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Schedule Re-baseline or Refinement Procedure
Systems Engineering Discipline:
Project Monitoring and Control 
Description:  

NOTE:  The process that follows is applicable to sustainment (Non-ACAT) programs only.  ACAT I and III programs must follow the APB and deviation process IAW DoD 5000.02. Once a Project Release Schedule with its associated costs, including the total cost of the release, has been constructed, it can be re-baselined.  This procedure describes the process for re-baselining or refining an approved Release Schedule.  The procedure also describes the difference between re-baselining and refining and the steps and roles associated with each.

Entry Criteria:
Complete the following before beginning this procedure:
· Approved Release Schedule
· Existing Intergroup Coordination Checklist, only for re-baseline
Procedure Steps:  (These steps are not necessarily sequential.)
1. Project Manager:  Determine refinement or re-baseline.

Determine if the change to the Release Schedule is a refinement or a re-baseline.  The Release Schedule consists of Work Breakdown Structure (WBS) elements grouped into manageable work packages or reasonable planning packages along with milestones and planned delivery dates.  A manageable work package is a group of WBS elements that has measurable completion criteria and can be completed in two weeks.  A reasonable planning package is a group of several WBS elements that has not been broken down to the work package level.  

Refinement occurs when the Project Manager makes changes to the planning packages and work packages and the following conditions hold:

· The total cost of the changed packages is the same as the total cost of the original packages.

· The delivery date of any products to and from other organizations (external and internal) does not change.  Two examples of a refinement are:  

· A planning package of 10 weeks duration converts into five consecutive work packages of 2 weeks duration and the total effort of the work packages is the same as the original planning package.  

· A planning package for the coding and unit testing CI #1 interchanges with the planning package for the coding and unit testing of CI #3 and the delivery dates or associated costs do not change.  

Re-baseline occurs when the conditions associated with refinement do not hold.  The need to re-baseline the schedule, which can occur at any time in any phase, causes a revision of the schedule and its associated costs.  Placing a project “on hold” is a re-baseline and the re-baseline approval procedures are required.  If a work package or planning package has been opened for work by setting an “Actual Start Date” in the Release Schedule, it is not changeable under any circumstances.
If the Release Schedule only needs to be refined, the Project Manager may authorize the action to refine the schedule.  If the Release Schedule needs to be re-baselined, continue this process at the next step.
2.  Program Manager:  Re-baseline approval.

Ensure the re-baseline authority understands and approves a re-baseline as authorized IAW Table 1 below.  If system functionality changes, request approval of the Configuration Control Board or the Change Control Authority.  Depending on release type, all sustainment programs must seek re-baseline approval IAW Table 1 below:  
Table 1:  Release Version Designation and Re-baseline Decision matrix (Non-ACAT Only)
	Release Level
	Baseline
	Major
	Minor
	Patch

	Version Designation
	1.0
	2.0, 3.0, etc.

	1.1, 1.2, etc.
	1.1.1, 1.1.2, etc.

	Re-Baseline Authority
	PEO*
	PEO*
	Division Chief*
	Division Chief*


*Note:  Re-Baseline Authority can be delegated/designated as depicted in Table 1:  Release Version Designation and Re-baseline Decision matrix (Non-ACAT Only).
Release Types:
· Baseline (Signifies the initial baseline for a new system.)
· Major (Significant/high-volume code changes; high complexity code changes; significant security implications; significant technical baseline changes (e.g. Oracle 9 to Oracle 11); significant risk and/or high-level visibility; and, includes major modifications and/or new functionality significant enough to differentiate it from a Minor or Patch release.)

· Minor (Low-volume code changes; low-capacity code changes; low or no security implications; minor risk and no high-level visibility; and, includes maintenance for sustainment or fix and repair activities.)

· Patch (No high-level visibility; and, low risk fixes and repairs)
Release Precedence Types:

·  Routine (This is the normal precedence given to any release.  Any request that does not identify a precedence type will be treated as a routine.  Normally, all routine release requests are processed on a first-in, first-out basis.  Processing time may be greater than 30 days (from turn-in to release), depending on the support, duplication, and distribution time required.  A routine release requires the accomplishment of all BES Process Directory (BPD) disciplines.)

· Priority (This precedence applies to a release that does not necessarily require immediate attention but must be processed, shipped, and delivered earlier than would occur with a routine precedence.  Use of this precedence, including a required specified ship date, requires justification.  Processing time is usually 8 to 29 days (from turn-in to release), depending on the support, duplication, and distribution time required.  A priority release requires the accomplishment of all BPD disciplines.)

· Critical (This precedence applies to a release in support of a special operational need as specified by the Air Force Chief of Staff, Combatant Commander (CCDR), Air Staff component or directorate, or Defense Finance and Accounting Service (DFAS).  Critical releases require expeditious processing.  Every effort will be made to meet the release date specified in the Release Request Letter.  If required, all routine and priority processing will cease until the critical release is processed.  A request for a critical precedence must be justified and directly support a special operation as previously described.  A critical release requires the accomplishment of all BPD disciplines.)

· Emergency (This precedence applies to a release that must be processed and shipped as quickly as possible to satisfy an emergency requirement.  An emergency precedence is appropriate when a site is unable to provide critical mission support.  All functions within the Organization must work together to ensure this type requirement is satisfied immediately.  An emergency precedence request must be thoroughly justified and include the Deficiency Report (DR) number the software release is addressing.  An emergency precedence must have an existing priority 1 or priority 2 Deficiency Report (DR).  If necessary, the processing of all releases will cease until the emergency situation is resolved.  The Program Manager’s Release Turn-In Certification Form will serve to satisfy all BPD disciplines for the purpose of an emergency release.  Any life-cycle documentation changes caused by the emergency release shall be accomplished within 30 days of the emergency release.)  

3.  Project Manager:  Update Intergroup Coordination Checklist.
Coordinate with affected organizations before finalization of the re-baseline.  For example, if a change in the Release Schedule affects the start of Qualification Test & Evaluation (QT&E), coordinate with the Testing Function.  If the change affects the funding, the release date or any activities that involve the customer’s participation, coordinate the change with the customer.
4.  Project Manager:  Notify senior management of re-baseline and update schedule.

Provide re-baseline notification to the re-baseline authority.  If using an e-mail notification, retain copies of the e-mails in the project folder.  The e-mail subject will be “Re-baseline” and the e-mail message must identify the project and contain a summary of the major re-baseline changes such as old budget and new budget, old release date and new release date, etc.  Major re-baseline efforts require a formal briefing to the re-baseline authority.    
Exit Criteria:
The following work products are a result of completing this procedure: 

· Updated Release Schedule

· Revised Intergroup Coordination Checklist (may be by e-mail)    
· Re-baseline approval (may be e-mail)
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