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1 Introduction

The purpose of this document is to outline the work that is considered within scope of the Travel Management Project and the requirements that are in scope for the system to be implemented.  It will also clearly define what is out of scope.  Any undecided scope items will be identified along with a plan for addressing each.  In addition, this document will identify significant project deviations from stated Framework roles and responsibilities. This document also provides the anticipated high-level schedule and budget for the Travel Management Project.  Finally, any known significant assumptions and issues that need to be addressed will be identified.

2 Project Scope

The scope defines the mission of the Project and its boundaries.  It defines what is expected of the Project, especially any unusual circumstances, and the specific activities that will and will not be performed.  This is accomplished through the Statement of Work.

IFMP's approach for each of its functional initiatives is to designate a Lead Center to formulate a project to acquire, configure, and implement throughout the Agency a solution which meets NASA's re-engineered processes and requirements.  The Lead Center for a functional initiative will first pilot the solution at its Center prior to implementation at the remaining Centers.  An Agency Process Team, which develops the Agency-standard processes and requirements, will work with the Lead Center project to acquire and configure the solution.

Statement of Work

This Project is intended to take advantage of the interest and familiarity many NASA Centers have with the Travel Manager software product from Gelco and their desire to implement it.  This software can be implemented quickly in a standalone mode and still provide benefits to NASA.  The Program will make available software, licenses, and an operating platform so that Center’s may implement at their convenience. The system will be piloted at the Lead Center and then offered to each NASA Center for implementation at their discretion. 

The Langley Research Center (LaRC) will serve as the Lead Center for this project. This implementation is not to be confused with the full Travel Management implementation that is targeted to come when Travel Manager will integrate into the SAP Core Financial system sometime in FY 03. While LaRC is the Lead Center for this standalone Travel Management project, it is not assured to be the Lead Center for the full Travel implementation. 

The Lead Center will pilot, test and verify the Gelco software.  In particular they will evaluate the readiness of the Web based version for agency-wide use.  If the Web version is not acceptable for use, the IFM Program Office will be informed, and the Lead Center will revert to using the publicly operating client/server version of the software to continue their pilot.

The Lead Center will deliver a standard system configuration that automates a significant portion of the NASA travel business process.  While standardization is important, in this unique case, it must not subvert the objective of a quick and easy victory.  A careful and thoughtful balance must be achieved between standardization on one hand and the need to keep Center implementations simple enough that Centers will voluntarily implement the system. For example, use of the existing Agency Wide Account Classification System (AWACS) provides a level of standardization without the problems and complexities of requiring Centers to prematurely use the new Financial Classification Structure  (FCS). The extent to which the configuration will be standardized will be defined during the Agency Design Phase. However, the Agency Process Team and the Lead Centers starting point should consider the JSC configuration for Travel Manager that already exists on a JSC Center-wide basis. 

The Change of Station (COS) component of Travel Manager as well as its PKI (Public Key Infrastructure) based security capability are of considerable interest to NASA.  However, NASA needs to establish better confidence in these capabilities first.  Therefore, these two components will be evaluated for possible implementation in NASA as a part of this effort.  However, these evaluations are to be kept strictly separate and apart from the primary objective of this effort, that is to make the Travel Manager software available to the Centers.  The Lead Center will ensure that the Pilot activity for Travel Manager is conducted independently of the evaluation of these other components and prepared for Agency rollout at the earliest possible date. 

The Centralized Travel Office (CTO) at the Johnson Space Center (JSC) will evaluate the viability of the COS component of Travel Manager with coordination and support from the Lead Center and the Integration Project.  If the CTO determines that the COS component is viable, they will work in conjunction with the Lead Center Project Office to develop a plan for making it operational and present it to the Program Office for consideration as a change in scope to this Project.  Implementation of COS will require its own design, pilot and rollout phases.

The Lead Center will also evaluate the PKI component of Travel Manager on a non-interference basis with the primary software component.  The Lead Center shall consider the technical integration of the Travel Manager with the NASA Entrust PKI infrastructure, its compliance with General Accounting Office (GAO) Audit requirements and the actual usability of this feature.  The Lead Center will report the results of this evaluation to the Program Office as well as to the NASA Chief Information Officer (CIO).  Upon direction from these two offices, the Lead Center will develop a plan for the implementation of the PKI component, as a change in scope to this Project.  Implementation of the PKI component will require its own design, pilot and rollout phases.  

As the Lead Center, LaRC will coordinate the Agency-wide rollout of the application across all Centers that wish to participate. LaRC has the lead in working with the participating Centers and the Integration Project to schedule follow-on Center implementations, provide consulting and advice, and provide access by the Centers to the training support on the Gelco contract held by LaRC for the duration of the Rollout Phase.  The Rollout Phase will begin shortly after completion of the pilot at LaRC and will continue until approximately 8 months prior to the start of the Pilot Phase of the follow-on Travel Management project. The follow-on Travel Management project’s purpose is to provide integration with the SAP Core Financial software and to provide a software solution for Change Of Station (COS) or the PKI component (if needed).

3 Functional Drivers and Performance Measures

This section provides an update to the functional drivers and the measurement criteria that were presented in the module project’s Business Case Analysis.  These components must have been submitted to and approved by the Project Steering Committee prior to approval of this document. 

The functional drivers and performance measures are listed in Table 1.  Performance measures can be divided into two types: operational and design.  With operational measures, data concerning Travel functionality will be gathered from current systems to compare existing process performance to the new software performance during Pilot implementation.  It is the responsibility of the Lead Center to determine the data that is to be compiled and when this activity will take place.  Design measures are simulated during software testing and used to measure the effectiveness of functional driver satisfaction during the design and pilot implementation phases.  All measures and processes for gathering the data to support these measures should be finalized by the Travel Project by the end of Project Plan development.

Table 1.  Functional Drivers and Performance Measures 

Functional Driver
Performance Measure

Streamline the NASA travel process for more efficient use of resources. 
Reducing flow time for processing travel authorisations, from the point when an authorisation is initiated until the travel package is ready for pickup by the traveller, by 35%. 


Reducing flow time for processing travel vouchers, from the point when a voucher is submitted by the traveller until it is scheduled for payment, by 35%. 


Reducing the amount of personnel time allocated to travel document auditing, by 35%.  

Create a state-of-the-art travel process that contributes to improved productivity and employee morale.
Reduction in number of complaints from traveller by 25%.


Reduce the amount of employee time associated in completing a travel voucher by 50%.

Provide the agency with a standardised, end-to-end, fully integrated system that promotes a paperless travel process.
Travel authorisations and vouchers will be electronically transmitted to the authorising official within 1 day of submittal.

Establish standard and efficient processes to provide timely, consistent, and accurate data for management analysis and reporting
Through the use of the Travel Manager software, travel information will be electronically available to any / all authorized users from the point in time travel information is entered into the system until the document is purged. Through the use of TM Standard Reports and online queries, users of all types will be able to view data and information on several levels. (Individual travel, document types, organizations, etc.).

Provide an integrated and consolidated information source to facilitate data sharing across the Agency and external customers 
Percentage of users/employees who are satisfied with their ability to access Travel related data. 

4 Assumptions

This section presents assumptions upon which this Document is grounded. The list includes assumptions such as infrastructure availability and time period covered. 

The following assumptions were used when completing this document.

· The Travel Manager software package from GELCO will be the implemented system. 

· The web-based version of software will be acceptable.

· There will be _______ number of users agency-wide (needed for system sizing).

· There will be _______ number of transactions agency-wide (needed for system sizing).

· Implementation will be standalone; i.e. the software will not be integrated to each Center’s legacy accounting systems.

· The Travel Management Project will not impact the implementation of the Core Financial Project.

5 Requirements 

This section establishes the high level requirements for the system to be implemented. These requirements define the Agency Functional Owner and the Program Office expectations for the resulting system. Listing the out-of-scope requirements helps minimize scope confusion by eliminating common incorrect assumptions that may exist about the project.  

5.1 Requirements Line Items 

This section consists of a table listing of requirements, separating the in-scope items from the out-of-scope items.  Requirements include Functional, Integration and Technical requirements. 

Table 2.  Requirement Line Items
Category
In Scope
Out of Scope

Functional
· Electronically initiate a travel authorization.(Multiple types)



· Electronically route and approve travel authorizations.



· Electronically track and view information regarding travel authorizations.(Multiple types)



· Electronically initiate a travel voucher.



· Electronically route and approve travel vouchers.



· Electronically track and view information regarding travel vouchers.



· Provide organizational and project budgeting capability for travel.


Integration
· Interface with NPPS to retrieve traveler information for Travel Manager tables.



· Provide integration with Lead Center’s legacy accounting system.




· Interface with Gelco reservation system to provide on-line booking capabilities for travelers.



· Process payment of vouchers from Travel Manager through Gelco software.



· Interface with Payroll (NPPS) for tax reporting. (OCS)



· Integrate with the Gelco Data-link file to generate financial transactions into Center financial systems.

Technical

· Implement LDAP integration for personnel and email address lookup.


· Implement web-based version for end users.



· Provide fat client access for Travel administrators.



· Implement SSL based encryption.



· Physically Implement the hardware and software at the NACC.










5.2 Undecided Items

This section lists scope line items that are undecided.  For each undecided item, there must be a plan for resolving the question of whether or not it belongs within the scope of the project.  As issues are resolved, the related scope items will then be entered into Table 2, as either in-scope or out-of-scope.  The Scope Document states the initial baseline of the project and will be updated, as issues are resolved.  It will eventually be subsumed by the Project Plan, and at that time the Scope Document should contain no outstanding, undecided issues or the issues may be transferred to the Project Plan.

Undecided scope items are listed in the order they should be addressed for possible implementation.

Table 3.  Undecided Scope Line Items.
Category
Undecided
Plan for Resolution

Technical
· Support _______ users Agencywide.
Make an estimate of the number of users from Centers and move to in-scope once estimated data is gathered. Data from Centers will be solicited in the Agency Design Phase and provided to the Integration Project for resolution. This needs to be completed in order for the technical architecture to be correctly sized.  Document under assumptions.

Technical
· Support __________ transactions Agencywide.
Gather the number of transactions from Centers and move to in-scope once estimated data is gathered. Data from Centers will be solicited in the Agency Design Phase and provided to the Integration Project for resolution. This needs to be completed in order for the technical architecture to be correctly sized.  Document under assumptions.

Integration
· Provide integration with other Center's legacy accounting systems.
This item will be evaluated based on the outcome of the evaluation performed by Lead Center for their own integration.  All Center interfaces must be approved by the Integration Project and be funded by the benefiting Center (excl. Lead Center).

Functional
· Electronically process Change of Station (COS) order.
JSC will lead the evaluation and testing of this module during the configuration-testing phase. Process team must decide how COS impacts rollout at each Center. A more detailed plan will be required. 

Technical
· Implement PKI-based strong security for authentication and encryption.
Evaluate and test to determine validity of solution.  More detailed plan will be required.

Technical 
· Rollout Schedule TBD
The Lead Center will coordinate rollout to other Centers choosing to implement the software.  Because implementation is voluntary, this item may be worked anytime during the life of the project. 

6 Implementation Issues

This section summarizes any known implementation issues surrounding the project. Once a Project Plan has been completed for this module, this section of the Scope Document should reflect no outstanding issues.  (Note:  The resolution of issues of any type must be documented, dated and filed as part of the project file.)

This section details any non-requirement issues not addressed earlier and contains plans for resolving those issues. 

Issue 1: RESOLVED – Citrix will be used for fat client access for system administrators during the pilot.

Issue statement: Will Citrix be utilized for fat client access?

Plan for resolution: This matter will be addressed during the definition of the technical architecture. A decision will be made prior to beginning of Lead Center integration testing.

Issue 2: RESOLVED – The Lead Center will document their experiences with Travel Manager and it’s implementation and will be prepared to respond to inquires for consultation from Centers.  

Issue statement: To what degree will the Lead Center be responsible for providing consultation services to other Centers during implementation?

Plan for resolution: This issue will be resolved via negotiations between the Program Office and the Lead Center during Project Formulation. The resolution will be documented in the approved Project Plan.

Issue 3: RESOLVED: The Integration Project will develop standard performance metrics along the lines of the former Travel activities performance requirements.

Issue statement: Performance metrics are not yet established.

Plan for resolution: The performance metrics must be clearly identified and approved by the Project Steering Committee prior to approval of the Project Plan.

Issue 4: RESOLVED: Initially in the Travel Management Project all Centers will operate off of a single database instance. The organization code field will be structured in such a manner as to facilitate this. This does not apply to the JSC COS activity.

Issue statement: While the software will operate from the NACC, the number of instances is not yet determined.

Plan for resolution: The Integration Project will determine whether all users will operate from a single instance or from separate instances for each Center.

7 Resources

This section presents schedule and budget information particular to each module project.
Table 4 summarizes high-level schedule information, separated by project phases, and Table 5 summarizes high-level budget information.  Each Project will complete the tables below. 

   

   Table 4.  Schedule Summary.

Project Phase
Schedule

Project Formulation
9/15/2000-11/15/2000

Agency Design
10/2/2000-4/1/2001

Pilot
4/2/2001-7/1/2001

Rollout*
7/2/2001-12/31/2003

*  Note:  This is the window of opportunity for implementing Centers to voluntarily participate.


   Table 5.  Budget Summary.   (in thousands)
FY01
FY02
FY03
FY04
FY05

$2,304
$682
$703
----
----

8 Deviations from Program Plan

The Program Plan provides Program processes, relationships, organizational roles and responsibilities, and other items that describe how the Program will operate.  However, all elements of Program operation may not be relevant to an individual module’s implementation or may require tailoring. This section outlines how this specific project will operate differently from the Program norm.

8.1 Process and Roles and Responsibilities Deviations

The Travel Management Project will utilize an Agency Process Team.  Rather than a full agency-wide team, it will utilize a smaller team staffed by LaRC functional representatives and a single representative from Marshall Space Flight Center, Johnson Space Center and Goddard Space Flight Center.  Headquarters may also participate if they choose to assign a representative.  

8.2 Other Deviations

This section specifies any variations from the Program Plan concerning this project that are not mentioned in the above section. 

· There will be no process redesign done for this implementation other than that necessitated by the use of the Travel Manager software in its natural state.

· The requirements from the prior Travel effort will be used for this project minus any non-applicable requirements due to the scope of this effort.

· The Travel Management module will use the Steering Committee established for the Core Financial Project as its reporting organization.
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