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Overview

This document was developed to communicate requirements identified by the Goddard Space Flight Center (GSFC) Core Financial Team that are not met by the current Agency Design developed in conjunction with the Core Financial Pilot Center. The document presents a combination of requirements that may be specific to GSFC and requirements that may apply to other NASA Centers. To develop this document, the GSFC Core Financial Team worked to develop an understanding of the Core Financial Agency Design and GSFCs current business processes. GSFCs requirements were subsequently mapped to the Agency Design, and potential gaps were identified. These potential gaps are documented in the pages that follow.

Summary of Requirements

The GSFC Core Financial Team identified seven new requirements. Six of these requirements apply to other centers within the Agency. These requirements are listed below and are detailed in the following pages.

	Understanding

Phase Req. #
	Req. #
	Description
	Agency Impact
	Page

	AP01
	GENR-02149
	AP Processor Assignment to Invoices
	No
	2

	Q01496
	GENR-02150
	Automated Conversion of ZH Invoices
	Yes
	6

	CM01
	GENR-02151
	Processing outline agreements with 533/CCR Extension
	Yes
	9

	PUR01
	GENR-02152
	Grants processing functionality
	Yes
	14

	PUR03
	GENR-02153
	Additional PR document types for special approvals and routing
	Yes
	18

	BE01
	GENR-02154
	Funds Control at Level 4
	Yes
	23

	BE02
	GENR-02155
	Modification of WBS Center Unique field
	Yes
	29


	1.0    Requirement


GENR-02154  Funds Control at Level 4 

	2.0    Description


The Agency’s design for funding distribution only to Level 3 funds centers (506A level) significantly impacts Goddard’s financial community’s (CFO personnel and RA’s) ability to accomplish cost center/organization-level funds availability verifications / checks, funds control, funds distribution tracking and in-house work funds control. 

Goddard JONs (twelve digit codes containing the UPN, organization/cost center and Goddard function code) are a key mechanism for distributing and tracking funding, linking fund centers to organizations/cost centers, reporting on funding levels by organization, and for controlling/limiting and monitoring obligations at the organization level.  The JON system allows each organization to view its funding balances even when they share a UPN with another organization.  

The new Agency Design’s elimination of the use of Level 4 funds controls (not including labor, travel, cost pools, and sub-authorizations) will cause organizational Resource Analysts to have to create and maintain separate manual spreadsheets to determine funding balances and to track and monitor funding distributions.  An example of this is for inter-center or in-house work done at Goddard.  Goddard Projects and organizations often request work from other center programs/organizations and the funding and funds control is accomplished through the use of a JON.  The service requester provides the project/organization providing the good/service a JON with a specified budget.  When the JON funding budget is exhausted, no further expenses can be made to it.  No manual controls, spreadsheets or reports are required to manage these funds.
Without the funds control currently provided by the JON financial system, if multiple organizations share a UPN, conceivably, one organization could spend all the funding designated for all of the organizations sharing the UPN.  Additionally, the tracking and implementation of HQ 506A funding remarks (e.g., funding for certain principal investigators/researchers), currently accomplished through the use of the JON system, will require the creation of manual spreadsheets or tracking mechanisms to ensure compliance versus using the system to provide that level of funds control.

Funding transfers from UPNs with multiple organizations/cost centers to cost pool/carrier account fund centers will not be tracked by SAP causing another manual work-around to be created.

Creation of tools to facilitate manual funds tracking is incongruent with the goals of IFM of providing timely, consistent and reliable information, achieving efficiencies, and improving information exchange.  Funding spreadsheets will be manual, prone to mistakes, not real-time and are generally inefficient.

Thus, allowing Goddard level 4 funds center control for all types of funding would help alleviate the problems outlined above.  Potential workarounds, including Center policies and procedures for funds control and spending, must be further analyzed during the Implementation Phase.

	3.0    Impacts


This requirement impacts Goddard’s business processes substantially by creating the need for manual spreadsheets, increased management supervision and other potential processes to perform organizational-level funds availability and control.

· Business Impact:

· Changes as-is business process by requiring additional processes to track organizational funding

· Paradigm shift from organizational funding and control to program control

· UPNs affected:  360

· Project Impact:

· None

· 
· Activities Impact:

· 10_01 Establish/Maintain Budget Structures

· 10_02 Establish/Maintain Project Structures

· 10_05 Record/Maintain Appropriated Budget Authority

· Roles Impact:

· Budget Maintainer 
· Project Planner
· Training Impact:

· Training materials require updates to address changes to processes for creating funds centers and releasing funds

· Online Quick Reference scripts would require updates to guide users through creating Level 4 funds centers other than cost pools, sub-authorizations, labor, and travel

· Functional Drivers:

· Provide consistent, timely, and reliable financial data to the Agency, Enterprise, Center, Program, Project and Functional managers to support the decision-making process.

· Provide Tools to enable NASA to more effectively utilize the administrative and technical work force.

· Improve exchange of financial data among internal customers.

· Provide tools to users that enable them to do their jobs more effectively.

	4.0    Alternatives


Alternative 1:  Use Agency Design approach for Level 3 and 4 funds control, distribution, and verification 

Advantages:

· Requires no change to Agency Design

· Keeps Goddard process in line with rest of Agency

Disadvantages:

· Prevents organizational managers who share UPNs from performing automated organizational funds control and funds verifications/funds availability

· Requires manual processes to be created and maintained to perform organizational funds control, verification and distribution

· Requires additional workload to accomplish tasks already automated by current systems

· Organizational cost variance analyses are more complex due to additional cross references from systems and reports outside of SAP required

· Labor-intensive solution

Impact:

· Requirement/Process:

· Changes as-is process by requiring additional processes to track organizational funding

· Policy/Procedural:

· Policy changes required to emphasize the need to stay within allotted organizational/cost center “budgets” and potential consequences

· 506A funding remarks will require manual spreadsheets for tracking and verification purposes of proper spending
· Reporting:

· Cost Center/Organizational-level funding/UPN reports will not be available via SAP

· Workload increases for Resource Analysts

· Conversion:

· None

· Interfaces:

· None

· Cross-functional Implications:

· None

· Functional Drivers: 
· Provide consistent, timely, and reliable financial data to the Agency, Enterprise, Center, Program, Project and Functional managers to support the decision-making process. 

· Provide Tools to enable NASA to more effectively utilize the administrative and technical work force.

· Improve exchange of financial data among internal customers.

· Provide tools to users that enable them to do their jobs more effectively.

    

Alternative 2:  Modify Agency Design to allow additional center unique fund centers at Level 4.  (These exceptions would be in addition to labor, travel, cost pool fund centers, and sub-authorizations received and ear-marked funds.)

· Additions could include other center-specific requirements including center-unique project structures, organizations, etc.

Advantages:

· Allows funds control, distribution and availability at the organizational/cost center level and center-unique defined project structures

· Prevents one organization from over-spending it’s resources at the expense of another

Disadvantages:

· Requires change to Agency Design

Impact:

· Requirement/Process:

· Current funds control processes are maintained

· Policy/Procedural:

· Policies regarding the additional Level 4 fund center structures will be required

· Reporting:

· Organizational reporting of funds availability is enabled

· Conversion:

· Additional fund centers, projects and budget distribution would be required

· Interfaces:

· None

· Cross-functional Implications:

· None

· Functional Driver:  
· Provide consistent, timely, and reliable financial data to the Agency, Enterprise, Center, Program, Project and Functional managers to support the decision-making process.
· Provide Tools to enable NASA to more effectively utilize the administrative and technical work force.

· Improve exchange of financial data among internal customers.

· Provide tools to users that enable them to do their jobs more effectively.

Alternative 3:  Use Agency Design, but request Agency issue funding at lowest Agency Wide Coding Structure (AWCS) level

Example: Currently, funds are issued on the 506A at all levels (3-, 5- and 7- digit UPNs), but often at the higher (3- or 5-digit UPN) levels.  Alternative 3 issues funds (as requested) at the lowest level AWCS to create additional funds controls at the center level.

Current Funds Issuance 

Proposed Funds Issuance

UPN 883
$100K


UPN 883-01
$75K






UPN 883-02
$25K





Total

$100K

Advantages:

· Provides increased funds control level by subdividing UPNs to lower levels

· Maintains use of the Agency Design

· Keeps Goddard process in line with rest of Agency

Disadvantages:

· No organizational/cost center funds control

· Programs/Projects could lose flexibility in moving funds between UPNs

· Increases workload for HQ – HQ will have to determine how to split funding between AWCS levels and then move the funding to those levels

· Due to splitting up funding, the chance of having to redistribute funds increases, and this would cause an increase in workload

Impact:

· Requirement/Process:

· None

· Policy/Procedural:

· Requires Headquarters to change its funds issuance policies

· Reporting:

· None

· Conversion:

· None

· Interfaces:

· None

· Cross-functional Implications:

· None

· Functional Driver:  
· Provide Tools to enable NASA to more effectively utilize the administrative and technical work force
· Provide tools to users that enable them to do their jobs more effectively.

	5.0    Recommended Solution


Selected Alternative:  Alternative 2, Modify Agency Design to allow additional center unique fund centers at Level 4.

Allowing additional Level 4 fund centers for center-unique items provides the ability to track funding at the organizational or sub-project level greatly enhancing management visibility and control over expenditures.

Rationale / Benefit:

· Alternative allows funds control, distribution and availability at the organizational/cost center level and center-unique defined project structures.

· Prevents one organization from over-spending it’s resources at the expense of another.

	1.0    Requirement


GENR-02155  Modification of WBS Center Unique field

	2.0    Description


The Agency Design for project/WBS structures negatively impacts Goddard’s financial processes by forcing the Center to adopt a new numbering convention for its job order numbers (JONs).  Goddard uses a unique JON-based funding and cost allocation system for 100% of its financial transactions.  The Agency’s design’s limitations on the number of center unique digits (two) will force the vast majority of JONs to be renumbered resulting in a less informative WBS/project structure.  This will result in a significant retraining effort to familiarize center resources with new structures in addition to training required for new standard Agency business processes.

	3.0    Impacts


· Business Impact:

· None

· Project Impact:

· Requires change to Agency Design for project structures

· Activities Impact:  

· 10_02 Establish/Maintain Project Structures

· Roles Impact:

· Project Planner

· Training Impact:

· Training materials and OLQR will require updates

· Functional Drivers:

· Provide Tools to enable NASA to more effectively utilize the administrative and technical work force.

· Provide tools to users that enable them to do their jobs more effectively.
	4.0    Alternatives


Alternative 1: Modify Agency Design by expanding the WBS center-unique field from 2 to 4 digits (5 characters including “-“) and by modifying the project structure for 3-digit UPNs to change WBS level 2 and level 3 structures from the required -00 to a Center specified field
The example below illustrates the requested Agency Design change to the Projects/WBS structure:

Current Agency Design (5-digit Reporting Level)


51-UPN-SY


Project Definition


51-UPN-SY-


Level 1 WBS


51-UPN-SY-CU

Level 2 WBS

Proposed Agency Design (5-digit UPN with 7 digit AWCS)


51-UPN-SY


Project Definition


51-UPN-SY-


Level 1 WBS


51-UPN-SY-CU-CU

Level 2 WBS

**Bolded information represents requested change.

Advantages:

· Allows current GSFC accounting codes to be converted directly into Project structures

· Enables easier identification and use of project structures

Disadvantages:

· Requires a change to the Agency Design

Impact:  

· Policy/Procedure:
· Requires change to Agency Design policies to expand CU to 4 digits plus allowing –00 for 3-digit UPN to be a CU field.
· Reporting:

· None

· Conversion:

· Requires changes to Agency conversion programs for WBS structures

· Interfaces:

· None

· Cross-Functional Implications:

· None

· Functional Driver:

· Provide Tools to enable NASA to more effectively utilize the administrative and technical work force.

· Provide tools to users that enable them to do their jobs more effectively.
Alternative 2: Use the Agency Design and import the last four/six digits of the Goddard JON by converting them to a sequential two-digit code

Advantages:  

· Utilizes the Agency Design and permits planning and costing to WBS levels

· Goddard remains consistent with the other Centers    

Disadvantages: 

· By using this option GSFC loses visibility of the unique GSFC function code
· A cross-walk is required from old JON to new WBS
Impact:

· Policy/Procedure:

· None

· Conversion:

· Legacy work is required to create new structure and to map JONs to new WBS structures

· Interfaces:

· None

· Cross-Functional Implications:

· None

· Functional Driver:

· Provide Tools to enable NASA to more effectively utilize the administrative and technical work force.

· Provide tools to users that enable them to do their jobs more effectively.

Alternative 3: Use the Agency Design and convert the Goddard JONs into Networks and Activities

Advantages: 

· Utilizes the Agency Design.

Disadvantages: 

· Phasing plans are not available at the network/activity level

· Cost allocation from cost pools/carrier accounts is not possible at this level

· The limitations of networks and activities (e.g., not allowing planning and charge backs/cost allocations) limit their usefulness at Goddard.

Impact:

· Policy/Procedure:

· Training will be required for NASA and contractors to use networks and activities

· Reporting:

· No plan versus actual reporting for networks and activities

· Conversion:

· Legacy work is required to create new structure and to map JONs to networks and activities

· Interfaces:

· None

· Cross-Functional Implications:

· None

· Functional Driver:
· Provide Tools to enable NASA to more effectively utilize the administrative and technical work force.

· Provide tools to users that enable them to do their jobs more effectively.

	5.0    Recommended Solution


Selected Alternative: Modify Agency Design by expanding the WBS center-unique field from 2 to 4 digits (5 characters including “-“) and by modifying the project structure for 3-digit UPNs to change WBS level 2 and level 3 structures from the required -00 to a Center specified field

Rationale / Benefit:

· Alternative allows the last six digits of the Goddard accounting code to be converted directly into project structures bringing in the GSFC function code and the chart of accounts identifier.

· Enables easier identification and use of project structures.
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