAM SCHEDULE

Target dates for activities and milestones relative to Program and Project critical activities are established, tracked, and controlled.  The Program's Schedule Management Framework provides details on the overall schedule management process.  Significant to this process is the establishment of control points (key milestones) at the Program, Project and Center levels.  Each level will maintain a separate schedule to support the control points that enable measurement of contractor and project accomplishment.  The schedule milestones and activities will be specific enough to provide guidance to the project teams while providing management with visibility into the on-going performance of the implementation effort when accomplishments are compared to plans.  Schedule baselines will be established at the time a project is approved for implementation.

The amount of detail in project schedule management is a function of the phase of the project life cycle.  Each project will be managed through four distinct phases:  Formulation, Agency Design, Pilot Implementation, and Agency Rollout.  A planned module implementation sequence is attached as Appendix B.

Formulation begins with a decision to implement a project.  It includes requirements development, an initial gap assessment between requirements and the chosen Agency software suite (i.e., SAP), and selection of an implementation support contractor.  Selection of additional software may be performed if major software gaps are identified between the functional requirements and the SAP software.  The major deliverables during project formulation are performance commitments; cost, scope and schedule baselines; and revised Agency level business processes.

Implementation starts with the Agency Design Phase.  The goal of this phase is to develop a standard, Agency-wide integrated solution based on re-engineered business processes that operate within the capabilities of the selected 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; and

· Prepare to transition to the Pilot Center Implementation Phase.

The output of the Agency Design Phase will be a tested Agency solution that 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 BCA and to initiate Pilot Center Implementation.

Pilot Center Implementation will demonstrate that the Agency solution can be implemented at a single NASA Center.  It will include development of interfaces with supporting Center-level legacy systems, data conversion, establishing a Center configuration and developing and implementing necessary training.  This phase will include integration and verification of all elements necessary to make the software work in a real world environment.  During this phase, all elements of Change Management will be developed and implemented in order to provide a baseline for the remaining 9 Centers.  At the end of this phase, the pilot Center will be fully operational.

During the Agency Rollout Phase, the remaining nine Centers will replicate the activities of the pilot Center.  The difference is that they will be able to capitalize on the lessons learned, tools and products developed by the Pilot Center.  The Pilot Center will coordinate support to each of the remaining Centers but will not be in a position to manage their schedules or resources.  Project level schedule management will emphasize coordination of the implementer and Integration Project resources necessary to support the remaining Centers.  The remaining Centers will negotiate control points for their activities with the Project Manager.

7.0
PROGRAM RESOURCES

The Program Commitment Agreement approved by the Administrator includes a Program Cost Commitment (PCC), depicting both Program and Enterprise funding commitments, that is approved by the NASA Comptroller.  The dollar amounts shown in that commitment are based on funding of the Integration Project, and Program Management activities, consistent with the planned project schedules and a planning wedge for individual projects.  A separate display shows the tentative allocation of the planning wedge over a 10-year planning life-cycle.  The ability of the program to operate within the annual budget target while taking advantage of expanded opportunities and/or mitigating schedule and cost risk is provided through flexibility in prioritizing and initiating pending projects and timing of solicitations associated with new projects.  Specifically, program funding planned for new solicitations may be used to augment on-going projects, thereby deferring the selection or initiation of a new project to the following fiscal year.

Total IFM Program funding is based on a notional implementation schedule and budget for the 10-year life of the Program.  Annually, IFMP initiates one or more new Projects.  Part of a Project Manager's commitment to the Program is a Project budget with sufficient reserves to ensure project completion on time and without budget overruns.  The IFM Steering Council and CIC concur with the IFMP budget prior to approval by the Administrator.

The IFM Program Office and the Enterprise Offices will share IFMP funding obligations.  The IFM Program Office is responsible for funding:

· System development

· System implementation for the "Pilot Center"

· Implementation contractor support for the “Agency Roll Out”

· Hardware maintenance and upgrades for the first two years

· Software maintenance and upgrades for the first two years

· Configuration management activities

· Major Upgrades

The Enterprise Offices are responsible for funding:

· System implementation at each of nine Centers beyond the Pilot Center

· All recurring costs after the first two years.  Recurring costs include but are not limited to:  computer operations, system maintenance, sustaining support, and system administration.

The IFM Program is not responsible for funding any enhancements that may be requested after a system has been implemented.  Such enhancements will need to be funded by the requester (e.g., functional offices, such as Code B, Code F, Code H, etc.).  All requested enhancements will be fully reviewed for implementation costs, complexity, risks, impacts, and other factors.

8.0
CONTROLS

IFMP has established multiple levels of Program control over schedule, project deliverables, and budget.  Prior to approval by the Program Director and IFMP Steering Council, each IFM Project commits to a Project schedule containing milestones and control points.  Project status is reported to the Program Director monthly and to the Agency PMC on a quarterly basis.  The IFMP Steering Council must approve any reported changes to the baselined schedule or Project scope.  Each Project will also have a project-planning schedule for implementation management addressing those activities leading up to the milestones and control points, agreed to by the Program Director.  This schedule is not controlled at the Program level and may change at the discretion of the Project Manager as long as the agreed to milestones and control points remain unaffected.

Budget reserves are a function of individual Projects.  Each Project Manager will establish and allocate reserves consistent with risk and schedule requirements.

Annually, the Program Director will review the PCA to identify changes to commitments, update as necessary, and review the Lead Center-developed, Project-specific Addendum for each new Project.  Reserve application will be reviewed with the Program Director and Project Steering Committee.  The Administrator will approve changes to the PCA.

IFMP has developed a complete set of management frameworks that establish standard policy, guidance, and processes for managing IFMP consistent with the principles of NPG 7120.5A.  These frameworks assure sufficient and comprehensive communication, coordination, oversight, and control of all program phases as well as multiple phased initiatives.  Roles and responsibilities for each level of Program/Project management as well as standard processes and techniques are identified.  These frameworks will serve as the basis for developing detailed management plans in support of the Program, each individual Project, and each Receiving Center.  Projects are required to follow the frameworks unless a waiver has been agreed to and documented in the Framework Agreement Plan.  A list of frameworks and associated plans is provided in Appendix D.

9.0
RELATIONSHIPS TO OTHER PROGRAMS AND AGREEMENTS

The Integration Project will establish Memorandums of Understanding (MOU’s) with the following NASA programs:

· NASA ADP Consolidation Center (NACC)

· NASA Integrated Services Network (NISN)

· Sustaining Engineering Support for Agency-wide Administrative Systems (SESAAS)

· Outsourcing Desktop Initiative for NASA (ODIN)

Following is a brief description of the relations between these programs and IFMP.

The NACC provides consolidation services and operations for various NASA Centers’ Automated Data Processing (ADP) workloads.  The NACC will provide data center operations services for the modules deployed within IFMP.  These operations services will be consistent with the overall set of operations services defined within the IFMP Operations Framework.

NISN will provide the wide area network systems support and services for each IFM module.

SESAAS is responsible for the sustaining engineering support of the legacy Agency-wide business applications.  Modules within IFMP will require integration with the SESAAS maintained applications.

ODIN is responsible for desktop services across the Agency.  The ODIN contractor at each Center will be involved in the traditional desktop, local area network, and user interface operational support of each IFM module.

Additionally, an MOU was established between the Resume Management Project and MSFC for the establishment of the Resume Operations Center (ROC) located within MSFC’s Customer and Employee Relations Directorate.  The ROC electronically processes all resumes submitted to NASA for job opportunities.

10.0
ACQUISITION STRATEGY

The Program acquisition strategy is based on the premise that, in part, program success will hinge on the ability to integrate multiple modules to support the enterprise.  The Core Financial Project established a system backbone through selection of an ERP product, mySAP.com, which includes a suite of potential extensions to other functional requirements.  MySAP.com was selected based on a free an open competition.  Sufficient SAP licenses were procured to support all Agency personnel for all functional areas.  All future projects will utilize this SAP suite as the default software product unless there is a critical flaw noted during gap analyses.  A decision to pursue an alternative other than extending the Core Financial suite, if available, will require approval by the IFMP Steering Council.

Implementation services for specific Projects will be accomplished under a separate implementation contract.  Emphasis will be placed on defining contracts with strong performance incentives.  The Lead Center Director (or designee) will select the Implementation Support contractor and the contractor will proceed to work with the software for a "period of understanding" to confirm the contractor’s ability to work with the software product, perform a more detailed gap analysis, and make recommendations on how to address any gap.  The Implementation Support Contractor will be responsible for establishing the interfaces for any additional add-on software required, and for developing any extensions to the base software.

Free and open competitive procurements will be used to the maximum extent possible.  Implementation services will be procured through use of the existing GSA schedules where possible.  Similarly, any additional COTS software required will be acquired through GSA where possible.  Detailed acquisition plans will be developed by the program and each approved project in accordance with Federal Acquisition Regulations (FAR) Part 7, Acquisition Planning, and the NASA FAR supplement (NFS), Part 18-7.  Emphasis will be placed on defining contracts with strong performance incentives.

The table below identifies the responsible organizations for the selection and acquisition of hardware, software, and support services.

	Acquisition Scope
	Contracting Organization
	Selecting Official

	Program Support Services & Tools
	Program Office
	Deputy Program Director

	Change Management Services
	Program Office
	Deputy Program Director

	IV&V Services
	Integration Project Office (IPO)
	Integration Project Manager

	Acquisition and Independent Assessment Services
	IPO
	Integration Project Manager

	Integration Services
	IPO
	Center Director or Designee

	Project Implementation Services
	Project Office
	Center Director or Designee

	Project Support Services
	Project Office
	Project Manager

	Module Software Solutions
	Project Office
	Agency Functional AA


11.0
COMMERCIALIZATION OPPORTUNITIES

As the IFMP is not producing new science or technology, there are no obvious opportunities for commercialization.  However, any success NASA has in selecting and implementing COTS financial system modules and in marrying WEB technology with integrated financial management could become benchmark standards for success.  In addition, other Government Agencies may capitalize on NASA's lessons learned.

12.0
TECHNOLOGY ASSESSMENT

Over the past several years, information technology for IFM applications has matured considerably.

· Proven COTS software applications are available for most IFM requirements

· Client server is now the norm

· E-Commerce is the current technology thrust

· Data Warehousing and integrating alternatives exist for integration

· Enterprise Application Integration (EAI) tools are the future capabilities enabling integration

· JFMIP certified software products now include major software vendors such as Oracle, SAP and PeopleSoft

Software and information technology are no longer the primary concerns.  Mature Federalized COTS packages exist, eliminating the need for a slow and costly development effort and the risks associated with Federalizing an existing commercial package.

Over the course of the Program, technology will be acquired that moves IFMP in the direction of best practices, but not so fast that the Program is pushing technology for technology’s sake.  E‑Commerce and EAI technologies are the dominant future drivers for administration and business systems.  The program will acquire tools and capabilities to capitalize on these technologies to enable future functional initiatives.  The Agency CIO is a member of the IFM Steering Council and the IFMP Integration Project Steering Committee and is actively engaged in monitoring and supporting IFMP's technology.  The Agency CIO and the IFM Steering Council help to assure that IFMP is in alignment with the Agency’s IT strategy.

13.0
DATA MANAGEMENT

The IFM Program will address data management activities in a combination of documents that will be developed by the Integration Project.  These documents include:

· Business Architecture Strategy

· Information Delivery Strategy

· Security Plan

· Operations Plan

The Business Architecture Strategy will define the methodology and tools that will be utilized to capture and maintain the IFMP business architecture.  The business architecture will consist of the business processes, information needs, and organizational structures that support the Agency’s Strategic Plan and mission.  The business architecture will include information about both process and data.

The Information Delivery Strategy will address the long-term plan for an integrated view of data from different IFM Modules.  The Integration Project will develop a standard information delivery strategy and architecture that will be utilized for each module.  The strategy will be based on a phased approach to the development of program level data repository.  While many of these information needs will cross module boundaries the initial focus will be on standard tools and methods for providing access to the data that resides in the Core Financial Module.  The long-term goal of this information delivery strategy is to provide an integrated data warehouse across all IFM modules.  This data warehouse will evolve as each Module Project is implemented.

A Security Plan will be developed for each Module Project during its Agency Design Phase.  These module-specific security plans will address the security controls, user profiles, and security architecture (account management, network security, and database security strategies and processes) to be implemented.

An Operations Plan will be developed for each Module Project during the Pilot Center Implementation Phase.  This plan will include the data backup, recovery, and archival procedures to be implemented for the Module.
14.0
RISK MANAGEMENT

IFMP is a high risk program.  There have been two previous failed attempts to achieve the program objectives.  Seventy percent of all similar programs fail to meet business objectives.  The key contributor to this underachievement is inadequate attention to Change Management.  Accordingly, the Program Office will establish and implement a comprehensive Change Management program that will address communications, training, and organizational transition.  The IFM Program strategy of acquiring and implementing mature Federalized COTS packages greatly reduces the risk and cost of operational system development.  Nevertheless, IFMP will actively manage technical and programmatic risks to maximize the probability of delivering planned technology within cost and on schedule.

Risk management can also form the basis during Program Formulation for establishing reserves that enable recovery from adverse cost, schedule or technical risks.

IFMP's risk management approach includes continuous assessment of what could go wrong, determining what risks are important to deal with, and implementing risk mitigating strategies that are reasonable and commensurate with the probable adverse effects should a risk occur.  At the core of this approach is the assignment of risk management responsibilities to the appropriate management level, where there is direct professional involvement and concern over the impact of risks and where identification, mitigation, and reporting activities become an integral component of program and project management planning, budgeting, and execution.

The IFM Program developed a Risk Management Framework to establish the policy and guidance for controlling risks for the IFM Program.  Roles and responsibilities for each level of Program/Project management as well as standard processes and techniques are identified.  This framework was developed based on NPG 7120.5A and will serve as the basis for developing detailed Risk Management Plans in support of the Program, each individual Project, and each Receiving Center.  The Risk Management responsibilities of the organizational entities are described in detail in the Program Risk Management Framework and Program Risk Management Plan.

15.0
LOGISTICS

This section is not applicable to the IFM Program.

16.0
TEST AND VERIFICATION
Testing is a particularly critical activity during the implementation of an Agency-wide COTS software solution.  An executive summary of the IFM testing strategy is provided below.  However, the IFMP Testing Framework defines the detail strategy.

16.1
Testing Phases

The scope of testing for the project is comprised of five phases:

· Agency Solution Testing - refers to the unit testing of Agency interfaces, extensions, bolt-ons, software modifications, and configuration testing of business scenarios.

· Integration Testing - tests that the system as a whole meets its requirements.  At the completion of this phase of testing, the Module Project Team and the Integration Project will have confirmed that the developed components operate as a system according to specifications.

· Acceptance Testing - system users or their designated representatives confirm that the release components have been built or configured to specifications.  At the conclusion of this test phase, the system is ready to be released to the production environment.

· Architecture Testing - Prior to any hardware and software installations that would enable hands-on testing, the architectural components identified during the design of the technical architecture will be validated.

· Performance Testing – refers to testing done to verify system scalability, application recovery, and disaster recovery.

16.2
Testing Environments

A maximum of seven testing environments will be used to support the various phases of testing:

· Demo – Used for hotline/troubleshooting, testing control, and release testing.  This environment is refreshed daily to ensure that a pure “vanilla” application is available.
· Design/Training – Used as the Implementation design and Conference Room Pilot environment and the development of Center specific training.
· Development – Used for Unit testing all work produced by the Module Implementation Team.  Also used for program corrections during Integration and Acceptance Testing.
· Integration – Primary Integration testing environment.
· Conversion – Used for testing conversion programs, live data, and mock conversions.
· Performance – Used for benchmark testing, troubleshooting, and technical Integration and Acceptance testing.
· QA/Use Acceptance – Acceptance testing environment.  Serves as the central source for object migration to production.

The specific test environments required will be specified in the test planning documentation for each module.

17.0
REVIEWS
Various reviews will be conducted over the life of the Program.  For each review, the recipient, presenter, timeframe, content, and purpose will be described.  The details of these reviews will be addressed in the Independent Assessment Process and Points of Application Framework and the IFM External Reporting Requirements.

17.1
Management Reviews

Management reviews will be scheduled periodically.  The type and frequency of the reviews will be established according to the program needs and requirements.  Reviews will be scheduled to keep Agency, Center, program and project management informed of the current status of existing or potential problem areas.  Special reviews by any level of management will be scheduled when the need arises.  Management reviews will include:

· Project Monthly Status Reviews

· IFM Steering Council Review

· Program Quarterly Status Review

· Non-Advocacy Review

· First Independent Annual Review

· Independent Annual Reviews

· Independent Assessment at major project milestones

· Systems Compliance Reviews

· Requirements Reviews

17.1.1
First Independent Annual Review

The IFM Program underwent a NAR review during formulation.  Individual projects will undergo a modified review process.  During the "period of understanding" the new Project will be subject to a First Independent Annual Review (IAR) which marries pertinent parts of a NAR review with an IAR to address the new Project pending approval.  The first IAR will make a recommendation regarding readiness of the Project to proceed with the implementation phase.  The first IAR may be conducted under the auspices of the Agency Chief Engineer’s Independent Program Assessment Office (IPAO) or by the Lead Center’s System Management Office (SMO) at the discretion of the IPAO.

17.1.2   Independent Assessments
The IFMP Program will employ professional independent assessment services at various milestones throughout the life of each Module Project.  The objectives of this approach include the ability to identify issues early in the process and the ability to reduce risks, costs, and schedule slippage.

Independent assessment responsibilities are divided between the NASA Fairmont Independent Verification and Validation (IV&V) facility and an Independent Assessment Contractor.  The IVV&V facility will focus on the assessment of the establishment, management, and volatility of requirements.

Figure 17-1 depicts the role of each review group.  The Independent Assessment Process and Points of Application Process (IAPPA) Framework provides a detailed description.
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17.2
Technical Reviews

Various technical reviews will be conducted for the IFM Program and its individual projects as required.  The purpose of these reviews is to ensure that the Program and Projects are achieving the desired technical performance on schedule and within budget.  The timing of these reviews will be based on the Program and Project lifecycle.  In programs of this nature, detailed lifecycle phases are driven based upon the specific implementation methodology defined by the software package(s) and implementation partner(s) being utilized.

As this methodology becomes known, specific technical reviews will be defined and scheduled for each Project.  At a minimum, the following reviews will be conducted:  Requirements Review, Test Readiness Review, and Operational Readiness Reviews.

18.0
TAILORING

The requirements of NASA Policy Directive (NPD) 7120.4A and NASA Procedures and Guidelines (NPG) 7120.5A apply to the program as tailored by this document and the IFMP Program Plan.

The IFM Program is managed by the Program Office under the direction and leadership of the IFM Program Director under the governance of the IFMP Steering Council.

Approved projects will be managed by the module specific Project Manager under the governance of the Program Director and Project Steering Committees.

Lead Centers are identified at the project level.

Each approved project will develop an addendum to attach to the PCA, which outlines its specific technical performance, schedule, and resource commitments.

19.0
CHANGE LOG

CHANGE LOG

	Effective Date
	Document Revision
	Description

	11/20/2000
	
	Original Baseline

	01/12/2001
	Appendices F and G
	Replaced Appendix F with modified Project Initiation Process.

Replaced Appendix G with modified Project Formulation Process

	2/7/02
	Multiple sections
	Updated Plan to be reflect current schedule, events, and processes. 

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


APPENDIX A – LEAD CENTER ASSIGNMENTS

The following Lead Center assignments have been made by the Program Director.

Integration Project – Marshall Space Flight Center (Jonathan Pettus)

Core Financial Project – Marshall Space Flight Center (Pam Cucarola)

Resume Management Project – Goddard Space Flight Center (Rich Ryan, Acting)

Position Description Management Project – Goddard Space Flight Center (Rich Ryan, Acting)

Budget Formulation Project - Goddard Space Flight Center (Rich Ryan, Acting)

Travel Management Project – Langley Research Center (Fran Sleigher)

Procurement Management Project – TBD

Human Resources Management Project – TBD

Integrated Asset Management – TBD

APPENDIX B – PLANNED IMPLEMENTATION SEQUENCE
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APPENDIX C – ABBREVIATIONS AND ACRONYMS
	Acronym
	
	Definition

	AA
	
	Associate Administrator or Assistant Administrator

	AFCS
	
	Agency Funds Control System

	AO
	
	Announcement of Opportunity

	APA
	
	Allowance for Program Adjustment

	ARC
	
	Ames Research Center

	AWCS
	
	Agency-wide Coding Structure

	BCA
	
	Business Case Analysis

	BM
	
	Business Manager

	BPR
	
	Business Process Reengineering

	CAFM
	
	Computer Aided Facilities Management

	CCB
	
	Configuration Control Board  

	CFO
	
	Chief Financial Officer

	CI
	
	Configuration Item

	CIC
	
	Capital Investment Council

	CIO
	
	Chief Information Officer

	CM
	
	Configuration Management

	CM
	
	Change Management

	CMP
	
	Configuration Management Plan

	CoF
	
	Construction of Facilities

	COTR
	
	Contracting Officers Technical Representative

	COTS
	
	Commercial Off-the-shelf

	CPM
	
	Critical Path Method

	CR 
	
	Change Request

	CRM
	
	Continuous Risk Management

	CS
	
	Civil Service

	CSCI
	
	Computer Software Configuration Items

	CSOC
	
	Combined Space Operations Contract

	CTM
	
	Center Transition Manager

	CTS
	
	Control Tracking System

	DCN
	
	Document Change Notice

	DFRC
	
	Dryden Flight Research Center

	DM
	
	Data Management

	DRFP
	
	Draft Request for Proposal

	EAC
	
	Estimate At Complete

	EIRR
	
	External Independent Readiness Review

	EIS
	
	Executive Information System

	ERP
	
	Enterprise Resource Planning

	EVM
	
	Earned Value Management

	EVPM
	
	Earned Value Performance Measurement

	FACS
	
	Financial Accounting Contractual Status

	FAR
	
	Federal Acquisition Regulations

	FASAB
	
	Federal Accounting Standards Advisory Board 

	FFMIA
	
	Federal Financial Management Improvement Act

	FMCEA
	
	Failure Modes, Causes, and Effects Analysis

	FPMR
	
	Federal Property Management Regulation

	FTA
	
	Fault Tree Analysis

	FTE
	
	Full Time Equivalent

	FY
	
	Fiscal Year

	GAO
	
	General Accounting Office

	GOTS
	
	Government Off-the-shelf

	GPMC
	
	Governing Program Management Council

	GPRA
	
	Government Performance and Results Act

	GRC
	
	Glenn Research Center

	GSA
	
	General Services Administration

	GSFC
	
	Goddard Space Flight Center

	HR
	
	Human Resource

	HQ
	
	Headquarters

	HWCI
	
	Hardware Configuration Items

	I2S2
	
	IFMP Integrated Scheduling System

	IA 
	
	Independent Assessment

	IAR
	
	Independent Annual Review

	IDA
	
	Interface Definition Agreement

	IFM 
	
	Integrated Financial Management

	IFMP
	
	Integrated Financial Management Project (Old)

	IFMP
	
	Integrated Financial Management Program (New)

	IFMS
	
	Integrated Financial Management System

	IG
	
	Inspector General

	IPAO
	
	Independent Program Assessment Office

	IPO
	
	Institutional Program Office

	IPSC
	
	Integration Project Steering Committee

	ISE
	
	Intelligent Syntheses Environment

	ISO
	
	International Standards Organization

	IT
	
	Information Technology

	ITD
	
	Issues Tracking Database

	ITMRA
	
	Information Technology Management Reform Act

	IV&V
	
	Independent Verification & Validation

	JFMIP
	
	Joint Financial Management Improvement Program

	JPL
	
	Jet Propulsion Laboratory

	JSC
	
	Johnson Space Center

	KSA
	
	Knowledge, Skills, and Abilities

	KSC
	
	Kennedy Space Center

	LAN
	
	Local Area Network

	LaRC
	
	Langley Research Center

	LCC
	
	Life Cycle Cost

	LCD
	
	Lead Center Director

	LLD
	
	Lessons Learned Database

	LLIS
	
	Lessons Learned Information System

	MOA
	
	Memorandum of Agreement

	MOU
	
	Memorandum of Understanding

	MSFC
	
	Marshall Space Flight Center

	MSR
	
	Monthly Status Report

	NACC
	
	NASA ADP Consolidation Center

	NAFIS
	
	NASA Accounting and Financial Information System

	NAR
	
	Non-Advocacy Review

	NASA
	
	National Aeronautics & Space Administration

	NEPA
	
	National Environmental Policy Act

	NEQA
	
	NASA Engineering and Quality Audit

	NFS
	
	NASA FAR Supplement

	NISN
	
	NASA Integrated Services Network

	NOA
	
	New Obligation Authority

	NODIS
	
	NASA Online Directives Information System

	NPD
	
	NASA Policy Directive

	NPG
	
	NASA Procedures & Guidelines

	NRA
	
	NASA Research Announcement

	ODIN
	
	Outsourcing Desktop Initiative for NASA

	OMB
	
	Office of Management & Budget

	PAPAC
	
	Provide Aerospace Products And Capabilities

	PCA
	
	Program Commitment Agreement

	PCIT
	
	Prime Center Information Technology

	PERT
	
	Program Evaluation Review Technique

	PGS
	
	Purchased Goods and Services

	PI
	
	Principal Investigators

	PMC
	
	(Agency) Program Management Council

	POP
	
	Program Operating Plan

	PPM
	
	Program/Project Management

	PPMI
	
	Program/Project Management Initiative

	PSR
	
	Project Status Report

	QA
	
	Quality Assurance

	QSR
	
	Quarterly Status Report

	R&A
	
	Research & Analysis

	RDT&E
	
	Research, Development, Test & Evaluation

	RFI
	
	Request for Information

	RFP
	
	Request for Proposal

	RFQ
	
	Request for Quote

	SBIR
	
	Small Business Innovation Research

	SDLC
	
	Systems Development Life Cycle

	SEI
	
	Software Engineering Institute

	SESAAS
	
	Sustaining Engineering Support for Agency-Wide Admin. Sys.

	SLA
	
	Service Level Agreement

	SMO
	
	System Management Office

	SOMO
	
	Space Operations Management Office

	SOW
	
	Statement of Work

	SSC
	
	Stennis Space Center

	SSCC
	
	Support Service Contractor Costs

	TALC/LD
	
	Time, Attendance & Labor Collection/Labor Distribution

	TDS
	
	Transitional Data Structure

	UAT
	
	User Acceptance Test

	UPN
	
	Unique Project Number

	USA
	
	United Space Alliance

	WBS
	
	Work Breakdown Structure

	Y2K
	
	Year 2000


APPENDIX D - IFMP PLANS AND FRAMEWORKS

	
	Program
	Project

	
	Framework
	Plan
	Lead Center
	Centers

	Requirements
	Requirements Management
	Requirements Management
	Acquisition and Implementation Requirements
	Acquisition and Implementation Requirements

	Design
	Agency Design 
	
	Bolt-on / Extension / Enhancement specifications
	Bolt-on / Extension / Enhancement specifications

	
	
	
	Interface Definition Agreements with Agency-wide and external applications
	Interface Definition Agreements with approved Center-unique applications

	
	
	
	Augmented Reporting
	

	
	
	
	Data Conversion Plan
	Data Conversion Plan

	
	
	
	Configuration Definitions
	Center-unique Configuration Definitions

	
	
	
	Detailed Technical Architecture
	

	Configuration Management
	Configuration Management
	Configuration Management
	CCB Charter Addendum
	CCB Charter Addendum

	
	
	
	Quality Assurance Plan
	

	Testing
	Test 
	
	Agency Solution Test Plan
	

	
	
	
	Integration Test Plan
	Updated Integration Test Plan

	
	
	
	Acceptance Test Plan
	Acceptance Test Plan

	
	
	
	Performance Test Plan
	Updated Performance Test Plan

	Operations
	Operations
	
	Operations Plan
	Operations Plan

	
	
	
	Security Plan
	Security Plan

	
	
	
	Project Plan (Scope of Operations)
	Project Plan (Scope of Operations)

	
	
	
	Transition Plan
	Transition Plan

	Change Management
	
	
	Change Management Plan
	

	
	Building Commitment
	
	
	

	
	Benchmarking Resource Library
	
	Intellectual Resource Update
	

	
	Communications
	
	Communications Plan
	

	
	Training
	
	Training Plan
	Updated Training Plan


APPENDIX E – PROJECT INITIATION PROCESS (GENERIC)


APPENDIX F – PROJECT FORMULATION PROCESS (GENERIC)
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