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Topics for Today

ÅFAA Air Traffic Modernization & GAO

ÅADS-B Program Context

ÅADS-B Program Management: Laying the 
Foundation

ÅGetting the Best -Practices Team Involved

ÅBPI Built on PMI Foundation

ÅQuality Assurance: AKA Process Improvement

ÅBringing it all Together



3

Air Traffic Modernization on the
GAO High Risk List

Air Traffic Modernization had been on the High Risk 
List since 1995

ï1998: ñThe challenge for FAA is to have disciplined 
processes in place in order to deliver projects as 
promisedéò

ï2004: ñSystem management capabilities improved, but 
more can be done to institutionalize improvementsò

ï2007: ñFAA Reports Progress in System Acquisitions, but 
Changes in Performance Measurement Could Improve 
Usefulness of Informationò
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Overview: Automatic Dependent 
Surveillance - Broadcast (ADS -B)

ÅAutomatic

ï Periodically transmits 
information with no pilot or 
operator input required

ÅDependent

ï Position and velocity vector 
are derived from the Global 
Positioning System (GPS)

ÅSurveillance -

ï A method of determining 
position of aircraft, vehicles, 
or other asset

ÅB roadcast

ï Transmitted information 
available to anyone with the 
appropriate receiving 
equipment
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794 Ground Station Solution Provides National 
Coverage
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Dual Track Strategy
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Background: Program Governance
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Original Program Management 
Processes & Tools

ÅBusiness Case Analysis

ÅAlternatives Analysis

ÅContract Management

ÅProgram Control

ïIntegrated Master Schedule

ïEarned Value Management

ïChange Control

ÅRisk Management

ÅInformation Management
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FY08 Milestones FY09 Milestones FY10 Milestones

Preliminary Design Review (PDR)
November 2007

Independent Assessment
November 2008

Juneau SAT
October 2009

Critical Design Review (CDR)
February 2008

In - Service Decision
November 2008

Louisville  IOC of Surveillance 
Services
October 2009

Close of NPRM Comment Period
March 2008

Louisville SAT
April 2009

Gulf of Mexico IOC of Surveillance 
Services
December 2009

Factory Acceptance Test for 
Essential Services 
May 2008

Gulf of Mexico  Weather Service 
Acceptance Test (SAT)
June 2009

Philadelphia IOC of Surveillance 
Services
February 2010

Service Acceptance Test for 
Essential Services 
June 2008

Gulf of Mexico SAT
June 2009

Juneau IOC of Surveillance Services
April 2010

End to End System Test / 
Operational Test
August 2008

Philadelphia SAT
August 2009

Final Rule Published
April 2010

Initial Operating Capability (IOC)
August 2008

Gulf of Mexico Comm. and Weather 
IOC
September 2009

Surveillance Services ISD for ADS - B
September 2010

Technical Performance Measures (TPMs)

Schedule Status (FY08 / FY09 / FY10)

Program Earned Value Management  (February 2009)

Program Risks

ωFIS-B Transmission Interval: NEXRAD Reflectivity (CONUS) is turned off and 
the issue is being worked on. No impact on the system performance.

ωNEXRAD Reflectivity (Regional)  software fix is under  testing

V

V
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Measuring Progress ïSBS Quad Chart
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ADS-B Work Breakdown Structure

Functional 
Areas of 

Expertise

Project Delivery
Work

Package
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Early Returns

Å Program was meeting all its milestones, but toughest work 
was still ahead

Å Work packages not well defined
ï 192 change requests in 2008

Å Progress difficult to measure and track
ï Program Control processes not well defined

Å Results of matrixed management mixed
ïAuthority, responsibility, and resources are shared, buté

ïReporting relationships confused (legacy command and control 
assumptions)

ï Conflicts on resources (over or under allocated)
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Getting the Best -Practices Team Involved

ADS-B was producing results, but expectations 
are high, Congress/GAO/OMB & OIG expect 
the besté

ïProcesses were not very well documented

ïExisting management functions and functional areas 
needed tighter integration

ïSome confusion existed regarding activity ownership

ïTeam members and Leadership worked around issues, 
at the cost of inefficiency
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Improving ADS -Bôs 
Program Performance with BPI 2

Process Maturity
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ñEvaluating an Organizationôs 
Business Process Maturityò, 
ó04
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GAO Preparation ïThe Foundation

ÅBaseline ïreviewed the agencyôs documented 
program management best -practices

ÅSelf - Assessment ïassess the current state

Å Identify Gaps ïunderstand what needs to be 
fixed

ÅClose Gaps ïimplement 
improvements 
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Basic PMO Setup: Standardizing Ad Hoc 
Processes

ÅDeveloped Management Plans

ïProgram Management

ïRequirements Management

ïContractor Management

ïMeasurement & Analysis

ïQuality Assurance

ÅCreated Standard Operating Procedures for basic 
functions

ïFinance

ïTravel

ïCustomer Service Response
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Process Standardization: RASCI Matrix

Å Confusion remained at the intersection of program/project 
management and functions

Å RASCI matrix used to:
ï Solidify responsibilities and accountabilities prior to drafting 

Agreement
ï Differentiate between Agreements CAM and Agreements Coordinators
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Agreements Process

Develop an Agreement

Determine need for Agreement A/R R R R I I

Identify Agreement type I I I S C A S C

Assign Agreement Coordinator resource C C A/R C

Draft Agreement S S I R S

Coordinate Agreement commitments A R S I I S

Review Agreement Draft A/R R I S R R R

Negotiate Agreement with Agreements Partner S I A/R R

Perform final SBS review of Agreement A/R R R I R R

Perform final legal review of Agreement I R S A/R
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Process Improvement:
AKA Quality Assurance

ÅIdentified as a gap in the original self -assessment

ÅFocused on assessing problematic PM processes 
against PMI/FAA best practices

ÅLeverages BPI expertise, including Lean Six 
Sigma

ÅIncludes PMO service quality metrics and lessons 
learned analysis
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Case Study: Program Control BPI
Making it Repeatable
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Assign CR # and 

update CR log with 

status details
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CR can be modified and re-submitted

IR
B IRB Review 

(medium 

impact)

Close-out CRs

(EVM Lead) Apply 

costs and 

resources to CR 

form

6

(Master Schedule 

Integrator) 

Incorporate CRs 

into PMB as 

appropriate

15

Document basic 

elements of 

Change Request 

(CR)

1

(PCA & CAM) 

Review rationale 

for CR result and 

take appropriate 

action

Updated PMB

- Used in next 

schedule status 

cycle

14

Change resulting 

from scope change 

(external)

Change IDôd in 

working schedule 

status update

Changes IDôd from 

VARs
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(Exit to FINANCE) 

Analyze financial 

impact of CR

Analyze financial impact from CR

CR Log ï 

current content 

updated 

Are labor 

resources over-

allocated?

Approve CAM for 

detailed CR 

preparation

2

(Master Schedule 

Integrator) Perform 

schedule impact of 

CR

7

Pre-IRB Review ï 

Check quality of 

CRs

9

PCB Review 

(high impact)

Yes - CR log provided 

to IRB secretariat

PC Review (low 

impact)

10

11

12
High-impact CR sent 

from IRB to PCB

CRs ready 

(post QA)?

No - CR 

changes 

needed

Yes - Low 

impact CR 

Prepare detailed 

CR

3

Validate CR 

resource allocation

4

8

Execute approval / 

disapproval 

action(s)

13

No

Yes

First step was getting all 
the PCAs to use the same 
processé

Program IMS

MS ProjectPCA VERSION

MS ProjectCAM VERSION

MS ExcelCAM VERSION

MS WordCAM VERSION

Email

FAL

MS ExcelPCA VERSION
Email

Contract or 

Resource  

Manager
MS ExcelCONTRACT VERSION

MS ExcelCONTRACT VERSION

MS ProjectCAM VERSION

MS ExcelCAM VERSION

MS ProjectPCA VERSION

MS ExcelPCA VERSION

Email MS ProjectPCA VERSION

FAL
FAL

FAL

FAL

SAPM
SAPM

SAPM

CAM
CAM

CAM
CAMCAM

CAM

CAM
CAM

CAMCAM

CAM CAMCAM

PCA PCA PCA PCA PCA

MS ExcelCAM VERSION

MS WordCAM VERSION

MS ExcelCAM VERSION MS ExcelCAM VERSION

MS WordCAM VERSION

MS ExcelCAM VERSIONEmail

Email
Phonecall

Phonecall

Phonecall

Phonecall

MS ProjectPCA VERSION

MS ExcelPCA VERSION

Email
MS ProjectPCA VERSION

MS ExcelPCA VERSION

Email

Email MS ExcelCAM VERSION MS ExcelCAM VERSIONEmail
Phonecall

Phonecall

MS Project

Program EV 

Engine

Deltek COBRA

Program EV 

Reporting

Deltek wInsight

Program 

Actuals

MS Excel

EmailEmail
Phonecall

Contract/ 

Resource  

ManagerResource  

Manager

Resource  

Manager

MS ExcelCONTRACT VERSION

MS ExcelRESOURCE  VERSION

MS ExcelRESOURCE  VERSION

Email

Phonecall

Phonecall

CAM
CAM

CAM
CAMCAM

CAM

CAM
CAMCAM

CAM CAMCAM

CAM
CAM

CAMCAM
CAM

CAM
CAM

CAM

CAM Resource  

Manager

We started with thisé
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Case Study: Program Control BPI
Managed and Optimized

Rolling Wave Planning 
(updates to PMB)

- Documented in CAM 
notebooks (WBS 
dictionary, schedule, 
resources)

Variance Analysis Reports 
ï Govt. and Vendor

- Problem Analysis, Impact 
Analysis,  Corrective Action

- Updates to IMS, for FAL-
appproved changes

Time Submission

- Planned vs. Estimated 
Actuals

Change Requests 

- Scope

- Schedule

- Costs

Working Schedule 
Status

-  Reflects progress to 
date and corrections

Governance Boards ï Render decisions about all 

CRs.  Includes PCB, IRB, and Program Control 

reviews.

Risk / Issues Management Process ï reviews risk 

opportunities and issues raised during program control 

activities (among others)

CAM / PCA Product Focus

- PCA Processes

- Program Activities impacted 

by PCA processes

Change to scope, 

budget, or schedule 

above threshold for CR 

process

Variance beyond the acceptable threshold, 

requiring corrective action

EVM output 

serves as an 

input to VAR 

activity 

Actual time 

submissions 

allow analysis 

of progress 

against plans

PMB used as 

foundation to 

compare 

progress 

CRôs run through the Gateway

Status applied against the 

schedule and measured against 

the PMB

Working schedule, updated in 

Master file, used to drive EV 

calculations

Approved changes ï 

communicated to CAMs by PCAs

Rejected changes ï 

communicated to 

CAMs via PCAs

Status Brief to Leadership Team -  reporting 
progress and issues toward achieving major 
milestones

PMB defines work assignments by 

control account

- EVM reports support PCA 

process, but is not a process itself

1

3

2

4

5

EVM Reports:

Run from COBRA & 
wInsight
- Bulls Eye (CV & SV)
- Current 
- Cumulative

VAR work identifies potential risks or issues

Work Authorization 
Document  

- Details of new, approved 
work for assigned resources, 
signed by the PCA, PM, FAL, 
and CAM.
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Choke 

Point

Choke 

Point

Choke Point

Choke Point

<Process Name>

<
F

u
n

c
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>

September 28

Sunday Monday Tuesday Wednesday Thursday Friday Saturday

29 30

 

October 1 2 3 4

5 6 7 8 9 10 11

12 13 14 15 16 17 18

19 20 21 22 23 24 25

26 27 28 29 30 31 November 1

CAM / PCA Process Lifecycle ï OCTOBER (Example only)

Mid-Month Status Update to 

Leadership Team

Time Submission ï Vendors 

complete timesheet(s)

CAMs and PCAs review 

timesheet submissions

Load time data into EVM tool
CAMs & PCAs review time 

submissions

End-Month Status Update to 

Leadership Team

PCB Meeting

IRB Meeting

PRE-PCB Meeting

Schedule Integrator ï updates IMS, prepare analysis for Leadership Team Mtg.

IRB Changes commôd, 

WADs generated

PCB changes commôd, WADs generated (PCB minutes finalized 10 working days after PCB)

Schedule Status ï PCAs / CAMs meet and discuss (for next monthôs update)

2 - PC completes CR review 

(Sept 23rd)

3 - Finance completes CR 

review (Sept 26th)

1 - CRs due to program 

control (Sept. 19th)

PCB pre-reading due

Schedule Status ï PCAs / CAMs meet and discuss (for next monthôs update)Status initiated

Program Control consolidates time submissions

Schedule Integrator ï incorporates IRB CRs

Schedule Integrator ï incorporates IRB CRs

Run EV reports for Program 

Control Review

Program Control ï Reviews EV reports and updated PMB

CAMs & PCAs review VAR

IMS (with updated PMB) 

available same day as 

end-month status update

EV Reports sent to 

PCAs, CAMs

Schedule Status ï PCAs / CAMs meet and discussStatus initiated

Schedule Status ï PCAs / CAMs meet and discuss

Yellow ï Time Submission

Blue ï EVM / VARs

5 - Med and Hi Impact CRs 

submitted

Time templates sent to FAA 

resources

Brown ï CRs / Governance Boards

Schedule Integrator ï updates IMS, prepare analysis for Leadership Team Mtg.

Time Submission ï Vendors complete timesheet(s)

PRE-IRB reading Due4 - FAL ï final CR review

Green ï schedule status

(COB) 2x monthly 

status due

(COB) 2x monthly 

status due

Time submission distributed to 

PCAs / CAMs

Once we created a monthly rhythm, 
it was easier to measure 

performanceé

And we could find the choke points 
and optimize
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To Complete the GAO Story

ÅAugust, 2008: FAA Document - Intensive 
Review
ïIdentified some institutionalization gaps

ÅNovember, 2008: GAO worked directly 
with Best Practices team
ïReviewed results of DIRs

ÅFebruary, 2009: FAA removed from High 
Risk List
ïADS-B to close gaps by mid -may
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Bringing it Together:
PMI & BPI Tools

EVM

Program

Management




