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1. PURPOSE

The purpose of this Acquisition Program Baseline (APB) Guide is to guide the Program Manager (PM) and other acquisition personnel through the process of preparing an APB document.

2. Policy

All TSA programs whose acquisition cost or contract cost exceeds $5 million, or whose life cycle cost exceeds $20 million (e.g. Investment Level 1, 2, and 3 programs), require an approved APB.

3. Definitions

Attachment (3) provides a list of definitions and terms used in this guide. 

4. Source of Acquisition Program Baseline Guidance

This APB Guide has been compiled from the draft Department of Homeland Security (DHS) APB guidance and APB guides from other federal agencies.

The TSA APMSD Point of Contact for this guide is Adrienne Stapleton, 571-227-3059.

5. PART I - OVERVIEW

A.
What is an APB?

An APB is a summary of the critical cost, schedule and performance parameters for the program as agreed to by the PM and the Sponsor. Critical cost, schedule and performance parameters document those program parameters, thresholds, events and milestones which must absolutely be met in order to accomplish the program objectives. If the critical cost, schedule and performance parameter thresholds can not be met, the TSA Investment Review Board (IRB) will need to reevaluate whether to continue the program. 

B.
Who Prepares the APB and When?

The PM prepares the APB. Generally, initial APBs are developed during the Program Initiation Phase for approval at Key Decision Point (KDP) 1. The ABP can be revised at subsequent KDPs if a Program Manager has reason to believe, and the sponsor concurs, that the current estimate of a critical cost, schedule or performance, parameter is no longer valid or not within the threshold value for that parameter based upon program performance as the program matures. 

C.
What is the scope of the APB?

The APB shall cover the entire planned execution of the program. The PM may allow trade-off adjustments within the trade space of critical cost, schedule and performance parameters, as long as the critical parameter thresholds are not exceeded. The APB shall be updated as necessary by the PM.

D.
Approval Authority

Following preparation by the PM, the APB, or the APB revision, shall be submitted to the TSA Sponsor for concurrence. Final approval of an APB document is dependent upon the program’s anticipated investment level. See below table. 

	Investment Level
	TSA Sponsor
	Approval Authority

	1
	TSA Deputy Administrator
	DHS Acquisition Executive

	2
	TSA COO, CSSO, or COS (based on PM reporting chain)
	TSA Deputy Administrator

	3
	TSA Assistant Administrator
	TSA COO, CSSO, or COS (based on PM reporting chain)


E.
Distribution

Copies of the approved APB shall be provided to the Executive Secretary of the TSA Investment Review Board and the Program Sponsor. The PM will retain the original approved APB.

6. PART II - PREPARATION AND CONTENT OF AN ACQUISITION PROGRAM BASELINE

A.
General

The APB documents the acceptable range of values for which each critical cost, schedule, and performance (quality) parameter is to be managed. The threshold value is the minimally acceptable level, and the objective is the desired level. If no objective value is specified, it shall be assumed to be the same as the threshold value. The number of critical parameters will be the minimum needed to characterize the program’s operational and technical performance, schedule, cost and any other program characteristic, which, if the thresholds are not met, would require reevaluation of whether to continue the program by the TSA Investment Review Board (IRB).

Attachment (1), following, provides the required APB format for the initial APB submission and updates including baseline changes, and describes the content of each section. Attachment (2) provides a checklist to assist the PM in ensuring that the document has been correctly prepared prior to submitting it through the approval chain. 
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General Overview

Provide a brief overview of the program and any associated critical aspects.

Section A. Performance

The performance baseline defines the requirements the acquisition program must achieve. The Performance threshold and objectives will be extracted from the program’s requirements document (e.g. Mission Need Statement) for the candidate solution selected for implementation and the results of the previous acquisition phase.

Critical performance parameters will be quantitative in nature and evolve as the program is better defined. Typically measures of effectiveness or measures of suitability shall be used in describing needed capabilities. See Table 1 as example.

Table 1

	Critical Performance Parameter
	Threshold
	Objective
	Change#/KDP2

	Response Time
	15 sec
	5 sec
	

	Availability
	99.8% 
	99.9%
	Threshold1 99.0%

	Environmental Conditions
	65 knots/gusts to 100 knots
	Same as threshold
	


1 In a foot note, briefly describe the reason for a change.

The following are typical critical performance parameters that should be specified in the APB if they are critical to satisfy mission need:

Operational Requirements

· Availability

· Reliability

· Maintainability

· Survivability

· Compatibility

· Recoverability

· Transportability

· Response Time

· Interoperability

· Communications (e.g. bit error rate, security, intelligibility, coverage, integrity)

· Navigation (e.g. accuracy, position rate update, coverage)

· Automation (e.g. timing, processing capacity, input/output capacity, throughput)

· Surveillance (e.g. range resolution, clutter visibility, range, accuracy)

· Detection rate

· False-positive rate

Software Requirements

· Quality (e.g. errors per units of code, mean time to first failure)

· Security, integrity, reliability, safety

· System evolution including (e.g. upgradeability, expandability, technology insertion)

· Verification, validation and certification

· Portability, scalability, interoperability

· False Alarm Rate

· Processing capacity

Physical Infrastructure Requirement/Facility Requirements

· Space

· HVAC

· Power Systems

· Commercial Power

· Telecommunications

· Cables

· Availability

· Maintainability

· Reliability

Section B. Cost

The cost baseline is defined as the total cost to the Government, which includes, full cost of acquisition and ownership of all products and services to be provided by the program as well as the cost to dispose of the product(s) over the entire service life. It defines the cost boundary for the program within which the PM is authorized to proceed.

All critical cost parameters shall be expressed in Base Year dollars (Then Year) and should reflect realistic cost estimates based on a careful assessment of risks and realistic appraisals of the level of cost most likely to be realized. See Table 2 as example.

Table 2

	Critical Cost Parameters
	Original Cost Range
(Then Year $M)
	Current Cost Range
(Then Year $M)
	Change#1/KDP2

	
	Objective
	Threshold
	Objective
	Threshold
	

	R&D
	26.5
	36.5
	26.5
	36.5
	9.0

	Acquisition
	325.5
	330.0
	325.5
	330.0
	

	Operations
	20.1
	22.5
	20.1
	22.5
	

	Maintenance
	181.1
	200.4
	181.1
	200.4
	2.4

	Total
	553.2
	589.4
	553.2
	589.4
	11.4

	Other
	
	
	
	
	

	 Unit Cost
	.9
	1.1
	.9
	1.1
	


The following are typical cost parameters that should be specified in the APB if they are critical to satisfy mission need:

Research & Development (R&D) 

Acquisition

Product Development

Facilities

Systems Software

Physical Infrastructure

Program Support Services

T&E

Unit Cost

Operations

Staffing

Training

In-Service Support/Management

Travel

Maintenance

Supplies

Repair

Disposal

Section C. Schedule

The schedule baseline defines the time boundary within which the acquisition program must be implemented. It should include all key events that are critical to satisfying mission need, providing intended operational capability as well as events that are crucial to interrelated programs.

As a minimum, the critical schedule parameters will include all major Key Decision Points (KDPs), contract awards, major test and evaluation dates, initial operating capability, and any other critical system event. See Table 3 as example.

Table 3

	Critical Schedule Parameters
	Original Completion Date Range
	Current Completion Date Range
	Change#1/KDP2

	
	Objective
	Threshold
	Objective
	Threshold
	

	Acquisition Plan Approved
	
	
	
	
	

	KDP2
	
	
	
	
	

	Contract Award
	
	
	
	
	

	Preliminary Design Review
	
	
	
	
	

	KDP3
	
	
	
	
	

	Initial Operating Capability
	
	
	
	
	

	Full Operating Capability
	
	
	
	
	


The following are representative program schedule events that should be specified in the APB if they are critical to satisfy mission need:

· Acquisition Plan Approved

· R&D Contract Awarded

· Preliminary Design Review

· Critical Design Review

· Completion of Design

· Key Decision Points

· Construction Contract Award

· Prototype Testing Completed

· Factory Acceptance Test Completed

· Equipment Integration Test Completed

· Construction Completed

· Final Acceptance Test Completed

· Product Delivery

· Changes to APB

General

· The sections align with the APB Guide

· The footer section has appropriate wording regarding sensitivity / classification / restricted access for the document

· The total document length is 5 pages or fewer

· The Threshold columns are to the left of the Objective columns in all sections

· There is a delta between the Threshold (minimum acceptable value) and the Objective (target value)

· The thresholds and objectives are expressed in terms of a measurable metric

Performance

· Are the critical performance parameters listed show-stoppers? – E.g. those that, if not met, should result in a program decision to consider suspension or cancellation

· Do the critical performance parameters reflect the character of the program (e.g. do performance parameters for passenger screening reflect throughput and detection rate)?

· Is number of critical performance parameters kept to the minimum needed to describe the program?

· Are the critical performance parameters measurable?

· Do the critical performance parameters reflect the MNS or requirements document?

Cost

· Are the thresholds and objectives expressed as Then Year dollars.

· Do the cost parameters reflect the MNS or requirements document?

Schedule

· The schedule entries are in chronological order from the top down

· The schedule items are high-level milestones – for example, KDPs, IOC or FOC – rather than low-level, internal checkpoints (such as document approval or meeting with review boards)

· Do the schedule parameters reflect the MNS or other requirements document?

Acquisition: The conceptualization, initiation, design, development, test, contracting, production, deployment, support, modification, and disposal of systems, supplies, or services (including construction) to satisfy agency needs. Acquisition is the process of acquiring with appropriated funds, by contract for purchase or lease, supplies and services (including construction) that support the missions and goals of an executive agency, from the point at which the requirements of the executive agency are established in consultation with the Chief Procurement Officer of the executive agency, including functions related to fulfilling agency requirements by contract.

Acquisition Cost : All costs for acquiring, by contract, interagency agreement, or other funding instruments, systems, supplies, or services for a designated program or project through purchase or lease, whether the supplies are already in existence or must be created, developed, demonstrated, and evaluated, and without regard to the type of appropriated funds used. Acquisition cost includes all incurred or projected costs from the commencement of the Program Initiation phase through the completion of the Production and Deployment phase.

Key Decision Point (KDP): A decision forum between program life cycle phases, where the chairperson, with the advice of the decision forum, decides whether a program shall proceed to the next phase, continue effort in the current phase, or be cancelled. Also see the Department of Homeland Security MD #1400 for more information about KDPs.

Life-Cycle Cost (LCC): The total cost to the Federal Government of acquiring, operating, supporting, and (if applicable) disposing of items being acquired.

Objective: The value desired by the user for which the PM is attempting to obtain. Objectives are goals that result in striving to lower cost, decrease schedule and increase performance. If no objective value is indicated, the objective value shall be the same as the threshold value.

Program: A directed, funded acquisition that provides a new, improved, or continuing system or service in response to an approved need. Acquisition programs are divided into levels established to facilitate decentralized decision making, execution, and compliance with statutory requirements. 

Program Deviation: Occurs when the Program Manager has reason to believe that the current estimate of a performance, schedule or cost parameter is exceeded.

Sponsor: The Sponsor represents the operational needs of the cognizant organizational element and ultimately the end-users of the required system. The Sponsor conducts mission analysis, identifies capability gaps, conducts requirements analysis, and participates in long range planning process and the prioritization of needs. Sponsor’s final requirements are formally documented in a Mission Need Statement (MNS) or other appropriate requirements document. The Sponsor participates in all phases of the acquisition to ensure that the item or system being acquired meets operational requirements. The sponsor for Investment Level 1 programs is the TSA DA; the sponsor for Investment Level 2 programs is the TSA COO, CSSO, or COS, based on the PM reporting chain); the sponsor for Investment Level III programs is the cognizant TSA AA.

Threshold: The minimum acceptable value that, in the user’s judgment, is necessary to satisfy the need. Failure to achieve threshold values may seriously degrade program performance, cause the program to become too costly, or make the program untimely.

ENCLOSURE (2)


