IFMP Program Commitment Agreement


INTEGRATED FINANCIAL MANAGEMENT PROGRAM (IFMP)

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 Program Commitment Agreement (PCA):

_____________________________________________
_________

Stephen J. Varholy, Acting Chief Financial Officer
Date

_____________________________________________
_________

Sean O’Keefe, Administrator
Date

Integrated Financial Management Program (IFMP)

I. Program Objectives

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

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.  As such, IFMP supports NASA values and elements common among of the five strategic Enterprises.  To accomplish its goal and support the crosscutting activity, IFMP has identified the following 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 provide 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 - Continue 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 a highly motivated workforce representing a broad range of skill levels.

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

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

II. Program Overview

Currently, NASA’s financial, physical, and business management environment is comprised of decentralized, nonintegrated systems characterized by function specific, 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 in many cases data and software are replicated at each Center. 

In 1988, a NASA study team recommended that NASA develop in-house necessary software rather than purchasing commercial-off-the-shelf (COTS) software or acquiring software developed by another government agency. This software development effort would provide financial information to program, project, and functional managers. The potentially high cost of sustaining engineering along with new Office of Management and Budget (OMB) guidance calling for agencies to consider commercially available software and cross-service agreements led to the cancellation of this effort in February 1995.

The NASA Chief Financial Officer (CFO) established the IFM Project Office in 1995 to plan, coordinate, and manage all aspects of the work necessary to streamline and standardize business processes and to acquire and implement and integrated financial, physical, and human resources management system solution throughout NASA. In September 1997, NASA issued a contract for the implementation of single integrated COTS solution to address a predominant number of the 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 a stop work order was issued 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 restructure and a set of first principles (lessons learned) are the pillars upon which the new IFM Program management framework has been built. 

· 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.
· Strive for early incremental success.
· 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.

Reengineer processes at least three 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
Ensure effective two way communication between the program and each of its projects.
· Goals, decisions, schedules, etc.
Improving the business processes and enabling infrastructure is necessary to achieve the programmatic objectives of the Enterprises.  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 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 will ensure the business, applications and technical architectures are defined and implemented in order to achieve the business objectives of the total system.  This project will also establish an integrated reporting and data analysis capability to support information analysis, planning, and decision-making. 

The new IFM Program will pursue a modular and incremental reengineering of business processes and implementation of COTS software prioritized by contribution to Agency goals, Center needs, design and implementation complexity, data dependencies, and available budget.  Success of the program will be judged on the basis of achievements in terms of measurable project success metrics.  The IFMP mission statement is supported by the Agency Business Drivers, which were developed based on the Enterprise Strategic Plans and Agency Strategic Plan.  Each project will establish Functional Drivers that materially contribute to achievement of the Agency Business Drivers.  They will also establish performance metrics that are measurable and establish the minimum success criteria for the project.  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, physical, 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, including large-scale changes and business process improvements overall program management is based at Headquarters with matrixed support from all Centers.  Technical program management functions are being done at Marshall Space Flight Center (MSFC) under the Integration Project.

The IFM Program Office located at NASA’s Headquarters (HQ) will manage the program.  This office 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.

Agency Process Teams comprised of functional experts from across the Centers and Headquarters will develop requirements specific to each functional area.

Individual functional module implementation projects will be considered and approved at the program level based on recommended alternatives in functional business case analyses, Agency priorities, and availability of implementation staff and budget resources.  As functional modules are approved, projects will be established and lead Centers selected.  MSFC, Langley Research Center (LaRC), and Goddard Space Flight Center (GSFC) currently are leading specific projects.  

Project teams will be managed according to NASA's Program and Project Processes and Requirements (NPG 7120.5) and remain accountable for implementation performance across all NASA Centers.  Teams will have the flexibility to define a tactical management approach consistent with the established program frameworks and their lead Center requirements.

The first project established was the Integration Project at MSFC.  This project is responsible 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 has been assigned to MSFC.

SAP’s mySAP.com product was selected for the Core Financial Project.  This Enterprise Resource Planning (ERP) product has extensive capabilities beyond financials.  All subsequent IFM projects will use this as the default software 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.  Following implementation, all IFM Projects will transition to a Competency Center at MSFC for sustaining support and operations.

III. Program Authority

The CFO Act of 1990 directs each Agency CFO to develop and maintain an integrated agency accounting and financial management system.  The CFO is responsible for ensuring that the program meets externally mandated requirements while satisfying internal customers needs in a cost-effective manner.  The NASA Administrator is the approval authority for the IFM Program.

The Agency Program Management Council (PMC) will assess program planning and implementation at the agency level, provide oversight, and ensure accountability.  Individual Center level PMCs will assess project planning and implementation consistent with their Lead Center responsibilities.  The IFM Program Director located at NASA Headquarters 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 IFMP Program Plan, and the individual IFMP Project Plans.

The Program Director is accountable to both the Agency CFO and the IFMP Steering Council.  The CFO is responsible for implementing the IFM Program.  The Council will act as a forum for reviewing and approving the Agencywide crosscutting facets of the program to include establishing objectives (Agency Business Drivers); approving program strategy, program budgets, module sequencing and priority, COTS modifications, change management strategy, and project scope; resolving cross project functional conflicts, project execution issues, change management issues, and process team issues; and ensuring functional integration.

A Center-based Project Manager will be appointed to plan and manage each functional module as the IFM Program Office approves the project.  Each Project Manager will be semiautonomous, having the authority to tactically manage the implementation of the assigned function within the policies and guidelines established by the IFM Program Office. 

 As each project completes its formulation phase, a set of performance, schedule and budgetary commitments will be defined.  Enabling project management procedures and systems will be established consistent with the IFM Program frameworks and lead center policies.

The Project Manager will coordinate process team activities and support the selection of software products, including the updating of requirements based on the selected software capabilities and gap assessments developed during the selection.  The implementing contractor will be selected by the Lead Center following the selection of software.  The initial implementation contract will reflect a defined "period of understanding."  During this period, the project will work with the implementing contractor to define specific implementation plans, approaches to resolving gaps (e.g., process changes, descoping of requirements, additional software products, manual procedures), and to identify integration concerns.  The associated Business Case Analyses will be updated again with relevant findings and presented to the appropriate Functional Assistant Administrator (AA) and approved by the Agency IT Investment Council.

The Integration Project Manager is responsible for establishing a viable technical infrastructure and ensuring the coordination of the various functional module implementations.  Responsibilities include ensuring that each IFM module is appropriately integrated/interfaced, minimizing redundant data, and ensuring that data definitions are consistent across modules.  In addition, the Integration Project Manager is responsible for establishing systems and procedures for lifecycle requirements management, configuration management, infrastructure and support, and module and system testing.

Each Project Manager is accountable to a Project Steering Committee and the Program Director.  The functional Project Steering Committees are decision making bodies that approve project objectives (functional drivers), resolve functional processes and policy issues, resolve cross center issues, approve transition planning, provide staffing, provide enabling functional decisions and products, and approve the agency configuration and any Center unique changes.  The Integration Project Steering Committee ensures compatibility with current Agency IT standards and long-term initiatives, reviews and approves technical requirements, reviews performance testing, facilitates adoption and deployment of each functional module’s technical architecture and advises the project on IT investments.

IV. Technical Performance Commitments

Functional Drivers are those requirements that materially contribute to achievement of the Agency Business Drivers (identified in Section I above).  Key success measures are defined for each of the Functional Drivers.  Thus, there is a continuous flow of accountability from the mission support objectives identified in NASA’s 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.

Various performance measures will be employed to gauge a project’s success, both during implementation and during operations (post-implementation).  During the implementation phase, performance measures are segregated into (a) project measures focusing on cost, schedule, and risk, and into (b) design measures, which target how well the acquired solution meets the basic functional needs.  After implementation, operational measures will gauge the improvements resulting from the new solution.  Each project’s performance measures and associated success criteria (i.e., technical commitments) are documented in the Project’s addendum to this PCA.

V. Cost and Schedule Commitments

The total NASA budget for IFMP is shown in the Program Cost Commitment (see Attachment A).  The amounts shown in this commitment are based on the projected phasing of module implementations and of the anticipated solution alternatives as identified in the business case analyses.  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 ongoing projects, thereby deferring the selection or initiation of a new project to the following fiscal year.

A process has been developed to evaluate business cases on an annual basis as funding becomes available and modules are ready to proceed. A schedule with the planned implementation sequence by functional module is included in Attachment B. The implementation sequence depicts the life-cycle phases for each functional module. Annually, the IFMP Steering Council will establish the priority for future projects.  The Program Director will align the start of projects with this guidance and present a recommended budget to the IFMP Steering Council and CIC for concurrence.  With conceptual approval and a funding allocation, a Lead Center will be defined and project formulation will begin.  The resulting Project Plan and PCA Addendum will be subject to review by an Independent Review (IR) Team, or lead Center Systems Management Office (SMO), at the discretion of the Independent Program Assessment Office (IPAO).  The governing PMC will review this assessment prior to the PCA addendum being forwarded for approval by the Program Director and Chief Financial Officer.  The approved addenda will be incorporated into the Program PCA with the concurrence of the Agency PMC Chairman.

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

· All Agency-level implementation costs.

· All costs at the pilot Centers.

· Training materials.

· Implementation consulting at remaining Centers/Headquarters.

· First 2 years of operations and sustaining support for each module.

The Enterprise/Institutional Offices are responsible for:

· Implementation at each of 9 Centers/Headquarters beyond the pilot Center.

· Operations and sustaining support costs at each of Centers/Headquarters after the first 2 years for each module.

VI. 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, that includes a suite of potential extensions to other functional requirements.  All future projects will utilize this suite as the default software product unless there is a critical flaw.  Filling in gaps with upgrade of legacy systems, custom development, and/or the acquisition of third party products are selected on a business case basis and defined prior to project approval.  A decision to pursue an alternative other than extending the Core Financial suite, if available, will require approval by the IFMP Steering Council.

MySAP.com was selected based on a free an open competition.  Sufficient licenses were procured to support all Agency personnel.  Implementation services for specific Projects will be accomplished under a separate implementation contract.  Emphasis will be placed on defining contracts with strong performance incentives.

Free and open competitive procurements will be used to the maximum extent possible.  Commercial-off-the-shelf (COTS) software and implementation services will be procured through use of the existing government-wide schedules wherever possible.  Detailed acquisition plans will be developed by each approved project in accordance with Federal Acquisition Regulations (FAR) Part 7, Acquisition Planning, and the NASA FAR supplement (NFS), Part 18-7.

The Program Office will be responsible for the acquisition of a Program Office support services contractor, as well as a Program Change Management support contractor.  The Integration Project Office is responsible for the acquisition of Independent Assessment Services, as well as for the acquisition of integration, operations, and sustaining support services for the program and the individual projects.  The Project Offices are responsible for the acquisition of any software (other than SAP) to satisfy their allocated requirement set, and the acquisition of implementation services.  The selecting official for software acquisition will be the Agency-level customer or stakeholder.  The selection of the implementation services contractor is a Lead Center decision.

Below is a table which identifies the responsible contracting organization and selection official for primary scope areas.

	Acquisition Scope
	Contracting Organization
	Selecting Official

	Program Support Services
	Program Office
	Deputy Program Director

	Change Management Services
	Program Office
	Deputy Program Director

	IV&V Services
	Integration Project Office
	Integration Project Manager

	Acquisition and Independent Assessment Services
	Integration Project Office
	Integration Project Manager

	Integration Services
	Integration Project Office
	Center Director or designee

	Module Implementation Services
	Project Office
	Center Director or designee

	Project Support Services
	Project Office
	Project Manager

	Module Software Solutions
	Project Office
	Agency Functional AA


VII. High Risk Areas

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.  The Program Office will maintain a comprehensive Risk Management plan.

Although many risks associated with program implementation have been minimized by benchmarking and adopting “best practices”, technical, schedule, cost, and mission risks for each functional module will be carefully reviewed as part of the project evaluation, selection, and approval process.  Accepted risks will be documented in individual project plans.  Risks will continue to be evaluated during implementation as part of the design reviews to assure risks have been reduced to acceptable levels.

VIII. Internal NASA Agreements

Each Center approved to implement an IFMP project completes and documents their fundamental commitment to the IFM Program through IFM Project Plans.  These plans describe the work to be performed and how it will be managed as well as defining their relationship with the IFM Program Office.  Each project will establish formal implementation plans between the Lead Center and the remaining Centers prior to deployment.  Project-level schedule and resource commitments are documented in their addenda to this PCA.

IX. External Agreements

There are no external agreements for the IFM Program.

X. Independent Evaluation

The program will utilize the NASA Independent Verification &Validation contractor at Fairmont, WV, for independent review of project requirements throughout the life of the project.  In addition, a separate independent assessment contractor will facilitate software and implementor acquisitions and provide independent assessment of project planning and performance as required during the life of the project.  An Independent Review committee from IPAO will evaluate the program and each of its projects prior to approval and annually through the life of the program.

XI. 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 this PCA, which outlines their specific technical performance, schedule, and resource commitments.

Under this PCA, projects have the authority to initiate their major acquisitions, during their formulation phase. A PCA Addendum and Project Plan will be developed after these acquisitions are completed.

XII. PCA Activities Log

The change log below is used to provide an audit trail of all approved changes made to this document after initial approval.  Changes will be reviewed and approved changes incorporated into the document using established configuration management procedures.

	Date
	Event
	Change Description
	Administrator Signature
	Approval Authority Signature

	  5/01/01
	Class II Change
	Updated PCC, Updated Schedule, Removed Attachments B and D, Added Addenda for Core Financial and Resume Management Modules
	
	

	2/05/02
	Class II Change
	Updated PCA to reflect current Program Status, Updated PCC, and Program Schedule, Added Addenda for Position Description Management Module
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