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Abstract
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SECTION 1 Introduction

1.1 Project Identification

The Travel Management Project is one of several initial Projects formed by the recently revamped Integrated Financial Management (IFM) Program.  IFM Program is a Level 1 program with an approved Program Plan and Program Commitment Agreement (PCA).  The Travel Management Project Office is responsible for acquiring the Agency Travel Management functional Module and supporting the implementation of the system throughout the Agency.  

1.2 General History

In April 2000, the former IFM Project was reformulated into the IFM Program (IFM Program).  NASA’s priority in financial management systems is to significantly improve the Agency’s business processes while complying with Federal mandates to deploy fully integrated and compatible Agency systems with standardized information and electronic data exchange to support Program delivery, safeguard assets, and manage taxpayers dollars.  The reformulated IFM Program is to address the most critical financial management issues: improved service and higher quality customer products (accuracy, timeliness, and efficiency).  The IFM Program is to implement the system in a series of functional Modules.  The Travel Management Module is one of these functional Modules.

The current IFM Program is pursuing a modular re-engineering of business processes and implementation of commercial off-the-shelf (COTS) software prioritized by contribution to Agency goals, Center needs, and data dependencies.  The rate of Module completions is constrained by the difficulty in developing standard Agency configurations (design complexity), the ability of the Centers to accommodate changing processes (implementation complexity), and available budget.  Success of the Program will be judged on the basis of achievements in terms of measurable success metrics.  A consensus on five Agency Business Drivers was reached during the Program Formulation Phase, based on the Enterprise Strategic Plans and Agency Strategic Plan.  The IFM Program will establish functional area 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, human and other resources management process and technological improvements to be provided by the IFM Program in support of those objectives, and ultimately to the functional objectives to be achieved by the individual IFM Program Module Projects.

New financial management systems will allow NASA to comply with Administration (Office of Management and Budget [OMB] Policy A-127, Joint Financial Management Improvement Program) and Congressional (Government Performance Results Act [GPRA], Federal Financial Management Systems [FFMS], and Federal Accounting Standards Advisory Board [FASAB]) policies while directly contributing to implementation of the NASA Strategic Plan by improving the way NASA conducts business.

1.3 Travel Management Summary

The Travel Management Module of the IFM System will streamline the travel process by using an end-to-end electronic system.  NASA employees will use a standardized, fully-integrated, comprehensive Travel Management Module that is responsive to their needs and provides timely, up-to-date information.  End-users will access the Travel Management Module through a web-based application.  

The Travel Management Module will allow:

· Travelers to initiate and process travel authorizations and travel vouchers electronically

· Point-of-entry data validation thereby reducing the errors on travel documents

· Automated routing for review and approval of travel documents

· Funding and accounting code verification  

· Random post-payment statistical sampling of travel vouchers.

The Module’s capabilities include domestic travel, foreign travel, authorization, voucher processing, extended Temporary Duty (TDY), and many other capabilities.  Future capabilities may include permanent change of station (PCS) and Entrust public key infrastructure (PKI).
SECTION 2 Objectives

2.1 IFM Program Objectives

The IFM Strategic Plan documents the Agency’s requirements for managing financial and related information within an integrated financial management framework.  The IFM Program is aligned with the Manage Strategically Crosscutting Process defined in the NASA Strategic Plan, which calls for the provision of critical information management capabilities to internal customers and communication among internal and external customers.  Based on that premise, the IFM Program mission is:

“To improve the financial, human and physical resources management processes throughout the Agency.  IFM Program 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.”

The complete IFM System will enable NASA to carry out its management functions more effectively, execute financial operations of the Agency, and report the Agency’s financial and other resources status to external entities.  As part of laying the foundation of NASA’s future operating environment, five Agency-wide Business Drivers were established.  These Business Drivers support NASA’s transformation from its current decentralized business systems to a financial, human and physical resources management system that is seamlessly integrated throughout all NASA Centers.  These Agency Business Drivers are:

1. 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.  The IFM Program 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.  

2. 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.

3. Achieve efficiencies and operate effectively – NASA must evaluate and improve the efficiency and effectiveness of business processes to appropriately support mission program requirements in their endeavor to ensure that the products NASA produces or acquires are safe, less costly, and more capable.

4. 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.

5. 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.

Success of the IFM Program will be judged by how well each Project supports these defined Agency Business Drivers.

2.2 Travel Management Project Objectives

The Travel Management Project is intended to take advantage of the interest and familiarity many NASA Centers have with the Gelco Travel Manager software product 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 environment 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.  The Lead Center will pilot, test, and verify the Gelco software.  The lead Center will deliver a standard configuration that automates a significant portion of the NASA travel business processes.  The extent to which the configuration will be standardized will be defined during the Agency Design Phase.

The PCS component of Travel Manager, as well as the PKI will be evaluated separately from the rollout of Travel Manager.  

The Lead Center will coordinate the Agency-wide rollout of the application across all Centers that wish to participate.  LaRC has the lead in working with the receiving Centers and the Integration Project Office (IPO) 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 eight months prior to the start of the Pilot Phase of the follow-on integrated 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 PCS and the PKI components (if needed).

2.3 Travel Management Functional Drivers

Aligned with the Business Drivers are the Functional Drivers specific to the Travel Management Module.  These Functional Drivers for the future-operating environment for Travel Management are shown below.

	Business Drivers
	What it Means
	Functional Drivers

	1
	Provide timely, consistent and reliable information for management decisions
	Providing analysis and reporting tools that will get the right information to the right people at the right level so that they can make informed decisions is crucial.
	· Establish standard and efficient processes to provide timely, consistent, and accurate data for management analysis and reporting.

· Provide the Agency with a standardized, end-to-end fully integrated system that promotes a paperless travel process.

	2
	Improve NASA’s accountability and enable full cost management
	Implementing full cost accounting will result in increased accountability by providing the means to determine total Program costs and relate costs to value.
	· Facilitate the allocation of travel costs to organizations/Projects.

	3
	Achieve efficiencies and operate effectively
	NASA must evaluate and improve the efficiency and effectiveness of business processes to appropriately support mission Program requirements.  
	· Streamline NASA’s travel process for more efficient use of resources.

	4
	Exchange information with customers and stakeholders
	NASA should provide the infrastructure and tools that will make data accessible to a wider range of internal and external customers.
	· Provide an integrated and consolidated information source to facilitate data sharing across the Agency and with external customers.

	5
	Attract and retain a world-class workforce
	NASA needs to continue to attract and retain highly qualified individuals to support the goals and objectives of the strategic Enterprises and the infrastructure of the Agency.  
	· Create a state-of-the art travel process that contributes to improving productivity and employee morale.


Table 2‑1: Travel Management Functional Drivers 

2.4 Travel Management Success Measures

Success metrics will be measured during implementation and after deployment to determine the degree of success in meeting the Functional Drivers.  Prior to implementation of the automated Travel Manager system, the exiting manual Travel Management process will be measured.  This will provide a baseline against which all future Travel Management success metrics may be compared.  Table 2‑2 provides an overview of functional performance measures and success criteria.  

	Business Drivers
	Functional Drivers
	Draft Performance Measures
	Draft Success Criteria

	Provide timely, consistent and reliable information for management decisions
	Provide the Agency with a standardized, end-to-end, fully integrated system that promotes a paperless travel process.  
	Percentage of Travel Authorizations and Vouchers not approved by the authorizing official within 1 day of submittal.
	Percentage not approved shall not exceed 25% of total.

	
	Established standard and efficient processes to provide timely consistent, and accurate data for management analysis and reporting.  
	Reduce interest paid by travelers following Center implementation of Travel Manager.  
	Reduce interest by 50%.

	Improve NASA’s accountability and enable full cost management
	Facilitate the allocation of travel costs to organizations/Projects.
	Increase the tracking of travel costs to the organization and project level.
	Associate travel costs to organization and project level for 75% of all travel authorizations processed through Travel Manager.  

	Achieve efficiencies and operate effectively
	Streamline NASA travel process for more efficient use of resources.
	Reduce flow time (days) for Travel Authorizations from initiation through preparation for the traveler.  
	Reduce flow time (days) by 40%.

	
	
	Reduce flow time for Travel Voucher from initiation through disbursement of funds to the traveler.
	Reduce flow time (days) by 50%.

	
	
	Reduction of FTE’s associated with auditing of Travel Vouchers to be replaced with system auditing and random sampling (Will require Agency policy change).
	Reduction of FTE’s associated with auditing of Travel Vouchers by 50%.

	Exchange information with customers and stakeholders
	Provide an integrated and consolidated information source to facilitate data sharing across the Agency and with external customers.
	Increase online availability of Travel information to authorized employees and organizations.
	Provide detailed online information on 100% of all Travel Authorizations and Vouchers entered in Travel Manager to authorized customers.

	Attract and retain a world-class workforce
	Create a state-of-the art travel process that contributes to improve productivity and employee morale.
	Reduction in number of complaints from traveler.  
	Reduction in complaints by 25%.  

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


Table 2‑2: Travel Management Functional Success Metrics

Success metrics will be measured during the Project life-cycle in meeting the Travel Management Project goals.  Table 2‑3 provides an overview of Project performance measures and success criteria.

	Project Element
	Performance Measure
	Success Criteria

	Schedule
	Ability to meet schedule commitments
	Completing the Travel Management Project Rollout for the base implementation phase is within one calendar month of original baseline date.

	Cost
	Ability to meet cost commitments
	Completing the project within original budget including reserves.

	Deliverables
	Quality of project plans 
	No more than one project external approver update required on 75% of final documents delivered for approval.  

	Risk Management
	Ability to control project risks
	Reduce all originally identified, high-severity risks prior to Pilot Center Cutover.

	Change Management
	Ability to successfully manage change
	TBD.


Table 2‑3: Travel Management Project Success Metrics 

SECTION 3 Customer Definition and Advocacy

IFM Program’s direct customers are the functional process owner, Chief Financial Officer (CFO), Chief Information Officer (CIO), and Associate Administrators (AAs) for the Offices of Procurement, and Management Systems.  The Functional Process Owner for Travel Management is the Chief Financial Officer.  At the Center-level, the primary customers are the Financial Management Organizations and the employees.  Center-level primary customers are the Administrative Offices and the employees conducting the life-cycle Travel Management activities.  These individuals are responsible for the administrative travel processes that will be reengineered and automated under this Project.  As such, these customers will play a strong role in defining Project requirements and priorities, as well as evaluating the success of the Project.  Their organizations and staff will be impacted by the new processes and procedures and/or derive direct work related benefits from the new system.  Additionally, external customers include the travel agencies supporting NASA in arranging travel reservations.  

IFM Program 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, IFM Program 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, IFM Program has established a multi-tiered governance structure composed of:

· IFM Program Steering Council – The IFM Program Steering Council is chaired by the Associate Deputy Administrator and includes the CFO, CIO, AA for HR and Education, AA for Management Systems, AA for Procurement, Institutional Program Officers, Deputy Center Directors, and representative Deputy Center Directors.  The governing role of the IFM Program 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.

· Process Teams – A Process Team is established for the Travel Management Project and is comprised of functional representatives from LaRC, Marshall Space Flight Center (MSFC), Johnson Space Center (JSC) and Goddard Space Flight Center (GSFC).  NASA Headquarters (HQ) also has the opportunity to participate.  The governing role of the Process Team is to develop standard Agency-level business processes specific to each functional Module.  

· Core Financial Steering Committee – The Travel Management Project will use the Core Financial Project Steering Committee to support this effort.  The Core Financial Project Steering Committee is comprised of the HQ Functional Owner, Lead Center 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.  This Committee is chaired by NASA HQ’ Director of the Financial Management Division, and is supported by the CFOs at the Centers.  

· Integration Project Steering Committee (IPSC) – The IPSC is chaired by the NASA CIO and includes the IFM Program Director, NASA Information Technology (IT) Chief Architect, Prime Center Information Technology [PCIT] leads, Intelligent Syntheses Environment [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.  

Customer advocacy is a primary responsibility of the Change Management function established at the Program, Project, and Centers levels.  Change Management plans at the Program and Project levels will be documented and executed.

Prior to initiating a Travel Management Project, the Travel Management Process Team developed 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 Core Financial Project Steering Committee will approve a scope document.  The associated Business Case Analysis (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 Core Financial 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 Travel Management Project Manager will present the Core Financial Steering Committee with management issues, such as emergent gaps in software functionality for advice and resolution.

The IPSC 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 including these groups directly in the decision making process, they have a vested interest in, and control of, the outcome and success of the IFM Program.  

SECTION 4 Project Authority 

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.  

Project authority is delegated from the IFM Program Director through the LaRC Center Director to the Travel Management Project Manager within the LaRC Business Management and Organization (Code S).  Figure 4‑1 depicts this overall authority and coordination flow.  
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Figure 4‑1: Travel Management Project Authority and Coordination Flow

The Agency Program Management Council (PMC) will serve as the Governing PMC (GPMC) for the IFM Program.  The Agency PMC reviews the Program formulation efforts and provides Program approval.  The PMC will assess Program planning and implementation at the Agency level and provide oversight and direction.  Other GPMCs will assess Project Planning and implementation at a Center-level and provide oversight and direction.

The IFM Program Steering Council acts as a forum for reviewing Program Structure and integration issues and for key decision making.

LaRC is the Lead Center for formulating the Travel Management Project, and acquiring and implementing the Travel Management solution.  The LaRC IFM Program Steering Committee will serve as governing committee for the Travel Management Project.  The LaRC IFM Program Steering Committee will assess Travel Management Project integration planning and implementation, provide oversight, and ensure accountability.  

The Core Financial Steering Committee is a decision-making organization provides advice, counsel, guidance and decisions as needed to the Process Team and Travel Management Project.  

SECTION 5 Management

5.5 Travel Management Project 

As shown in Figure 5-1, the Travel Management Project is aligned with several organizational elements including the IFM Program, LaRC Management, and various Financial Management organizational entities.
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Figure 5‑1: Travel Management Project Team and NASA Interfaces

5.6 Specific Roles and Responsibilities

IFM Program Director

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

· Setting objectives and requirements

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

· Soliciting proposals for and approves 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, Government Accounting Office [GAO], Inspector General [IG])

· Selecting software based on research and analysis performed at a Project (Center) level

· Establishing the Change Management framework to include communications, commitment building, and training

· Assessing Program performance

· Remaining accountable to customers for Program performance.
LaRC Management

The LaRC Office of the Director and the LaRC Business Management Organization (Code S) provide management oversight of the Travel Management Project, ensuring that the Project is performing in a manner that will successfully meet its cost, schedule, and technical commitments.  Additionally, the LaRC Business Management Organization management ensures the Project is adequately staffed to perform the effort.

Integration Project

The Integration Project is responsible for establishing a viable technical infrastructure and ensuring the coordination of the various functional Module implementations.  Specific responsibilities to the Agency Process Team and Travel Management Project include:

· Support to Agency Functional owners including facilitation of issue resolution across functional lines and life-cycle requirements management

· Support to Travel Management Project as follows:

· Provides representation to ensure that technical architecture and integration issues are adequately addressed

· Provides integration architecture for integrating Modules, legacy system and external system

· Coordinates the development of interfaces between the Module and other IFM Modules, and Agency and Center legacy systems and external systems (if applicable)

· Provides technical infrastructure to support testing

· Works with the Project to specify and acquire hardware and system software

· Provide performance modeling and testing for procured COTS

· Leads Agency operations transition

· Coordinates independent assessments

· Contracting Officer’s Technical Representative for the Independent Assessment Support Contract.

Core Financial Steering Committee

The Core Financial Project Steering Committee is the principle forum for ensuring that a Module meets the Functional Drivers.  The Committee supports the Travel Management Project by serving as a decision-making body that will have the following responsibilities:

· Support the CFO in the review and approval of Travel Management Module level IV requirements

· Provide advice, counsel, guidance, and decisions, as needed, to the Process Team and the Travel Management Project Team

· Review and address recommended alternative approaches for handling cross-functional processes/policy issues and cross-Center issues

· Approve process redesigns and configuration decisions that affect the business processes 

· Review requests for modifications to COTS product

· Communicate Program commitment to all stakeholders

· Play an important role in planning for the transition of the software solution across the Agency

· Help ensure adequate staffing to support both Pilot and Center implementations

· Help eliminate barriers to facilitate process change

· Approve Agency versus Center configuration options 

· Provides advice, counsel, and recommendations to the Project Manager.

During the Acquisition and Implementation Phases the Committee will serve as the Configuration Control Board (CCB) for the functional requirements.  In this capacity, the Committee will review, approve, and establish the baselined functional requirements, and will review and approve all changes to the baseline.  After implementation, the functional owner may delegate the CCB role to the Process Team, or other appropriate organization.

Project Office

The Travel Management Project Office is responsible for the management of the Travel Management Acquisition, Design, Pilot Implementation, and support for the Agency Rollout.  Specific roles of the Travel Management Project Office include:

· Develops the integrated budgetary requirements and recommendations 
· Defines the Project content and schedule based on IFM Program budgetary guidelines

· Establishes management processes

· Ensuring that the effort stays within committed cost, schedule, and technical performance 

· Assures appropriate independent reviews of assigned elements

· Monitors the progress of each element

· Reports status to LaRC and NASA management, and recommends necessary corrective and preventive actions.  

The LaRC Center Director appoints a Project Manager who is responsible for the above actions.

The Project is comprised of the Project Manager and Travel Management Implementation Team (Travel Management Technical Lead, Travel Management Functional Lead, and Change Management and Customer Advocacy).  In the Project organization, people are either matrixed to the Project from the support organizations at LaRC or hired contractors that support the Project Manager.  The Agency Process Team and Center Teams are located in their home offices.  

Project Manager

The Project Manager will be semi-autonomous, having the authority to tactically manage the Travel Management implementation within the policies and guidelines established by the IFM Program Office and LaRC policies and procedures.  Specific areas of Project Manager responsibility include:

· Project Planning, including development of Project objectives, implementation plans and schedules, budget and milestones, and Project Plans

· Obtaining commitments to support the Project

· Developing, recommending, and advocating the Project’s resources

· Allocates budget to lowest level accounts; approves all expenditures

· Establishes agreements with external parties

· Executing and overseeing the Travel Management Project Plan

· Reporting Project performance and status, including contracts

· Contracting for software and implementation services

· Coordinating with the Integration Project

· Coordinating Process Team and Center functional representatives in support to the overall implementation

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

· Leading Pilot Center development and implementation and subsequent Agency rollout

· Working with operations elements and supporting transition to operations

· Complying with applicable Federal law, regulations, Executive orders, Agency Directives, and LaRC procedures and directives

· Performing budgeting and disbursement of funds for the Travel Management Project Office  

· Completing Project budget and execution, contract management, and Project support contracts 

· Contracting Officer’s Technical Representative for the Project Support Contract.

Other key roles within the Project are described below.

Travel Management Technical Lead 

LaRC Code SLB provides a Travel Management Technical Lead who provides the technical leadership and ensures the execution of the detailed Project activities.  This person supports the Project Manager and coordinates with other elements of the Travel Management Implementation Team.  Specific areas of the Travel Management Technical Lead responsibility include:

· Completing detailed implementation planning

· Executing and overseeing the Transition Plan

· Performing schedule management including implementation schedule development, baselining, analysis, reporting and maintenance

· Facilitating the overall implementation effort including coordination with the Travel Management Functional Lead, LaRC Financial Management Organization, Change Management and Customer Advocacy Lead and Financial Management Organization as required during the Agency Design, Pilot Center Implementation and Agency Rollout

· Executing risk management including the identification, analysis, resolution and reporting

· Ensuring configuration management throughout the implementation life-cycle

· Coordinating with the Integration Project

· Reporting implementation status and resolving issues

· Contracting Officer’s Technical Representative for the Implementation Support Contract.

Travel Management Functional Lead

LaRC provides a Travel Management Functional Lead who is responsible for leading the Travel Management Process Team efforts.  The Travel Management Functional Lead coordinates with the Technical Lead and Change Management Lead in the completion of design and implementation activities supported by the Travel Management Process Team.  

Change Management Lead

LaRC Code SLB provides a Change Management Lead who is responsible for ensuring the training aspects of change management are successfully supported during the rollout of the Travel Management System to the receiving Centers.  The Change Management Lead responsibilities include:

· Coordinating training to the receiving Centers

· Supporting internal Project communications 

· Coordinates with the Technical Lead and Functional Lead in completing assigned design and implementation activities.

Travel Management Process Team

The Travel Management Process Team is an agent of the CFO and performs a variety of tasks in support of the Chief Financial Office, Code B, including updating business cases, conducting business process re-engineering, and defining Module Project specific requirements.  The Travel Management Process Team responsibilities include:  

· Leads the Agency Design Phase functional activities

· Leads Agency design working sessions

· Provides content and corporate knowledge

· Identifies and maintains user requirements.  These are level IV requirements and serve as the basis for the selection of the software package
· Develops Agency software configurations, Agency interfaces, Agency process definitions/redesigns, and other Agency functional requirements during the Agency Design Phase

· Coordinates functional requirements with the Integration/Implementation Teams

· Recommends Agency versus Center configuration options

· Conducts initial gap analysis, assesses impact and recommends alternative solutions to reengineer processes to match the software capabilities

· Participates in issues resolution

· Obtains approval of process redesigns and configuration decisions that affect the business processes from the Core Financial Steering Committee

· Accountable to the Core Financial Steering Committee

· Works under the day-to-day direction of the Project Manager.

LaRC Financial Management Organization

The LaRC Financial Management Organization is responsible for completing the Lead Center efforts associated with the pilot implementation including ensuring completion of system configuration and testing.

Receiving Centers’ Financial Management Organization

The Financial Management Organization at each Center is responsible for completing the Agency Rollout for their respective Center.  They are responsible for ensuring completion of system configuration and testing.

Support Contractors 

Support contracts are established to provide overall Project management support, technical support for web site development/maintenance and independent assessments of Project strategies and deliverables.

5.7 Program Committees

A governance structure has been established to actively engage Agency senior management and stakeholders.  Specifically, Steering Committees have been established for every Project on the Program.  These Steering Committees are comprised of the Functional Owners of the processes being implemented by the respective Projects.  Additionally, a Steering Council has been established for Program oversight.  Specific roles and responsibilities of the Council and Committees are described below.

IFM Steering Council

The IFM Program Steering Council is established as the principal forum for ensuring that the Program meets NASA’s business objectives.  The Council, comprised of the CFO, CIO, functional AAs, Institutional Program Office 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 responsibilities are outlined in the IFM Program Plan.  

Integration Project Steering Committee

The IPSC shall serve as the primary Program-level governance entity to the IFM Program Integration Project.  Specific responsibilities are outlined in the IFM Program Program Plan.  

5.8 Management Support Systems

The Travel Management Project Office employs a number of management support systems.  To ensure maximum synergy with the IFM Program, the Travel Management Office will leverage the capabilities of the existing IFM Program tools as identified by the IPO.  

The Travel Management Project Office support systems are described below.

· Schedule:  Various schedules (developed with Microsoft Project) are used to evaluate progress towards meeting Project objectives.  See Section 7.2.

· Risk:  A specific Risk Management System will be identified in the Travel Management Risk Management Plan.
· Document and Control: Documentation controls and the specific Documentation Management System will be identified in the Travel Documentation Management Plan.  The Travel Management Project Plans to use a combination of the IFM Program web site and any other tools identified by the IPO.  
· Action:  An Action Item capability is used to track all actions.  
· Configuration Management:  The Travel Management Project will submit all required documents to the IPO for Configuration Management with the IPO system.
· Requirements Management: The Requisite-pro Requirements Management System provides the requirements management repository.  The requirements are entered into the Requisite-pro Requirements Management System by the IPO.  The Travel Management Project uses the Clear Quest tool to provide change requests to the Integration Project.  

· Computer Systems: A Project web site and electronic mail are used to facilitate internal and external Project communications.  The Travel Management Office also uses a file server at LaRC to store and share key Project documentation.

SECTION 6 Technical Summary

6.9 Project Requirements

NASA has analyzed the existing process and developed requirements that will lead to breakthroughs in the Travel Management process.  Alternatives that fulfill these requirements will lead to NASA’s vision for Travel Management.  There are five levels of requirements that correspond to various phases of the Project.  They are:

Level I – Agency Business Drivers

Level II – Module Functional Drivers

Level III – High Level Requirements

Level IV – Acquisition Requirements

Level V –Implementation Requirements

Level I – Agency Business Drivers

The five Agency Business Drivers, or IFM Program objectives, precipitated from an examination of the commonality of the business process and infrastructure needs identified in the Agency Strategic Plan.  These are approved by the IFM Steering Council and are incorporated into the IFM Program PCA.  Unless altered by an approved modification to the PCA, these Agency Business Drivers will not change for the life of the Program.  

Level II – Module Functional Drivers

Module Functional Drivers are major functional area achievements that will demonstrate a measurable improvement in the Agency Business Drivers.  During the Program Formulation Phase, the Agency Process Teams developed a BCA for each functional Module that identified and mapped Module Functional Drivers to Agency Business Drivers and further, identified the success measures by which to judge the achievement of each Functional Driver..

For the Project, the relationships of the Functional Drivers to the Agency Business Drivers represent a Project’s fundamental commitment to the IFM Program.  The Travel Management Functional Drivers and relationship to Agency Business Drivers are provided in Table 2‑1.  The Module Functional Drivers contained within, continue to be updated and reassessed at various points in the Acquisition and Implementation Phases to affirm that the Project is continuing to progress toward achieving its Module Functional Drivers and by reference, the Agency Business Drivers.  

Level III – High Level Requirements

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.  The Program Director approves the Scope Document with the concurrence of the IFM Program Steering Council.  The Scope Document is incorporated into the Travel Management Project Plan prior to the Agency Design Phase.

The Integration Project, in support of the Program Office, will work with the Agency Process Team and the Travel Management Project to develop the high-level functional requirements as defined in the Travel Management BCA.

Level IV – Acquisition Requirements

The Agency Process Team, Travel Management Project, and the Integration Project will develop the functional, technical and integration requirements for the Travel Management Project.  A meta-data dictionary may also be included in this requirement set.

The Technical requirements are approved by the IPSC.  The Core Financial Steering Committee approves all other acquisition requirements.  Once the Core Financial Steering Committees approve the package of Level IV requirements, those requirements are considered baselined and will be used during the Travel Management Acquisition Phase.  After the software is selected, the Process Team and Travel Management Project will work to configure and test the software to ensure it is acceptable for implementation.  During this process, functionality gaps may be discovered and resolved.  As a result, the requirements that were baselined for acquisition purposes will be updated.

Level V – Implementation Requirements

Standardized parameters and preference settings will be developed by the Process Team and functional area experts and implemented by the Travel Management Implementation Support Contractor to generate an Agency configuration of the software that functions and is testable.  Examples include data characteristics, business rules, and edit checks.  

Other settings include existing and necessary live data values required for system deployment.  Examples include look-up tables, current valid values, user IDs, and accounts.  These data values are used by the Implementation Support Contractor to deploy the Agency configuration, first at the Lead Center, then at each of the other nine Centers during rollout.

6.10 Systems Description and Operational Concept

The Travel Management Module of the IFM System will streamline the travel process by using an end-to-end electronic system.  NASA employees will use a standardized, fully-integrated, comprehensive Travel Management Module that is responsive to their needs and provides timely, up-to-date information.  End users will access the Travel Management Module through a web-based application.  A top-level Travel Management System (TMS) overview is provided in Figure 6-1.  
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Figure 6‑1: Travel Management System Overview 
6.11 Systems and Support

System and support requirements center on four areas:

· Policy

· Business Operations

· Functional 

· System

Policy support focuses on the overarching principles related to Travel Management.  Code B performs this support.  The second support area, business operations, is directed jointly by the IPO and the Travel Management Process Team. The direction in this area is contained in the Travel Management Concept of Operations document, which is issued jointly by the IPO and the Process Team.  The IPO evaluates technological advances and reflects any changes in the  in Concept of Operations document.   The third support area, functional, involves the fundamental Travel Management processes ensuring the Travel Management System is fully consistent with the Travel Management Concept of Operations.  The Travel Management Process Team performs this support.  The fourth area, system, Centers on the back-end systems (e.g., application servers, database servers).  This support will be consolidated at MSFC and managed by NASA’s ADP Consolidation Center (NACC).  

The NACC provides computer system administration, help desk, and maintenance support.  Centers will support their own desktop environments.  Center help desks will be utilized to address system (desktop computer) issues and will coordinate with the NACC as required.  The infrastructure for resolving functional (software) issues will be determined and established prior to Pilot Implementation.

6.12 Facilities

Existing facilities (computer rooms, training, offices) will be used to implement the Travel Management Module.  LaRC will provide adequate office space to support the Travel Management Project Office.  LaRC will also provide adequate space to support testing and training facilities to support training of implementation personnel.  MSFC will provide computer room space and associated needs (e.g., power, security, etc.) to support centralized servers.  All Centers shall provide adequate facilities to support their respective office and training needs.  

6.13 Logistics

The logistics approach is focused on the specific implementation strategy to deploy the Travel Management System.  Details regarding deployment and training facilities are provided in the Travel Management Transition Plan.  

SECTION 7 Schedules

7.14 Project Master Schedule Overview

The major event and activities planned for the entire Project are provided below.  Travel Management will be first implemented at the Pilot Center (LaRC) followed by deployment to the remaining Centers according to the following schedule:

· Completion of Initial Software Configuration 
End of December 2000

· Completion of Software Testing 
End of March 2001

· Completion of Pilot at Lead Center 
End of August 2001

· Initiate Rollout 
Start of July 2001

· Completion of Center Deployments 
End of March 2003

7.15 Project Schedules Overview 

Schedules employed on the Travel Management Project include the Project Master Schedule, Project Implementation Schedule, Project Rollout Schedule and Project Calendar.  A brief description of each schedule type and planned usage are described below.

The Project Master Schedule is a graphical schedule display of Level 2 Work Breakdown Structure (WBS) work activities that depict these events in an integrated fashion.  This schedule also provides detailed milestones and management reviews.  This schedule is used to summarize the activities of the next lower program level (for example specific Project-level activities are summarized in the Master Program Schedule).  General insight into concurrency, precedence, and progress of activities can be easily understood within the schedule.  

The Project Implementation Schedule is a detailed schedule of activities from Project approval through operational transition at LaRC.  As with the Project Master Schedule, the Implementation Schedule is a graphical schedule display of 1.10 WBS elements (to at least Level 3) specifically related to implementation.  This schedule also provides Level 3 WBS sub-task work activities with detailed milestones and additional management reviews.  

The Project Rollout Schedule is a detailed schedule of activities that commence upon the completion of the Center Pilot Phase and proceed through the completion of roll-out to all Centers that plan to implement the Travel Management Module.  It will be structured in accordance with the Project 2.X Enterprise WBS.  As with the Project Master Schedule and Project Implementation Schedule, the Project Rollout Schedule is a graphical schedule display of 2.X WBS elements (to at least Level 3) specifically related to implementation.  This schedule also provides Level 3 WBS sub-task work activities with detailed milestones and additional management reviews.  The Center Transition Schedule is incorporated into the Project Implementation Schedule.

SECTION 8 Resources

8.16 Funding Requirements

The Project defines budget constraints based on guidance received from the IFM Program, and conducts analyses to estimate life-cycle costs.  The primary source of Project funding comes from the IFM Program Office.

Total IFM Program funding is based on a notional implementation schedule and budget for the 10-year life of the Program.  Annually, IFM Program 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 Capital Investment Committee (CIC) concur with the IFM Program budget prior to approval by the Administrator.  

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

· Agency Design

· System implementation for the Pilot Center

· All operations and sustaining support for the first two full fiscal years (through FY 2003)

· Configuration management activities

· Major upgrades.

The Enterprise Offices are responsible for funding:

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

· Operations and sustaining support costs at all operational Centers after FY 2003.

Travel Management Project funding requirements have been established and submitted to the IFM Program Office.  Figure 8-1 displays the current Travel Management Project budget.


[image: image6.wmf]FY 01

FY 02

FY 03

Implementation

1,660,000

$ 

 

100,000

$

 

100,000

$    

 

O&S

800,000

$    

 

700,000

$

 

700,000

$    

 

Reserve

75,000

$      

 

75,000

$  

 

75,000

$      

 

FY Total Budget

2,535,000

$ 

 

875,000

$

 

875,000

$    

 


Figure 8‑1:  Travel Management FY 01 Through FY 03 Budget

The Travel Management Project Office can be contacted for additional insight into specific funding requirements.

8.17 Personnel Requirements

The Travel Management Project Manager will be responsible for implementing the Travel Management Module.  The Project requires personnel/skills obtained from multiple organizations, both within LaRC, and from other Centers.  The listing below identifies position skills required for the Travel Management effort that are to be provided by LaRC.  

Position
From Code
Project Manager
Code SLB

Technical Lead
Code SLB

Change Management Specialist
Code SLB (support contractor)

Functional Travel Specialists
Code SLA

The Functional Lead for Travel Management will be a LaRC employee.

The Process Team for Travel Management consists of functional experts from several NASA Centers (LaRC, GSFC, JSC).

Receiving Center Implementation Teams will include, but are not limited to the following skills:

Position


Project Lead


Project/Administrative Support


Change Management Specialist


Functional Travel Specialist


The size of the Center will determine the specific resource requirements.  The projected involvement of the Center Rollout Team is characterized in Figure 8‑2.  During the Formulation Phase, the Center involvement will center on the work of the Travel Management Process Team.  For the final three phases shown in Figure 8‑2, additional resources will be used to support Center planning and implementation activities with most resources required in the Rollout Phase to complete the Center implementation and transition requirements.
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Figure 8‑2: Projected Receiving Center Involvement with the Travel Management Project 

SECTION 9 Controls

The IFM Program has established multiple levels of control over schedule and budget.  Prior to approval by the Program Director and Program Steering Council, each IFM Project commits to a schedule containing milestones and control points.  Project status is reported to the Program Director monthly and to the Agency PMC on a semi-annual basis.  The Program Steering Council must approve any reported changes to the baselined schedule or Project scope.  The Project will also have an implementation schedule containing 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 responsibility of the Project.  The Project Manager will establish and allocate reserves consistent with risk and schedule requirements.

IFM Program has developed a complete set of management frameworks that establish standard policy, guidance, and processes for managing IFM Program consistent with the principles of NPG 7120.5A.  These frameworks assure sufficient and comprehensive communication, coordination, oversight, and control of all phases of the Project.  Roles and responsibilities for each level of Program/Project management as well as standard processes and techniques are identified.  These frameworks serve as the basis for developing detailed management plans in support of the Program, each individual Project, and each Receiving Center.  The Travel Management Project Office has established a series of controls to support the management planning and control activities that are in concert with the IFM Program Management Frameworks (see Table 9‑1).  

	IFM Program Framework
	Project Plans/Processes

	Program Management Frameworks
	

	Agency Design Phase Requirements
	Requirements Document

	Program Risk Management
	Risk Management Plan

	Integration Role in Pilot
	Integration Project Agreement

	Standard Tools Definition Frameworks
	

	Requirements Management
	Requirement Management Framework

	Configuration Management
	Configuration Management Framework

	Integration Tools and Standards
	Not Applicable 

	Independent Assessment Process & Points of Application
	Not Applicable 

	Document Management
	Documentation Management Strategy

	Operations Frameworks
	

	Business Operations
	Operations Plan

	Transition Responsibilities
	Transition Plan

	Change Management Frameworks
	

	Building Commitment
	Change Management Plan

	Communications
	Change Management Plan

	Training
	Change Management Plan

	Performance Measurement Frameworks
	

	Business Objectives Metrics
	Scope Document

	Performance Metrics
	Performance Test Plan

	Resource Management
	Resource Management Strategy

	Test Strategy
	

	Performance Testing
	Performance Test Plan

	Test Planning
	Travel Management Test Strategy

	Functional Compliance Requirements
	Travel Management Test Strategy


Table 9‑1: Program Framework Cross-Reference Matrix

SECTION 10 Implementation Approach

10.18  Implementation Overview

The Travel Management Office has developed a model implementation approach that is tailored to selecting and implementing COTS-based solutions.  Figure 10‑1 illustrates the detailed implementation activities.  
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• 
Define Project Scope 

•
Validate Business Case

•
Form Agency Process Team and Establish Baseline Requirements

•
Assign Module Project Responsibilities to LaRC

•
Set Project Direction

•
Complete Market Research and Identify Acquisition Strategy

•
Obtain Appropriate Resources

•
Complete Software Acquisition
	•
Develop Scope Document

•
Develop Project Plan

•
Develop Risk Management Plan

•
Develop Project Schedule

•
Baseline Requirements

•
Develop Integration Project Agreement 

•
Develop Draft Change Management and Implementation Plans 

•
Update Budget and Schedule 

•
Perform Software Gap Analysis 


	
	•
Incorporate Pilot Center Configurations

•
Conduct Integration Testing

•
Prepare Users (Training Development and Conduct)

•
Conduct Acceptance Testing

•
Make "Go/No Go" Decision

•
Transition to Operational System

•
Support Users


	• 
Incorporate Center Configurations

•
Deploy at Remaining Centers

•
Conduct Appropriate Center Testing

•
Transition to Operational System

•
Support Users 




Figure 10‑1: Detailed Implementation Activities

Detailed implementation information is provided in the Travel Management Implementation Plan.

Figure 10‑2: Travel Management Project Work Breakdown Structure (Levels 1 and 2)

10.19 Project Summary Work Breakdown Structure 

Figure 10‑3: Travel Management Enterprise Work Breakdown Structure (Levels 1 and 2)
The Project has developed a WBS that depicts the work to be done by the Project staff, process teams, and transition teams.   REF _Ref490297270  \* MERGEFORMAT The Receiving Center Manager will maintain the Center respective WBS (shown in Figure 10‑3) and will transmit status to the Travel Management Project Office on a monthly basis.   


SECTION 11 Acquisition Summary

The Travel Management Office is using a Blanket Purchase Agreement (BPA) to acquire the required software licenses, maintenance, training, and software consulting services.  A BPA was developed and negotiated with Gelco regarding the software and services to be acquired.  The BPA specified that NASA may acquire Gelco Travel Management software and maintenance, consultation, and training within the scope of the BPA.  The BPA was finalized on September 19, 2000.

NASA Centers, working with the LaRC Office of Procurement, may acquire any of the items or services on the BPA to support their implementation of the Travel Manager software product.  The method that is required is for a Center to submit a Purchase Order to Gelco referencing the LaRC BPA and a Statement of Work (SOW) identifying the tasks and schedule for Gelco.  Coordination with LaRC must be done in advance of a Purchase Order submittal to insure adequate funding is available.

The BPA negotiated with Gelco by LaRC will expire September 15, 2005.

Funding is provided by the IFM Program Office to the Lead Center for the implementation services that include establishing any Agency interfaces and for any additional add-on software recommendations accepted by NASA.  The integration of Travel Manager to Center financial systems is not covered in this Project.

The Program Office is responsible for the acquisition of Program Support Services and Tools, as well as for the acquisition of Integration and Implementation Services for the Program and the individual Projects.

The IPO will be responsible for any acquisition of hardware to satisfy the Project’s allocated requirement set.  
SECTION 12 Program/Project Dependencies 

As an Agency-wide Project involving multiple Centers, the Project is very dependent on the Centers’ abilities to provide adequate personnel resources to support the implementation efforts at their respective Center.

NOTE:  This section will be completed after a determination of which Centers will implement the Travel Management Module software and following the Agency Design Phase.

SECTION 13 Agreements

The Scope Document was developed to outline what activities are considered within the scope of the Travel Management Project and what activities are considered out of scope.  Undecided scope items are identified along with a plan for addressing each.  In addition, the Scope Document identifies significant Project deviations from stated IFM Program Framework roles and responsibilities.  This document also outlines high-level schedule and budget information for the Travel Management Project.  Finally, any known significant assumptions and issues that need to be addressed are identified.  The Scope Document is superceded by the Project Plan once the Project Plan is accepted and approved.

The Integration Project Agreement serves as a contract between the Travel Management Project and the IPO.  This agreement details the scope of the Integration Project’s responsibilities for supporting the Travel Management Project, as well as the Travel Management Project’s responsibilities for communicating and working with the Integration Project.  Once these activities are established and approved, this document will represent the final and conclusive list of Project and Integration Team responsibilities.  This agreement also establishes the Integration Project focal point and the Travel Management Project focal point for the coordination of all integration-related activities.

SECTION 14 Quality Assurance

The planning and implementation of a Quality Assurance Strategy is an integral part of the Travel Management Project.  The Travel Management Project implements a complete life-cycle quality assurance strategy to ensure tight coupling of quality procedures consistent with the applicable policies required by the International Standards Organization (ISO) for ISO 9000 compliance.  The Travel Management Project Manager is responsible for defining, implementing, monitoring the QA efforts and conducting periodic reviews.  An over view of the Travel Management Quality Strategy process is shown in Figure 14.1

Initial QA planning occurs early in the Travel Management Project life-cycle when the Travel Management Project Manager conducts a thorough review of Project requirements.  This activity encompasses:  (1) evaluation of each work requirement;  (2) identification of requirements that are unique, special, or otherwise unusual;  (3) coordination of quality planning in conjunction with planning for Project functions; and (4) preparing the QA inspection/review schedule.

Figure 14‑1: Travel Management Quality Strategy
SECTION 15 Risk Management

15.20 Introduction

The Travel Management Project Office has developed the Travel Management Risk Management Plan to address the Project’s approach to addressing risk management.

The Travel Management Risk Management Plan is to establish the strategy for managing risks for the Travel Management Project.  Roles and responsibilities for each level of Project management as well as standard processes and techniques for identifying, analyzing, planning, tracking, and controlling risks associated with integration activities are documented.  The plan also addresses the top risks currently identified by the each Project, specifies how they are mitigated, and describes how the effectiveness of risk mitigation strategies are determined and monitored.  The Travel Management Risk Management Plan was developed consistent with the IFM Program Risk Management Framework and NPG 7120.5A.  This plan will be continuously updated and kept current with the evolution of the IFM Program and its Projects.

15.21 Risk Management Process Overview

The Risk Management process is based upon the Software Engineering Institute (SEI) Continuous Risk Management Paradigm.  Risk management comprises purposeful thought as to the sources, magnitude and mitigation of Project risks and results in actions directed at reducing those risks.  The Risk Management Process addresses the key tenants of effective Project risk:

· Risk management is a continuous process which occurs throughout the Project’s life cycle 

· Risk management is an integral part of the Project management decision-making at all levels 

Figure 15‑1 illustrates the five phases of the SEI Continuous Risk Management Model.  Each risk nominally goes through these functions sequentially, but the activity occurs continuously, concurrently (e.g., risks are tracked in parallel while new risks are identified and analyzed), and iteratively (e.g., the mitigation plan for one risk may yield another risk) throughout the Project life-cycle.  
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Figure 15‑1: IFM Program Continuous Risk Management Phases

Risk Identification

The Travel Management Project will search for and locate programmatic risk before they impact the system implementation.  The major areas of risk for the Integration Project, which are inherent to any major COTS software implementation, include schedule, cost, integration/technical, and mission.  

Risk Analyses

After risks have been identified, they are classified and prioritized based on risk severity, computed as the product of (probability of occurrence) times (impact of occurrence).

Risk Planning

Identified risks are addressed by deciding upon the appropriate handling option and developing and executing commensurate mitigation strategies.  

Risk Tracking

Identified risks and the progress of mitigation actions are tracked.  Periodically, risk status, trend analysis, and success of mitigation efforts are reported to the Travel Management Project Manager.  Feedback on both Program and Project risks activities, and emerging risks are continuously provided to Program/Project staff and communicated to key stakeholders and customers.

Risk Control

Periodic management reporting identifies deviations from approved risk mitigation strategies, which will then be corrected.

The IFM Program Risk Management process has been tailored to the Travel Management Project.  Additional insight into the applicable organization, methodology, processes, resources/schedules, and current risks are provided in the Travel Management Risk Management Plan.  

SECTION 16   Change Management

The Agency has developed a Change Management Plan to assist with the process of aligning the organization’s people and culture with the changes in business strategy, organizational structure and systems.  The Agency Plan focuses on three specific areas: communications, training and transition.  The Travel Management Project recognizes the importance of change management and will provide its primary change management support in the area of training.  

To assist with training, the Travel Management Project will—

· Identify various user types within Travel Manager,

· Develop a curriculum for each user type, and

· Develop course material for each course consisting of lectures, classroom instruction, and computer based training (CBT).

As each Center deploys Travel Manager, the Lead Center will provide the training support listed above.  In addition, the Lead Center will provide Travel Manager consultation, as well as assisting in the training of a core group of Center personnel who will serve as the core trainers for their respective Center’s Train-the-Trainer efforts.

SECTION 17 Environmental Impact

This Project does not require an Environmental Assessment (EA) or an Environmental Impact Statement.

SECTION 18 Safety

Safety for Travel Management Project personnel, visitors, and facilities is a primary concern.  LaRC personnel are briefed and trained, on a periodic basis, in accordance with LaRC safety policies and procedures.  LaRC employees are provided training and drills, and are assigned specific responsibilities in case of fire or for any other disaster that might occur.  Travel Management Project coordination with the LaRC Center Safety Office will be performed as required.

The Code S Safety Manager is responsible for assuring the Travel Management Project adheres to the LaRC safety policies and procedures.  

SECTION 19 Technology Assessment

19.22 Overview

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

· Proven COTS software applications are available for most Travel Management requirements

· Client server and Web is now the norm

· E-Commerce is the current technology thrust

Software and information technology are no longer the primary concerns.  Mature Federalized COTS Travel Management 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 Travel Management in the direction of best practices, but not so fast that the Program is pushing risky, immature technologies.  

The Agency CIO is a member of the IFM Steering Council and also chairs the IPSC.  The LaRC CIO is a member of the Core Financial Project Steering Committee.  These CIO’s, along with the IPO, will ensure that Travel Management solution will align with the Agency’s IT strategy.  

19.23 Life-Cycle Assessments

The Operations Framework will define the specific roles and responsibilities, processes and procedures for sustaining support including technology refresh.

SECTION 20 Commercialization

As the Travel Management Project is not producing new science or technology, there are no obvious opportunities for commercialization.  However, any success NASA has in selecting and implementing COTS Travel Management system Modules and in marrying web technology with HR management, could become benchmark standards for success.  In addition, other Government Agencies may capitalize on NASA’s lessons learned.

SECTION 21 Reviews

Various reviews will be conducted over the life of the Project as follows.

21.24 Management Reviews

Management reviews will be scheduled periodically.  The type and frequency of the reviews will be established according to the Project 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 may include:

· Project Monthly Status Reviews to the Program

· Project Monthly Status Reviews to the LaRC IFM Program Oversight Committee

· Core Financial Steering Committee Reviews (as requested or needed)

· Requirements Reviews

· Review of independent contractor’s Systems Compliance findings.

LaRC IFM Program Oversight Committee Reviews

The Travel Management Project Manager provides the LaRC IFM Program Oversight Committee a monthly review on the status of Project tasks.  The Travel Management Project Manager identifies any concerns or issues that may impede progress.

Independent Assessments

The IFM Program Program may employ professional independent assessment services at various milestones throughout the life of the Travel Management 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.

Figure 21‑1 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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Figure 21‑1: Independent Assessment Roles

21.25 Technical Reviews

Various technical reviews will be conducted as required.  The purpose of these reviews is to ensure that the Project is achieving the desired technical performance on schedule and within budget.  The timing of these reviews will be based on the Project life-cycle.  In programs of this nature, detailed life-cycle 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 the Project.  At a minimum, the following reviews will be conducted: Requirements Review, Test Readiness Review, and Operational Readiness Review.

SECTION 22 Tailoring

This document follows the Project Plan outline and direction provided by NPG 7120.5A

SECTION 23 Change 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 and approved changes incorporated into the document using established configuration management procedures.  Updated revisions of this document will be made as change pages or total revision depending on the level of change.  A Change Information Page will be developed showing the pages changed.  This information will also be logged in the change control log.  

Table 23‑1 is used to register all changes made to this document.  

	Effective Date
	Status
	Document Revision
	Description

	2/5/01
	Original
	Final Draft Version
	Project Plan

	3/26/01
	Original
	Final Version
	Project Plan

	4/30/01
	Original
	Final Version
	Project Plan

	
	
	
	


Table 23‑1: Project Plan Change Log

Abbreviations and Acronyms

AA

Associate Administrators

ADP 

Automated Data Processing

BCA

Business Case Analysis

BPA

Blanket Purchase Agreement

CCB 

Configuration Control Board

CFO 

Chief Financial Officer

CIC

Capital Investment Council

CIO

Chief Information Officer

COTS

Commercial-Off-The-Shelf 

DCN

Document Change Notice

EA

Environmental Assessment 

FASAB
Federal Accounting Standards Advisory Board

FFMS

Federal Financial Management Systems

GAO

Government Accounting Office

GPRA

Government Performance Results Act

GSFC

Goddard Space Flight Center

HQ

Headquarters

HR

Human Resources

IFM

Integrated Financial Management

IFM Program

Integrated Financial Management Project

IG

Inspector General

IPO

Integration Project Office

IPSC

Integration Project Steering Committee

ISE

Intelligent Syntheses Environment

ISO

International Standardization Organization

IT

Information Technology

LaRC

Langley Research Center 

MSFC

Marshall Space Flight Center

NACC 
NASA’s ADP Consolidation Center

NPD

NASA Policy Directives

NPG

NASA Procedures and Guidelines

OMB

Office of Management and Budget

PCA

Program Commitment Agreement

PCIT

Prime Center Information Technology

PCS

Permanent Change of Station

PKI

Public Key Infrastructure

PMC

Program Management Council 

QA

Quality Assurance

QMS

Quality Management System

SEI

Software Engineering Institute

SOW

Statement of Work

TDY

Temporary Duty

TMS

Travel Management System

WBS

Work Breakdown Structure

•	Define Detailed Technical Architecture


•	Identify and Address Extensions, Enhancements, and Other Requirement Gaps 


•	Identify and Address Agency-wide Interfaces


•	Finalize Agency Software Solution 


•	Configure Software (including security controls)


•	Obtain Vendor/ Implementor Training


•	Configure Software (including security controls)


•	Configuration Testing


•	Develop Transition Plan 


•	Develop Operations Plan
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FY 01 Budget notes

		FY 01		B

		2,300,000.00		Original Baseline FY 01Budget - Chris sees this money taking him through the Pilot which should finish up in June. $1.45 were goiven to the TM Project in FY 00 so that TM could purchase Gelco SW at a reduced price.

		75,000.00		Reserves (75K for FY 01, 75K for FY 02, 75K for FY 03, FY 04-FY07 $0 reserves)

		160,000.00		BAH Labor (even though this is under the Goddard Contract, Mike Mann said that this money should be tracked as part of the TM budget)

		2,535,000.00		Current PCC Budget as of 1/18/01 (but only 1.45 has been issued to the TM project so far)

		(797,000.00)

		1,738,000.00		Implementation Budget

		(763,957.00)

		(161,943.72)		Gelco maintenance

		(33,920.00)		Training by Gelco for Pilot only

		(207,892.80)		Gelco Consulation (Labor costs to cover on site testing oversite, Interface, Installation at MSFC)

		1,166,085.27		Total Gelco costs (as of 12/31/00 only 937342.07 has actually been spent, but the entire 1.17 has been obligated)

		3,701,085.27		Delta - to be applied to NCI (contractor who covers maintenance & operation of NASA business systems) as well as Goods (HW) and services ( I know that Chris has planned for $25k to be spent on Googs in Jan 01.)

		Note 1		Under WBS 1.3.2.8.2 there is 5K for a Unix server installation - according to Chris, there is a unix server running at MSFC for tM, but he is not sure if was a recent purchase or if it was left over from KPMG.

		Note 2		Under WBS 1.3.3.2.1 that 16K is covered under the Gelco $1.168

		Note 3		There are no data conversion costs WBS 1.3.2.5 and 1.2.5

		Note 4		Pilot training will only be to approximately 20 people.  Therefore, the Pilot training costs in the model look kind of high.

		Note 5		Testing period FTEs- The test lead and the functional owner (FS 41) are working testing full time.  The process team which also helps with testing is another 4 people also FS 41 who perform testing part time ( and they must travel to LaRC).   The rest of

		Note 6		Don't know if this is helpful at all but - FTEs (FS 41 only) - Oct 00 - 1.3, Nov 00 - 2.8, Dec. 00 - 2.0

		Note 7		NCI Labor charges (working testing & other IFM Travel Manager Support) charges $26,214 for Oct.  The rate per FTE is being calculated at $6,600 per month. Their Nov 00 Ccharges were $17,166.

		Note 8		BAH Labor charges (working Program Management, Risk Mgmt, schedule) Oct 00- $6,129, Nov 00 - $31,000





Project Plan Resource Budget 

				FY 01		FY 02		FY 03

		Implementation		$   1,660,000		$   100,000		$   100,000

		O&S		$   800,000		$   700,000		$   700,000

		Reserve		$   75,000		$   75,000		$   75,000

		FY Total Budget		$   2,535,000		$   875,000		$   875,000





POP_Phasing Plan

		Original Budget				2.3		($1.45 UPN 284 FY 2000)												2.3

		Reserves				0.075														1.44

		BA&H				0.16

		Total New Budget w/Reserves				2.535														0.86

		Less IPO costs				0.8														0.1228571429

		Budget w/Reserves				1.735

				Oct.		Nov.		Dec		Jan		Feb		Mar		Apr		May		Jun		Jul		Aug		Sep

		284 Plan		1.118		1.218		1.288		1.378		1.44		1.563		1.686		1.809		1.931		2.054		2.177		2.300

		Actual Month		0.968		0.069		0.043		0.071		0.048		0.048		0.048		0.048		0.048		0.048		0.048		0.048

		Actual Cum.		0.968		1.037		1.080		1.151		1.199		1.247		1.295		1.343		1.391		1.439		1.487		1.535

		SW		762		0		0		0		0		0		0		0		0		0		0		0

		Maintenance		162		0		0		0		0		0		0		0		0		0		0		0

		Training		0		34		0		0		0		0		0		0		0		0		0		0

		Consult		18		18		18		18		18		18		18		18		18		18		18		18

		NCI		26		17		24.5		28		30		30		30		30		30		30		30		30

		G&S		0		0		0		25		0		0		0		0		0		0		0		0

		Total		968		69		42.5		71		48		48		48		48		48		48		48		48
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