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	Detailed planning for an investment opportunity occurs during investment analysis, when an Investment Analysis Team led by the service organization with the mission need defines the scope of the investment program, devises and records the implementation strategy, defines work activities and responsible agents, and establishes program measures and control mechanisms. Program planning inherently overlaps into many related functional disciplines, and the Investment Analysis Team must have representatives from the organizations that will acquire, deploy, and support the products of the investment program. 
The importance of thorough planning to the ultimate success of the program is difficult to overstate. If participants representing important disciplines are not on the Investment Analysis Team, 
the result will almost certainly be a program that fails to meet cost, schedule, performance, and benefit goals. The service organization must resist the inclination to plunge into program execution before all key participants agree to a well-structured plan, including representatives from the user community. Variances in performance during solution implementation are almost always due to poor planning rather than poor execution. 

Program Planning Work Activities

Activity: Review Preliminary Exhibit 300 Program Baseline
P-1 

Responsible
Agent 

Product 

Approval
Authority 

Tools and Aids 

Investment Analysis Team leader
  

  

  

Description:
The Preliminary Exhibit 300 Program Baseline contains the performance, cost, and schedule estimates for the alternative selected for implementation by the Joint Resources Council at the initial investment decision. 
The Investment Analysis Team must understand the assumptions and acquisition approach on which these estimates are based. Meetings with sponsors, Initial Investment Analysis Team members and others who analyzed the alternative approaches to satisfy a mission need, will help to develop the in-depth understanding required to plan for the acquisition and lifecycle support of the alternative selected for implementation.



Activity: Identify Key Planning Elements
P-2 

Responsible
Agent 

Product 

Approval
Authority 

Tools and Aids 

Investment Analysis Team leader 
Preliminary Work Breakdown Structure
Key program planning elements as the basis for establishing the overall Investment Analysis Team 

  

  

Description:
A critical activity in planning for any investment program is the identification of all key elements of the system and all key work elements of the overall job. A "system" program will always involve more than contracting for development, production, fielding, and support of equipment. The program must also plan for:

        Modifying facilities and amenities (i.e., heating, cooling, space, light, bonding, grounding, electrical surge protection);

        Modifying the physical infrastructure (e.g., power and power conditioning, roads, telecommunications);

        Complying with health, safety, energy, and environmental mandates;

        Functional integration with other systems and equipment;

        Acquiring needed space or real estate;

        Obtaining, locating, and training needed personnel; and

        Pre-planned product improvements so new technology may be incorporated incrementally.

These key elements provide the basis for establishing the membership of the Investment Analysis Team that will plan the "system" investment program. They also constitute the building blocks for the Program Work Breakdown Structure.



Activity: Establish Investment Analysis Team Membership
P-3 

Responsible
Agent 

Product 

Approval
Authority 

Tools and Aids 

Investment Analysis Team leader

Investment Analysis Team membership tailored to program needs

Organizational breakdown structure

  

  

Description:
It is crucial that the Investment Analysis Team include representatives from all key organizations that will be associated with program implementation. These individuals need to be onboard early so they contribute to and support the planning for program implementation. If facilities must be modified, make sure service area offices are onboard. Make sure to work with OSHA, energy, and environmental offices for legislative or regulatory mandates. Contact security to understand and plan for information, personnel, and physical security mandates. Be sure logistics, test and evaluation, systems engineering, and contracting specialists are assigned to the Investment Analysis Team early. If the equipment or software will interface with other NAS systems and equipment, get those programs working with you so interface requirements are identified and addressed from the start. Ensure the Investment Analysis Team structure extends to service area and Regional offices and to all operational users. In other words, get the right people together and let them help you plan and execute the program.


Activity: Develop Acquisition Strategy
P-4 

Responsible
Agent 

Product 

Approval
Authority 

Tools and Aids 

Investment Analysis Team leader with support from the service organization with the mission need
Part 1 of the Implementation Strategy and Planning attachment to the Exhibit 300 Program Baseline 

Vice Presidents (ATO) or Directors (non-ATO) of the service organization with the mission need and the operating service organization(s) 

Template for the Implementation Strategy and Planning attachment to the Exhibit 300 Program Baseline
Description:
The service organization members of the Investment Analysis Team lead development of the overall strategy for implementing the investment program. This strategy:

        Provides the overall technical and management approach for acquiring the new capability;

        Defines inter- and intra-agency agreements and resource transfers necessary to implement the program;

        Establishes and defines roles and responsibilities of all key participants;

        Defines the manner in which program requirements will be satisfied, including all applicable functional disciplines (e.g., logistics support, test and evaluation, human integration, security, configuration management, quality assurance); and

        Establishes the contracting strategy for acquiring needed resources and services.

Strategic planning is particularly important in the areas of risk mitigation, contracting, and test and evaluation:

        Contract strategy - how to achieve the best balance between competition, cost, schedule, and risk;

        Risk strategy - how to identify and focus resources on the riskiest aspects of the program (e.g., parallel development by two contractors, segmenting the program into modules that can be built and delivered sequentially, prototyping and demonstration of solutions to high-risk problems);

        Test and evaluation strategy - how to get the program through the several gates of demonstration and evaluation of required capability.

The acquisition strategy is recorded in Part 1 of the Implementation Strategy and Planning attachment to the Exhibit 300 Program Baseline. (See AMS, Appendix B)
Tips and Good Ideas:

· The bulk of a program’s lifecycle cost is determined by the decisions made early in the program;
· Try to preserve competition as long as possible to stimulate creativity and contain cost;
· Try to incorporate performance-based contracting into the strategy;
· Sequence deliverables to get early delivery of highest value items at lowest possible risk, and;

· Get buy-in from all key participants before issuing prime contracts for program implementation.




Activity: Develop Program Work Breakdown Structure
P-5 

Responsible
Agent 

Product 

Approval
Authority 

Tools and Aids 

Investment Analysis Team leader supported by the service organization with the mission need
Program WBS 

  

FAA Standard WBS 

Description:
The Program Work Breakdown Structure displays and defines the product to be developed and every related element of work that must be accomplished. In addition to the critical building blocks of the system, the Program WBS includes such top-level work categories as program management, training and training equipment, support and support infrastructure, facilities, physical infrastructure, test and evaluation, data and data management, systems engineering, and deployment. The purpose of the Program WBS is to identify all work that will have to be completed for the program to be successful. 
The FAA Standard Work Breakdown Structure should be used as a reference for identifying work activities and tasks in the Program WBS. The tasks to be assigned to the prime contractor are defined in a contract WBS, which is usually a subset of the Program WBS. 


Activity: Establish Program Metrics
P-6 

Responsible
Agent 

Product 

Approval
Authority 

Tools and Aids 

Investment Analysis Team with support from specialists in systems engineering, testing, business management, and other appropriate disciplines 

Program metrics 

Service Team leader 

  

Description: 
Metrics are used as a basis for evaluating actual program results against baseline values in the Exhibit 300 Program Baseline. Evaluations occur initially as Post Implementation Reviews at newly operational sites and later during periodic operational evaluations. Results are reported to the Acquisition Executive at semi-annual service area reviews. Metrics are derived from the cost, schedule, performance, and benefit baselines in the Exhibit 300 Program Baseline and its attachments. They are used as the basis for program control systems such as Earned Value Management and program milestones.

Actual performance and benefits from system operation are measured during operational testing and in-service management to determine whether predicted values are being achieved, and to provide the basis for corrective action when they are not.






Activity: Develop Program Control Approach
P-7 

Responsible
Agent 

Product 

Approval
Authority 

Tools and Aids 

Service Team leader with support from the business manager 

Program control system 

  

  

Description:
Before contract award, the Service Team leader must set up the management systems for controlling the program. These may include an Earned Value Management System, as required by OMB Circular A-11, Part 7, might be included to track actual versus planned performance.

Keep in mind that the extent of program control can be no greater than the extent of program planning. Program control is exercised in a hierarchical fashion from the Exhibit 300 Program Baseline through the various levels of management to a control manager within the performing organization. Vertically integrated technical, schedule, and cost baselines define the empowerment boundaries at each management level, and provide the basis for measuring performance and controlling the program. Therefore, program planning and control must relate integrally and be mutually supportive.

In general, it is a good idea to require the contractor to develop the WBS well below the program level, especially for software and cost-plus contracts. For fixed-price contracts, cost risk is predominately a concern of the contractor, and the government should not impose unnecessarily complex WBS requirements.

Adherence to the following will help when establishing program management controls:

· Plan short duration tasks with objective and explicit completion criteria;

· Ensure that individuals responsible for day-to-day management of the program have "ownership" of the WBS;
· Try to achieve true integration of cost, schedule, and performance in terms of quantifiable earned value, not just in terms of events or milestones; and
· Plan periodic program management reviews at which Earned Value is reported against baseline target values. 

Report the results of Earned Value Management at semi-annual service level reviews. Programs that submit OMB Exhibit 300 reports are also required to collect EVM data on a quarterly basis. This EVM data must be provided to the ATO EVM focal point for submission to FAA senior management, the Office of the Secretary of Transportation, and subsequent delivery to OMB. 
The latest applications of EVMS to software development are found at www.acq.osd.mil/pm/


Activity: Develop Detailed Action Plan
P-8 

Responsible
Agent 

Product 

Approval
Authority 

Tools and Aids 

Investment Analysis Team leader with support from all team members 

Part 2 of the Implementation Strategy and Planning attachment to the Exhibit 300 Program Baseline
Vice Presidents (ATO) or Directors (non-ATO) of the service organization with the mission need and the operating service organization(s)
Template for the Implementation Strategy and Planning attachment to the Exhibit 300 Program Baseline
Description:
The Investment Analysis Team defines the detailed actions and activities that will be executed to satisfy program requirements and field a fully supportable and functional product. These actions and activities are recorded in Part 2 of the Implementation Strategy and Planning attachment to the Exhibit 300 Program Baseline, along with the responsible agent, associated output, approval authority, and completion date. Implementation planning flows directly from the implementation strategy and the program Work Breakdown Structure, and is a detailed description of the work needed to achieve program goals. A skilled planner/analyst that can develop reliable cost and schedule estimates for the work efforts and tasks is essential to good implementation planning. Other specialists on the Investment Analysis Team take the lead in defining the tasks required to implement their functional specialties. Lack of a complete WBS is perhaps the leading cause of poor planning (i.e., not including resources and schedules for all the work that must be done) and the inevitable problems and delays that result.






	



