[image: image1.png]



Standard Operating Procedure

For AMS Change Management
January 2014
1.  PURPOSE       

This internal standard operating procedure outlines activities and responsibilities for change management of the Acquisition Management System (AMS). All changes to the AMS are prepared, evaluated, approved, and published using this standard operating procedure.

2. BACKGROUND 

AMS spans policy, guidance, flowcharts, templates, checklists, clauses, and other lifecycle management information.  AMS change management is conducted in accordance with AMS Policy 1.2.13.  AMS is under strict change control to ensure:  every change strengthens and improves it; policy remains lean and streamlined; information is consistent and compatible across all functional disciplines; quality is maintained and improved; a “system view” is consistent and strengthened; and applicable acquisition-related directives external to FAA are linked to AMS. 

The Acquisition System Advisory Group (ASAG) is a cross-organizational body that evaluates proposed changes to acquisition management policy and guidance to ensure that changes comply with the policy for AMS Change Management. The Acquisition Policy Division (AAP-100) manages the ASAG with the manager serving as the chairperson. The ASAG Chairperson designates an Executive Secretary to manage the day-to-day change management activities.  ASAG members from service organizations or lines of business are appointed by the head of the respective organization at the request of the Director of Acquisition Policy & Oversight.

3. AUTHORITY TO ISSUE POLICY OR GUIDANCE       

AMS is the official and only source for lifecycle management policy and guidance in the FAA.  Offices of Primary Responsibility (OPRs) for various functional disciplines in the lines of business and staff offices do not have authority to unilaterally create or change lifecycle management policy or guidance.  OPRs for individual functional disciplines may develop internal lifecycle management guidance, i.e., processes, best practices, technical information, handbooks, or manuals, when appropriate.  To add policy or guidance, or to revise existing policy or guidance to the AMS, OPRs must prepare change proposals according to these standard operating procedures

4. DEFINITIONS 
Acquisition Executive Board:  A chartered corporate level group that reviews and authorizes development and implementation of lifecycle management policy, processes, practices, procedures and tools.
Acquisition System Advisory Group (ASAG):  A chartered change management group comprised of individuals empowered by their service organization, line of business, or functional-area organization to decide matters about FAA-wide lifecycle management policy and guidance in AMS. 

Change Manager:  The ASAG Chairperson is the AMS Change Manager. The Acquisition Policy Division Manager, AAP-100 currently serves as the ASAG Chairperson.   The Chairperson may delegate this responsibility for temporary absences, as deemed appropriate.

Consensus:  A state of mutual agreement where all legitimate concerns of ASAG members have been addressed to their satisfaction.  Consensus does not mean conformity, or a majority of members agree, or everyone agrees about everything.  Consensus is an agreement that all ASAG members can live with and support fully.

Endorsement:  ASAG consensus on a proposed change, which is subsequently submitted for approval.

Executive Secretary:  Acquisition Policy Group representative, who arranges the ASAG meetings, prepares and maintains the ASAG minutes, and manages the day-to-day change management activities.

Minor Change:  A change that does not alter the intent of policy or guidance.  Minor changes do not require full ASAG coordination and endorsement.  Examples include:  Executive Orders directed solely at specialized procurement matters that must be complied with on issuance and have a limited scope; editorial corrections or clarifications enhancing but not amending the intent of AMS policy or guidance; contract clauses implementing laws that must be complied with; or clauses resulting from previous ASAG action on policy or guidance.

Significant Change:  A change that substantively alters AMS policy or guidance.  These changes require AEB authorization and full ASAG coordination and endorsement.  Examples include:  Executive Orders materially affecting the FAA; editorial corrections or clarifications amending the intent of the AMS policy or guidance; new policy or guidance; and contract clauses related to new policy or guidance.

5. CHANGE MANAGEMENT PROCESS       

The figure portrays the AMS change management process.
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6. PREPARING CHANGE PROPOSALS 
Anyone may initiate a change to their Service Organization or Line of Business (LOB) ASAG Representative.  The ASAG Representative will be responsible for evaluating the change to ensure that it represents the needs of the organization they represent, obtaining all related reviews and concurrences, and submitting the change to the ASAG Executive Secretary for processing. The Acquisition Policy Division will review the change to ensure that the proposed change is accurate and complete and is aligned with the current AMS Policy and Guidance. Change proposals are submitted and processed in electronic format.  Changes include: (1) a completed change request cover sheet; (2) proposed new text; and (3) a “redline” version of the proposed change highlighting added, deleted, or modified text when changing existing policy or guidance.

The ASAG ensures change proposals are concise, clear, and written in plain language; verifies new policy is created only when clearly needed, i.e. to correct a deficiency or to add new concepts or activities that enhance lifecycle management policy and guidance; and that proposed changes are aligned with the intent of the AMS lifecycle management. 
When submitting an idea or concept, the ASAG Representative must provide as much required change proposal information as possible, including a statement regarding the review from impacted organizations and their management before submitting a change proposal. 

The ASAG Representative for the Service Organization or Line of Business submitting the change, may withdraw change proposals at any time during the process.

7. RECEIVING CHANGE PROPOSALS       

The Executive Secretary is the focal point for all change proposals, which are sent by email to colleen.gutrick@faa.gov or irene.langweil@faa.gov.  On receipt, the Executive Secretary assigns a tracking number, records the change in a tracking log, and creates a change proposal file.  Changes are tracked from date of receipt until closed or withdrawn.

The Executive Secretary initially assesses the change for completeness and clarity, determines whether it is minor or significant, and, as applicable, provides comments to the initiator.  Incomplete or deficient change proposals are held by the Executive Secretary until the initiator submits required information.  When appropriate, the Executive Secretary asks for the ASAG’s help with classifying a change as minor or significant, or in determining the viability of a proposed change.

8. PROCESSING MINOR CHANGES       

Minor and significant changes take different paths through the change management process. A minor change does not alter the intent of AMS policy or guidance.  Changes classified as minor do not require full ASAG coordination and endorsement. These changes are sent by the Executive Secretary to the ASAG Change Manager, who signs an endorsement memorandum and sends it to the approving official.  Should the approving official have questions or require revisions to minor changes, the Executive Secretary notifies the change initiator, obtains appropriate information or revisions, and forwards the revised change again for approval.

9. PROCESSING SIGNIFICANT CHANGES 
A significant change substantively alters AMS policy or guidance.  Significant change proposals are first authorized by the AEB before any action is taken by the initiator.  After AEB's authorization, the Executive Secretary sends significant changes electronically to ASAG members for review and approval.   ASAG members may be required to meet for a scheduled meeting to discuss and approve a change or provide their consensus via electronic approval submissions.  ASAG members receive a change request cover sheet, a “clean” version of the proposed text, and a “redline” text for revisions to existing policy or guidance.  The ASAG Chairperson will determine when a formal meeting is required to discuss a change, or if an electronic consensus will be sufficient to obtain ASAG approval. 

If a change is to be presented at a formal ASAG meeting, the Executive Secretary arranges for the change initiator and responsible ASAG member to explain the change at an ASAG meeting.  Once the change is presented, the ASAG decides whether the change should be endorsed, coordinated further or revised, or rejected.  When additional coordination is needed the ASAG Chairperson sets due dates for comments, discussion, and a decision. 

ASAG members review change proposals, solicit guidance, resolve issues, help develop changes, and facilitate consensus in their organization or functional area.  A key ASAG responsibility is ensuring review among organizations impacted by AMS changes.  To assist with that review, ASAG members are encouraged to establish a coordination network of subject-matter experts, management, and other stakeholders in their line of business or functional area.

ASAG members evaluate changes for scope, applicability, impact to resources, staffing, processes, procedures, and functional responsibilities. ASAG members will work with the initiator from within their Service Organization or Line of Business to develop the change and forward changes for review to appropriate individuals in their organization or functional area, along with instructions and due dates.  Internal suspense dates are set to meet ASAG discussion and decision dates when applicable.  Request for ASAG review extensions are submitted to the ASAG Executive Secretary who will in turn coordinate the request with the ASAG Chairperson. When deciding to postpone a change discussion or decision, the ASAG Chairperson considers the substance of the change, its priority, any required implementation date, and the likely consequences of considering the change without full coordination.  
ASAG members collect, consolidate, and integrate comments from their organization before the date the change proposal is scheduled for discussion and decision by the ASAG.  Also, when appropriate, ASAG members ask change initiators to work directly with other subject-matter experts in the member’s organization or functional area.  ASAG members also report the status of significant changes to their management and functional-area workforce.  Once the ASAG has created a change proposal, it is presented to the AEB for review and concurrence.

Decisions to change AMS are by consensus. Individual Service Organization and Line of Business ASAG representatives resolve issues with the initiator. If unsuccessful, ASAG members present remaining concerns to the full ASAG for consideration. The ASAG Chairperson facilitates ASAG discussions until consensus is reached on all major issues.  If ASAG cannot reach consensus for a policy change, the ASAG Chairperson escalates the matter to the AEB.  If consensus cannot be reached for a guidance change, the matter is escalated to the Director of Acquisition Policy and Oversight.

The ASAG endorses changes when it agrees on the change content and implementation.  The ASAG may also conditionally endorse a change when isolated issues are yet to be resolved, but the change is otherwise acceptable.  ASAG meeting minutes show the conditional endorsement and actions that must occur before the change is forwarded for approval; e.g., further coordination or specific revisions to satisfy an ASAG member’s concern.

After significant changes are endorsed, the Executive Secretary prepares a cover memorandum signed by the ASAG Chairperson, attaches a hard copy of the changes, and forwards them to the approving official.
10. APPROVING CHANGES       

The Administrator, through the Acquisition Executive, is the approving official for Significant AMS policy changes. The Acquisition Executive approves other policy changes.  The Director of Acquisition Policy and Oversight is the approving official for AMS guidance changes.

The Executive Secretary monitors the status of changes submitted for approval.  The Executive Secretary notifies the initiator and the applicable ASAG member when the approving official rejects or has questions about an endorsed change.  The initiator and ASAG member attempts to resolve the issue or the ASAG member may decide to withdraw the change.

ASAG business may be conducted electronically rather than at regularly scheduled meetings.  The Executive Secretary sends changes by email with instructions for electronic review.  ASAG members reply through email with endorsement or comment.  The Executive Secretary considers non-responses as no comment and concurrence. Request for extensions to electronic review due dates will be submitted to the Executive Secretary.

11. ASAG MEETINGS

ASAG meetings are scheduled as required given the circumstances of the change or agenda items to be discussed. Whenever feasible, meetings will be scheduled on the third Tuesday of each month except for months with a holiday on or near the meeting date.  The Executive Secretary notifies the ASAG in advance of meeting times and locations and of cancelled meetings when there are insufficient agenda items.  The Executive Secretary distributes an agenda before each meeting.  When available, change requests and other meeting information are provided by email to ASAG members before meetings.  
ASAG members bring copies of all distributed documents to the meeting.  Initiators bring a minimum of 15 copies of change-related material to the ASAG meeting or as directed by the Executive Secretary.  The ASAG Chairperson presides over meetings and facilitates discussion.  The Chairperson determines whether sufficient ASAG members are present to conduct business.  When ASAG members expect to be absent, they should arrange for an alternate to attend.  Change initiators attend meetings to brief or explain proposed changes.  Non-ASAG members and contractor support personnel may also attend when it is determined by the Chairperson that their attendance is relative to an agenda item.  Meetings may include other individuals giving informational briefings about potential changes or issues that may affect AMS.  Meetings follow this sequence: administrative issues, items not about change requests, change requests, summary and closing.

The Executive Secretary takes meeting minutes, noting action items, due dates, and decisions by the ASAG.  Meeting minutes are the formal record of ASAG decisions. Minutes are distributed by email to ASAG members.

ASAG Chairperson sets due dates for action items or other ASAG initiatives.  The Executive Secretary tracks the status of action items and due dates, and follows up as needed to ensure action items are completed.

12. WORKING GROUPS       

ASAG members set up and occasionally lead work groups to identify opportunities for improving AMS, fully develop AMS changes, coordinate with impacted organizations, and resolve outstanding issues.  ASAG members also develop changes, assist others within their organization to develop a change, or solicit the help of other individuals and groups.  ASAG members monitor and influence policy and guidance being developed by ASAG and non-ASAG-sponsored working groups.

13. CLOSING CHANGES       

The Executive Secretary informs the ASAG through email once changes are approved.  Changes withdrawn by the ASAG member, disapproved by the approving official or rejected by the ASAG are formally closed and the ASAG notified.  The Executive Secretary updates the change tracking log and associated files to show the closed status.

14. POSTING CHANGES IN FAST

Once approved, changes are published in FAST.  FAST is updated quarterly, on January, April, July, and October (or other date approved by the AMS Change Manager).  The Executive Secretary ensures changes approved and returned to the Executive Secretary by the 25th of the month preceding a FAST update are posted in the FAST project manager for publishing; e.g., changes received by June 25 are posted in the July update.  Changes approved and returned after the 25th of the month are held and posted in the following quarterly update, unless the ASAG Chairperson authorizes a special update.

15. RESPONSIBILITIES

Acquisition Executive Board:

· The AEB evaluates and authorizes significant proposals to change or implement new acquisition management practices, policies, and procedures.

· For authorized change proposals, the AEB charters and provides resources for cross-functional work groups to conduct feasibility and cost/benefit analyses for proposed practices, policy, and procedure changes.

· The AEB provides direction and oversight to the ASAG.

AMS Change Manager:

· Chairs the ASAG;

· Determines the need for a formal ASAG meeting or electronic reviews and sets the agenda for ASAG meetings;

· Forms ad hoc work groups for changes or other AMS issues;

· Elevates to the AEB those issues that cannot be resolved by ASAG consensus;

· Engages the AEB for review and authorization for changes

· Endorses minor changes on behalf of the full ASAG;

· Maintains operating procedures for AMS change management;

· Amends the ASAG charter as needed.

Executive Secretary:

· Serves as the focal point for all change proposals;

· Establishes files for proposed changes;

· Tracks status of change proposals;

· Distributes proposed and approved changes to ASAG members;

· Arranges for ASAG meetings and telcons.

· Prepares and distributes ASAG Agenda, meeting minutes and action items;

· Manages ASAG action items.

· Post approved changes in FAST project manager.

ASAG Members:

· Represent their respective organization or functional area on AMS;

· Facilitate communication among the change initiator and all organizations impacted by change proposals;

· Act as the focal point for requesting, obtaining, and consolidating review comments from organizations or functional key personnel for changes sponsored by their organization;

· Evaluate changes and facilitate review, comment, and resolution of concerns;

· Endorse fully developed AMS change proposals;

· Participate on work groups established to develop change proposals or other AMS-related activities;

· Identify problems, weaknesses, inconsistencies, and opportunities for improving the AMS and initiate corrective action.

Adhoc Members:

· Participate as necessary to assist the ASAG with changes pertaining to their organizational responsibilities.

· Participate on ASAG workgroups as requested by the ASAG Chairperson.
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Guidance for Submitting AMS Changes
 

1.         REQUIREMENTS FOR CHANGE PROPOSALS
Where to Submit:  The AMS Configuration Manager, Acquisition Policy Division, AAP-100 is the focal point for all change proposals.  Change proposals are sent by email to:   colleen.gutrick@faa.gov or irene.langweil@faa.gov 
What to Submit:  All change-related documents are in electronic format.  Change proposals include: 

· A change request cover sheet (using the attached template);

· Proposed text of the change; and

· A “redline” version of the change comparing new revised text to existing text (see the attached for a sample) when changing existing policy or guidance.

2.         INITIAL COORDINATION AND CONCURRENCE
Before submitting change proposals, other than minor editorial changes, initiators must submit the change to their organization’s ASAG member who will coordinate with and get concurrence from stakeholder organizations and their management.  Initial coordination helps fully develop changes, isolates potential issues of concern, and reduces ASAG’s review time. 

3.         CONTACTS
Contact the Lifecycle Acquisition Policy Branch, AAP-130, for assistance with developing change proposals or other AMS-related questions.  

 

View/download the Coversheet on this page http://fast.faa.gov/RevisingAMS.cfm at this link ‘Change Request (CR) Coversheet Instructions’. 

AMS CHANGE REQUEST (CR) COVERSHEET FIELDS

· Change Request Number:

· Date Received:

· Title:

· Initiator Name:

· Initiator Organization Name / Routing Code:

· Initiator Phone:

· ASAG Member Name:

· ASAG Member Phone:

· Guidance and Policy must be submitted with separate CR coversheets

· Policy Or Guidance

· Summary of Change:

· Reason for Change:

· Development, Review, and Concurrence:

· Target Audience:

· Briefing Planned:

· ASAG Responsibilities:

· Section / Text Location:

· The redline version must be a comparison with the current published FAST version.

· I confirm I used the latest published version to create this change / redline Or This is new content

· Links:

· Attachments:

· Other Files:

SAMPLE - “Redline” and “Clean” Text
 

Red-Line Text:
A corporate cross-functional body, the Acquisition System Advisory Group (ASAG) evaluates all proposed changes to ensure they improve the AMS and are consistent with agency direction. The Acquisition System Advisory Group ASAG also initiates changes, and establishes working groups to develop new policy and guidance. It ensures the full participation of all affected organizations, informs and solicits guidance from management, resolves issues, and gains consensus. Fully coordinated. ASAG endorsed policy changes are presented, via to the Acquisition Executive, who recommends approval by   to the Administrator for approval. The Director, Office of Acquisition Policy and Oversight, is delegated authority to approve and issue all guidance changes endorsed by the ASAG.
New Text with Revisions Accepted:
A corporate cross-functional body, the Acquisition System Advisory Group (ASAG) evaluates all proposed changes to ensure they improve the AMS and are consistent with agency direction. The Acquisition System Advisory Group also initiates changes, and establishes working groups to develop new policy and guidance. It ensures the full participation of all affected organizations, informs and solicits guidance from management, resolves issues, and gains consensus. ASAG endorsed policy changes are presented, via the Acquisition Executive, to the Administrator for approval. The Director, Office of Acquisition Policy and Oversight is delegated authority to approve and issue all guidance changes endorsed by the ASAG.
Acquisition Management System Guidance





Collect agenda items and prepare draft agenda





Refer to


Annual ASAG schedule for upcoming meetings dates





Send minutes to ASAG members via email and:


P:\AJA-4\AJA-43 Shared\FAST Updates





Forward


Final minutes to ASAG via email





Send draft meeting minutes to Acquisition Policy Group Manager for review





Attend meeting and document meeting minutes





Day of meeting


Set-up room, nameplates, and conference call





Notify change initiators to bring 20 copies of change-related material





Send meeting agenda and other related material to ASAG members





5 days prior 


Remind ASAG of meeting times and location





2 weeks prior


Submit draft agenda to ASAG Chairperson for approval
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