
Program Commitment Agreement (PCA) Addendum

INTEGRATED FINANCIAL MANAGEMENT (IFM) PROGRAM

CORE FINANCIAL PROJECT
It is the responsibility of each of the signing parties to notify the other in the event that a commitment cannot be met and to initiate the timely renegotiations of the terms of this agreement.

Principals agreeing to the articles of this PCA Addendum:

___________________________________
________

Michael B. Mann, Director
Date

___________________________________
________

Stephen J. Varholy, Acting Chief Financial Officer
Date

I. Project Overview

Each NASA Center utilizes its own custom-developed legacy accounting system.  The systems utilize outdated, customized technology and are very difficult and costly to maintain.  In addition, because these systems are stovepiped in nature, it is very difficult to produce a corporate view of financial data.  As the Agency has transitioned to a more Lead Center approach in managing its major programs, the need for an integrated view of financial data across Centers has become more important.  In order to maximize the standardization of business processes and provide a more integrated view of financial data, NASA’s goal is to implement a single, centralized database instance of Core Financial software.  The architecture to accomplish this would rely on a server-based set of components that would be installed and maintained at the NASA Automated Data Processing (ADP) Consolidation Center (NACC) located at Marshall Space Flight Center (MSFC), Huntsville, Alabama.

· The Core Financial Project consists of the standard general ledger, accounts receivable, accounts payable, budget execution, purchasing, cost management, and general system management.  MSFC has been tasked as the Lead Center for the Project. The Project Team will be managed in accordance with NASA Procedures and Guidelines (NPG) 7120.5 and will remain accountable for implementation.  

II. Project Authority

Administrator approval of the PCA Addendum and IFM Program Director approval of the Core Financial Project Plan establishes budget and functional authority to the Core Financial Project.  

The Core Financial Project reports directly to the MSFC CFO, who in turn reports to the MSFC Center Director.  The MSFC Center Director provides the civil servant resources and infrastructure necessary to support the project office.  

The MSFC PMC serves as the GPMC for the Core Financial Project.  The MSFC PMC assesses Core Financial Project planning and implementation.

III. Cost and Schedule Commitments

Project schedule commitments are as follows:

Project Phase
Schedule Milestone Commitments

Project Formulation
2nd Qtr FY01

Project Implementation


Agency Design
4th Qtr FY01

Pilot (Cutover)
4th Qtr FY02

Rollout
2nd Qtr FY04

Project cost commitments are as follows:


2001
2002
2003
2004

Project Formulation
$11.4M 
$        0         
$       0 
$       0 

Implementation
$18.3M 
$36.1M 
$28.8M 
$7.7M 

Operations and Maintenance
$  4.5M 
$  1.1M 
$  1.1M 
$4.9M 

IV. Performance Measures and Success Criteria

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 into the PCA.  Module functional drivers are major functional area achievements that would demonstrate a measurable improvement in the Agency business drivers.  During project formulation, the Core Financial Agency Process Team identified and mapped functional drivers to Agency business drivers and further, identified the success measures by which to judge the achievement of each functional driver.

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

Module Success Criteria

Specific success criteria have been developed for each defined functional driver performance metric.  Module success criteria will be measured at three levels: Today’s baseline, ideal or goal, and target or minimum acceptable levels.  The performance measures identified in Table 1 will be used to assess the success of the Core Financial investment and impact on NASA.  The current baseline for each metric will be defined by each Center.  

Table 1 – Performance Measures
Business Driver
Core Financial Functional Drivers
Core Financial Performance Measures
Design Success Measure

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


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


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


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


· 
3. Number of days

      between periodic (monthly and annual) closings and availability of financial data to internal customers
3. Year-end financial data available 7 days after end of year end


· 
4. Number and nature of differences between Standard General Ledger (SGL) balances, subsidiary records, and external sources (i.e., Treasury)
4. Minimal reconcilable differences between SGL balances, subsidiary records, and Treasury


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


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




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


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

Improve NASA's accountability and enable full cost management
4. Provide financial data for the purpose of determining the cost of providing specific Agency programs, projects, activities, and services 
8. Percentage of standardization across the Agency consistent with the Full Cost Initiative Agencywide Implementation Guide 
8. Enable automation of the two- appropriation structure interim full cost approach


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


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

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


· 
12. Number of Center-unique Core Financial systems
12. 100% elimination of

      Center-unique Core Financial systems not approved by Project Steering Committee


7. Provide tools to enable NASA to more effectively utilize the administrative and technical workforce
13. Number of overtime/ compensatory time/credit hours of financial management users
13. Reduce overtime/ compensatory time/credit hours of financial management users by 10% (after a fully integrated financial management system is in place)


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


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


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

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


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


· 
19. Percentage of standardization across the Agency consistent with the Full Cost Initiative Agencywide Implementation Guide
19. Enable automation of the two- appropriation structure interim full cost approach


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


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

Attract and retain a world-class workforce
11. Provide tools to users to enable them to do their jobs more effectively 
22. Number of source

      documents requiring duplicate entry of financial data into the system
22. 70% reduction until all IFM modules are implemented


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


· 
24. Percentage of standardization across the Agency consistent with the Full Cost Initiative Agencywide Implementation Guide  
24. Enable automation of the two- appropriation structure interim full cost approach


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


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


· 
27. Percentage of standardized business processes across NASA Centers


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

Project Management Success Criteria

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

Additional measures will include support to the Centers during Agency Rollout and change management (metrics to be defined in the Core Financial Project Change Management Plan).

Table 2 – Project Management Success Metrics

Project Element
Performance Measure

Cost
Project implementation costs will not exceed budget commitments by more than 15%
.

Schedule
Implementation schedule commitments for each deployment will not slip by more than two quarters.  This will be measured against the specific milestone dates to be baselined at the beginning of each deployment phase.

Risk
High-severity risks identified during project formulation are reduced to medium severity prior to Pilot Center cutover.

V. PCA Addendum Activities Log

A change log is used to provide an audit trail of all approved changes made to this document after initial approval.  Changes will be reviewed, approved, and incorporated into the document using established configuration management procedures.  Updated revisions of this document will be made as change pages or a total revision depending on the level of change. 
PCA Addendum Change Log
Date
Event
Change Description
AA Signature
Approval Authority Signature

May 18, 2001
Removal of fixed assets from Core Financial scope
Page 2, Section I “Project Overview,” bulleted paragraph, first sentence—“fixed assets” removed—now reads: “The Core Financial Project consists of the standard general ledger, accounts receivable, accounts payable, budget execution, purchasing, cost management, and general system management.”
This change in scope resulted in $850 savings that will be held in project reserves.  There is no schedule impact.
Michael B. Mann, Director
Stephen J. Varholy, Acting Chief Financial Officer
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