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SECTION 1 INTRODUCTION

1.1 Background

The mission of Integrated Financial Management (IFM) Program is to improve the financial, physical, and human resources management processes throughout NASA.  Under the auspices of the Office of the Chief Financial Officer (CFO), the IFM Program is reengineering NASA’s business infrastructure and implementing enabling technology to provide better management information for decision making.

The Core Financial Module provides the backbone of the IFM Program system concept.  All other modules will be integrated/interfaced with Core Financial where applicable.  The Core Financial Module consists of the standard general ledger, accounts receivable, accounts payable, budget execution, purchasing, cost management, and general system management.  Marshall Space Flight Center (MSFC) has been tasked as the Lead Center for the IFM Program Core Financial Project and will be the first Center to implement the Core Financial System.

1.2 Objectives

During the Agency Rollout Phase, the Core Financial System will be implemented at each of the remaining Centers.  The Agency configured system, interfaces, and reengineered business processes already developed by the Core Financial Project combined with the results from the Pilot Center Implementation, serve as the foundation for the activities performed at the Centers.

The objective of this paper is to document the rollout approach that will be adopted for the NASA IFM Program Core Financial Implementation.

1.3 Guiding Principles

The following are the guiding principles for the Core Financial Rollout:

· Ensure a successful implementation at the Pilot Center prior to implementation at another NASA Center.

· Minimize NASA’s system implementation risks by balancing the related level of effort and complexity across multiple rollout Waves.

· Ensure a successful implementation of the NASA Core Financial system by adapting NASA business processes to match the delivered SAP software.

· Implement SAP with as little impact as possible to the business and the users of the NASA systems through rapid system implementation.

· Capitalize on lessons learned from the Pilot Center implementation and each subsequent implementation.

Planning

The Core Financial Data Conversion and Rollout team performed the strategic Rollout planning during the Core Financial Project Agency Design phase.

1.3.1 Rollout Criteria

The following rollout criteria and their definitions were established to group Centers into Rollout Waves:

Resources and Commitment

· Center Management Commitment.

· Readiness to change and adapt to new business processes.

· Degree of Senior Management attention.

· Confidence in the success of IFMP.

· Resource Availability to support the Effort.

· Ability to apply people, facilities, and equipment during implementation windows.

· Schedule of Other Major Activities.

· Potentially conflicting events (e.g., operating system upgrades, physical facility moves, Center reorganizations, etc.).

Center Size and Operations Metrics

· Complexity and Volume of Transactions.

· Quantity and dollar amounts of financial transactions, by functional area.

· Business Operations Commonality between Centers.

· Any shared operational practices, services or systems that support multiple Centers.

· Number of Users.

· Active users - use current financial systems as the primary tool for their job.

· Casual users - need to use the current financial systems but not as primary tool.

· Distribution of workforce.

· Location of system users (across multiple geographic locations).

Number and complexity of Interfaces

· Minimal Center-Specific Integration.

· Number of unique interfaces beyond the Agency solution.

1.3.2 Questionnaires

As a part of the Agency Design phase, the Core Financial Project Team developed a set of questionnaires to help plan the scope of the data conversion effort (amount and complexity of data) relative to each center.  These questionnaires were given to Center Task Teams at a Data Conversion and Rollout Strategy Kickoff Workshop held on April 11, 2001.  The Centers returned completed questionnaires by May 4, 2001.  The information also helped to plan the grouping of the centers that will migrate to the Core Financial System at the same time given the current strategy of a 3-Wave approach.   

The questionnaires were divided into SAP functional areas:

· Cross-Application

· Accounts Payable

· Accounts Receivable

· Cost Center Accounting

· Funds Management

· General Ledger

· Purchasing

SECTION 2 ROLLOUT APPROACH

2.1 Components of Rollout

2.1.1 Scope

Core Financial Rollout Scope

The scope of the Core Financial Rollout is to implement the Core Financial System, based on the Agency solution that is being designed and implemented at MSFC, to each of the nine remaining NASA Centers.

2.2 Proposed Rollout Approach

2.2.1 Assumptions

The following assumptions have been made for the purposes of planning the Core Financial Rollout:

· The Core Financial system will be delivered to each of the ten NASA Centers.

· The first delivery will be to the Pilot Center (MSFC) and NASA Headquarters – Corporate functions.

· The subsequent Rollout to the remaining nine Centers will be in three Waves, rather than a “big-bang” approach.

· The Rollout Waves will be grouped by Center, rather than by functional area.

· Each Rollout Wave will consist of 2, 3, and 4 Centers respectively.

· Each Center will receive the full functionality of the Core Financial system as the Wave is rolled out.

2.2.2 Calendar

Three Waves

Three Rollout Wave go-live dates have been established for the Core Financial Implementation:

· 10/2002 – Wave 1

· 02/2003 – Wave 2

· 06/2003 – Wave 3

A high-level calendar of the Core Financial project implementation is shown below in Figure 2-1.

[image: image4.wmf]
Figure 2‑1:  Core Financial Rollout Calendar

2.2.3 Center Rollout Analysis

The Core Financial Data Conversion and Rollout Team analyzed the raw data from the Centers’ returned questionnaires to develop a ranking of NASA Centers by implementation complexity.

[image: image5.wmf]The Rollout Criteria were ranked in order of importance by each of the Centers to determine which criteria were considered to be most significant to the Centers.  Rollout criteria rankings were averaged for each criterion to produce the average Center weighting factor, documented by Figure 2-2.

Figure 2‑2:  Average Center Weighting Factor

Center implementation complexity rank was calculated using the following process:

1. Compile raw data from Center questionnaire results according to evaluation criteria giving criteria scores for each Center and criterion.

2. Multiply criteria score times average Center weighting factor for each Center and criterion.

For example:

The criterion “Number of Users” had an average Center weighting factor of 5.1.  If Center X’s criteria score for “Number of Users” was 2, then Center X’s weighted score for the criterion would be 10.2 (2 * 5.1)

3. Average the above results (weighted scores) across all criteria for each Center.

4. Rank the Centers by the average of their weighted scores (from least complex overall to most complex overall).

The results of the Center implementation complexity rankings are documented in Figure 2-3
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Figure 2‑3:  Center Implementation Complexity Ranking

The Center implementation complexity ranking was used, with additional considerations, to group Centers into Rollout Waves.  The Core Financial Project Team applied the following additional considerations to the grouping process:

· Balance overall implementation complexity and level of effort of each rollout Wave.

· Center Wave preferences.

· Geography/location of rollout sites.
2.2.4 Waves and Centers

The results of the Center groupings along with the Centers’ Rollout Wave preference (from the questionnaires) are shown in Figure 2-4.

[image: image7.wmf]
Figure 2‑4:  Rollout Wave Analysis Matrix

Rollout-Related Documents

There are many documents related to the Rollout process that will be produced during the Core Financial Project.  These Rollout-related Core Financial documents include those shown below in Table 2-1 below.

Table 2-1: Rollout-Related Documents

Document
Deliverable
Responsible
Due Date

Agency SAP Hierarchy Definition
Job 4 – 7.1
Process IPT
4/29/01

Agency Master and Key Configuration Data Recommendations
Job 4 – 7.1
Process IPT
6/29/01

Proposed Updates to NASA’s Processes
Job 4 – 7.1
Process IPT
6/29/01

Proposed Updates to NASA’s Requirements
Job 4 – 7.1
Process IPT
6/29/01

Agency Training
Job 4 – 7.2
Change Management IPT
6/29/01

Security / Control Documentation
Job 4 – 7.3
Integration IPT
6/29/01

Agency Data Conversion Approach
Job 4 – 7.4
Rollout IPT
6/29/01

Agency Rollout Approach
Job 4 – 7.4
Rollout IPT
6/29/01

Requirements for Agency Technical Architecture Blueprint
Job 4 – 7.6
Integration IPT
6/29/01

Functional Design Specifications for Data Conversion Programs
Job 5 – 10.2
Process IPT
8/31/01

Functional Design Specifications for Interfaces
Job 5 – 10.2
Process IPT
8/31/01

Configuration Validation Test Plan, Scenario Definitions, CRP Test
Job 5 – 10.2
Process IPT
9/28/01

Functional Design Specifications for Extensions
Job 5 – 10.2
Process IPT
9/28/01

Functional Design Specifications for Reports and Forms
Job 5 – 10.2
Process IPT
9/28/01

Mapping of Agency Minimum Standard Report requirements to SAP
Job 5 – 10.2
Process IPT
9/28/01

SAP Application Security Definition and Role / Security Profile Mapping
Job 5 – 10.2
Process IPT
9/28/01

Updated Design Documents, including Alternatives, Analysis, Recommendation, and Proposed Changes to Requirement Baseline
Job 5 – 10.2
Process IPT
9/28/01

System Integration Test Plan
Job 5 – 10.3
Integration IPT
11/30/01

Finalized Scenarios
Job 5 – 10.3
Process IPT
12/21/01

User Procedures
Job 5 – 10.3
Change Management IPT
12/21/01

Detailed Data Conversion Approach, Plan, Schedule, Data Archival Approach, Data Cleansing Definition
Job 5 – 10.6
Rollout IPT
12/21/01

Mock Conversion Test Schedule
Job 5 – 10.6
Rollout IPT
12/21/01

Test Conditions, Scripts, Results, and SIRs
Job 5 – 10.3
Process IPT
4/29/02

Post Implementation Stabilization Support Approach
Job 5 – 10.8
Integration IPT
5/10/02

User Acceptance Test Plan, Definition, and Schedule
Job 5 – 10.3
Process IPT
5/17/02

Communication Events
Job 5 – 10.1
Change Management IPT
5/31/02

Deployment Cutover Plan and Contingency Plan
Job 5 – 10.7
Rollout IPT
5/31/02

Note:  The scope of the Rollout Approach Document is to discuss the strategic plan for implementing the Core Financial solution at the NASA Centers.  This document covers the Rollout approach, schedule, tasks, teams, and responsibilities.  Topics covered in other Rollout-related Core Financial deliverables, shown above, are outside of the scope of this document.

SECTION 3 ROLLOUT TASKS

3.1 High-level Rollout Tasks

Centers will lead the implementation activities at their Center.  Prior to beginning the Rollout Tasks, a Wave Readiness Review will be conducted by the Core Financial and Integrated Product Teams to confirm the ability of each Center to begin the implementation process.  This review will examine general readiness areas including:

· Physical facilities

· Team work space

· Meeting space

· Training space

· Equipment

· PCs

· Network

· Printers

· Telephones

· Management

· Center Steering Committee and governance processes

· Staff availability

· NASA Center resources

· Contractor support

This review will examine only the readiness of each Center to start within the Rollout Wave.  Any areas needing further development for implementation start will be brought to Core Financial Project Management attention for resolution.

The following tasks are the high-level tasks associated with the Rollout effort for each Center:

· Plan and Manage Center Deployment – Communications and Change Readiness Management.

· Mobilize Center Implementation Project Team.  

· Fit and Test Center Solution.

· Reports and Interfaces Design/Development/Testing.

· Integration Test.

· Prepare and Conduct Center Training.

· Conversion Design/Development.

· Data Cleansing and Conversion Preparation.

· Conversion Testing.

· Merge into Central Instance and Regression Test.

· Cut Over.

· Production Stabilization.

Figure 3-1 documents the timeline associated with these tasks.

[image: image8.wmf]
Figure 3‑1:  Sample Rollout Wave Task Timeline

3.1.1 Plan and Manage Center Deployment – Communications and Change Readiness Management

This task is the overall management task for the rollout efforts at a given Center.  This will include Change Management communications and activities.

The Plan and Manage Center Deployment task covers planning the Center's deployment, organizing the resources, and controlling the work. A detailed Center Project Plan will be developed that indicates the project's work plan, schedule, resource needs, and plan for managing quality and risk. Core Financial project management will review and approve the Center Project Plan.  The day-to-day project work will be assigned and monitored, and the overall performance of the project will be measured and assessed. This task’s activities interact with all the Core Financial project and program-level processes to ensure the most efficient development, integration, and delivery of the business capability components. This task also includes activities, executed upon completion of the Center deployment, to perform the required close-out functions.

3.1.2 Mobilize Center Implementation Project Team

This task involves establishing the Center Implementation Project Team on site at the Center.  Organization, facilities, and equipment logistics will be addressed under this task.  

This task represents the Understanding Phase and includes organizing the project's human resources, establishing the project's other resources, making resource work assignments, and developing training to enable resources. Also in this task is the development of an implementation plan and a work plan to manage the deployment effort at the Center. This task assesses the progress of the deployment Center's preparation and develops Center-specific customization requirements and plans to implement them. 

At the end of this task, a Wave Commit Point milestone will be reached to serve as a checkpoint to confirm Center specific planning and requirements.  Once approved, project teams will execute against these confirmed plans.

3.1.3 Fit and Test Center Solution

The Agency SAP Solution, as developed and implemented at the Pilot Center (MSFC), will be analyzed for fit with the Center.  Gaps will be identified and addressed under this task.  The Core Financial and Center Implementation Project Teams will assess and implement the additional approved Center specific process designs and SAP configuration.  A test will be performed on these modifications to validate their fit with the existing Agency solution.

3.1.4 Reports and Interfaces Design/Development

Activities in this task include mapping the Center report requirements to the Agency reports and performing gap analysis.  Based on the gap analysis, a decision is made to 1) alter the Center’s reporting requirements to conform to the Agency’s standard reporting capabilities, 2) utilize a tool to query the data and develop a report, or 3) design a new report with the selected software.

Other activities in this task include analyzing Agency requirements, taking inventory of current systems, and providing information needed to determine which legacy systems to retain.  The current systems inventory activities include an analysis of functionality, determining whether or not the functionality is outside the Core Financial scope, and determining the existing systems that will be retained.  Results from this analysis will be presented to the Core Financial Project Steering Committee for approval.  Interface Definition Agreements are developed in conjunction with the Integration Project, and the interfaces are designed and developed.  Each Center is responsible for legacy system modifications, design, development, and unit test.

A milestone for Acceptance of Code Development is reached at the end of this task.  This milestone designates the time at which design and development for reports, forms, and interfaces is review and approved.

3.1.5 Integration Test

Integration Testing will test the functionality of the Center solution across business processes and supporting systems for that Center.  This test assumes that each of the activities have been successfully tested independently of each other.  It focuses on verifying the successful system execution of cross-business processes along with supporting development items (e.g. reports).  Additionally, Integration Testing includes the validation that interfaces to other supporting systems are functioning properly by verifying results in both the sending and receiving systems.

The Integration Test will also test the integration of the Center solution with the existing Agency solution that has already been applied to the Production System (the Agency solution includes the system functionality that has been applied to support the Pilot implementation and other previous Waves).

A Test Readiness Review will be performed during this task to validate the completion of the Integration Test Plans and the system readiness for execution of Integration Test.  Once the Integration Test has been successfully completed, the configuration used to support the Integration Test is finalized and a system freeze (locking down configuration) is performed. 

3.1.6 Prepare and Conduct Center Training

This task is the development and delivery of training to the Center workforce.  This task includes performing the “Train the Trainer” task before implementing the orientation and training of the Center users.  The Core Financial Project Team will prepare the instructors to deliver the learning solution. The Core Financial Project Team will conduct mock sessions of the course in which the instructors are allowed to practice delivery with course developers as the audience. If possible, the Center should recruit the instructors/coaches early to allow them to help deliver development and pilot tests. The learning program will be tailored to the trainers' needs and to the Center’s needs.

This task also includes performing the “Conduct Center Training” task after selecting and recruiting individuals to fill the roles and teams and after developing training materials and performance support products. This task will:

· Orient the workforce by providing introductory information on the new business capability and its context within the organization.

· Prepare and Train the workforce on implementing and operating the new business capability.

· Identify individual and team development needs.

· Provide feedback on the learning program in order to improve the process for other Centers and future rollout Waves.

3.1.7 Conversion Design/Development

Conversion programs and procedures for both SAP and Legacy systems will be designed, developed, and unit tested under this task.  This task package organizes the automated conversions into work units for detailed design, build, and testing.

This task includes definition and development of the data conversion processes, generating a schedule, and a Business Contingency Plan.  Existing conversion documentation and lessons learned are reviewed, and the data/files and volume to be converted are identified.  Network data traffic requirements are estimated and conversion resources are determined.  Conversion tools are identified and extract/translation routines are developed.  Ownership to the data/files is assigned, the conversion rule templates are created, and data reconciliation crosswalks are developed.  SAP transition data structures are populated by the Centers for upload by Accenture into SAP. 

3.1.8 Data Cleansing and Conversion Preparation

This task is performed to prepare the data to be converted into the Core Financial System. In addition to correcting errors and resolving issues with existing data, this task includes producing new data and reconciling different data representations and different database schema representations. This task prepares an existing electronic representation of data to be converted into a format to be used by the Core Financial System. 

3.1.9 Conversion Testing

Conversion Testing includes four Mock Conversions that will test overall data readiness as well as conversion programs and procedures.

This task will verify the converted data with respect to the database design and the data conversion design. Automated testing tools may be used to help ensure that the verification is repeatable.  Control totals allow for a comparison of the processing of data in its old form to its converted form.  Specifically this task will check the converted data for inconsistencies between the Legacy System and the Core Financial System.  A checklist may be used for this purpose.  This task includes verifying the converted data against pre-defined business scenarios as an effective way to check the completeness of converted data.

At the conclusion of Conversion Testing, an Operational Readiness Review is conducted to validate that the converted data is successfully loaded into the SAP system and that the results will support NASA business operations.

3.1.10 Merge into Central Instance and Regression Test

This task is performed for implementations that occur after the Pilot Center rollout has been completed.  The purpose is to verify that system updates that will support the subsequent Center implementations do not negatively impact, and are not negatively impacted by, the existing configuration and data in the Production system.  This ensures that changes made to the Production system after the previous testing environments have been created (e.g. emergency fixes) are adequately tested prior to moving the updates to the Production system.  Upon completion of this task, another System Freeze is performed to lock down all system changes required to support Cut Over activities into the SAP Production system. 

3.1.11 Cut Over

The purpose of the Cut Over  task is to transition the new Core Financial System and its operating environment to the Center for live operations. Specifically, this task will:

· Install and/or modify the SAP Production instance.

· Configure the Production operating environment to the needs of the Center.

· Configure Production Core Financial System parameters needed for the Center.

· Convert the Production data required by the Core Financial System.

· Verify that the production Core Financial System is correct and consistent for deployment.

This task package is used to verify the deployment of the Core Financial System and launch the new operating management processes. This includes the steps required to finalize performance targets, remove all redundant legacy elements, and stabilize the Center for transition to operations management. This task will conduct and manage the work involved in the different commit points prior to delivering the Core Financial System to operations management for product stabilization.

3.1.12 Production Stabilization

Prior to starting the Production Stabilization task, the Go-Live milestone will have been reached.  The Go-Live milestone signifies the point in time where all converted business processes are executed in the Production SAP system.  

The Production Stabilization task is the follow-on work to optimize the performance of the Production Core Financial System after the go-live date.  It is used to monitor the level of quality for Center business processes and improve these processes when the system results do not meet expectations, or to meet changing business objectives.

SECTION 4 ROLLOUT TEAMS AND RESPONSIBILITIES

4.1 Core Financial Project Team

The Core Financial Project Team will provide support to individual Centers throughout the Rollout process.

4.1.1 Responsibilities

The Core Financial Project Team will be responsible for:

· Management and control of central SAP configuration.

· Identifying data conversion requirements.

· Creating SAP functional design specifications for automated conversions.

· Technical design, code, and unit testing of SAP load programs, validation reports, and supporting SAP program extensions.

· Conversion program acceptance.

· SAP System Investigation Request (SIR) fixes.

· Planning and executing Integration testing.

· Developing training materials.

· Conducting “Train the Trainer” training.

· Overall coordination of data conversion tasks.

· Coordination of legacy extract data load.

· Mock conversion test planning, coordination, and execution.

· Go-Live data load planning, coordination, and execution.

· Creation of processes and procedures for conversions.

· Coordinate the initial loading of data in the training instance/clients.

· Monitor and control the conversion process (Audit and reconciliation).

· Support to Center for "Fit and Test", SAP side of interfaces, and SAP reports.

4.2 Center Implementation Project Team

The Center Implementation Project Team resources will provide detailed functional and technical knowledge of the Center-specific activities and systems.  

4.2.1 Responsibilities

The Center Implementation Project Team will be responsible for:

· Communication and coordination with the Core Financial Project Team.

· Data cleansing – legacy systems and extract files.

· Identification of source systems for data conversion.

· Designing and developing legacy system components for interfaces.

· Design, creation, testing, and verification of legacy data extract programs.

· Delivering end-user training.

· Assisting with SAP Center configuration change identification and definition.

· Participating in user acceptance testing.

· Conversion acceptance.

4.3 Integration Project Office

The Integration Project Office will provide technical support for integration activities across all projects within the IFM Program.

4.3.1 Responsibilities

The Integration Project Office will be responsible for:

· Interfaces – overall responsibility.

· Basis support of the SAP environment.

· Mock conversion environment creation.

· Conversion tools.

· Supporting evaluation

· Procuring

· Installing

· Monitoring of system and Data base performance.

Table 4-1 documents the responsibilities for each team as they relate to the major work item.

Table 4-1: Team Responsibility Matrix


Responsibility Matrix


 
Core Financial       
Center Rollout
Integration Project

Interfaces
SAP
Legacy
Overall

Conversion
SAP

Overall
Legacy Extracts

Data Cleansing
Environment Support

Reports
SAP

Overall
Support
Business Warehouse

Configuration
SAP
Support
Environment and 
BASIS Support

Training
Train the Trainer,
Planning
Execution
Environment Support

Infrastructure
Planning

Access
Specific components
(e.g., software distribution)
Overall 

Rollout Planning
Overall
Participation
Technical Components

Testing
Conversion,

Integration
Support, 
User Acceptance Test Participation
Environment Support

Management
Overall
Participation
Participation 

SECTION 5 Rollout Technical Environment

5.1 Pilot Technical Landscape

A technical system landscape has been designed by the Core Financial Project Team and the Integration Project Office to support the major activities of the Pilot Center Core Financial Project implementation.  These major activities support include:

· Basis Sandbox - Development environment supporting initial Basis support, configuration, software upgrades, and other initial development work.

· Development - Development that has already been tested in the Sandbox environment and is in a more pristine state.

· Testing - Supports testing activities such as integration & mock testing.

· Staging - Supports additional mock conversions, performance testing, and emergency production fixes.

· Training - Platform for training development and user training delivery.

· Production - Represents the live/active environment utilized by the Centers.

[image: image9.wmf]The system landscape diagram in Figure 5-1 illustrates the technical architecture, and the integration between the various environments, that will be implemented to support the Pilot implementation.

Figure 5‑1:  Technical System Landscape - Pilot

5.2 Multi-Center Technical Landscape

Based on the Rollout approach that will be executed for the Core Financial Project, multiple rollout Waves will be used to implement the Core Financial system.  Additionally, multiple Centers will be implemented simultaneously within a Wave.  As a result, the SAP client/instance landscape must support multi-Center parallel development.  The core technical environment will be the same as the technical environment that was created to support the Pilot implementation, however, modifications in the technical integration process (e.g. configuration transports across system instances/clients) and the technical architecture (e.g. add an additional instance) may be required.  The Core Financial Project Team is analyzing the appropriate modifications required to efficiently support the various implementation Waves in addition to the Production environment.  This analysis must be finalized prior to the need for performing application development to support Wave 1.  The diagram in Figure 5-2 documents the initial alternative Landscape that is being analyzed:

[image: image10.wmf]
Figure 5‑2:  Proposed Technical System Landscape - Post Pilot Waves

The following points document the key considerations that must be assessed for finalizing the new Technical System Landscape.

5. Integration Testing Support.

· May require an additional Instance to support testing that must be performed that is client independent.  This will be assessed based on the detailed schedule that is determined for the Waves and development.

· A risk analysis will be performed to determine how much regression testing must be performed to ensure that development to support the additional Waves does not impact Production.

6. Production Support.

· The determination must be made for how emergency fixes will be supported.  The initial approach is to provide support for emergency fixes in the Staging Instance.  The fixes entered into the Staging Instances will be retrofitted into the Basis Sandbox and will follow the standard system integration process.

7. Performance/Stress Test Support.

· The analysis will be performed to determine how to schedule the testing activities so that they do not interfere with the performance of the Production environment.
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