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1.  POST-IMPLEMENTATION REVIEW GUIDANCE 
1.1 What is a Post-Implementation Review? 

The Post-Implementation Review (PIR) is an evaluation tool used to assess the results of an investment program against baseline expectations once sufficient time has passed after deployment at an operational site.

1.2 Why Do We Conduct Them? 

We conduct PIRs to examine the differences between estimated and actual investment costs, schedules, benefits, performance, and mission outcomes to answer the questions: “Did we get what we asked for?” and “Are we providing what the customer/user/stakeholder needs?” We answer these questions by assessing whether the investment program is achieving its performance and benefit targets, whether it is meeting the service needs of customers, and whether the original business case is still valid.

We also conduct PIRs to determine if the overall investment selection and control process is producing the types of products and systems that help the Federal Aviation Administration (FAA) meet its Flight Plan goals. It is unusual that a single PIR will uncover flaws in the investment decision making process. Therefore, planned periodic reviews of the collective results of PIRs from projects during different stages of their lifecycles are performed to validate and fine-tune the investment decision making process.

1.3 What Investment Programs Do We Review? 
The FAA conducts PIRs on acquisition category (ACAT) 1 - 4 investment programs, whether they invest in systems and equipment, facilities, or services, and regardless of line of business. Post-implementation reviews are not conducted on ACAT 5 programs unless extenuating circumstances are identified during the final investment decision process or as directed by the Joint Resources Council (JRC). Post-implementation reviews may also be conducted on families of related programs intended to achieve composite service outcomes, as directed by the JRC or Director of the performing organization. The JRC may also request a PIR be performed on successful or failed investment programs to determine why they were successful or why they failed, and to identify best practices and lessons learned for general application in the FAA.

1.4 Can We Tailor the Review?
Post-implementation reviews are always tailored to the size, complexity, and importance of an investment program or set of programs. Activities and costs are scaled appropriately.
1.5 What Does the Review Cover?
The Director of the performing organization determines the content and scope of the PIR for investment programs within the Directorate according to the factors and sub-factors in Table 1. The Director of the performing organization also establishes criteria for inclusion in the review appropriate to the nature of investment programs of similar size and nature; e.g., criteria for automation programs in the same ACAT, criteria for communications programs in the same ACAT, etc.

Table 1 defines the high-level factors and sub-factors to be used as the basis for planning, conducting, and reporting the post-implementation review. These factors cover internal business results, performance, strategic impact and effectiveness, benefits and customer/user satisfaction, and learned lessons. The sub-factor column in Table 1 shows possible sub-factors the Director of the performing organization might consider as evidence to satisfy a factor. The Director may adjust the sub-factors based on program-specific information. A list of data sources of information for the factors/sub-factors is found in Appendix A. 
Table 1: Factors/sub-factors for the Post-Implementation Review
	Factors
	Sub-factors may include:
	Acquisition Categories

	
	
	 #1
	 #2
	#3
	#4
	#5

	1) Business Results
	Facilities and Equipment (F&E) cost results, Operations and Maintenance (O&M) cost results, Acquisition Management System (AMS) milestones, Key Acquisition Program Baseline (APB) or Execution Plan cost and schedule measures
	X
	X
	X
	X
	 1

	2) Performance
	Technical performance requirements in the Requirements Document (RD) and Reliability, Maintainability and Availability (RMA) 
	X
	X
	X
	1
	1

	3) Strategic Impact and Effectiveness
	Performance goals, FAA strategic initiatives targets, linkages to NextGen 
	X
	X
	1
	1
	1

	4) Benefits and service objectives
	Quantitative and qualitative benefit targets in the Business Case (BC), user and stakeholder objectives, Director of the performing organization objectives
	X
	X
	1
	1
	1

	Conclusions/Lessons Learned
	Conclusions from factors 1-4, as well as impact of environmental or resource changes, procurement process observations, fidelity and stability of requirements, etc.
	X
	X
	X
	X
	1


1 Directors of performing organizations or the Joint Resources Council have the flexibility to include other sub-factors if it is appropriate for the program
1.6 Who is Responsible?
The Director of the performing organization for the investment program:

· Establishes sub-factors for the PIR based on ACAT as shown in Table 1;
· Finances the PIR;
· Staffs the PIR team;
· Approves the PIR plan developed by the PIR team;
· Reviews the PIR report received from the PIR team and analyzes it for exceptions to key factors and sub-factor values;
· Develops a plan of action and milestones for addressing exceptions that require remediation based on results from the PIR;
· Reports critical exceptions, as necessary;
· Provides PIR status at acquisition quarterly program reviews; and
· Closes actions identified in the plan of action and milestones.
The PIR team:
· Writes the PIR plan based on factors for the associated ACATs and sub-factors established by the Director of the performing organization;
· Submits the PIR plan to the Director of the performing organization for approval;
· Conducts the PIR;
· Writes the PIR report;
· Delivers the PIR report to the Director of the performing organization and provides a copy to the PIR Quality Officer; and
· Briefs the Director of the performing organization on the results of the PIR.
The PIR Quality Officer:

· Participates in all PIRs as the agency subject-matter expert to validate whether PIR planning, conduct, and reporting meet agency standards and are independent;
· Verifies the validity of the PIR plan before submission to the Director for signature;
· Monitors PIR processes across organizations for consistency and quality;
· Plans and conducts periodic reviews of the collective results of PIRs from programs/projects during different stages of their lifecycles to identify and make recommendations to the Acquisition Executive Board and/or the JRC for improvements to, or fine-tuning of, the investment decision making process;
· Works through the Acquisition Executive Board to capture and recommend proposed changes to PIR policy and processes;
· Ensures the provision of PIR training for the PIR team;
· Maintains a repository of PIR plans, reports, exception reports, and plans of action and milestones for all investment programs;
· Provides a copy of PIR plans, reports, and plans of action and milestones to the JRC Executive Secretariat Support Staff for posting to the JRC Read Ahead site;
· Monitors closure of actions as reported by the Director of the performing organization in the PIR plan of action and milestones; 
· Updates the agency-level PIR plan each year with input from the Directors of the performing organizations; and
· Tracks and monitors the overall PIR portfolio of activities for the agency.
1.7 Who Performs the Review? 
The Director of the performing organization selects the members of the PIR team necessary to conduct a meaningful and independent PIR. The Director may enlist the services of the PIR Quality Officer to lead the PIR on the Director’s behalf if resources or expertise are not available in the directorate. The PIR team is a cross-functional group of key stakeholders, users, and technical experts who plan the PIR, conduct the PIR, and report results to the Director of the performing organization. Team members may serve more than one function. Members of the investment program do not participate in the PIR other than to provide data and information required to plan and execute the PIR.
1.8 How are the PIRs Planned and Financed?
The PIR team plans the PIR using the plan template in FAST. The PIR plan template provides directions on how to complete the plan. The PIR team must prepare the PIR plan, the PIR Quality Officer must validate the plan, and the Director of the performing organization must approve the plan prior to conducting the PIR.
The Director of the performing organization funds the PIR and ensures the costs for the PIR are included in the acquisition program baseline of the investment program. The cost of a review must be proportional to the scale of the program.
Planning for PIRs must be complete four months prior to starting the PIR.

1.9 What Do We Do With Results? 
The PIR team reports results to the Director of the performing organization using the report template in FAST. The PIR report template provides directions on how to complete the report. The PIR team must prepare the report and the PIR Quality Officer must validate it prior to submission to the Director of the performing organization.

The Director of the performing organization reviews the report and determines whether there are critical exceptions that need to be reported up the management chain. The Director of the performing organization generates an exception report (see Appendix B) based on failure to achieve goals in the acquisition program baseline, business case analysis report, FAA strategic initiatives, or upon emergence of critical issues that cannot be mitigated through internal action within the Directorate. The Director of the performing organization provides the exception report to the ATO Vice President (or equivalent authority for other lines of business) responsible for the investment program, the JRC, and/or key stakeholder organizations. 
The Director of the performing organization reports the status of PIRs at acquisition quarterly program reviews. The report at the acquisition quarterly program review includes:

· Programs in the Director’s purview that underwent a PIR;
· Either confirmation that the results of the PIR were all ‘green’ or;
· A list of the exceptions that cannot be mitigated within the Directorate; and
· The status of the plan of action and milestones (if warranted).
Post-implementation review exception reports provide the FAA with useful information and recommendations on how best to satisfy unfulfilled requirements, needs, and/or performance either within the current program or by other means. 

Collective results on multiple programs help the FAA identify ways to improve investment planning and control processes, enable more accurate estimates of investment costs and benefits, and ultimately result in better investment decisions.

1.10 When Do We Conduct Post-implementation Reviews?
The FAA conducts PIRs after the first product of an investment program has been operational 6 to 24 months. Typically, the review of software and information technology investment programs occurs within 6 to 18 months of operational service, while the review of NAS programs begins no later than two years after declaration of operational service. This allows time for resolution of infant mortality issues and achievement of operational maturity prior to the review. The Director of the performing organization determines the operational date using standard criteria such as the initial operating condition milestone, the operational readiness decision milestone, the initial daily use milestone, the planned capability achieved milestone, or the date of commissioning as appropriate to the investment program. 
1.11 Tips for a Successful Post-implementation Review
· Conduct the review against expectations in the acquisition program baseline or execution plan, and business case; 

· Consider the following questions when conducting the PIR and reporting results:

· Did the FAA invest money in the right place? 

· Is the product operating within planned costs?

· Did product costs fall within planned costs?

· Did the FAA get what we asked for? 

· Were baseline requirements actually fulfilled?

· Is the product providing anticipated benefits?

· Is the product useable and maintainable?

· Are there lessons learned that can be applied to other investment programs?

· Did the investment program move the FAA closer to or enable NextGen?

· Is feedback available from the aviation industry on the effectiveness of the investment program?

· Did FAA investment and business processes aid or hinder execution of the investment program?

· Was there early user involvement?

· Ensure issues are handled effectively and that we have a plan for closure;
· Identify next steps clearly; and
· Follow recommendations and actions to completion.
APPENDIX A: Checklist of Potential Data Sources for PIR Analysis 
	Document/Reports/Data
	Office of Primary Responsibility

	Cost and Schedule Results
	Office of Financial Services (ABA), Director of the performing organization 

	Reliability, Maintainability, and Availability (RMA) Results 
	AJW Technical Operations (NASPAS)

	Quantitative and Qualitative Benefits Results
	Office of Financial Services (ABA), Director of the performing organization

	Program Goals Results
	Director of the performing organization 

	Acquisition Program Baseline or Execution Plan
	Director of the performing organization

	OMB Major IT Business Case
	Director of the performing organization 

	Program Requirements
	Director of the performing organization

	Business Case 
	Director of the performing organization 

	Implementation Strategy and Planning Document
	Director of the performing organization

	User/customer Survey Results
	Director of the performing organization

	In-Service Decision (ISD) Briefing
	Director of the performing organization

	In-Service Review (ISR) Checklist and results
	Director of the performing organization

	Congressional Letters / Responses
	Director of the performing organization & FAA Office of Government & Industry Affairs

	General Accounting Office Reports
	Director of the performing organization & Office of  the Chief Counsel

	Inspector General Reports
	Office of  the Chief Counsel

	Operational Test Reports
	Director of the performing organization

	IOA Report for designated programs
	AJS Safety and Technical Training (AJI)

	Enterprise Architecture and linkages to NextGen
	Engineering Services Office (ANG-B) and Chief Technology Officer (ARD-1)

	Earned Value Management Reports
	Director of the performing organization

	Program Reviews
	Director of the performing organization 

	Technical and Operational Performance Reports and Assessments (e.g., Safety Risk Management Documents, Human Factors Assessment, Reliability Analysis Report)
	Director of the performing organization

	Operational Error and Operational Deviation Reports
	Director of the performing organization

	Problem Trouble Reports
	Director of the performing organization

	Engineering Change Proposals and other requests for modification
	Director of the performing organization


Additional References:

1. Acquisition Quarterly Program Review Guidance
2. Draft Study, “FAA Portfolio Management Implementation Model”
APPENDIX B: Post-Implementation Review Exception Report 

The Director of the performing organization prepares the post-implementation review exception report after the PIR is complete if identified issues are beyond the reach and resources of the Director to handle. The post-implementation review exception report identifies issues from the PIR the Director believes are critical and need remediation. The Director reports status of actions in the post-implementation review exception report to the PIR Quality Officer and at acquisition quarterly program reviews. 

	Federal Aviation Administration
Post-Implementation Review Exception Report

	Director of the performing organization PIR Report ID#:
	Asset:

	Point of Contact:
	Phone:

	Program Description:  Briefly summarize program purpose and status.

	Exception(s): Briefly define each exception identified by the Director of the performing organization as critical or requiring action by the JRC.

	Impact if not Remediated: Specify the quantitative and/or qualitative impact if any of the exceptions is not remediated. Includes enterprise architecture impacts.

	Why Director of the performing organization cannot handle: Briefly state the barrier that prevents the Director from remediating any of the exceptions (if this is the case).

	Resource Needs: Specify funding or other resources required to remediate any of the exceptions when they cannot be handled internally by the investment program. 

	Plan of Action and Milestones: Provide a high-level plan and schedule for remediation of PIR exceptions.

	Deputy Assistant Administrator of Financial Services (ABA-1) Recommendation (Only if additional funds are being requested): Summarize the Financial Services (CFO) recommendation on affordability.

	Assistant Administrator for NextGen (ANG-1) Recommendation (Only if the enterprise architecture or NextGen are being impacted): Summarize recommendations related to the enterprise architecture and NextGen.

	Recommended Action to JRC: Define the action the Director of the performing organization is asking of the JRC. This may include funding, other resources, or initiating investment analysis activities. The answer may also be None.


APPENDIX C: List of Acronyms and Abbreviations     

ACAT

Acquisition Category

AMS

Acquisition Management System

APB

Acquisition Program Baseline

ATO

Air Traffic Organization

BC

Business Case

CFO

Chief Financial Officer

CIO

Chief Information Officer

F&E

Facilities & Equipment

FAA

Federal Aviation Administration

IOA

Independent Operational Assessment
ISD

In-Service Decision

ISR

In-Service Review

JRC

Joint Resources Council

O&M

Operations & Maintenance

OT&E

Operational Test and Evaluation

PIR

Post-Implementation Review

PIR QO         
Post-Implementation Review Quality Officer

POA&M
Plan of Action and Milestones
RD

Requirements Document

RMA

Reliability, Maintainability, and Availability

Acquisition Management System Guidance
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