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2.5 Solution Implementation

Solution implementation begins at the final investment decision when the Joint Resources Council ratifies and funds an investment program, establishes its lifecycle program baseline for variance tracking, and authorizes the integrated product team or management unit to proceed with full implementation. Solution implementation ends when a new service or capability is commissioned into operational use. 

Detailed program planning, including the solicitation and evaluation of offers for prime contract(s), takes place during final investment analysis and before the final investment decision. This is to ensure accurate contract costs, risks, and schedules are reflected in the lifecycle program baseline and program planning. These plans and baselines are maintained and kept current throughout solution implementation. 

The overarching goal of solution implementation is satisfaction of user requirements and achievement of benefits and value recorded in the lifecycle program baseline. This requires the integrated product team or management unit to do more than simply acquire and install hardware or other capability. It means working with users and key stakeholders, especially unions, to make sure all issues necessary for program success are identified and resolved. It also means making sure all actions necessary to achieve investment value and benefits are executed. Some may be outside the direct control of the integrated product team or management unit (e.g., a requirement to decommission a system to achieve operating efficiencies). These actions are recorded in the integrated program plan and tracked at corporate-level reviews to the Acquisition Executive and senior managers throughout solution implementation.

[image: image1.wmf]The activities undertaken during solution implementation vary widely and are tailored for the service or capability being implemented. For example, the activities to buy and deploy commercial products typically will be less complex than those for products requiring development. Likewise, the activities to obtain and deploy a system will differ fundamentally from those to build a facility or upgrade security infrastructure.  In all cases, however, services, products, and facilities must be shown to meet user requirements, be operationally suitable, and be compatible with other products and services already in the field before the decision to place them into operational service. 
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FAST contains tailored process flowcharts for representative types of investment programs (systems / software, facilities, services). These flowcharts identify actions and activities the integrated product team or management unit may need to execute to achieve projected capability, value, and benefits. Instructions, templates, best practices, good examples, and lessons-learned are attached to many activities in the flowcharts to assist lifecycle management specialists as they plan and execute what makes sense for their investment program. 

The lifecycle program baseline establishes the performance, cost, schedule, and benefit boundaries within which the integrated product team or management unit is authorized to operate during solution implementation. The management unit or integrated product team may not take any action that would breach a JRC-controlled value in this baseline. If a JRC-controlled baseline value cannot be achieved, the management unit or integrated product team must submit a baseline change request to the Joint Resources Council, and modify program execution in accordance with JRC resolution of the change request.

The management unit or integrated product team monitors cost, schedule, and performance status, and takes corrective action when variances from planning objectives arise. It maintains and updates the integrated program plan on a continuing basis, and reports program status at corporate-level investment reviews, including the status of deployment planning. The focus of corporate-level reviews is to ensure all actions necessary to achieve projected value / benefits and meet user requirements are being executed satisfactorily, particularly those outside the control of the integrated product team or management unit. 

The management unit or integrated product team captures expenditures of funds consistent with the program work breakdown structure fashioned in final investment analysis and recorded in the integrated program plan. The program work breakdown structure is based on the standard FAA WBS found in FAST at http://fast.faa.gov/wbs.
2.5.1 What Must Be Done
Solution implementation is organized into three sets of activities: planning solution implementation, obtaining the solution, and deploying the solution (see Figure 2-5). These sets of activities are tailored to the special requirements of systems / software, facilities, or services investment programs. 

Figure 2-5.  Solution implementation includes three basic sets of activity common to 
all investment programs. Lower-level activities follow tailored paths and vary widely.

· Finalize program planning.  The integrated product team or management unit reviews and updates initial program planning completed during final investment analysis (i.e., acquisition strategy paper, integrated program plan, and in-service review checklist). All key stakeholders participate in this activity. For example, if regional offices are expected to install new systems or modify existing facilities, they must help plan the implementation effort so people and resources are available when needed.

· Obtain the solution. The integrated product team or management unit oversees and coordinates execution of all tasks and activities necessary to achieve projected value from the investment program. Typically, this includes such activities as contract award, contract administration, resource management, risk management, system engineering, test and evaluation, and site acquisition and adaptation. It also may involve activities to develop operational procedures and standards, achieve physical and information security, modify the physical infrastructure, resolve user and stakeholder issues, develop the support infrastructure, and coordinate collateral action by the aviation industry. Many actions key to success of the investment program may occur outside the direct control of the management unit. Acquisition reviews by the Joint Resources Council during solution implementation should be used to track actions in the integrated program plan that must be executed by organizations outside the direct authority of the integrated product team or management unit.
· Deploy the solution. The management unit or integrated product team manages the execution of all activities necessary to install a capability or service at each site, accept it for operational use, and formally commission it. Typically, this includes such tasks as transition planning, site surveys and preparation, packaging and shipment of necessary material, installation and checkout, contractor acceptance and inspection, joint acceptance and inspection, integration, field familiarization, dual operations, independent operational test and evaluation for designated programs, and removal and disposal of obsolete equipment. An in-service decision must be obtained before deployment can occur at any site other than the key site, William J. Hughes Technical Center, and FAA Academy. The transition from solution implementation to in-service management extends over time for the investment program, occurring at each site as it is approved for operational service. Post implementation reviews are conducted at early deployment sites to ensure user needs are satisfied and to identify systemic problems that must be corrected at those and remaining deployment sites.  AMS section 2.9.3 contains additional information concerning deployment planning and execution. 
2.5.2 Outcomes / Products

The primary outcome of solution implementation is a fully supported operational capability that satisfies requirements, is accepted by users, and is compatible with other products and services in the field. The following are typical products of solution implementation that support the fielding of a satisfactory operational capability:

· Continuously maintained and executed integrated program plan and supporting documents (e.g., risk management plan, ISR checklist)

· Contracts that achieve investment objectives (i.e., value, benefits, capability)

· Successful operational test and evaluation

· Successful IOT&E and IOT&E Report (designated programs only).
· In-service decision, including ISD briefing and action plan
· Waterfall deployment at all sites

· Program reviews and reports (e.g., baseline management / variance tracking; financial, schedule, performance; earned value, risk management).
· Corporate-level reviews
2.5.3 Who Does It?

Management units or integrated product teams make all program decisions during solution implementation except those explicitly retained by the Joint Resources Council or otherwise delegated to some other authority. If the Joint Resources Council retains a production decision, the Acquisition Executive is the chair. If the Joint Resources Council retains the in-service decision, the Associate Administrator of the operating organization is the chair. The in-service decision authority is recorded in the final investment decision record. 

For programs pre-existing April 1, 1996, the in-service decision authority is determined on a case-by-case basis by the by the Associate Administrator of the operating organization working in conjunction with the Acquisition Executive and the appropriate integrated product team or management unit.

Unions and key stakeholders participate on and work closely with integrated product teams or management units throughout solution implementation to resolve all issues and actions necessary for successful implementation and realization of projected benefits and value.

The Director, IOT&E conducts independent evaluation for designated programs and co-approves the test section in the integrated program plan.

2.5.4 In-Service Decision

The in-service decision is a key program milestone. It authorizes deployment of the solution into the National Airspace System. The decision is based on thorough testing to verify operational readiness, which encompasses operational effectiveness and operational suitability. Operational effectiveness measures how well the solution satisfies mission need and operational requirements in the requirements document. Operational suitability measures how well the infrastructure and associated logistics (e.g., spare parts, training, supply support, manuals and documentation, maintenance and repair) support the solution. The ISR checklist is a tool used by the integrated product team or management unit to identify, document, and resolve readiness issues before the in-service decision. 

The integrated product team or management unit completes all actions necessary for the in-service decision. This includes operational testing to verify satisfaction of requirements in the requirements document, completion of management actions arising from the ISR checklist and IOT&E report (designated programs only), resolution of union and stakeholder issues, development of the in-service decision briefing and action plan, and pre-briefing to key stakeholders. 

The ISD authority must factor the impact and resolution of union-identified issues into the in-service decision. Unions provide the integrated product team or management unit and the ISD authority with all issues and concerns identified throughout solution implementation up to and including the in-service decision. These issues are documented in writing and included in documentation supporting the in-service decision.

Systems may be shipped to the William J. Hughes Technical Center and key site for testing, and to the FAA Academy for training-course development before the in-service decision. In rare cases and with proper justification, the management unit or integrated product team may request the ISD authority to authorize shipment to other waterfall installations before the in-service decision. This authorization does not affect the regular ISR process or the in-service decision, which is still required before a product can be placed into operational service.

The in-service decision is recorded in the record of decision. An ISD action plan to resolve any remaining operational readiness issues is part of the record of decision as an attachment. Status of the ISD action plan is tracked and reported at investment reviews and other management reviews until all issues are resolved. 

2.5.4.1 ISD Meeting Entrance Criteria

· Stakeholder concurrence to request the in-service decision

· Operational test report(s)

· Updated ISR Checklist

· IOT&E report for designated programs

· ISD briefing and action plan

2.5.4.2 Who Does it?

Integrated product team or management unit: 

· Manages resolution of all issues and actions identified in the ISR checklist and required for the in-service decision;

· Briefs stakeholders and obtains concurrence on readiness for the in-service decision;

· Prepares the ISD briefing and action plan.

·


ISD Secretariat:

· Confirms completion of all planned deployment actions;

· Schedules the in-service decision, reserves the room, arranges logistics, and manages attendance

· Facilitates preparation of the in-service decision briefing and action plan

· Finalizes the record of decision, which includes all decisions, issues, agreements, and direction;

· Tracks execution of the ISD action plan to closure.
2.5.4.3 Who Approves?
The in-service decision authority, as designated by the Joint Resources Council at the final investment decision:

· Makes the in-service decision;

· Approves the record of decision;

· Approves the ISD action plan.
Flowcharts of events for solution implementation are available in FAST








Even though management iunits  are empowered, there are built-in management checks and balances 








Solution implementation is characterized by empowered IPTs making  all program decisions, nless otherwise determined by the JRC at the Investment Decision 








Plan the entire solution, not just part of it





Refer to Appendix B for planning document details











