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1. Overview
The implementation of the Integrated Acquisition System (IAS) is a major undertaking for USDA Agencies.  A successful implementation of IAS requires that agency management assign dedicated resources to the planning, implementation, and operation of the project.

The IAS System Implementation Life Cycle document contains the tasks to be performed for a successful Agency deployment and operation of IAS.  The following high-level tasks outline the IAS implementation activities described in this document.  Any item that has not been included in the SILC shall be discussed and resolved.
· Participation on Integrated Acquisition System Steering Board (ISB) – The Agency will be responsible for providing a decision maker to collaborate with other USDA representatives on the ISB.

· Project Management – The Agency is accountable for and will oversee the implementation of IAS. The Office of Procurement and Property Management’s (OPPM) Procurement Systems Division (PSD) will provide management support coordinated by an Agency Implementation Lead.   
· Communication Activities – The Agency will coordinate all internal and external communications within their agency.  PSD will provide templates and communication support through implementation.

· Change Management – The Agency will be responsible for driving process change.  This includes ensuring that the Agency as a whole and, in particular, the new users are aware of the coming IAS system.  This may include having PSD provide demos of the system to executives.  The Agency should also ensure active participation in PSD-defined change management activities such as User Awareness Sessions which occur prior to implementation and User Calls which occur weekly for a defined period of time after training.  The Agency may also be called upon to help mitigate various change barriers identified by PSD during the course of planning and implementation.  Agency baseline for change management will be the “As-Is” business process created in the requirements analysis stage.  The “To-Be” process was agreed to as an enterprise model by the Business Process Sub-Committee.
· Configuration Activities – The Agency has participated in requirements analysis activities, but will need to direct the remainder of configuration tasks.  

· Requirements Analysis – The Agency has worked with PSD to create requirements and an Enterprise Business Process.  To create IAS requirements, the PSD team worked with the Agency to map their “As-Is” business process. 

· Agency Segmentation – The Agency is responsible for segmenting and prioritizing the Agency users for the order in which they will be configured and deployed. 
· Business Process / Policy Integration – For each functional area, the PSD will provide information to the Agency participants regarding IAS functionality. The session will also provide the Agency an opportunity to discuss an appropriate configuration for each agency sub-segment.  PSD will assist agencies with expenses associated with the logistics and travel necessary for holding configuration sessions as defined by the Memo of Understanding which is established between PSD and the Agency at the initiation of implementation.  The Agency will provide a financial point of contact for the implementation.
· IT/Desktop Configuration – The Agency will be responsible for configuring all desktops for implementation.  PSD will provide technical documentation and support through this process.

· Interfaces 
· The FFIS interface to IAS is complete and fully operational.

· FFIS Interface 
· Commitments

· Obligations

· Receipts

· Invoices

· The Corporate Property Automated Information System (CPAIS) has been identified and planned to interface with IAS.

PSD will work with the Feeder System Subcommittee in order to evaluate additional interfaces that may need to be developed for IAS.  

· Training – The Agency will be responsible for coordinating and attending training for the Agency’s IAS user community and for identifying agency training rooms.  PSD will work with the Agency to identify training requirements and will provide training content and materials.  PSD will provide the training resources and will pay reasonable costs for agency travel for training of the initial implementation of the agency.  The Agency may be responsible for additional training costs if users miss scheduled classes, or if the expected number of class participants increases.
· Reports – The Agency will review the IAS baseline reports provided in this document and submit a Change Request Form to the Agency Project Manager, if they feel they need additional reporting capabilities.  The Agency will be responsible for producing its own system reports.

· Conversion – The Agency, in compliance with Departmental guidance, will be responsible for determining how open transactions will be managed under IAS.  The conversion will entail activities involved in the transition of Agencies from their Legacy Systems to IAS.

· End-to-End Testing – The Agency, in conjunction with PSD, will direct and perform the tasks that test IAS as a complete system, including testing the FFIS interface.  This requires the Agency to review test plans and scenarios, and be able to provide an in-depth understanding of their configuration.

· Procedures – The Agency will develop reference guides and procedure manuals for business functions, Department-wide policies and procedures, and Agency-specific policies and procedures.  This document should take into consideration adequate separation of duties and management controls in accordance with OMB Circular A-123 (please refer to Section 6.2 of this document).
· Production Operations Setup – PSD, in coordination with the Agency, will establish and QA the production environment, set up tables and security.

· Transition to Customer Care – The Agency will execute the Agency Legacy System Retirement Plan.  In addition, PSD will jointly initiate Customer Care policies and procedures.
· Post Implementation Support – The Agency will receive support through implementation rollout, managed by the PSD Implementation Lead.  In addition, PSD will provide help desk and Customer Care support at the conclusion of the rollout to the Agency.

· Intended Timeline – The Agency will implement the IAS along a project plan based on targeted milestones.

· Operations Agreement between the Agency and OPPM/PSD – The Agency and OPPM/PSD will develop an Operations Agreement.  This agreement defines process responsibilities between the Agency and PSD.

2. IAS Steering Board (ISB)
	Agency Roles and Expectations
	PSD Roles and Expectations

	· Provide leadership and direction setting

· Provide ISB Representative

· Provide Sub-Committee Representative
	· Act as the execution arm of the ISB

· Administer ISB meetings

· Charter Sub-Committees

· Support sub-committees

· Make recommendations in direction

· Provide technical and functional support


The Agency will support the IAS Steering Board (IAS) with a representative and subject matter expert in the Implementation, Requirements, Sourcing, and Operations and Maintenance areas when necessary.  The ISB meets monthly and consists of representatives from each USDA agency.  The Agency ISB representative should be a decision maker within their procurement office.  Specifically this representative will provide:

· Direction on enterprise-wide acquisition policy and procedures

· Collaboration with USDA and other Agency decision makers

· IAS functional and technical directions and priorities

· IAS system interface prioritization

· Leadership as a champion for IAS within the Agency 

In addition, the ISB will charter Sub-Committees that the Agency will be asked to support.  Representatives will serve as chairpersons for subcommittees which will evolve and disband as needed.  These representatives will provide functional expertise to sub-committees.

3. Project Management
	Agency Roles and Expectations
	PSD Roles and Expectations

	· Responsible for overall implementation management 

· Develop Agency implementation plan as component of overall enterprise plan

· Provide a core implementation team, identify a Project Lead, and participate in the End User Forum

· Establish, monitor, and report on project performance measures

· Certify that appropriate resources are responsible for:

· Functional Support
· Security Support
· System Administrator

· Technical support


	· Provide management support via Implementation Leads

· Generate and agree upon implementation plan

· Manage implementation risks

· Assist in establishing and tracking performance measures
· Identify resources to support the O&M activities


This task involves the management of the IAS implementation and all associated activities at the Agency.  PSD will provide management support coordinated by the Agency Project Manager.

3.1. Manage Project

This task will support the Agency and PSD personnel by providing project management and oversight for all implementation tasks.  The Agency will be responsible for the overall management of their implementation.  PSD will provide an Implementation Lead to support management activities and the Agency Project Manager.  Activities under this task will include the following:

· Creating an Agency Implementation Plan that includes:

· Implementation schedule (project plan), milestones and resource dependencies

· Breakdown of Implementation tasks, including: communications, training, data gathering and validation, data entry, and transition to customer care
· Implementation performance goals and measures
· Reports on project progress.  The status report must include at a minimum the following:

· Tasks completed

· Status related to on-going tasks 

· Ensuring that tasks identified on the Agency’s Implementation Plan are completed within the designated timeframes

· Scheduling and attending project meetings as needed

· Participating in Enterprise implementation meetings 

· Providing regular meetings for the Agency
· Ensuring the quality of all IAS products and services for the Agency
3.2. Maintain Implementation Plan
The PSD Implementation Lead will provide the Agency’s Project Manager with the outline of an implementation plan.  The Agency Project Manager and PSD Lead will finalize and administer this plan, in conjunction with the PSD provided subject matter experts in the following areas:

· Training

· Business Process / Policy Integration
· Communications

· Customer support and help desk

The implementation plan will include a detailed project plan that will be an iterative document maintained by the Agency and PSD Implementation Lead using Microsoft Project ®.  Throughout the implementation process, as tasks become more tightly scoped, and additional tasks are identified, the plan must be revised and kept current.  The plan will also identify who will perform these tasks.

3.3. Identify Project Participants and Levels of Effort
Under this task, a core Agency Implementation Team is created. This team will consist of approximately 4-6 participants. The participants should have a mix of functional and technical experience with varying levels of authority. The core Agency Implementation Team will be in existence during the entire implementation process. The core Agency Implementation Team consists of:

· IAS Implementation Champion – This role will be filled by an Agency decision maker who will be the voice of IAS implementation throughout the Agency.  This person will serve as the Executive Sponsor and should have experience in the Acquisition area.  This person will serve as the final decision maker for any unresolved or disputed process or configuration decisions.

· Agency Implementation Project Manager – This role will serve as the day-to-day contact and ultimately drive the management of the implementation.

In addition to the Agency Implementation Team, IAS Implementation will require staff from select offices for specific tasks.  The tasks include: developing configuration plans, developing end-to-end testing scripts and evaluating results, developing and evaluating procedures, data clean up, conversion cut over and certification. Outlined below is the recommended staff required to participate:

· Acquisition/Requisition representatives

· Budget/Finance representatives

· Technical, desktop, and infrastructure representatives

· FFIS representative with authority to grant FFIS user names and access

· Training Lead 

PSD will identify the resources needed to support the Operation & Maintenance (O&M) activities.  These activities include assisting the Agency in adding new users to the system, updating workflows, and updating user profiles.
3.4. End User Forum

The purpose of the IAS End User Forum is to provide an open communication vehicle between the IAS solution providers, PSD and the IAS End User community.  The forum is chaired by Agency Leads on a rotating basis.  The forum will be a monthly meeting to discuss IAS topics, address concerns and share information among the IAS end user community.  The forum will provide updates for the IAS solution, its services, and provide open discussions on selected topics.  It will also provide an opportunity to discuss ideas, suggestions, concerns and corrective measures in regards to the IAS solution.  

Meetings are held the third Thursday of each month and hosted at the facilities of each agency.  The meeting agenda will include  a chat time slot  that provides an open forum for IAS users to present concerns/issues.  
Participants of the End User Forum will consist of members and guests.   The members will be individuals identified by each agency that will consistently attend meetings.  Guests will typically constitute agency end users that will be invited to attend meetings to provide feedback on specific topics or for defined duration.  Each member will participate in every meeting or send their designated alternate representative.  
Members – (Agency Representatives) will have knowledge of the existing administrative systems in use and the procurement strategic direction and tactical planning of the Agency from which they are selected to serve. The Members will:

· Verify and address various policy issues associated with implementation

· Enhance the flow of information to peers, management, and the field

· Keep senior management informed of IAS activities and progress

· Raise the level of awareness with their respective agencies regarding the project

· Support their agency implementation team

Guests – (Agency Users & Subject Matter Experts) will be engaged by the Sub-Committee as needed to provide insight into their areas of expertise or experiences.  In addition the Guests will:

· Raise the level of awareness regarding the topic

· Verify and address various functional and/or technical issues associated with IAS

· Provide support to End User Forum Members as required

· Coordinate support within their area of expertise

3.5. Business Process Subcommittee
The primary objective of the Business Process Sub-Committee is to review policies on business processes, and to resolve any functionality processes/issues prior to seeking final resolution or approval from the ISB.  

Specifically, the Business Process Sub-committee will also make recommendations to the IAS Steering Board on business process related issues such as:

· Solutions for business process implementation issues

· Approval of standard configuration requirements

· Resolution of policy issues associated with the enterprise business process

· Resolution of issues relating to the interface with FFIS

· Process guides and suggest clarifications/ additional content requirements

· Dissemination of information on commitment accounting

The Sub-committee will make recommendations to the Steering Board on Requirements and Release-related issues such as:
· Requirements for future releases

· Identification of systems that support and interface with the acquisition process

· Determination of interface needs

· Definition of requirements for each system to be interfaced

· Interface approval process and development

· Implementation of interface
Meetings are normally held on a monthly basis, but on occasion will meet more frequently if there is a need to make swift business decisions.  For example, during the requirements definition process, this subcommittee may meet on a weekly basis to support the development of new system functionality.   

3.6. Risk Management
The Agency IAS Project Manager will be responsible for identifying and managing implementation risks.  Risks will be managed via a Risk Management plan with templates and tools provided by the IAS PMO.  At a minimum, risk management must include:

· Identification of major risks affecting the completion of tasks for the Agency Rollout

· The impact of these risks

· Mitigation plan(s) to resolve these risks

· Identification of cross-agency risks and escalation to IAS PMO for impact analysis and mitigation plans

3.7. Performance Measures
The Agency Project Manager will be responsible for providing information for project progress performance.  The PSD Implementation Lead will work with the Agency Project Manager to identify and track these measures.  Each measure will track Agency progress against IAS strategic goals such as percentage of spend in IAS, number of users trained, locations of users, transaction volumes, legacy system metrics, etc.

4. Internal and External Communications
	Agency Roles and Expectations
	PSD Roles and Expectations

	· Initiate and deliver appropriate communication
· Notify any affected agencies

	· Provide communication templates

· Communicate with eGov, OCIO, IAE and other Federal groups outside of USDA




Communications activities will revolve around providing information on IAS rollout to the entire Agency, inclusive of IAS and non-IAS users.  Communication activities will support notification to affected communities and spread specific information about IAS.  The PSD Implementation Lead and communications subject matter expert will provide templates and facilitation for the following types of communications:

· Project Management

· IAS overview, project positioning statement, objectives, and benefits targeted at various levels

· Project launch memorandum

· IAS frequently asked questions (FAQs)

· IAS kickoff meeting facilitation

· Establishment of NFC (ACFO-FS) service agreements

· Changes in agency policy and procedure

· Business Process / Policy Integration
· Overview of IAS process, invitations, and agendas
· Business Process Subcommittee teleconferences
· Notify agency personnel of changes in agency acquisition business process
· User group teleconferences

· Technology
· User technical readiness checklist
· Technology summit facilitation
· Training

· Training sessions, overviews, invitations, and agendas

· Training quick reference guides

· Training surveys

· Help Desk

· Help Desk surveys

In addition to specific communications materials and activities described above, the PSD will provide the following communications resources:

· IAS Website

· Team Room document repository 

The Agency is responsible for notifying any affected entities of the upcoming IAS implementation.  These notifications will be both internal and external in nature.  The PSD Implementation Lead and communications team will provide some templates to accomplish these tasks.  Affected communities may include:

· Acquisition/Requisition on business process decisions 

· Property management

· Grant management

· Existing or potential vendors

· Service providers e.g. ACFO-FS

· Agency technical management

5. Change Management
	Agency Roles and Expectations
	PSD Roles and Expectations

	· Review and change agency business practices

	· Support cross functional change management activities


The Agency Project Manager will be responsible for facilitating change management at the Agency oftentimes outside area of functional expertise, with support from the PSD Implementation Lead and the PSD Change Management Lead.  Effective change management will be accomplished through a series of planning, execution, and evaluation activities.  IAS change management will be conducted in four phases and enhanced by a continuous improvement process.  The four stages are as follows:

· Change Discovery

· Review previous lessons learned from other agencies

· Determine gap analysis on legacy systems and processes, including identification of workload re-distribution, if applicable

· Perform change history review using PSD supplied four step process

· Conduct surveys/interviews
· Determine agency critical success factors
· Assess agency capacity for change
· Collaborate on change discovery information
· Change Mitigation

· Review previous lessons learned

· Define barriers (if any) associated with each gap

· Populate stakeholder analysis

· Identify barriers mitigated by other means

· Develop tactics to address resistance to change 
· Define Change Management performance metrics

· Change Execution

· Review previous lessons learned

· Execute change road map

· Determine that appropriate organizational structures are developed to foster full change optimization

· Coordinate activities with training, help desk, communications, and configurations teams

· Monitor mitigated barriers

· Status reporting

· Change Assessment

· Distribute surveys

· Review change management performance metrics

· Conduct interviews

· Document/Distribute lessons learned

6. Configuration Activities
	Agency Roles and Expectations
	PSD Roles and Expectations

	· Provide initial high-level configuration and rollout decisions such determining how the agency will be segmented for rollout
· Provide all data needed for the system for the agency

· Attend and Identify key agency personnel to attend Configuration Workshops

· Coordinate agency change management logistics

· Perform any necessary desktop software upgrades
· Create or Identify FFIS User IDs

· Perform software configuration verification

	· Lead configuration activities

· Provide templates for gathering referential data

· Provide support for change management activities

· Cover travel related expense pertaining to awareness sessions/configuration workshops as defined between PSD and the agency

· Assist in configuration and provide technical readiness checklists

· Coordinate with OCFO


Configuration activities comprise all of the planning, execution, and quality assurance steps necessary to effectively implement IAS.  The Agency will ensure that the necessary configuration information is made available to the PSD Implementation Lead.  The Agency will identify key personnel to provide all data for the system as well as work with PSD to establish deadlines for delivery of the data.  The Agency will certify that all data provided is accurate and delivered in a timely manner.  Configuration data will be signed off by each Agency head after they have certified the data.  The configuration tasks will be executed by PSD.

6.1. Requirements Analysis

This task was completed with the Agency involvement in order to document their current business process.  As a result of the requirements analysis and configuration verification, the Agency has clearly defined:

· Current, “As Is”, business processes

· Systems that will need to interface with IAS

The Agency will need to define:

· Software upgrades needed for desktop configuration, if any

6.2. Agency Sub-segmentation

The Agency is responsible for analyzing and segmenting their proposed IAS user population so as to assign the order and makeup of each configuration group.  PSD subject matter experts will assist in providing lessons learned from previous agencies’ deployment and provide guidance on their selection, if needed.  PSD will assist the Agency in reviewing the data to help ensure that it is complete and conforms to systems and financial requirements.  When providing data to PSD for establishing user roles in the system, the Agency should ensure compliance with the requirements of OMB Circular A-123 on Management Accountability and Control.  Circular A-123 provides guidance to Federal managers on improving the accountability and effectiveness of Federal programs and operations by establishing, assessing, correcting, and reporting on management controls.  Agency policy, procedures, and other documentation are an intricate part of this process.  Examples of specific management control standards that affect the Agency’s implementation of IAS include:

· Delegation of authority, responsibility, and accountability, such as appropriate approval authorizations and levels for each transaction type

· Separation of duties, such as limiting users to either commitment or obligation authority as appropriate
· Limiting access to data to authorized users through proper security setup

· Proper and timely recording of transactions in the system by appropriate users

Note that the Agency will be required to periodically re-certify its internal controls and proper separation of duties between users in the system once the Agency has implemented IAS.  The Agency will need to maintain documentation to support compliance with USDA and Agency policies and procedures.  The following should be considerations in the agency sub-segmentation decision-making process:

· Composition of user groups includes all possible roles of requisitioners, contract officers, budget/finance, etc.  
· User groups which represent each level of organizational hierarchy

· Interaction between all levels within a single hierarchy (e.g. field, area, state office representatives) to model the transfer of information between each for a configuration session

6.3. Referential Data Gathering

Upon determining agency sub-segmentation, referential data must be gathered that assists the configuration of the implementation.  This data includes, but is not limited to, the following:

· Buyer Assignment

· Office addresses

· Payment terms

· Purchasing options

· Users

· Units of measure

PSD will work with the Agency Leads to determine dates by which referential data must be returned for configuration.  The Agency Lead is responsible for working with the users to ensure that these dates are met.  Data that is considered past due will have an impact on configuration and the beginning of rollout.  Implications associated with late data may include, but is not limited to:

· Prevention of an Agency to make certain configuration changes prior to rollout
· Changes to training dates
· Changes to rollout dates
· Impact to number of users configured by a certain date as part of a phased rollout
· Inability to provide users with access to the production environment immediately following user training
6.4. Business Process / Policy Integration
The IAS Business Process/Policy Integration Lead will be responsible for planning and facilitating awareness sessions prior to IAS configuration activities.  The Agency Lead will be responsible for coordinating logistical readiness for the sessions and identification of attendees.  The goal of these sessions will be to familiarize the Agency communities about IAS, its functionality, and to develop Agency business processes that incorporate IAS.  

The IAS Agency Leads will be responsible for planning configuration workshops.  The Agency will be responsible for coordinating logistics, providing communications to attendees, identifying attendees and gathering the data needed prior to the workshops.  The Agency Project Manager, the PSD Leads, and subject matter experts will facilitate the configuration workshops.  The goal of these sessions is to introduce the agency to IAS, finalize data gathering, and formalize configuration requirements for agency-specific configuration needs.  The IAS Lead will develop and present a sample IAS configuration.  PSD will assist with the travel expenses in holding the configuration sessions as defined in the Memo of Understanding regarding the Budget set aside which will be defined at the beginning of the implementation.

6.5. IAS - FFIS User ID Creation and Security Administration

The FFIS Security Administrator will be responsible for working with the Agency Leads and the Agency Security Administrator in order to identify or create FFIS User IDs for all approved IAS Users.

All users who will need to have a User ID created must be setup according to the user’s home agency.  Any users that will be cross-servicing for other agencies must be setup in all FFIS Instances through the respective Agency Security Administrators.  Agency Security Administrators will follow Departmental standards when creating User IDs, which include but are not limited to, preventing the creation of duplicate IDs and ensuring that IDs are not reused.

· All IAS User ID requests must utilize the USDA AD 1143.
· Per USDA Departmental requirements (policy), a separate form must be created and signed (authorized) for each user.
· Use of IAS agency configuration data templates can supplement the User ID creation process, but does not remove requirement to complete separate AD 1143 form for each user. 

· Agency Security Administrators will maintain a copy of the original AD 1143
Once approved, IDs will be used by the IAS Configuration Team and implemented in the system.

6.6. IT/Desktop Configuration

PSD will provide a check list of the minimum technical requirements for the Agency’s training and production environments.  The Agency will then be responsible for performing any necessary desktop software and network upgrades required for IAS implementation.  The PSD Implementation Lead will be available to assist the Agency in configuration and provide support services.  
6.7. Software Configuration Verification

The objective of a configuration verification phase is to provide the Agency the opportunity to use the system and ensure that it operates as expected.  The Agency will perform configuration verification exercises.  During the configuration verification phase, key processes are simulated including performing requisition and acquisition functions and verification of the FFIS security profiles.  This verification will occur before the agency begins their initial rollout.  It may also occur at major version releases.

There are several steps involved in preparing for the configuration verification phase including:

· Identify participants – The Agency will be responsible for identifying the users who will participate in the exercise.

· Develop scenarios – The Agency will develop test scenarios and a general plan for the configuration verification, with guidance from the PSD Implementation Lead. 

User and workflow data will be entered into the IAS production environment.  A subset of this data will then be extracted from the IAS production environment and provided to the Agency for analysis.  Once configuration verification is complete, the Agency Champion or designee must certify that the configuration is correct.

7. Interfaces
	Agency Roles and Expectations
	PSD Roles and Expectations

	· Provide representative to Interface Subcommittee Meeting
· Review Interface designs for change management impact
· Distribute Interface planning information to agency stakeholders

	· Hold Interface Subcommittee meetings and distribute planning and design information

· Develop, test and deploy interfaces


The first system interface for IAS is the Foundation Financial Information System (FFIS).  This was prioritized through the Feeder Systems Strategy Team for coordination with Office of the Chief Financial Officer (OCFO) and other stakeholders.  The initial IAS-FFIS touchpoints were defined in the development of the IAS baseline business process, and detailed requirements for the IAS – FFIS interface developed with agency input, including from the Agency.  This is an integrated business process that crosses agencies and responsibilities.  The FFIS Interface was completed during FY04 and went live on October 4, 2004.   

It is anticipated that the next system interface for IAS will be to CPAIS.  The specific timeframe for the CPAIS interface effort remains to be determined.

The Agency implementation will commence with the available IAS version at the point of rollout.  The Agency will be responsible for supporting IAS upgrades, and will facilitate the implementation of future IAS releases throughout the Agency.

8. Training
	Agency Roles and Expectations
	PSD Roles and Expectations

	· Schedule training 

· Identify and reserve training facilities at the agency locations

· Ensure necessary attendance

· Provide an Agency subject matter expert to be on hand during training

· Provide names for training database


	· Provide agency-specific training for IAS

· Support travel related expenses for training sessions per the MOU regarding budget set asides to be established between PSD and the agency

· Provide resources and materials for training

· Establish training database


PSD will be responsible for content and delivery of the instructor-led Contracting Officer training and the Computer Based Training (CBT) modules.  PSD will work with the Agency to identify training requirements and provide resources and materials.  PSD will work with the Agency to provide training for both the requisitioner / approver and acquisition management community. 
Self-paced, web-based training for the requisitioner and approver user communities is currently available via USDA’s standard e-Learning platform, AgLearn.  PSD will provide instructor-led training for the acquisition management community.
Training includes, but is not limited to, the following:

· Requisition/Approvers

· Getting Started with IAS 

· Acquisition Status Report

· Non-Catalog-based Requisitions

· Notifications

· Withdraw

· Receipts
· Contracts Specialists

· Introduction to IAS

· Getting started with IAS

· Inbox preferences and documents

· Solicitations

· Simplified Acquisition

· Large contracts

· Creating FPDS records

· Post award actions

· Milestone plans

· Advanced procurement planning

· Forms

· IAS reports

· Update/Refresher Training

· Enhancement training covers all necessary skills required by extended functionality, upgrades to IAS software, or changes to the business process, roles and responsibilities.  

· IAS Enhancement Training may be delivered to user communities via several training methods/media, including, but not limited to, CBT and written instructions.
8.1. Finalize List of Participants and Schedule Training
The Agency Project Manager is responsible for identifying and reserving training facilities at the agency locations in accordance with the technical guidelines outlined in Section 6.6 – IT/Desktop Configuration.  In addition, the Agency Project Manager is responsible for scheduling training and ensuring necessary attendance.  The PSD Implementation Lead and training subject matter expert will provide an outline of the curriculum, the course durations, resource requirements (e.g., facilities, computers, and supplies), and a description of the target audience.  PSD will assist the agency with travel related expenses for training sessions per the budget set aside to be established between PSD and the agency at the initiation of implementation.

8.2. Establish Training Database
The PSD training team has established the training application and database.  The Agency IAS Project Lead training team will need to provide attendee names to facilitate the hands-on training.

8.3. Conduct Agency-specific Training
The PSD training team will conduct a training needs analysis, in order to conduct the optimum training for the Agency.  PSD will conduct training for Agency personnel through either classroom training or Web based training.  During all training, the Agency will document all significant questions and issues raised by participants.  These issues and questions can be incorporated into the Agency Procedures Manuals.  The Agency must ensure an agency subject matter expert is available during each training session to address specific policies and procedures.

9. Reports
	Agency Roles and Expectations
	PSD Roles and Expectations

	· Review the IAS baseline reports for sufficiency
	· Provide Change Request Form for additional reporting


IAS provides management reports based on user privileges.  The Agency can review IAS baseline reports and submit a Change Request Form if they feel they need additional reporting capabilities.  The PSD Implementation Lead will provide the Agency Project Manager with Change Requests Forms and explain the process.  Change requests will be evaluated for feasibility and overall enterprise value, with results reported to the Agency.

The following baseline reports are available in the acquisition management module of IAS:

	Report Name
	Report Name

	Audit 281 Report 
	Hours Utilized 

	Audit 1057 Report 
	Late Milestones by Buyer 

	Auto Notification by Buyer 
	Late Milestones by Projected Date 

	Auto Notification by Contract Number 
	Late Milestones by Task Description 

	Auto Notification by Anticipated Exercise Date 
	Requisition Status by Buyer 

	Auto Notification by Requisition Number 
	Requisition Status by Requisition Date 

	Award Summary 
	Requisition Status by Requisitioner 

	Awarded Actions by Award Number 
	Socio-Economic Statistics 

	Awarded Actions for all Buyers 
	Solicitation Close Date by Bids Due Date 

	Awarded Actions for all Vendors 
	Solicitation Close Date by Buyer 

	Awards Ready for Closeout by Buyer 
	Solicitation Close Date by Distribution Date 

	Buyer Workload by Requisition Date 
	Solicitation Close Date by Solicitation 

	Buyer Workload by Requisition 
	Solicitation Close Date by Type of Solicitation 

	Buyer Workload by Stage 
	Suspension Report by Buyer 

	Buyer Workload by Buyer 
	Suspension Report by Requisition 

	Contract Renewal by Buyer 
	Suspension Report by Suspend Date 

	Contract Renewal by Renewal Date 
	Task Order 

	Contract Renewal by Requisition 
	Unawarded Actions by Age 

	Contract Renewal by Requisitioner 
	Unawarded Actions by Buyer 

	Delivery By Buyer 
	Unawarded Actions by Requisition 

	Delivery By Contract Number 
	Unawarded Line Items by Buyer 

	Delivery By Vendor 
	Unawarded Line Items by Requisition Date 

	Existing Acquisition Vehicle 
	Unawarded Line Items by Requisition Number 

	Upcoming Milestones by Buyer 
	Upcoming Milestones by Projected Date 

	Upcoming Milestones by Task Description 
	


Additionally, PSD will be assessing requests for reports that could be met by the creation of reports in a standard reporting tool and made available to agency users as needed and appropriate.
10. Conversion
	Agency Roles and Expectations
	PSD Roles and Expectations

	· Identify Conversion Leads 

· Complete conversion activities

· Enter any open, existing Purchase Orders from PRCH which may be exercised after IAS start date

· Enter any open, existing awards which may have remaining years, option years, or a delivery or task order awarded which may occur after the IAS start date
	· Develop agency conversion strategy

· Support the agency, if   needed, in identifying those transactions which need to be entered in IAS

· Provide training on how to reconstruct awards in IAS which have been initiated in other systems




Conversion to IAS will be led by the Agency.  The OPPM, PSD project team, in conjunction with the OCFO, will produce a conversion guide that is executed by the Agency.  There are currently no plans for automated conversion from legacy systems into IAS; the conversion approach will consist of closing out as many transactions as possible in legacy systems and/or manually re-creating necessary open transactions in IAS.  The reconstruction of existing, ongoing transactions currently residing in the legacy system(s) can be manually performed by the Agency.
10.1. Conversion Strategy
The conversion strategy consists mainly of the development of a conversion strategy, pre-conversion activities, and actual execution.  The conversion related tasks are described in more detail below:

· Identify the Agency and PSD Conversion Leads.  The identified Agency Lead will be responsible for the conversion effort.

· A conversion guide will be issued jointly by OPPM and OCFO.  The Agency will be responsible for implementing the specific conversion strategy within their acquisition management offices.  

· Develop and maintain Conversion Project Plan.  Based on the conversion strategy, a detailed Conversion Project Plan will be developed that will specify the start and end dates for:

· All pre-conversion activities

· Tasks performed for the actual conversion
10.2. Enter open, existing awards into IAS
The purpose of this task is for the agency to enter selected award transactions (DO, TO, BPA calls, etc.) into IAS which meets any of the following criteria:

· Has an open balance

· Has option years which will be exercised after use of IAS begins

· Will have a Delivery or Task Order awarded after use of IAS begins

· The agency would like to have in the system for historical purposes

These transactions would be those which have already been initiated in some other legacy system (e.g. PRCH, Xpdite, PONTIUS, etc.).  They will be reconstructed in IAS so that the system will assume that an obligation has already occurred.  Instructions on how to do this will be provided during IAS training.  
The entry of these transactions should take place per Departmental guidance and will serve in the place of an automated conversion from any legacy system.
11. End-to-End Testing
	Agency Roles and Expectations
	PSD Roles and Expectations

	· Perform Agency UAT cycle

· Provide test scenarios for Agency UAT
· Develop the test plan

· Develop the test scenarios

· Evaluate the Test Analysis Report
	· Perform unit and system test cycles

· Develop the test plan

· Develop the test scenarios

· Evaluate the Test Analysis Report


The objective of the End-to-End testing exercise(s) is to provide the assurance that the operational configuration of the IAS application achieves the objectives based on the Configuration Requirements Document.  End-to-End Testing is composed of Unit and System Test cycles as well as a PSD Quality Assurance (QA) test cycle. Agencies can participate in the User Acceptance Test cycle.  All test cycles, with the exception of an Agency UAT cycle will be performed by PSD.  

The complete End-to-End Testing process will be conducted by PSD, with input from the Agency Leads.  If the Agency chooses to perform an Agency UAT, the plan for that UAT cycle will be developed in coordination with PSD.  The Agency can provide test scenarios and sample contracts and conduct the tests.  PSD will review the test scenarios and further refine them and provide assistance as needed during the agency test cycles.  

Resource estimates and time frames provided in the plan may be revised as the scope of the end-to-end testing is defined.

11.1. Determine End-to-End Testing Scope
Under this task, the PSD Implementation Lead and the Agency Project Manager will determine the scope of the end-to-end testing (e.g., which transactions will be included, how many of each transaction will be entered, which offline jobs will be run). 

11.2. Develop Test Plan
Under this task, the PSD Implementation Lead and the Agency Project Manager will develop the test plan.

11.3. Develop Test Scenarios
Under this task, the PSD Implementation Lead and the Agency Project Manager will develop the test scenarios.

11.4. Perform End-to-End Testing Setup Activities
Under this task, PSD will set up and verify the reference data, system options, and establish the necessary environment to conduct end-to-end testing.

11.5. Conduct End-to-End Testing
PSD will execute the end-to-end testing plan and will perform the agreed upon functions for the test.  The Agency Project Manager will receive a report on the testing results.
11.6. Evaluate End-to-End Testing Exercise Results

This task involves reviewing the results of the test scenarios and resolving any issues surfaced during the end-to-end testing exercise.  The PSD Implementation Lead and the Agency will jointly evaluate the Test Analysis Report.  Based on the results of the exercise, this task could also involve revising the Agency Implementation Plan, the end-user training materials, and the Agency workflows and procedures.

12. Procedures
	Agency Roles and Expectations
	PSD Roles and Expectations

	· Develop Agency-specific procedures

· Create, and continuously review and maintain, a supplemental User Guide document if Agency-specific procedures need to be defined in addition to those provided by PSD (such guidance will be in accordance with the requirements of Circular A-123 on Management Accountability and Control)
	· Support Agency-specific procedure generation 
· Provide the current IAS System Policy Document, which includes requirements for system usage in compliance with the IAS Enterprise To Be process and USDA Procurement Policy Division and Financial Policy Division guidance, and future updates (such guidance will address the requirements of Circular A-123 on Management Accountability and Control)


Under this task, Agency personnel will develop Agency-specific procedures.  To produce their procedures, the Agency may request assistance from the PSD Implementation Lead or other subject matter experts.  This task involves the development of required Agency-specific reference guides and procedure manuals.  All IAS and Agency-specific policies and procedures must be developed in accordance with Circular A-123.  For additional information on Circular A-123, please refer to the following URL: http://www.whitehouse.gov/omb/circulars/a123/a123.html#attach.
13. Production Operations Setup Activities
	Agency Roles and Expectations
	PSD Roles and Expectations

	· Execute detailed checklist
	· Develop readiness checklist


This task includes the functional and technical activities necessary to set up the production environment and ensure Agency readiness for production operations.

13.1. Complete Production Readiness Checklist
The purpose of this task is to execute a detailed checklist, which the Agency can use for a status review before going into production.  The checklist typically covers topics such as conversion and interfaces, table loading, reporting, functional and technical aspects of system administration, and start-up planning. 

Examples of Checklist Items:

· Has Security been set up?

· Have the End-To-End Testing results been analyzed?

· Has the Help Desk been established?

14. Transition to Customer Care

	Agency Roles and Expectations
	PSD Roles and Expectations

	· Initiate the Agency Legacy System Retirement Plan activities 
· Institute Customer Care policies and procedures

	· Assist Agency develop Customer Care policies and procedures




14.1 Initiate Agency Legacy System Retirement Plan 
The Agency Implementation Lead, with guidance from the PSD Agency Implementation Lead, shall initiate the Agency Legacy System Retirement Plan.  The plan describes the process for disallowing new transactions in the legacy system once IAS is operational, and also defines procedures for managing documents that will ‘live’ beyond the legacy system lifetime.  

14.2 Institute Customer Care Policies
The Agency Implementation Team will designate the Agency lead for Customer Care.  Once identified, the Agency Implementation Team and PSD will introduce Customer Care policies and procedures to the Customer Care Lead.
This shall include communicating Agency roles and responsibilities for user support activities (user profile and workflow maintenance), description of help desk operations, and establishment of procedures for requesting additional training, system enhancements, etc.    

15. Post Implementation Support
	Agency Roles and Expectations
	PSD Roles and Expectations

	· Promote system usage
· Provide IAS oversight for your agency
· Manage user information
· Coordinate training needs

	· Provide weekly production conference calls for 2 months after go-live

· Provide refresher training and new hire training


15.1 IAS Help Desk

The IAS Help Desk will be available to all Agency users once the system is in production.  The IAS Help Desk is built as a closed loop environment where a Help Desk Analyst owns the issue from its inception until its closure.  This provides the Agency end users with rapid issue handling and proper problem management.  Issues may be reported to the Help Desk via telephone at 1-866-IAS-8686, the Internet at www.iashelpdesk.com.  

The goal of the IAS Help Desk is to resolve as many issues at the time of the initial call.  Each call will be assigned an issue number for tracking and status purposes.  If the issue is complex, or if the Help Desk Analyst needs assistance to resolve the issue, the call may be routed or escalated to a Subject Matter Expert (SME) for resolution.  The Help Desk Analyst will work with the SME to correct the issue and provide a call back to the user with a resolution and/or status.  The Help Desk Agent will continue to track the issue until resolution, ensuring user satisfaction.

In addition, personnel from the Agency and from PSD will provide functional or technical assistance to Agency users in the actual operation of IAS for a two-week period.  In addition, PSD will support the Agency with weekly production conference calls for a period of two months after the system goes live.

The IAS Communications Lead will continue to work with the Agency to ensure IAS communications are provided in a timely and consistent manner.  Some of the future communications to expect include:

· IAS Software Releases

· IAS Training Activities

· IAS Acquisition Policy Items 

Please continue to work with the IAS Communications Lead in distributing all internal IAS communications.

With any rollout, there is often the need to provide training to new employees or refresher training to existing employees.  The OPPM/PSD Operations & Maintenance Lead can provide more information on additional training needs.  
The IAS website (http://www.usda.gov/procurement/ias/) provides points of contact at PSD that can support a variety of Agency needs, including Implementation, Training, Customer Care, etc. 
As future releases of the solution are provided, the IAS Training Lead will contact the Agency’s representative to schedule and provide any necessary update training.  

16. Operations Agreement 

The Agency agrees to the implementation activities described in this document and certify this agreement by signing below: 

Integrated Acquisition System Representatives:

	W. R. Ashworth
	
	Patricia Healy

	Senior Procurement Executive
	
	Deputy Chief Financial Officer

	ISB Co-Chair
	
	ISB Co-Chair


	Ruby Harvey

	Acting IAS Program Manager


Agency:

	

	Deputy Administrator for Management


	

	Chief

	Acquisitions Management Branch
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