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Change Request Number: 06-25


Date Received: 3/7/06
Title:  GAO Findings Response and Standard FAA Program Milestones

Name: David Woodson

Routing Symbol:  ATO-A, Acquisition and Procurement Policy Branch

Phone: 267-7601

Policy OR Guidance: Guidance 

Section/Text Location Affected: Multiple
Summary of Change: This change proposal includes the following:

Guidance

1. Establishes guidance for evolutionary product development.

2. Establishes guidance for the FAA’s knowledge-based product development process for systems.

3. Establishes guidance that identifies and defines standard program milestones for systems (sheet 1) and facilities (sheet 2).

4. Adds to the introduction of the contracting module in the developmental hardware and/or software process flowcharts the requirement to include in any prime contract for system development those deliverables necessary for an investment program to satisfy decision criteria for transition from product integration to product demonstration and from product demonstration to full production. 
5. Modifies the development process flowcharts in FAST for developmental hardware and/or software to add the product demonstration decision.
6. Modifies the implementation process flowcharts in FAST for developmental hardware and/or software to add the production decision.
Reason for Change: GAO Report 05-23, FAA’s Acquisition Management Has Improved, but Policies and Oversight Need Strengthening to Help Ensure Results, made the following recommendations for improving the FAA Acquisition Management System:

1. Develop explicit written criteria for key decision points called for under best practices 1, including the capture of specific design and manufacturing knowledge

2. Require corporate executive-level decisions at these key decision points (before an acquisition moves from integration to demonstration and again before it moves to production)

1 GAO Report 02-701, Best Practices, Capturing Design and Manufacturing Knowledge Early Improves Acquisition Outcomes.

The FAA Acquisition Executive agreed to implement the decision points and associated criteria, but stated that the decision-maker would be the Vice President or Director of the implementing service organization, as appropriate.

The change request also includes standard FAA program milestones requested by the ASAG Secretariat.

Development, Review, and/or Concurrence: Policy and guidance was developed by the GAO Response Team, established by the ASAG, with representatives from ATO-A, ATO-F, ATO-P, ATO-E, ATO-T, ATO-W, and ATO Quality Assurance.

Target Audience: AMS workforce

Potential Links within FAST for the Change: Multiple links between the new policy and guidance.

Attachments: KBDM – EPD Policy 02-06, KBDM – Final Investment Decision, KBDM – Final Investment Analysis, KBDM – Solution Implementation, KBDM Guidance R6, Evolutionary Product Development Guidance, KBDM – Contracting Activity Description, KBDM – Product Demonstration Decision, KBDM - System Integration Activity Descriptions, Program Milestones R3.

ASAG Briefing Conducted: 3/7/06

ASAG Responsibilities: Review, comment, and endorse.

System Process Flowcharts / Implementation - Deploying the Solution Work Activities (Revised 10/2005) 



	Deploying the solution covers all work activities required to install the new system at the key site and conducting the necessary tests for making the in-service decision. It also covers all work activities to install subsequent systems at each operational site and qualify them for operational service. The scope of activities include preparing the site, installing and testing the equipment, conducting dual operations, familiarizing field personnel with the new equipment, obtaining full operational support, and removing and disposing of replaced assets. Trouble-free deployment requires thorough planning and close cooperation between the Service Team, Facility Sector Team, system contractor, and service-area site personnel during deployment. It is vitally important for the Service Team to keep the Material Delivery Forecast Module up-to-date so the service areas can have the right sites ready for the equipment at the right time. 

NOTE: A NAS Change Proposal for the new system and software must be submitted to the appropriate configuration control board and approved before installation into the National Airspace System can begin. This requirement also applies to removal and disposal of equipment resident in the NAS.

Activity: Develop Cutover Plan for Key Site
I-1
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Technical operations Office (formerly 450 Branch)

Service Team site members

Cutover Plan for the key site

Service Team lead and Technical Operations Service

 

Description: 

The appropriate Technical Operations Office develops a Cutover Plan for the key site in close conjunction with the Service Team. The Cutover Plan defines the sequenced procedures and steps to bring new equipment to an operational state, as well to transition services from the old capability to the new. Appropriate safeguards are built in to ensure seamless cutover with no loss of operational capability. The Cutover Plan also defines procedures for deactivating, removing, and disposing of residual equipment, GFE/GFI, and real and personal property. Disposition may involve disposal or it may involve transition to other uses and programs.



Activity: Prepare Key Site for New System
I-2
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Construction contractor

Vacated spaces to be modernized

On-site technical representative

 

Description: 

A construction contractor prepares the key site to accept the new system or equipment according to site activation and design plans. This includes relocation of equipment and personnel from areas to be occupied by the new equipment and reestablishment of service at that location.



Activity: Install and Checkout System at Key Site
I-3
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Equipment contractor installs and conducts CAI

QRO or responsible field representative oversees and witnesses contractor activities

Installed systems and equipment

On-site technical representative

 

Description: 

The Service Team is responsible for installation and checkout of the new system/equipment at the key site. This activity encompasses delivery, unpacking, inspection, installation, and testing in a stand-alone mode to demonstrate conformance with equipment specifications and standards. The system contractor usually does this work, although the service area office may contract for it independently. A Contractor Acceptance / Inspection (CAI) team typically confirms the system is working properly and ready for field- testing. Successful completion of CAI results in transfer of ownership of the system to the FAA.



Activity: Integrate and Test System at Key Site
I-4
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Installation contractor conducts integration testing

Service Team and / or field officials oversee integration test

Site Acceptance Test

 

 

Description: 

System integration and test spans the time from Contractor Acceptance Inspection to completion of the site acceptance test. During this period, internal and external interfaces with other FAA systems and equipment are established and verified. Typically, formal system testing verifies functional capability of the equipment before connection to other FAA assets. The activity is completed once the new equipment is connected and working properly with all interfacing systems and equipment.



Activity: Conduct Operational Testing at Key Site
I-5
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Service Team responsible for operational testing
 

Operational Test Report
Service Team test lead
 Operational Test Report Template
Description: 

The primary objective of operational testing is to demonstrate a new system is operationally suitable and effective for use in Natural Airspace System and that NAS infrastructure is ready to support the system. Operational testing looks at internal and external interfaces, RMA, safety, human factors, logistics, documentation, maintenance handbook and certification procedures, personnel, and training requirements. 


Activity: Conduct Independent Operational Test and Evaluation
I-6
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Service Team leader

Office of IOT&E

IOT&E Team

Independent Operational Test Readiness Declaration
IOT&E Assessment Report

Vice President of the service organization with the mission need 
IOT&E Team leader

 

Description: 

For those systems designated for Independent Operational Test and Evaluation, the Service Team prepares and the Vice President of the service organization with the mission need signs the Independent Operational Test Readiness Declaration (IOTRD). Transmission of this document to the Vice President of Safety Services signifies all system testing is successfully completed and the system is ready for IOT&E and operational use.

The Office of IOT&E then conducts independent operational test and evaluation for designated programs to ensure all critical operational issues are assessed before the in-service decision. IOT&E is initiated upon receipt of an IOT&E Readiness Declaration from the Vice President of the service organization with the mission need that certifies the system has successfully completed operational testing and is ready for IOT&E and operations. The IOT&E Team conducts IOT&E. The system is evaluated for operational readiness based on the assessment of Critical Operational Issues (COI) in the Program Requirements attachment to the Exhibit 300 Program Baseline. Test data from earlier test phases may be applicable to COI resolution, as may the results of field familiarization testing, as determined by the IOT&E Team. An IOT&E Assessment Report is provided to the Vice President of Safety Services, the ATO Executive Council, and the in-service decision authority at the completion of IOT&E.



Activity: Make Production Decision
I-7
Responsible Agent
Product
Approval Authority
Tools and Aids
Service team leader provides information that demonstrates achievement of product demonstration exit criteria

Production decision

Vice President (ATO) or Director (non-ATO) of the implementing service organization unless otherwise designated by the JRC at the final investment decision

Discussion: The service team leader presents the results of product demonstration to the Vice President (ATO) or Director (non-ATO) of the implementing service organization. The Vice President or Director, as appropriate, reviews product knowledge to determine if the following exit criteria have been satisfied: 

· First-article unit satisfies customer requirements in an operational environment

· Data demonstrate that critical manufacturing processes and components will achieve RMA goals

· First-article achieves contract RMA requirements

· Stakeholders agree design is producible

If so, the decision authority issues a decision memorandum authorizing the investment program to begin limited or full production as the situation may warrant. Findings are recorded in the decision memorandum along with any required actions.
Activity: Conduct Field Familiarization Testing Key Site
I-8
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Site System Operations and Technical Operations personnel

Field Familiarization Test Report

 

 

Description: 

Field operational and maintenance personnel conduct field familiarization testing to verify the new system is fully ready for operational use, and to become proficient in the operation and maintenance of the equipment. Field familiarization testing verifies operational suitability and effectiveness, as well as the adequacy of support materials such as manuals, handbooks, and other documentation for operations and maintenance.



Activity: Prepare for In-Service Decision
I-9
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Service Team

In-Service Decision (ISD) Briefing;

ISD Action Plans

 

ISR Checklist Template
ISD Briefing Template
ISD Action Plan Template
Description: 

The Service Team directs the activities of deployment planning and execution in order to obtain the in-service decision. This involves coordination among and participation of many critical functional disciplines to ensure key aspects of fielding a new capability are planned and implemented, as well as to ensure the deployment does not create a critical deficiency in the NAS.  The Service Team uses the In-Service Review Checklist to ensure all aspects of the transition to operational use are addressed and resolved. In preparation for the in-service decision, the Service Team prepares the In-Service Decision Briefing, including ISD Action Plans, to identify issues that may affect the ability to field or support the intended product. The Service Team coordinates with stakeholders to obtain concurrence. The Service Team must plan to obtain the in-service decision before delivery of the product to the site, except for key test site(s) and support facilities.



Activity: Obtain the In-Service Decision
I-10
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Service Team Operating Service Organization

Record of In-Service Decision; 
Final ISD Action Plan

Designated ISD Authority

Record of Decision Template 

ISD Action Plan Template
Description: 

The Service Team lead and operating service organization(s) jointly present the ISD Briefing to the designated ISD authority. The designated ISD authority decides whether to deploy the product into the NAS or whether some other action is needed. The ISD secretariat prepares the Record of Decision that documents the in-service decision.



Activity: Conduct Dual Operations Key Site
I-11
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Local service organization and Technical Operations personnel

 

 

 

Description: 

Site personnel representing the service organization with the mission need (e.g., Terminal or Enroute Service Units) and Technical Operations operate the new system in parallel with the existing capability until it is commissioned into operational use. During this period, the system is operated under intense scrutiny to discover and fix operational problems, and to enable site personnel to become fully qualified to operate and maintain it. Dual operations may even continue after commissioning as a safety measure, and to ensure uninterrupted service in the event of an unforeseen failure or shutdown of the new capability.



Activity: Commission Key Site Into Operational Service
I-12
Responsible
Agent
Product
Approval
Authority
Tools and Aids
 

Operational System

Designated service organization official

 

Description: 

After successful field familiarization testing and a period of dual operations, the system is commissioned into operational service by the designated service organization official. Commissioning can occur only after the in-service decision.



Activity: Dispose of Replaced Assets Key Site
I-13
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Service Team facility specialist
Service area or local official

 

 

 

Description:

The Service Team facility specialist is typically assigned responsibility for removing replaced assets and restoring the key site. The work is usually done by contract through the appropriate service area or local office. 

Under AMS, entire systems need not be replaced. Rather, service-life may be extended with upgrades or planned improvements added incrementally throughout an extended lifecycle. In such cases, only the replaced equipment and ancillary infrastructure are removed and disposed.

When real estate is no longer needed, the Facility Sector Team makes arrangements for its disposal. Many options are available including take-over by another Federal, State, or local government; donation to a non-profit group; or sale in the commercial marketplace. Regional or local officials typically handle the disposal of real estate. 

Before disposal can begin, a NAS Change Proposal to remove systems or equipment resident in the National Airspace System must be submitted to the appropriate configuration control board and approved.



Activity: Develop Cutover Plan Each Site
I-14
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Service area Technical Operations (formerly 450 Branch)
Service Team site member

Site Cutover Plans

Service Team lead and Technical Operations official

 

Description: 

Appropriate service area offices develop a Cutover Plan for each site, working in close conjunction with the Service Team. The Cutover Plan defines the sequenced procedures and steps to bring new equipment to an operational state, as well as to transition services from the old capability to the new. Appropriate safeguards are built in to ensure seamless cutover with no loss of operational capability. The Cutover Plan also defines procedures for deactivating, removing, and disposing of residual equipment, GFE / GFI, and real and personal property. Disposition may involve disposal or it may involve transition to other uses and programs.



Activity: Prepare Each Site for New System
I-15
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Contractor prepares site
Site personnel oversee work

Vacated spaces to be modernized

On-site technical representative

 

Description: 

A construction contractor prepares each site to accept the new system or equipment according to site activation and design plans. This includes relocation of equipment and personnel from areas to be occupied by the new equipment and reestablishment of service.



Activity: Install and Checkout System Each Site
I-16
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Equipment contractor installs and conducts CAI

Installed systems and equipment

On-site technical representative

 

Description: 

The Service Team is responsible for installation and checkout of the new system / equipment at each site. This activity encompasses delivery, unpacking, inspection, installation, and testing in a stand-alone mode to demonstrate conformance with equipment specifications and standards. The system contractor usually does this work, although the service-area office may contract for it independently. A Contractor Acceptance / Inspection (CAI) team typically confirms the system is working properly and ready for field-testing. Successful completion of CAI results in transfer of ownership of the system to the FAA.



Activity: Integrate and Test System Each Site
I-17
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Installation contractors conduct integration testing

Responsible Service Team and/or site official oversees integration activities

Operational Test Report

Service Team test specialist

 

Description: 

System integration and test spans the period from Contractor Acceptance Inspection to the site acceptance test. During this time, internal and external interfaces with other FAA systems and equipment are established and verified. The activity is completed when the new equipment is connected and working properly with all FAA interfaces.



Activity: Conduct Field Familiarization Testing Each Site
I-18
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Site operations and maintenance personnel

Joint Acceptance Inspection

Site service organization officials

 

Description: 

Systems Operations operators and Technical Operations maintenance technicians use the new equipment in a carefully controlled operational environment to verify satisfaction of all operational and support requirements, and to develop full proficiency in the operation and maintenance of the new equipment. The adequacy and availability of support materials such as manuals, handbooks, and other documentation is also verified. Successful completion of field familiarization testing results in a declaration of Initial Operational Capability (IOC). Site personnel then use the new system operationally, usually in dual operation with its predecessor.



Activity: Conduct Dual Operations Each Site
I-19
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Site operations and maintenance personnel

Operational system

Designated service organization officials

 

Description: 

The new system is used operationally with replaced equipment operating in backup mode. During this Operational Readiness Demonstration (ORD), the system is operated under intense scrutiny to discover and fix any operational problems, and to enable site personnel to become fully qualified to operate and maintain it. The ORD ends when a Joint Acceptance / Inspection (JAI) team of designated service organization personnel declare the system ready for operational use. Dual operations may continue after commissioning as a safety measure, and to ensure uninterrupted service in the event of an unforeseen failure or shutdown of the new capability.



Activity: Commission Into Operational Service Each Site
I-20
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Site operations and maintenance technicians

Commissioned site(s)

Designated service organization officials

 

Description: 

The local Technical Operations technician certifies and commissions each site into NAS service after dual operations demonstrate readiness for full operational service. A Systems Operations technician may also approve commissioning when the service will be used for air traffic control.



Activity: Dispose of Replaced Assets Each Site
I-21
Responsible
Agent
Product
Approval
Authority
Tools and Aids
Service Team facility representative

Facility Sector Team supporting the Service Team

Regional or local official

 

 

 

Description:

The Service Team facility specialist is typically assigned responsibility for removing replaced assets and restoring each site. The work is usually done by contract through the appropriate Regional or local office. 

Under AMS, entire systems need not be replaced. Rather, service-life may be extended with upgrades or planned improvements added incrementally throughout an extended lifecycle. In such cases, only the replaced equipment and ancillary infrastructure are removed and disposed.

When real estate is no longer needed, the Facility Sector Team makes arrangements for its disposal. Many options are available including take-over by another Federal, State, or local government; donation to a non-profit group; or sale in the commercial marketplace. Regional or local officials typically handle the disposal of real estate.

Before disposal can begin, a NAS Change Proposal to remove systems or equipment resident in the National Airspace System must be submitted to the appropriate configuration control board and approved.






