DOE Baseline Change Review of the

Large Area Telescope (LAT) Project
February 18, 2005 ~ Germantown, MD

Project Description

The LAT will be the principal scientific instrument to be flown on the NASA Gamma-ray Large Area Space Telescope (GLAST) mission, scheduled for launch in 2007.  LAT is being jointly developed by the Department of Energy (DOE) and National Aeronautics and Space Administration (NASA), along with participation from foreign partners, including France, Italy, Japan, and Sweden.  The LAT is designed to measure the energy and direction of gamma-rays incident from space in the energy range of approximately 20 MeV to great than 300 GeV.

Summary

A Rebaseline Review of the DOE LAT project was held on February 18, 2005, at the DOE Germantown facility.  The review committee reviewed the reasonableness of the Baseline Change Proposal (BCP), completeness of the proposed solutions and how the new DOE deliverable fits and supports the scope of the overall LAT project.  The committee recognized the change to the overall agency management and asked the LAT project for more details regarding DOE’s responsibility and the remaining deliverable within the overall LAT project.  Based on further iterations of the documentation, the committee supported the re-baseline plan for the DOE LAT project, the newly established DOE deliverable and recommended that DOE approve the BCP.
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Background
The current DOE baseline TEC of $42 million was approved in July 2003.  Since then, the overall LAT project entered into its fabrication phase and encountered various technical projects.  The project has identified solutions to the problems; however, additional funds are required.  A total of $20.0M in additional funds is needed for the overall LAT project to solve the technical problems. The BCP
 requests the DOE contribution to the overall LAT project be increased by $3 million to a total of $45 million, which is consistent with the administration’s action to limit DOE exposure.  NASA will provide the remaining additional funding needed.  The increased costs are due to:
· Activities related to NASA requirements on space qualification of equipment
· A large number of anomalies which were uncovered during the engineering model testing.

· The electronic support equipment was more expensive than planned;

· Performance problems from vendors were experienced; and

· Additional staff were required for documentation.

Justification
Because of the decision to limit DOE’s funding to no more than $45M, the nature of the DOE/NASA joint agency management has changed.  NASA has agreed to assume the risk associated with the completion of the overall LAT project.  As of the end of January 2005, $39.66M of DOE’s contribution has been costed by the overall LAT project.  The BCP proposes that the Electronics, Data Acquisition (DAQ), Flight Hardware and Systems Engineering subsystems, which will cost the $5.34M in remaining available DOE funding, be defined as the remaining deliverables.  These subsystems provide essential electronic hardware needed for the capturing of experimental data, and coordination and tracking of LAT instrument requirements, subsystem designs, tests, and test interfaces.  Once the DOE deliverables have been fabricated and tested to demonstrate full functionality and compliance with the LAT Project Integration and Testing subsystem team requirements, DOE’s commitment to the completion of the LAT instrument will be fulfilled, allowing the closeout of the DOE LAT project.  

Cost and Schedule Impact

  Upon approval of the BCP, the DOE funding will increased by $3 million in FY 2005, from $8.4 million to $11.4 million, increasing the total DOE funding to $45 million.
Spending against the current $42M baseline involves work in most subsystems (as shown in the table below) and is associated with direct fabrication of the entire LAT instrument.  The remaining DOE LAT project scope is redefined in the form of deliverables as follows:



System Engineering
$884K



Electronics DAQ
$3,058K



Contingency
$1,401K



TOTAL DOE DELIVERABLES
$5,343K

The details of the full $45 million DOE cost is provided in Attachment A.
There will be no change to the March 15, 2006 date for Critical Decision 4 (CD-4), Approve End of Fabrication, but it will be renamed as the CD-4, DOE Project Closeout milestone.

Other Impacts

None.

Corrective Actions/Mitigations

The corrective actions are to redefine the project scope, have PARS report against the newly approved DOE TEC of $45M, update the Project Execution Plan to reflect approved changes per this BCP, and for the Federal Project Director to provide weekly written progress reports to the Acquisition Executive and monthly reports to SC-2. 

At the present, PARS is reported against the TEC of the overall LAT Project.  Upon approval of this BCP the DOE re-baseline will be implemented and all future reporting starting with February will be reported against the newly approved DOE TEC of $45M.  The re-baselining of the DOE scope will also set the variances reported in PARS to zero resulting in the DOE deliverable being assessed as “Green”.  

The Federal Project Director will be reporting weekly progress of the DOE deliverable to the Office of High Energy Physics.  The multiple components that make up the DOE deliverable will be tracked using a weekly production and performance plan.  Assessment in terms of cost and schedule will be performed by the Federal Project Director against weekly production plans.  This will ensure that the DOE deliverable is completed with the DOE TEC of $45M and that CD-4 “DOE Project Close-out” takes place on or before March 15, 2006. 





Attachment A
Large Area Telescope

Proposed DOE Performance Baseline Cost by WBS ($M)




Total Costs/



Current
Proposed
Commitments
Cost to

Subsystem

TEC
TEC
thru Jan. 05
Complete
4.1.1
Instrument Management
6.41
6.21
6.21
4.1.2
System Engineer
2.61
3.41
2.53
0.88
4.1.4
Tracker
9.21
8.92
8.92
4.1.5
Calorimeter
0.37
0.36
0.36
4.1.6
Anticoincidence Detector
0.33
0.32
0.32
4.1.7
Electronics
9.53
12.29
9.23
3.06
4.1.8
Mechanical Systems
7.27
7.04
7.04
4.1.9
Integration and Test
3.93
3.80
3.80
4.1.A
Performance and Safety Assurance
1.26
1.22
1.22
4.1.B
LAT Instrument Science Ops Center
0.03
0.03
0.03
4.1.C
Education and Public Outreach
0.00
0.00
0.00
4.1.D
Science Analysis Software
0.00
0.00
0.00
4.1.E
Suborbital Flight Test
0.00
0.00
0.00

Total BAC
40.95
43.60
39.66
3.94


Contingency
1.05
1.40

1.40


Total Estimated Cost
42.00
45.00

5.34







� Shouldn’t this report talk about the review and not about the BCP as if this is the BCP document?


�Please change the table in attachment A so that it reflects the updated table shown in Ev’s BCP (version 21) or ESAAB slides (version 11) – Current TEC should be removed.
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