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1.0  Introduction

This document will function as the project plan for the development of the Streamlined Modular Acquisition Requirements Training Tool (SMART2).  It is intended to as a formal, approved document used to manage and guide project execution.  However, it is a living document that may be revised to reflect strategic changes in project direction or added details as the project evolves.  

SMART2 an approach originating from the Navy Modular Specification System, an application used to dynamically create Technical Manual Contracts Requirement (TMCR) document used in the procurement of technical manuals.  At the heart of M-SPECS is the modular concept, an approach that breaks up and indexes the scores of existing specifications and requirements into “piece parts” or modules so that they can be tailorable to the product being procured, virtually eliminating unnecessary documentation.  The objective of this project is to apply this modular concept to other acquisition programs within NAVSEA. This remainder of this project plan outlines the approach, tools, and resources to be used to develop the system. 

2.0 Project Scope 

2.1 Objectives

The overall objective of the SMART2 system is to streamline the acquisition process to help program offices and technical support agents initiate, populate, and manage procurement requests and provide a comprehensive procurement package to the Acquisition Department.  Ultimately, the goals are to reduce the procurement turnaround time, eliminate redundant data entries, and reduce cost throughout the process.

2.2 Scope Statement

Create procurement requirements modules to support program acquisition activities including:

· Logistics

· Services

· Hardware

· Software 

2.3 Deliverables  

1. Business Process Maps (As it currently operates and as it is expected to operate)

2. Performance Metrics 

3. Module Definition Document (Including: Use Case Scenarios, Value Proposition, Business Requirements, Features/Functionality)

4. Business Process Reengineering (BPR) analysis 

5. Functional Web-based Prototype 

6. User Acceptance Verification Report 

7. Communication/Training materials for deployment Project plan at both Module and Project Level 

8. System user documentation and FAQs

2.4 Scope Layout

Figure 2.1 illustrates the planned coverage of SMART2.  The color scheme provides a high-level indication of the anticipated start dates.  Specific timelines will be determined as resources and competing schedules permit.  The Work Breakdown Schedule (Section 4) establishes detailed tasks to be performed with regard to each module.
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Figure 2.1
3.0  Project Organization 

The project organization and time commitment is depicted in Fig. 3.1 and Fig 3.2.  (One Full-Time Equivalent (1.0 FTE) equates to 40 hours.)   The success of the project hinges upon getting the right people committed and involved, both on a strategic as well as operational level, to the development of business requirements and validation of the product.

3.1 Roles and Responsibilities

· The Program Sponsor will fund the project and define strategic objectives.

· The Program Manager will define project scope and coordinate support at the program level.

· The Project Manager will coordinate project resource/scheduling, facilitate the delivery of project deliverables and help in developing common functional requirements across all modules.  

· The Module Sponsor will assign resources within the module organization, provide guidance on module definition, and provide oversight of development progress.

· The Module Lead will lead the data gathering, product definition, and process analysis.  The Module Lead will be responsible for producing the deliverables established in this project plan.

· The Module SMEs will perform the data gathering, process analysis, and provide expert knowledge.
· The Application Programmer will build the application based on requirements developed by the project team.
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Figure 3.1
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Figure 3.2
3.2 Project Status Reviews

The Project Manager and Module Sponsor will review project status bi-weekly.  The Project Manager and Program Manager will review overall project status weekly.  The Project Manager and Module lead will meet as necessary to maintain on schedule.  Status updates can take the form of emails, PowerPoint slides, telephone conversations, video teleconference, or in person as necessary. 

4.0  Work Breakdown Structure

Every module within the SMART2 system is being developed using the same structure with some flexibility on a module-by-module basis.  Figure 4.1 outlines the general development process for a new acquisition module in Work Breakdown Structure (WBS) form. The purpose of this systematic approach is to provide structure while ensuring comprehensive analysis and documentation at each phase and providing a repeatable process as additional modules are added.
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Figure 4.1

5.0 Critical Success Factors:

· NAVSEA sponsor funding

· Module Lead participation & commitment

· Successful module definition and data collection effort

· Initial prototype development

· Final system development  

· System deployment

· User training  

· Post-deployment User Acceptance  

· Post-deployment system maintenance
6.0 Risk Management

Risk is a measure of the potential inability to achieve overall project objectives within defined cost, schedule, and technical constraints.  This section deals with identifying some of the general risks inherent in this project and presents strategies to mitigate occurrences as well as high-level contingency plans.   Risk events are evaluated based on the probability (likelihood) of occurrence and the impact (effect) the occurrence has on the overall project based on subjective evaluation. 

	Likelihood
	Definition

	Low Risk
	< 15% probability of occurrence

	Moderate Risk
	15%   - 50% probability of occurrence

	High Risk
	> 50% probability of occurrence

	Effect
	Definition

	Low Impact
	Results in <15% change in cost, schedule, or quality

	Moderate Impact
	Results in 15% - 50% change in cost, schedule or quality

	High Impact
	Results in >50% change in cost, schedule or quality


6.1 External risks 

External risks are those outside the influence of the project team.  In order of priority, they include:

· Lack of stakeholder participation.  (Likelihood:  Moderate; Effect:  High)

· Accelerated delivery schedule in order to demonstrate a prototype and meet changing strategic objectives. (Likelihood: Moderate; Effect: Moderate)

· Prolonged delivery schedule due to expansion of project scope directed by NAVSEA sponsors.  (Likelihood: Moderate; Effect: Low)

· Early project cancellation, should it be determined that a different system, further along in its development cycle, be more suitable for use in the specified role (Likelihood: Low; Effect: High).  

· Prolonged delivery schedule, should development proceed but technical difficulty result in late system delivery  (Likelihood: Low; Effect: Low).   
6.2 Internal risks 

Internal risks are those that are inside the project team’s influence and control.  In order of priority, they include:

1. Inability to impose change within different organizations that may act independently or organically.  (Likelihood:  Moderate; Effect: High)

2. Poor communications, both during and post development, due to lack of support, resulting in a product “looking for a use.” (Likelihood:  Moderate; Effect: High)

3. Inconsistent features and functionality across the modules due to the inherent and disparate process involved. (Likelihood:  Moderate; Effect: Moderate)

4. Incomplete product definition due to the fact that the team will only involve a select few Subject Matter Experts (SMEs) during prototyping. (Likelihood: Moderate; Effect:  Moderate)

5. Insufficient time allotted for SMEs to collect and analyze data due to either too much work or not enough resources, resulting in inadequate development of business requirements.  (Likelihood:  Low; Effect:  Moderate) 

6.3 Mitigating Factors

External risk items are assumed to be outside the control of the project team.  Responses to these risks therefore will be based on schedule and resource adjustments to meet changing objectives.  Internal risk, however, may be mitigated or controlled based on preplanned actions and responses.  Key to the success of each module launch and the overall project are several factors:

· Support from Program and Module Sponsors

· Cooperation from LEMs and SMEs

· Availability of key team members when needed

· Comprehensive module definition

· Management of expectations
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