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Change Record
	Version
	Date
	Change

	6.0
	09/21/09
	6.3 Monthly Baseline Status Reporting Process

6.4 Program Performance Metrics [New]

7.0 Baseline Variance Analysis

8.1 Baseline Management Procedure

8.2 Public Law 104-264 Reporting Process

9.1 Baseline Management Closeout

9.2 Baseline Management Closeout Exception



	6.1
	04/29/11
	2.0     Updated Background material
3.0     Added clarification to Section 3.0 Scope
4.8      Acquisition Categories Update – to make consistent with AMS

4.9      Acquisition Program Category Artifacts – to make consistent with AMS

4.10    Baseline Management Definitions – to update ‘Baseline Replan’ and ‘Baseline   

           Revision’ definitions
6.3      Updated Monthly Reporting Process and revised Figure 6.1 to reflect that the 

           Program Office updates the PSR on a monthly basis instead of the BSR.
6.4      Reordered list of performance metrics (Table 6.2) to match Program Assessment 

           Format.  Deleted redundant narrative preceding Table 6.3

7.0      Baseline Variance Analysis – revised Figure 7.3 to reflect generation of a 

Quarterly Acquisition Baseline Management Variance Report that is sent to the FAE. This replaces the monthly variance watch list sent to the ATO vice presidents and the IDA.
Appendix A: Update Acquisition Program Baseline (APB) Format

Appendix B: Update Program Assessment Report Format

Appendix C: Update Baseline Management Notice (BMN) Format 
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1. Program has F&E costs 

greater than $100M but less than $300M

2. Program has a single year of F&E funding 

greater than $50M and less 

than $100M

3.

 

Capital

 

Program has O&M tail costs

 greater than $100M but less than 

$250M

4. For Non-NAS IT Programs:

      a.  Significant impact on a single or several FAA LOBs OR

      b.  Impact the Mission Support functions of the FAA

5. The aggregate rating of the following factors is 

medium

: 

      a.  Political Sensitivity

     

 b.  Risk

      c.  Complexity

      d.  Likelihood of

 

changes to the safety of the NAS
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(New Functionality, 

New Site)

1. Program has F&E costs

 less than $20M

2. Program has a single year of F&E funding 

less than $20M

3. Capital Program has O&M tail costs 

less than $20M

4. The aggregate rating of the following factors is 

low

:

      a.  Political Sensitivity

      b.  Risk
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to the safety of the NAS
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1. Program has F&E costs 

greater than $20M but less than $100M

2. Program has a single year of F&E funding 

greater than $20M but less 

than $50M

3. Capital Program has O&M tail costs 

greater than $20M but less than 

$100M

4. The aggregate rating of the following factors is 

medium to low

:

      a.  Political Sensitivity

      b.  Risk

      c.  Complexity

      d.  Likelihood of changes to the safety of the NAS

Acquisition 

Category

Acquisition Designation Criteria

(investment is classified into the highest category where any specific 

criterion has been met)

Governance

Investment Decision 

Authority (IDA)

Reviewed By


The purpose of the FAA Acquisition Baseline Management standard operating procedure (SOP) is to foster a common understanding of the process associated with baseline definition, baseline measurement, and baseline performance reporting with the expectation that this will facilitate the establishment of an acquisition program baseline management system whose data is readily available, reliable, valid, and consistent.   
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The Federal Aviation Reauthorization Act of 1996, Title II, Subtitle B, Section 252, “Air Traffic Control Modernization 
Reviews”, dated October 9, 1996 (Public Law 104-264), requires FAA to report program baseline breaches and to consider terminating a program when substantial actual or projected variances from its program baselines occur.  This law applies to acquisition programs initiated after the April 1996 implementation of FAA’s Acquisition Management System (AMS).
AMS policy implemented in April 1996 included as part of the investment program documentation the requirement for preparation of an Acquisition Program Baseline (APB) that was approved by the Joint Resources Council (JRC) at the Final Investment Decision.  Initially, the APB included four acquisition interdependent baselines (cost, schedule, performance, and benefits). Now the APB includes three interdependent baselines (cost, schedule, and performance). Reporting of APB baseline variances internally and externally to Congress occurs whenever a baseline breach met Public Law 104-264 reporting criteria. 
The primary AMS investment decision documentation was replaced in 2004 when AMS was amended to require the use of the Office of Management and Budget (OMB) Exhibit 300 as the primary investment decision documentation. The Exhibit 300 included three attachments (1) Program Requirements (REQMTS), (2) Business Case Analysis Report (BCAR), and (3) Implementation Strategy and Planning (ISP).  
In December 2007, the Government Accountability Office (GAO) recommended that a baseline performance report containing the original budget and schedule baselines for each rebaselined program and the reasons for the rebaselining be reported to Congress on a regular basis.  FAA concurred with GAO’s recommendation and now reports baseline status and variance information in its Capital Investment Plan (CIP) that FAA submits to Congress annually. 
In December 2008, the FAA, after four years experience using the Exhibit 300 and its attachments as the primary investment decision documentation, decided to revise its investment decision document package to better meet investment decision needs and to facilitate the tailoring of investment documentation to acquisition program classifications.  The investment documentation package consist of four documents (1) Program Requirements (REQMTS), (2) Business Case Analysis Report (BCAR), (3) Implementation Strategy and Planning (ISP), and (4) Acquisition Program Baseline (APB).  In addition to the revised investment decision documentation, FAA introduced acquisition categories that will serve as the basis for tailoring investment decision documentation to facilitate moving away from the ‘one size fits all’ practice that was prominent with the Exhibit 300. Preparation of an OMB Exhibit 300 consistent with OMB circular A-11 will only be required for designated programs previously referred to as major acquisitions and now referred to as Acquisition Categories 1, 2 and 3 (ACAT 1-3). 
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This SOP is limited to the preparation of the Acquisition Program Baseline (APB), baseline establishment, baseline status reporting, baseline variance analysis, baseline change management, and baseline management closeout. 
This SOP does not provide guidance for the preparation of the Program Requirements Document, Business Case Analysis Report, Implementation Strategy and Planning document, and the OMB Exhibit 300. AMS provides guidance for the preparation of these documents. AIO provides preparation guidance for OMB Exhibit 300 documentation. Investment Decision Authority (IDA) refers to the Joint Resources Council (JRC) or subordinate investment boards depending upon the investment program acquisition category defined in Section 4.8.
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Acquisition 

Category

Acquisition Designation Criteria

(investment is classified into the highest category where any specific 

criterion has been met)

Governance

Investment Decision 

Authority (IDA)

Reviewed By

5

 Conducts financial analysis for CFO 

4

 Excludes Non-NAS IT programs

2

 Processes any changes to Enterprise Architecture

3

 Range of Alternatives are approved by Investment Decision Authority

4

(Tech Refresh or 

Modular 

Replacement-In-

Kind)



Tech Refresh

1. Update to the hardware and/or software that will allow the operational 

asset to keep it's current capabilities

2. There should be little to no improved capability or enhanced functionality.



Modular Replacement-In-Kind

1. Only a module, component, or portion of the operational asset is being 

updated.
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(Tech Refresh or 

Modular 

Replacement-In-

Kind)



Tech Refresh

1. Update to the hardware and/or software that will allow the operational 

asset to keep it's current capabilities

2. There should be little to no improved capability or enhanced functionality.



Modular Replacement-In-Kind

1. Only a module, component, or portion of the operational asset is being 

updated.


4.1
Mapping of OMB Lifecycle Funding Phases to FAA AMS Lifecycle Phases 

Figure 4.1shows the relationship of the OMB lifecycle funding phases to the FAA AMS lifecycle phases.  It also shows the relationship of the Capital Investment Plan (CIP), Operations (OPS) funding, and the acquisition baselines to these lifecycle phases.
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Figure 4.1 Relationship of OMB Lifecycle Funding Phases to AMS Lifecycle Phases
4.2
FAA AMS Lifecycle Phases

The FAA AMS lifecycle consists of four phases Mission Analysis, Investment Analysis, Solution Implementation and In-Service Management.  There is a feedback loop, not shown in the diagram, from In-Service Management to Mission Analysis.  System performance data is fed back into Service Analysis so that existing operational capability can be compared to future needed operational capability based on demand and other factors.  When Service Analysis identifies a capability shortfall, it is integrated into an enterprise architecture roadmap (NAS architecture roadmap for the ATO), which prioritize and time-phase the evolution of the FAA enterprise architecture. The first AMS decision, concept and requirements definition readiness decision (CRD), is the point that separates problem definition and solution identification and implementation.  A CRD readiness decision is management’s recognition that there is a problem expressed as a capability shortfall that needs attention and solution identification activity. Following investment analysis which focuses on identifying alternatives to satisfy the capability shortfall, the IDA approves the initiation of a program to proceed to solution implementation with the selected alternative.  At the final investment decision the acquisition program baseline is established and tracked throughout Solution Implementation with baseline management closeout occurring following the implementation of the last planned system or operational capability. AMS Sections 2.3 through 2.7 provides a detailed description of each AMS lifecycle phase.
4.3
Office of Management and Budget (OMB) Funding Phases
OMB Planning Phase
The OMB planning phase includes all the costs associated with concept and requirements definition, initial investment analysis, and final investment analysis leading to an IDA Final Investment Decision. The Planning Phase is not part of the Acquisition Program Baseline.
OMB Acquisition Phase 
The OMB acquisition phase includes all costs for product design, product demonstration, product production and deployment, program office management and technical support, and government full time equivalents (FTE) salaries.  
OMB Maintenance Phase

The OMB maintenance phase includes all costs associated with operations and maintenance during FAA’s In-Service Management phase including government salaries.  

4.4
Investment Program Documentation Package
The Investment Program Documentation Package consists of four documents: (1) Program Requirements, (2) Business Case Analysis Report (BCAR), (3) Implementation Strategy and Planning (ISP), and (4) Acquisition Program Baseline (APB). 
4.5
Capital Investment Plan (CIP) F&E Financial Plan 

The CIP Financial Plan, approved annually by the JRC, covers both the OMB planning and acquisition phases.  
4.6
Operations (OPS) Funding 
The Operations funding account is used for the operations and maintenance of FAA equipment and facilities during In-Service Management.   
4.7 Acquisition Program Baseline 
Acquisition Program Baseline is part of the investment program document package that is approved by the IDA at the Final Investment Decision. The APB domain is Solution Implementation and as such it does not include in the baseline costs incurred prior to the Final Investment Decision nor does it contain as a baseline the operations costs associated with In-Service Management.  The APB consists of three interdependent acquisition baselines: schedule, cost, and performance.  It is the program baseline used for FAA acquisition baseline variance measurement, internal variance reporting, Public Law 104-264 and annual Congressional reporting. The APB template is contained in Appendix A.
Acquisition Schedule Baseline consists of AMS Solution Implementation level 1, 2 and 3 milestones selected from the AMS Standard Milestone List. The schedule duration is measured in months and is the period from the Final Investment Decision to the commissioning of the last system or equivalent milestone.  In cases where the AMS standard milestones do not apply, the program office should work with ATO-F Baseline Management to develop a set of tailored measurable milestones to be used in the acquisition schedule baseline.
Acquisition Cost Baseline includes costs for the prime contract, testing, deployment, site preparation, installation, and both headquarters and field support contracts.  The cost baseline does not include government personnel compensation, benefits, and travel (PBC&T).
Acquisition Performance Baseline contains those requirements in the Program Requirements document designated for control by the IDA.  These consist of technical performance parameters and their associated values that are essential for achieving the desired operational effectiveness.  The performance baseline also includes the quantity of systems being acquired.
4.8
Acquisition Program Categories
Table 4.1 presents the acquisition categories and associated reviewers and investment decision authority.
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Table 4.1 Acquisition Program Categories
4.9
Acquisition Program Category Artifacts
Table 4.2 presents the artifacts required for each acquisition category.
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Table 4.2 Acquisition Program Category Artifacts
4.10
Baseline Change Management Definitions
The following terms are used in the baseline change management process and the reporting of variances that exceed pre-defined thresholds identified in Section 6.2
Baseline Replan – is the realignment of remaining schedule and/or reallocation of remaining budget such that the program is to be accomplished within the IDA-approved APB constraints.  Approval of the replan occurs at the Service Unit Level.  Reasons for a baseline replan include: (1) not receiving appropriations or funding consistent with the APB funding profile; (2) business and/or strategic decisions; and (3) changes in the site deployment schedule to work around impediments that may occur at a specific site.  

Baseline Revision [Rebaseline] – is a replanning of remaining schedule and/or reallocation of remaining budget due to (1) appropriations or funding received that is less than required to achieve the baseline schedule; (2) Program scope changes (increases and decreases); (3) Business and/or Strategic decisions; and (4) acquisition performance that cannot be accommodated within the original IDA-approved APB. Baseline revisions require submittal of a BMN and require IDA approval. Following approval of a baseline revision, the project status becomes green and baseline revision variances are set to zero for measuring variances relative to the approved baseline revision. Accumulated variances existing at the point of the baseline revision approval remain in SPIRE. For congressional and oversight reporting, the accumulated variances are added to any existing baseline revision variances to arrive at the total variance measured from the original baseline.   

Baseline Management Notice (BMN) – is the document that program offices use to report variances that are forecasted to exceed pre-defined thresholds.  A BMN is also used by the program offices for requesting a baseline revision (including a Rebaseline) and baseline closeout at completion of Solution Implementation.
Simplified Program Information Reporting & Evaluation (SPIRE) Tool – SPIRE is a web-based application that allows ATO program offices to report monthly acquisition program status and to submit Baseline Management Notices for consideration by the IDA.
4.11       Variance Sign Conventions
Schedule Variance:

Schedule variance is computed by subtracting the estimated schedule duration at completion from the baseline schedule duration.

· A negative schedule variance signifies a behind schedule condition

· A positive schedule variance signifies an ahead of schedule condition

Cost Variance:
Cost variance is computed by subtracting the estimated cost at completion from the baseline cost at completion.

· A negative cost variance signifies an over cost condition.

· A positive cost variance signifies an under cost condition.

Performance Variance:
Due to the nature of technical performance parameters values which can take on positive or negative values, performance variance is computed in terms of percentage.  The baseline technical performance parameter value of 100 percent signifies that the technical performance requirement has been met.  Less than 100 percent signifies that the technical performance value has not been met.  For example, if 90 percent of the technical performance value was achieved then there is a negative 10 percent performance variance that signifies the baseline technical performance value has not been achieved by 10 percent.  Similarly, if a technical performance parameter value achieved was 110 percent of the baseline value, the performance variance would be a positive 10 percent.

AMS requires acquisition categories 1 through 5 have a baseline approved by the IDA at the Final Investment Decision.  This section describes the process from the IDA approval of the Initial Investment Decision to the Final Investment Decision and the key organizations having a role in the process.  Figure 5.1 presents an overview of the process for establishment of the Acquisition Program Baseline approved by the IDA at the Final Investment Decision.
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Figure 5.1 Acquisition Program Baseline Establishment Process
Step 1.0 At the Initial Investment Decision, the IDA: (1) selects the alternative to be implemented; (2) approves a preliminary Program Requirements document and preliminary Business Case Analysis Report; (3) approves entry into final investment analysis; (4) approves funding for any work needed relative to the selected alternative; and (5) designates the service organization to lead final investment analysis and be responsible for solution implementation. 
Step 2.0 The Service Organization Investment Analysis Team finalizes requirements and develops a plan for identified major risks that threaten the achievement of cost, schedule, and performance objectives.  The service organization investment analysis team then updates and confirms completion of the Program Requirements document, based on risk-reduction activity, trade studies and feedback from the initial investment decision. The final Program Requirements document is submitted to the IDA as part of the Final Investment Decision package.
Step 3.0 The Investment Analysis Team updates and confirms completion of the Final Business Case Analysis Report, based on detailed estimates of cost and schedule developed during final investment analysis. The final BCAR is submitted to the IDA as part of the Final Investment Decision package.

Step 3.1 The Capital Investment Team (CIT) reviews the BCAR and coordinates their comments with the Investment Analysis Team.  This is a guidance and advisory role.
Step 4.0 The Service Organization prepares the Implementation Strategy and Planning (ISP) document – Part 1in accordance with AMS guidance. The ISP template is contained in AMS and is accessible through the FAA Acquisition System Toolset (FAST).  The final ISP is submitted to the IDA as part of the Final Investment Decision package.
Step 5.0 The Service Organization Investment Analysis Team prepares the Acquisition Program Baseline, based upon the Program Requirements Document, BCAR, and ISP using the APB format contained in Appendix A of this SOP.  The APB contains the approved cost, schedule, and performance baselines that will be used to track and report variances.
Step 5.1 ATO-F Baseline Management reviews the APB baselines for completeness and coordinates any comments with the Investment Analysis Team.  This is a guidance and advisory role. 
Step 6.0 The Investment Analysis Team finalizes the APB and finalizes the investment program decision package.  If the program meets ACAT 1 criteria, the preparation and submittal of an OMB Exhibit 300 will be required.  The Investment Analysis Team also prepares the OMB Exhibit 300 and sends the entire package to the AIO Value Management Office for independent scoring. Otherwise, the investment decision package need not be submitted to AIO.
Step 6.1 The AIO Value Management Office independently scores the OMB Exhibit 300 using OMB guidelines and provides the scoring results to the Service Organization Investment Analysis Team.  This is a guidance and advisory role.
Step 7.0 The Service Organization Investment Analysis Team reviews the scoring results, revises and adds information if required to improve the OMB Exhibit 300 score.  The IDA brief date and time is established through the IDA Secretariat.  The Service Organization Investment Analysis Team prepares the IDA brief along with the finalized and complete investment program decision package including the OMB Exhibit 300 score to be presented to the IDA for consideration.
Step 8.0 Only the IDA reviews and approves the investment program decision package submitted by the Service Organization.  At this point the Acquisition Program Baseline is established and marks the initiation of acquisition baseline performance measurement.  The IDA-approved APB baseline will be used for baseline variance tracking.  The Service Organization then transmits the approved APB baseline to ATO-F Baseline Management for downloading into SPIRE. 

Step 8.1 ATO-F Baseline Management maintains the approved APB baseline in SPIRE.  This original baseline is used for measuring baseline variances and subsequent Public Law 104-264 reporting.

Establishing the baseline is the formal end of the planning phase and the beginning of solution implementation.  The established baseline includes schedule, cost, and performance. Each of these baselines will be under baseline management control procedures until program completion and baseline management closeout.
6.1
Baseline Performance Metrics
Following the Final Investment Decision, the Service Organization Program Office initiates APB baseline measurement for schedule, cost, and performance.  Each investment program that has an IDA-approved APB will implement baseline tracking that has the capability to provide reliable estimates of the following baseline metrics:

Schedule Baseline Performance Metrics
· Actual Milestone Dates – The actual date a baseline schedule milestone was completed or achieved.
· Estimated Future Milestone Dates – Estimates of future schedule baseline milestone completion dates based on performance to date.
· Schedule Variance At Completion (SVAC) – The difference between the baseline schedule duration at completion (BSAC) and the estimated schedule duration at completion (ESAC) based on performance to date.  Schedule duration is measured from the Final Investment Decision Date to the last commissioning or equivalent milestone date such as the last date the product is to be placed in service.  SVAC = [BSAC-ESAC].
Cost Baseline Performance Metrics
· Actual Funding Received – The actual funding received by fiscal year for the same cost elements contained in the cost baseline.
· Cost Variance At Completion (CVAC) – The difference between the baseline cost at completion (BCAC) and the estimated cost at completion (ECAC) based on performance to date.  CVAC = [BCAC-ECAC].
Performance Baseline Performance Metrics 
· Actual Performance Parameter Values - The actual value of each baseline technical performance parameter as determined by testing, simulation, or inspection.
· Performance Variance At Completion – The difference between the baseline performance parameter value and the actual value as determined above expressed as a percentage
Some examples of technical performance parameters include:



     Parameter      

              Value

            


Slant Range


     

 0.25 to 60.0 Nautical Miles

   
Azimuth


    

 360 degrees


Elevation


    

 0 to 30 degrees

             Target Detection



 0.999

Target Reports per scan



 7,000

Availability


   

 0.9999


Mean Time to restore

   

 0.25 hours


Mean Time between critical failures

50,000 hours

6.2
Baseline Variance Reporting Thresholds
Baseline variance reporting thresholds have been established through legislation for external baseline variance reporting and internally through AMS policy.  Public Law 104-264 dated October 9, 1996 reads in part:

“(a) REQUIRED TERMINATIONS – The Administrator of the Federal Aviation Administration shall terminate any acquisition program initiated after the date of the enactment of the Air Traffic Management System Performance Improvement Act of 1996 and funded under the Facilities and Equipment account that –
(1) is more than 50 percent over the cost goal established for the program;

(2) fails to achieve at least 50 percent of the performance goals established for the program; or

(3) is more than 50 percent behind schedule as determined in accordance with the schedule goal established for the program.

(b) AUTHORIZED TERMINATION OF ACQUISITION PROGRAMS – The Administrator shall consider terminating, under the authority of subsection (a), any substantial acquisition program that –
(1) is more than 10 percent over the cost goal established for the program;

(2) fails to achieve at least 90 percent of the performance goals established for the program; or

(3) is more than 10 percent behind schedule as determined in accordance with the schedule goal established for the program.

(c) EXCEPTIONS AND REPORT –
(1) CONTINUANCE OF PROGRAM, ETC. – Notwithstanding subsection (a), the Administrator may continue an acquisition program required to be terminated under subsection (a) if the Administrator determines that termination would be inconsistent with the development or operation of the national air transportation system in a safe and efficient manner.

(2)   REPORT- If the Administrator makes a determination under paragraph (1), the Administrator shall  

transmit a copy of the determination, together with a statement of the basis for the determination, to the Committees on Appropriations of the Senate and House of Representatives, the Committee on Commerce, Science, and Transportation of the Senate, and the Committee on Transportation and Infrastructure of the House of Representatives.” 
OMB Circular A-11 requires the FAA to report ACAT 1 DME acquisition programs that exceed the cost or schedule baseline by 10 percent.  Baseline variances reported to OMB are of two types:  (1) Cumulative to date variances that are based on EVM and are reported to OMB quarterly; and (2) forecast estimated variances at completion that meet or exceed the variance breach thresholds are reported to OMB through the annual submission of the OMB Exhibit 300.  
AMS policy establishes internal baseline variance thresholds for reporting requirements.  A baseline variance for cost, schedule, or performance of – 5 percent triggers the generation of a baseline management notice and a briefing to the appropriate IDA to present the program office plan for mitigating variance growth.  A baseline variance of – 10 percent for cost, schedule, or performance triggers preparation and submittal of a baseline management notice and a briefing to the IDA to consider a baseline revision, program change or other alternatives for addressing the baseline variance.  A baseline variance of – 10 percent will also trigger a notice sent to the Administrator to consider termination of the program as required by public law.

 Baseline variances for reporting purposes are always determined by comparing the cost, schedule, and performance estimates at completion with the original IDA-approved baseline even in cases where a program baseline revision has been approved.  This means that when a baseline revision is approved, the program office will track to the revised baseline and the ATO-F Baseline Management Office will also track the revised baseline as well as track to the original baseline so that baseline management integrity is maintained in the variance analysis process.
Table 6.1 presents a summary of baseline variance reporting thresholds and the actions required.
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Table 6.1 Baseline Variance Reporting Thresholds
6.3
Monthly Program Status Reporting Process
Program status will be reported on a monthly basis beginning in the third month following the Final Investment Decision.  Program status reporting shall be accomplished using the Simplified Program Information Reporting and Evaluation (SPIRE) tool.  Figure 6.1shows a flow diagram of the monthly baseline reporting process.
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Figure 6.1 Monthly Program Status Reporting Process

Step 1.0 The final investment decision determines whether an investment opportunity is approved for funding and entry into solution implementation. Solution implementation begins at the final investment decision when the IDA approves and funds an investment program, establishes the acquisition program baseline for variance tracking, and authorizes the service organization to proceed with solution implementation.  Solution implementation ends when a new service or capability is commissioned into operation use at all planned sites.
Step 1.1 The service organization program office initiates baseline tracking following the final investment decision in order to monitor cost, schedule, and performance status against the acquisition program baseline, and takes corrective action when variance thresholds are projected to be exceeded.
Step 1.2 The ATO-F Baseline Management Office loads the IDA-approved acquisition program baseline into the Simplified Program Information and Evaluation (SPIRE) Tool to facilitate program office program status reporting, baseline variance analysis, baseline change management, and baseline management closeout.

Step 1.3 SPIRE automatically populates the cost, schedule, performance, and program templates with the IDA-approved APB cost, schedule, and performance data. This data is taken directly from the APB.  After the SPIRE load, the Program Office will be contacted to verify accuracy of the SPIRE program data.  These elements represent the original baseline and will be used for future variance analysis purposes.  SPIRE will not permit users to change the original baseline data once it has been verified by the Program Office.  

Step 1.4 SPIRE will also automatically populate a baseline management notice (BMN) template with the IDA-approved APB cost, schedule, and performance data for future use including baseline management closeout.  The baseline management notice template is shown in Appendix C.
Step 2.0 Service organizations are authorized to implement the investment program consistent with the IDA-approved investment program document package.  The APB establishes the cost, schedule, and performance boundaries within which the program office is authorized to operate.  The service organization program office is required to report all estimated variances at completion.
Step 3.0 Beginning in the third month following the final investment decision, and continuing throughout solution implementation, the service organization program office is responsible for updating the Program Assessment Report template shown in Appendix B.  The PSR update is due by the 15th of every month and is entered directly into the SPIRE PSR template. The PSR template is accessed from the SPIRE Monthly Variance Report screen by clicking on the METRICS tab.  If there are no changes for the reportable month, the program office need just indicate ‘no change’ on the PSR and SPIRE will automatically populate the PSR using the previous months’ data.  An electronic reminder notice will be sent to each program office around the 8th of every month.  SPIRE will issue additional reminders on the 16th and 24th for those offices that have not yet updated their PSR.
Step 4.0 When updating the PSR, program offices are required to submit a BMN if there is an actual or forecast baseline variance at completion of – 5 percent or more.  The BMN is processed by the Baseline Change Management Process described in Section 8.0.  Note: A forecast baseline breach of -10% or more may trigger an IDA request for revalidation of the BCAR depending upon the nature of the variance root cause.
6.4 Program Performance Metrics
The Acquisition Executive Board (AEB) has approved the requirement to maintain system acquisition program metrics that will serve as early warning indicators of program issues before they develop into major problems.  To achieve their purpose, program performance reporting against these metrics are to be reported on a monthly basis.  The AEB approved a list of 17 program performance metrics.  Service organizations will submit their program performance metrics via SPIRE using the Program Performance Metrics template.  A color code of green, yellow, and red will be used for reporting against each metric.     The program performance metrics span the areas of Financial, Schedule, Technical, Resources, Program Management Assessment, and External Interests.    Table 6.2 lists the Program Performance Metrics and their definitions.
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[3]   Cost Variance at Completion (CVAC)

CVAC is the difference between the baseline cost at completion and 

the estimated cost at completion.

Program Office  

[4]   Obligation Rate

This is a measure of the cumulative obligations during the current 

year of the program's available funding.

Program Office

Area:  Schedule 

[5]    Schedule Performance Index (SPI)

SPI is calculated by dividing the Cumulative Earned Value by the 

Cumulative Planned Value.

Program Office via EVM 

Program

[6]    Schedule Variance at Completion (SVAC)

SVAC is the difference between baseline schedule duration and 

estimated schedule duration (in months).

Program Office  

[7]    APB Standard Level 1 Milestones

AMS Standard Level 1 Milestones contained in the Acquisition 

Program Baseline (APB)

Program Office

[8]    Fiscal Year Schedule Goals Fiscal Year Schedule Goals contained in the Agency's Flight Plan Program Office
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Area: Technical

[9]    Requirements Stability

Program Manager provides assessment of requirement change 

impact on program cost, schedule or technical baselines.

Program Office

[10]  System Defects

Program Manager provides assessment of outstanding defects on 

functional or technical performance requirements

Program Office

[11]  Test Results

Program Manager provides assessment of the impact of Open Class 

1 PTR on program cost and schedule baselines.

Program Office

[12]  Deployment

Program Team provides assessment of achieving the deployment 

milestones in the program schedule baseline.

Program Office

[13]  Cumulative Mitigated Risk Impact

The Program Team provides assessment of the outcome of 

cumulative risks (after implementation of mitigation strategies) on the 

program's cost, schedule and performance baselines.

Program Office

[14]  Performance Variance at Completion (PVAC)

PVAC is the difference between the value of baseline technical 

performance parameters and the estimated value

Program Office

Area:  Resources

[15]  Funding

Funding metric is the comparison of the F&E funding in the APB and 

the appropriated F&E funding in the CIP Financial Baseline.

Program Office

Area:  External Interests

[16]   IG, GAO, OMB, Other

External Interest is an indicator that an oversight group external to 

FAA is reviewing or auditing a program

Program Office

Area:  Program Manager Assessment

[17]   Program Manager Comments

The PM Comments are intended to be the PM's overall assessment 

of the program health including the probability of breaching a JRC 

controlled baseline.

Program Office
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Table 6.2 Program Performance Metrics
Program performance metric reporting applies to all F&E funded system acquisitions programs as indicated in Table 6.3.
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Table 6.3 Program Performance Metric Applicability


Baseline Variance Analysis

Baseline variance analysis calculates the difference between the original baseline at completion and the actual or estimated baseline at completion.  When a baseline revision is approved by the IDA, variances are tracked against both the revised baseline and the original baseline.  For example, if an original baseline is breached by a -15% percent schedule variance and a baseline revision is approved by the IDA, both the revised baseline and original baseline will be tracked. Schedule variances occurring relative to the revised baseline will be used for internal baseline breach reporting.  Revised baseline schedule variances will be added to the original -15% to trigger external Public Law 104-264 reporting requirements.   
Baseline variance analysis calculates the variances for each of the three baseline elements as follows:
Schedule Variance
Baseline variance analysis calculates the schedule duration variance at completion (SVAC) by subtracting the estimated schedule duration at completion (ESAC) from the baseline schedule duration at completion (BSAC).   The schedule duration is measured in months from the date of the final investment decision to the commissioning of the last system or equivalent milestone.  SVAC, BSAC, and ESAC are shown in Figure 7.1.

Figure 7.1Schedule Variance at Completion
Cost Variance
Baseline variance analysis calculates the cost variance at completion (CVAC) by subtracting the estimated cost at completion (ECAC) from the baseline cost at completion (BCAC) in millions of dollars. CVAC, BCAC, and ECAC are shown in Figure 7.2.


Figure 7.2 Cost Variance at Completion
Performance Variance
Baseline variance analysis calculates the performance variance in terms of percentage between the original planned baseline performance parameter value at the completion date and the actual or estimated performance parameter value at completion date.  This variance is referred to as the performance variance at completion.

An example of calculating a performance variance is given below:



Performance Parameter = 
Slant Range



Baseline Value
=
   
100 Nautical Miles



Actual performance achieved = 
  90 Nautical Miles



Performance difference = 
100 NM – 90 NM = 10 NM



Variance calculation = 

10/100 = 0.10 = 10 percent



Performance variance =

-10 percent (using the variance sign convention in Section 4.10)

It should be noted that performance variance calculations are only performed for those IDA-controlled performance parameters contained in the Acquisition Program Baseline.



This SOP does not specify the method to be used for developing cost, schedule, and performance estimates at completion since program offices use different tools to manage their programs.  Whatever tools are used, however, should produce high confidence estimates on the order of 80/20.
Figure 7.3 presents a flow diagram of the baseline variance analysis process.
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Figure 7.3 Baseline Variance Analysis Process
Step 1.0 Solution implementation begins at the final investment decision when the IDA approves and funds an investment program and establishes the acquisition program baseline. Establishing the baseline is the formal end of planning and the beginning of program execution and control.
Step 1.1 Following a favorable IDA final investment decision the Service Unit Program Office initiates tracking of their cost, schedule, and performance baselines. The baseline tracking method used by the program office should be tailored for meeting internal program office baseline variance analysis needs as well as the monthly reporting of baseline status using the metrics outlined in Section 6.1 Baseline Performance Metrics.
Step 1.2 ATO-F Baseline Management Office loads the IDA-approved acquisition program baseline into SPIRE and SPIRE automatically populates the baseline status report and the baseline management notice templates with the IDA-approved APB cost, schedule, and performance data. 
Step 2.0 Program office begins program execution consistent with the IDA-approved investment program decision package and tracks baseline status.

Step 3.0 By the 15th of each month beginning in the third month following the final investment decision, the program office updates the baseline status report via SPIRE. The baseline status report will contain the values for the baseline performance metrics identified in Section 6.1 and will contain space for a narrative description that explain the reason for any variances reported. If there are no changes to report, the program is to indicate ‘no change’ in the BSR template which will then be automatically populated with the previous month data by SPIRE.
Step 4.0 ATO-F analyzes the baseline status reports along with other Program Performance Metrics (see Section 6.4) reported via SPIRE but separate from the baseline status report update process used for the purpose of  identifying those programs that may be trending toward negative variances in one or more of the baseline elements (cost, schedule, or performance). In some cases the baseline analysis will require interaction with program offices.  Programs identified as trending toward a negative variance are candidates for inclusion on a watch list that is included in the quarterly Acquisition Baseline Management Variance report along with a narrative description summarizing baseline variance analysis conclusions.
Step 5.0 If the program office baseline status update indicates that there is an actual or forecast baseline breach of a negative 5 percent or more, they shall also prepare a baseline management notice and submit it via the Baseline Change Management Process detailed in Section 8.0
Step 6.0 ATO-F Baseline Management Office prepares on a quarterly basis a draft Acquisition Baseline Management Report that contains a list of all baseline programs that have a negative variance of 10% or more. The report also includes a Watch List section that contains a list of baseline programs that have a negative variance of less than 10% but more than a negative variance of 5%. Associated with each program in the report is a summary of the baseline analysis conclusions. 
Step 7.0 The ATO-F Baseline Management Office coordinates the quarterly draft Acquisition Baseline Management Variance Report with the relevant program offices. The Baseline Management Office revises the report as appropriate based on comments received from program offices. 
Step 7.1 Program offices review the draft Acquisition Baseline Management Variance Report and provide comments to the Baseline Management Office.
Step 8.0 The Baseline Management Office transmits the final Acquisition Baseline Management Report to the FAE via the JRC Secretariat Office. The JRC Secretariat Office sends the report to the FAE and posts the report on their website. 
Step 9.0 The FAE reviews the Acquisition Baseline Management Variance Report. If a program meets Public Law (PL) 104-264 reporting criteria, the FAE prepares to brief the Administrator. If no program meets PL 104-264 reporting criteria, the process ends.
Step 10.0 The FAE briefs the Administrator. If the Administrator decides to continue the program, the process continues with Section 8.2 Public Law 104-264 Reporting Process. If the Administrator decides to terminate the program, the process continues with Section 9.1 Baseline Closeout Procedure. 

8.1 Baseline Change Management Procedure

Establishing the acquisition program baseline is the formal end of the Planning Phase and the beginning of Solution Implementation for program execution and control.  Controlling the acquisition program baseline is essential if FAA is to track where they are relative to where they started.  Changes in program scope and requirements, poor cost and schedule estimates, inadequate funding, and technical difficulties can make the original program baseline of questionable value for program control.  In these cases, the acquisition program baseline may need to be replanned and/or revised.  
The Acquisition Program Baseline elements of cost, schedule, and performance are interdependent.  This means that a change in one of the baseline parameters may impact one or more of the others.  For example, program offices do not control the amount of funding that they will receive through the federal budget appropriations process.  Inadequate funding to meet baseline schedule objectives necessitates a replanning of the work that may manifest itself as a schedule variance depending on the magnitude of the funding reduction.  This, in turn, can lead to the appearance of a cost variance as the schedule is stretched out.  Consequently, replanning or revising a baseline requires the program office to simultaneously and jointly consider all baseline parameters.  

Program offices may conduct baseline replanning providing it can be accomplished within the IDA-approved APB constraints.  Approval of the replan occurs at the Service Unit level and is reported via SPIRE through the standard monthly baseline status report. 
Program offices that forecast one or more baseline parameters that have an estimate of completion between a negative 5 percent and a negative 10 percent are required to submit a baseline management notice and brief the appropriate IDA to present their plans for mitigating future variance growth.
Program offices that forecast one or more baseline parameters that have an estimate of completion of a negative 10 percent or greater are required to submit a baseline management notice indicating their variance mitigation plan. The program office shall also brief their variance mitigation plan to the IDA.
FAA often receives Congressional earmarks that can impact the baselines of ongoing programs in either cost, or schedule or both.  If FAA decides to create another CIP line number for a particular Congressional earmark, then a separate baseline will be established and tracked.  If FAA decides to incorporate the Congressional earmark into an existing program without creating another CIP line number, then the original baseline will be annotated to indicate the Congressional changes and the changes tracked separately for variance reporting purposes such that FAA performance on the existing baseline is maintained.   
The criteria for consideration of baseline revisions includes: (1) program scope changes; (2) requirements changes; (3) performance changes; (4) inadequate funding received; (5) technical difficulties; (6) Congressional earmarks; and (7) a forecast that one or more baseline parameter estimate at completion will exceed a negative 10 percent.
Following the IDA approval of a baseline revision, program office tracking of the revised baseline will commence and follow standard baseline status reporting procedures.  ATO-F Baseline Management, upon receipt of the baseline management notice will calculate the program baseline variances by comparing the original baseline estimates at completion with the revised baseline estimates at completion.  Variances calculated in this fashion will be used to trigger Congressional, Administrator, and OST/OMB reporting.  Total program baseline variances will also be submitted annually to Congress with the Capital Investment Plan for all programs that had been previously rebaselined and those with approved baseline revisions.
Figure 8.1 presents a flow chart of the Baseline Change Management Process.
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Figure 8.1 Baseline Change Management Process
Step 1.0 Solution implementation begins at the final investment decision when the IDA approves and funds an investment program and establishes the acquisition program baseline.  Establishing the baseline is the formal end of planning and the beginning of project execution and control.
Step 1.1 Following the final investment decision the Service Unit Program Office initiates tracking of their cost, schedule, and performance baselines. The baseline tracking method used by the program office should be tailored for meeting internal program office baseline variance analysis needs as well as the monthly reporting of baseline status using the metrics outlined in Section 6.1 Baseline Performance Metrics.
Step 1.2 ATO-F Baseline Management Office loads the IDA-approved acquisition program baseline into SPIRE and SPIRE automatically populates the baseline status report and the baseline management notice templates with the IDA-approved APB cost, schedule, and performance data. 

Step 2.0 Program office begins program execution consistent with the IDA-approved investment program decision package documents and tracks baseline status.

Step 3.0 Each month during the preparation of the monthly baseline status report, the program office makes a forecast of estimate at completion for each baseline element.  If any baseline element has a forecast baseline breach of a negative 5 % or more, the program office completes a baseline management notice using SPIRE indicating the forecast baseline element breach and the variance.  Preparation of the BMN includes the program office providing the root cause (not symptoms) for the variance.  
Step 4.0 If the forecast baseline breach is between a negative 5 percent and a negative 10 percent, the program office is to prepare a briefing for the appropriate IDA otherwise skip to Step 6.0.  The purpose of this briefing is to present the root cause of the variance and to inform the board about the actions the program office intends to take to mitigate further variance growth.  
Step 4.1 The appropriate IDA considers the program office plan for mitigating variance growth.  The board approves and/or revises the mitigation strategy for controlling variance growth.  Following the briefing, the program office shall update the baseline management notice submitted to accurately reflect the board’s decisions.
Step 5.0 The program office implements the variance growth mitigation strategy and continues executing the program.
Step 6.0 If the actual or forecast baseline variance is a negative 10 percent or greater, the program office prepares an IDA briefing. The purpose of this briefing is to present to the IDA the baseline variance and its root cause; the program office recovery strategy for reducing the baseline variance or mitigating its growth Following the briefing, the program office shall update the baseline management notice submitted to accurately reflect the IDA’s decisions.
Step 7.0 The IDA considers the variance root cause and the program office recovery strategy. Depending upon the nature of the variance root case, the IDA may request the BCAR be revalidated. If the IDA determines that recovery is of low probability, the IDA may elect to reduce the program’s scope, or the IDA may terminate the program.  If the IDA determines that a reasonable probability that the recovery strategy will succeed, the IDA may elect to continue the program as is without authorizing a baseline revision or the IDA may elect to authorize a baseline revision thereby increasing program office authority for additional schedule, additional funding or both. Following the briefing, the program office shall update the baseline management notice submitted to accurately reflect the IDA’s decisions.
Step 7.1 The program office, with the participation of Investment Planning and Analysis, AJF-3, revalidates the BCAR and reports its findings in a briefing to the IDA.
Step 8.0 If the IDA decision from Step 7.0 is to authorize a baseline revision and this is an ACAT 1acquisition, FAA must obtain approval from the Department of Transportation and OMB to continue with the baseline revision.  If OMB approval is not granted, the program office returns to Step 6.0 to prepare an IDA briefing summarizing the results of the OMB decision not to approve the baseline revision. If the IDA then decides to continue the program without a baseline revision, the program office proceeds to Step 9.0. If the IDA decides to terminate the program, the program office proceeds to Step 12.0 to prepare a closeout baseline management notice. If OMB approves the baseline revision, the program office proceeds to Step 9.0 to update the baseline management notice.
Step 9.0 Program office updates the baseline management notice via SPIRE to reflect the IDA decision.
Step 10.0 Once the baseline management notice has been updated to reflect the IDA decision, ATO-F Baseline Management calculates the baseline variance by comparing the original baseline with the estimates at completion from the revised baseline.  If the variance is a negative 10 percent and less than a negative 50 percent and it’s an ACAT 1 acquisition, a report is prepared for the Administrator to consider terminating the program in accordance with public law 104-264.  If the Administrator decides to continue the program, the process ends.  If the Administrator decides to terminate the program, the program office is notified and proceeds to Step 12.0.
Step 11.0 If the baseline variance exceeds a negative 50 percent, ATO-F Baseline Management notifies the Administrator that public law 104-264 requires the program to be terminated unless the Administrator makes a determination that the program should continue.  If the Administrator decides that the program should continue, ATO-F Baseline Management prepares a draft determination for transmittal to Congress and follows the procedure in Section 8.2 Public Law 104-264 Reporting Process. If the Administrator decides to terminate the program, ATO-F Baseline Management notifies the program office which then proceeds to Step 12.0
Step 12.0 The program office prepares a Closeout Baseline Management Notice and submits it to ATO-F Baseline Management Office to close out the program baseline.   
8.2 Public Law 104-264 Reporting Process
Public Law 104-264 dated October 9, 1996 reads in part:

  “(a) REQUIRED TERMINATIONS OF ACQUISITIONS. – The Administrator of the Federal Aviation Administration shall terminate any acquisition program initiated after the date of the enactment of the Air Traffic Management System Performance Improvement Act of 1996 and funded under the Facilities and Equipment account that-

(1) is more than 50 percent over the cost goal established for the program;

(2) fails to achieve at least 50 percent of the performance goals established for the program; or

(3) is more than 50 percent behind schedule as determined in accordance with the schedule goal established for the program.

(b) AUTHORIZED TERMINATION OF ACQUISITION PROGRAMS.- The Administrator shall consider terminating, under the authority of subsection (a), any substantial acquisition program that-

(1) is more than 10 percent over the cost goal established for the program;

(2) fails to achieve at least 90 percent of the performance goals established for the program; or

(3) is more than 10 percent behind schedule as determined in accordance with the schedule goal established for the program.

(c) EXCEPTIONS AND REPORT.-

(1) Continuance of Program, ETC.- Notwithstanding subsection (a), the Administrator may continue an acquisitions program required to be terminated under subsection (a) if the Administrator determines that termination would be inconsistent with the development or operation of the national air transportation system in a safe and efficient manner.

(2) DEPARTMENT OF DEFENSE.-The Department of Defense shall have the same exemptions from acquisition laws as are waived by the Administrator under section 348(b) of Public Law 104-50 when engaged in joint actions to improve or replenish the national air traffic control system. The Administration may acquire real property, goods, and services through the Department of Defense, or other appropriate agencies, but is bound by the acquisition laws and regulations governing those cases.

(3) REPORT.-If the Administrator makes a determination under paragraph (1), the Administrator shall transmit a copy of the determination, together with a statement of the basis for the determination, to the Committees on Appropriations of the Senate and House of Representatives, the Committee on Commerce, Science, and Transportation of the Senate, and the Committee on Transportation and Infrastructure of the House of Representatives.”

When the FAA Administrator makes a determination to continue an acquisition program based on the provisions of section (c) (1), a copy of that determination together with a statement of the basis for the determination is sent to the Senate and House of Representatives as indicated in section (c) (3). This congressional reporting process is triggered when the Administrator has made a determination to continue an acquisition program, in other words, the forecast or actual breach has been through the process described in Figure 8.1 before reaching this state. 
Figure 8.2 presents a flow chart of the Public Law 104-264 reporting process starting at the point that the FAA Administrator determined to continue a program and is required to transmit a copy of the determination together with a statement of the basis for the determination to the House and Senate.
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Figure 8.2 Public Law 104-264 Reporting Process
Step 1.0 The Administrator has made a determination to continue a program that Public Law 104-264 required to be cancelled.  In this instance, the Administrator is required to send a letter to Congress of the determination and the basis for the determination to continue the program.
Step 2.0 The ATO-F Baseline Management Office prepares a draft determination letter in coordination with the Line of Business (LOB) program office.  The draft letter is then coordinated within ATO-F.

Step 2.1 The program office reviews the letter and provides comments to the ATO-F Baseline Management Office.

Step 3.0 ATO-F Baseline Management Office hands-off the letter to the ATO Congressional Communications Office for processing.

Step 4.0 ATO Congressional Communications Office (AJC-1) checks the letter to insure that it complies with all congressional correspondence requirements.  If the letter does not comply with all requirements it is returned to ATO-F Baseline Management Office for correction.

Step 5.0 When the letter satisfies all congressional correspondence requirements, AJC-1 coordinates the letter with the program office LOB senior management.
Step 6.0 Following coordination with the LOB senior management, AJC-1 coordinates the letter with the Government and Industry Affairs Office (AGI).

Step 6.1 AGI reviews letter and provides comments as appropriate to AJC-1.

Step 7.0 Following successful coordination with LOB senior management and AGI, the letter is entered into the Administrator’s Correspondence System (ACS) for further processing.
Step 8.0 The letter is coordinated with FAA senior management via the ACS.

Step 9.0 The fully coordinated letter is signed by the Administrator and is sent to Committees on Appropriations of the Senate and House of Representatives, the Committee on Commerce, Science, and Transportation of the Senate, and the Committee on Transportation and Infrastructure of the House of Representatives.


9.1 Baseline Closeout Procedure

The final investment decision marks the formal end of the planning phase and the start of solution implementation.  Solution implementation, in turn, ends when a new system, service, product, or capability is commissioned (or placed into service) at all designated sites and incrementally transitions into In-Service Management.  Baseline management closeout for cost, schedule, and performance is triggered when the last item is placed in operational service.  See Section 9.2 below for an exception to this procedure.  

Figure 9.1 is a flow diagram of the Baseline Management Closeout process.
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Figure 9.1Baseline Management Closeout Process for Cost, Schedule, and Performance
Step 1.0 Solution implementation begins at the final investment decision when the IDA approves and funds an investment program and establishes the acquisition program baseline.  Establishing the baseline is the formal end of planning and the beginning of project execution and control.

Step 1.1 Following the final investment decision the Service Unit Program Office initiates tracking of their cost, schedule, and performance baselines.  The baseline tracking method used by the program office should be tailored for meeting internal program office baseline variance analysis needs as well as the monthly reporting of baseline status using the metrics outlined in Section 6.1 Baseline Performance Metrics.
Step 1.2 ATO-F Baseline Management Office loads the IDA-approved acquisition program baseline into SPIRE. 
Step 1.3 SPIRE automatically populates the baseline status report template with the IDA-approved APB cost, schedule, and performance data. These elements represent the original baseline and will be used for future variance analysis purposes.  The baseline status report template is shown in Appendix B.

Step 1.4 SPIRE will also automatically populate a baseline management notice (BMN) template with the IDA-approved APB cost, schedule, and performance data for future use including baseline closeout. The baseline management notice template is shown in Appendix C.

Step 2.0 Service organizations are empowered to implement IDA- approved investment programs and manage them in accordance with the approved investment program decision package.  

Step 3.0 Within 30 days following the commissioning (or equivalent milestone) of the last system, product or service, the program office is required to submit a closeout baseline management notice via SPIRE.  The closeout baseline management notice will indicate the actual cost, schedule, and performance values to be compared with the original baseline. It will also include a listing of the root causes for program variances encountered during Solution Implementation.
Step 4.0 ATO-F will compute and document the final baseline variances at completion for the acquisition cost, acquisition schedule, and performance.  This document will be archived and used to conduct future assessments of acquisition baseline performance and to identify acquisition process improvements.  The closeout BMN is also sent to Investment Planning and Analysis for their review.
Step 4.1 Investment Planning and Analysis, AJF-3, reviews the closeout BMN to determine if the root causes listed for any variances indicate a need for improvement in the Investment Analysis process.
9.2 Baseline Closeout Procedure Exception

The purpose of measuring acquisition baselines beyond legal or policy requirements is to obtain an indication of how well the acquisition system is performing.  When a program is nearing completion and is delayed due to an external event not under program office control, that delay may be manifested in a baseline breach that does not accurately reflect acquisition performance.  For example, a program office is acquiring a system to be installed in a new tower.  The system is delivered at the time its installation was originally scheduled corresponding to the tower being ready.  If the system cannot be installed at the originally scheduled time because of a delay in tower construction, the result is a baseline variance not due to acquisition performance but rather an external event.  Consequently, the baseline variance does not accurately reflect acquisition performance.  In situations such as this, consideration will be given to closing out the acquisition baseline for the purpose of baseline performance measurement and external baseline reporting.  Internal tracking and EVM reporting will continue until the last system is placed in service.  The IDA will be the deciding authority for application of this exception baseline closeout procedure.

An exception to the standard baseline closeout procedure will be considered by the Baseline Management Office when the following conditions exist:

· All systems have been delivered.

· An external event delays completion of the program.

· A significant number of systems have been placed in service (varies on a case-by-case basis).

If the Baseline Management Office determines that this exception should be applied, the program office will be advised to present a briefing to the appropriate IDA for exception baseline closeout approval. The program completion date selected will be the last system delivery date for the purpose of calculating overall cost and schedule performance following the procedure outlined in Section 9.1.


ACQUISITION PROGRAM BASELINE 

PURPOSE
The Acquisition Program Baseline (APB) documents the cost, schedule, and performance baselines for the acquisition program. It is the mutual agreement between the IDA, the Service Unit Program Management organization, and the user organization concerning the performance and capability the program will provide and the cost and schedule authorized for the program. 

DESCRIPTION
The APB is approved at the Final Investment Decision by the IDA. The cost and schedule baselines are developed during Investment Analysis by the Service Unit-led Investment Analysis Team that will implement and manage the program throughout its lifecycle. The APB performance baseline contains the key performance parameters and their associated values that are essential to meet the mission need.  The key performance parameters are obtained from the Program Requirements Document for the IDA-selected solution.  

Certain critical parameters within each baseline in the APB are designated for IDA control. These parameters define the empowerment boundaries of the program management team during the Solution Implementation phase of an acquisition program. They relate to corporate FAA's commitment to satisfying the mission need, achieving needed operational capability, and meeting the schedule requirements of interdependent programs. IDA controls are identified during the Final Investment Analysis Phase by the Service Unit Investment Analysis Team and approved by the IDA.  
APPROVAL
Approval of the APB requires the signatures of the Acquisition Executive, Chief Operating Officer (ATO) or the Associate or Assistant Administrator (non-ATO) of the line of business having the need, Chief Financial Officer (CFO), Chief Information Officer (CIO), and Vice President (ATO) or Associate or Assistant Administer (non-ATO) of the performing organization.   
Signature by the performing organization signifies concurrence that performance and operational capability can be achieved within the cost and schedule baselines. Signature by the organization having the need signifies that the solution selected will satisfy mission requirements. Signature by the Assistant Administrator of Financial Services/CFO signifies review for budget planning purposes.  Signature by the CFO indicates the agency commitment to fund the program consistent with the acquisition cost baseline. Signature by the CIO signifies that information security requirements have been incorporated. Approval is signified by signature of the Acquisition Executive and both NOTE: No funding may be committed or obligated that would exceed the cost baseline in the APB.
  

DISTRIBUTION
The IDA secretariat distributes copies of the approved APB to all signatories and the ATO Baseline Management Office, AJF-25, and maintains a central repository of approved acquisition documents for the Joint Resources Council. 

Acquisition Cost Baseline:
Provide the acquisition cost baseline within which the program office is authorized to proceed. The acquisition cost baseline includes the acquisition cost of all products and services to be provided by the program, as well as the cost for disposal of any replaced assets, program management support and technical support.  
Acquisition Schedule Baseline:
Provide the schedule baseline within which the acquisition program must be accomplished. Include all events that are essential to satisfying mission need, providing intended operational capability, as well as events crucial to interdependent programs or NAS systems. Schedule milestones should be selected from the AMS standard list of level 1, 2, and 3 as appropriate.  In the event that the AMS standard list of milestones does not fully apply, contact the ATO Baseline Management Office, AJF-25, to jointly consider and select the appropriate schedule milestones.  Use the schedule table format defined in the APB Template. 
Acquisition Performance Baseline: 
Provide the key performance parameters and their values contained in the Program Requirements Document that is necessary to achieve the required operational capability.  Use the format defined in the APB template.
IDA Controlled Parameters
The IDA controlled parameters include as a minimum the total schedule duration, the total acquisition baseline cost, and the key performance parameters.  The IDA may elect to include additional control parameters during the final investment decision.  Program offices cannot take any action that would breach the IDA control parameter boundaries without first obtaining IDA approval. 

The Acquisition Program Baseline (APB) Template 
This template provides guidance for preparing the Acquisition Program Baseline. It appears on the following pages.
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Acquisition Program Baseline (APB)      CIP: XXX.XX-XX 
Program Name 
	Approved By:



	                                                                                
	Date:                               

	
	

	


	


Acquisition Program Baseline (APB)      CIP: XXX.XX-XX 
Program Name 
	Program Overview



*Description of the program
Acquisition Program Baseline (APB)      CIP: XXX.XX-XX 
Program Name
	Schedule Baseline


	Milestone
	Code
	Flag
	APB Planned Date
	Duration

	
	
	F
	Mon-Yr
	X months

	
	
	 
	 Mon-Yr
	X months

	
	 
	 
	 Mon-Yr
	X months

	
	 
	 
	 Mon-Yr
	X months

	
	 
	L
	 Mon-Yr
	X months


Acquisition Program Baseline (APB)      CIP: XXX.XX-XX 
Program Name
	Cost Baseline - Mission Analysis


	
	Approp
	Mission Analysis - Investment Analysis

	
	
	(Then Year $ in Millions)

	
	
	OMB Funding Phase: Planning

	Cost Element
	
	Prior
	FY10
	FY11
	FY12
	FY13
	BEYOND
	Total

	Total Planning Phase Cost
	R,E&D
	0
	0
	0
	0
	0
	0
	0

	
	F&E
	0
	0
	0
	0
	0
	0
	0


Acquisition Program Baseline (APB)      CIP: XXX.XX-XX 
Program Name
	Cost Baseline - Solution Implementation


	
	Approp
	Solution Implementation

	
	
	(Then Year $ in Millions)

	
	
	OMB Funding Phase: Acquisition

	Cost Element
	
	Prior
	FY10
	FY11
	FY12
	FY13
	BEYOND
	Total

	 
	F&E
	0
	0
	0
	0
	0
	0
	0

	Acquisition Cost Baseline
	F&E
	0
	0
	0
	0
	0
	0
	0


Acquisition Program Baseline (APB)      CIP: XXX.XX-XX 
Program Name
	Performance Baseline


	Performance Parameter
	Values (Units)

	
	

	
	

	
	

	
	

	
	



Program offices are required to report program status on a monthly basis beginning in the third month following the Final Investment Decision.  The Program Assessment Report (PSR) is due by the 15th of each month and is available via SPIRE.  The PSR format is shown below:


During Solution Implementation, program offices are required to submit a baseline management notice (BMN) whenever one of the following conditions exists:
· When one or more IDA-controlled baseline elements are forecasted to have a variance at completion of between negative 5 percent and negative 10 percent.
· When one or more IDA-controlled baseline elements are forecasted to have a variance at completion of a negative 10 percent or more.

· When the program office requests the IDA to consider a baseline revision due to conditions such as: 
(1) program scope changes; (2) requirements changes; (3) performance parameter changes; (4) inadequate funding received; (5) technical difficulties; (6) Congressional earmarks; and (7) a forecast that one or more IDA-controlled baseline parameter estimate at completion will exceed a negative 10 percent.

· Within 30 days of the conclusion of Solution Implementation, the program office is required to submit a BMN for baseline closeout purposes.  The BMN format is: 
	Program Name: 
	BMN Number: 

	CIP Code: 
	BMN Date: 

	Final Investment Decision Date: 
	APB Date: 


	Baseline Revision: 
	
	Baseline Closeout: 
	 
	Baseline Forecast Breach: 
	 

	Cost: 
	
	Schedule: 
	 
	Performance: 
	 

	Schedule Variance


	Milestone
	Code
	Baseline Date
	Actual or Proposed Date
	First/Last

	
	
	
	
	F

	
	
	
	
	 

	
	
	
	
	 

	
	
	
	
	L

	Baseline Schedule Duration at Completion (BSAC) = 

	Estimate Schedule Duration at Completion (ESAC) = 

	Schedule Variance at Completion (BSAC - ESAC) = 


	Root Cause for Schedule Variance:

	

	Mitigation Plan:

	

	Cost Variance


	CIP Code(s): A10.03-00
	Prior
	FY08
	FY09
	FY10
	FY11
	FY12
	FY13
	FY14
	Beyond
	Total

	Acquisition Baseline (APB)
	
	
	
	
	
	
	
	
	
	

	Appropriated/Planned (CIP)
	
	
	
	
	
	
	
	
	
	

	Actual Funding Received (Authorized)
	
	
	
	
	
	
	
	
	
	

	Proposed Funding
	
	
	
	
	
	
	
	
	
	


	Baseline Cost at Completion (BCAC) = 

	Estimate Cost at Completion (ECAC) = 

	Cost Variance at Completion (BCAC - ECAC) = 


	Root Cause for Cost Variance:

	

	Mitigation Plan:

	


	Performance Variance


	Baseline Performance Parameter
	Baseline Value
	Actual Value
	Proposed Value
	Variance Percentage
	Comments

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	


	Root Cause for Performance Variance:

	

	Mitigation Plan:
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