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Organization of Projects and SEP Roles  
1. Purpose

The purpose of this document is to describe the relationship between projects and functions and their associated roles.  The Systems Engineering Process (SEP) provides a framework for executing a project and refers to project roles and other functions when describing procedures. 
2. Organization
The organization performs work and generally accomplishes that work through operations and projects.  Both operations and projects are performed by people, constrained by resources, planned, executed and controlled.  Operations usually perform work that is ongoing and repetitive.  The organization provides the environment in which projects are performed and applies constraints to projects to achieve organizational goals.  In addition, organizations support projects through operations that provide services commonly needed by projects. 
2.1. Operations Support Systems Wing (OSSW) 
The OSSW is a hierarchy.  Wing Organizations at the highest levels are designated as Groups and Squadrons.  Groups and Squadrons report to the Wing.  Squadrons and Divisions report to Groups.
In the SEP, references to an organization will use the form Organizational Name Function where Organizational Name represents a generic Name of the function.  For example, Cost Estimation Function is the name of an organization that estimates the cost for a project.  If the Cost Estimation Function is provided by an organization in the Group or designated to support the Group, the project should utilize that service.  If the Cost Estimation Function is provided by an organization at the wing level, that organization should be the second choice of the project.  If there is no support for that function in the Group or Wing, then the project will have to assign project personnel to provide that function for the project.
2.2. Wing Director - Highest level Function at OSSW
2.2.1. Functions Reporting to the Wing Director
Material Systems Group



MSG
Standard Systems Group



SSG

Engineering & Integration Squadron



Force Protection Systems Squadron



2.2.1.1.     Material Systems Group

Readiness System Squadron

Business Operations Systems Squadron

Personnel Systems Squadron

Financial Systems Division

Enterprise Solutions Division
2.2.1.2.     Standard Systems Group

Sustainment Division
Acquisition & Commodities Division

Operations Division
3. Project
Projects are temporary organizations with a beginning and end that are set up to produce a unique product.  A project can also be viewed as a managed set of interrelated resources that delivers one or more products to a customer.  The project is managed based on plans that specify the product, define the resources and funds, the work to be accomplished, and the schedule for doing the work and releasing the product to the customer.
Most projects develop or sustain software for an Automated Information System (AIS) program.  A program may have several projects and a project may have several product releases.
3.1. Each Project is the Responsibility of One Function
Any Group, Squadron or Division may set up a project within that function.  The project may be funded by any Group, Squadron or Division, the Wing Director or an organization outside of OSSW.  Projects from outside OSSW enter through any Group, Squadron or Division which will create a project or route the project to an appropriate OSSW function.  The function that sets up the project is the function responsible for the planning and execution of the project and the production of the project deliverables. 
Whoever funds the project is defined as the Customer.  In addition to funding the project, the Customer is responsible for defining the project (determining the scope and requirements), monitoring the project and accepting the project deliverables.  The Customer may designate other personnel or functions, including the project, to assume some of the Customer responsibilities.
3.2. Project Personnel

All of the personnel on a project are either members of the function responsible for the project or assigned to the responsible function.  In either case, for the time they are assigned to the project, they take their day-to-day direction from the management team of the project. 
3.2.1. Project Management and Roles

All of the Project Management personnel on a project are either members of the function responsible for the project or matrixed to the project.  Every project has 3 levels of project management defined by the roles Senior Manager, Program Manager and Project Manager. 
3.2.1.1. Senior Manager 
The function that established the project provides a Senior Manager for that project.  The Senior Manager’s primary focus is the long-term vitality of the enterprise and the integration of all programs within their portfolio in support of the warfighter, rather than short-term project-level contractual concerns and pressures.  A Senior Manager is either the Lead or designated by the Lead of a Group, Squadron or Division in OSSW.  Every program must have at least one Senior Manager.  Senior Managers must periodically review their programs.
3.2.1.2. Program Manager

Every project is part of a program even if there is only one project in the program. The Program Manager has the overall responsibility for the program.  The Program Manager is responsible for coordinating all of the projects in a program, determining their interfaces, and assigning their scope within the program.  The Program Manager reports to the Senior Manager.  The Program Manager's duties include determining project resources, reviewing project plans, monitoring project progress and attending project Configuration Control Board (CCB) meetings.  The Program Manager’s focus is the quality, functionality, cost and schedule of all the projects in the program.  Each program must have one Program Manager.  
3.2.1.3. Project Manager 
The Project Manager leads the project.  Project leadership encompasses the exercise of responsibility and decision-making about a project, the authority to execute within the boundaries of the project, and the accountability to deliver the results of a project in the context of agreed-upon customer expectations, commitments and program constraints. 
The Project Manager reports to the Program Manager.  Each project has one Project Manager.  The Project Manager may also be the Program Manager and in that situation, the Project Manager reports to the Senior Manager.  When there is only one project in a program, the Project Manager will usually also be the Program Manager. 
3.2.1.3.1. Responsibility for the project

Within the overall envelope of approved time, cost and scope, the Project Manager has the freedom to make decisions that can change strategy, approach or activity definitions to accomplish the same results within the same time, cost and scope.
3.2.1.3.2. Accountability for project results

The Project Manager is accountable to the Customer for delivery of the overall results of the project.  Everything within the scope of the project must be clearly defined and measurable, and the Project Manager is fully accountable for the delivery of those results.
3.2.1.3.3. Authority to execute the project to get the results

The Project Manager has the authority to enforce the behaviors that are necessary to attain the results for which they are being held accountable.  While hiring and firing personnel in OSSW may be beyond the authority of the Project Manager, they have the authority to remove personnel from the project and control project team personnel charging to the project.
3.2.1.3.4. The SEP provides specific tasks for the Project Manager 

The Project Manager supports the Customer’s Functional Review Board (FRB) and Configuration Control Board (CCB).  The initial cost and schedule estimates are the responsibility of the Project Manager and if the technical solution requires resources outside of the project, the Project Manager must coordinate the cost and schedule estimates with the functions that control those resources.  After getting permission to proceed from the Customer or designated Milestone Decision Authority, the Project Manager is responsible for the remaining work products associated with the SEP Tailoring Worksheet and for project tracking and oversight.  
If the project involves Systems Development or Systems Maintenance performed by the organic Designers or Programmers at OSSW, the Project Manager must either be a certified Software Project Manager or appoint a certified Software Project Manager to manage the Systems Development and Systems Maintenance activities.  OSSW Groups are responsible for determining the requirements for the Software Project Manager Certification and determining if a person meets those requirements.  Systems Development or Systems Maintenance involves any activities that convert requirements to design, design to code, coding (including unit and integration testing) or fixing defects in previous design or code.  
The Software Project Manager is the deputy Project Manager for the Systems Development and Systems Maintenance activities in the project.  The Project Manager may assign other tasks to the Software Project Manager as the deputy Project Manager.
3.2.2. Project Team

Project personnel satisfying roles in the project must be assigned to the project whether they come from the responsible function or other OSSW functions.  These roles include Functional, Programmer, Designer, Quality Assurance Personnel (QAP), Project Security Manager, Requirements Analyst, etc.  Personnel filling these roles in a project report to the Project Manager for their assignments.
Functions will be carried out and services provided by OSSW functions, including the OSSW function responsible for the project.  In these cases, the Project Manager must negotiate the cost and schedule with these functions to perform internal taskings that produce a service or product given specified input.  The personnel performing those tasks will report to their own functions for directions.  Some possible examples are: Quality Assurance Test & Evaluation Function support for Qualification Test and Evaluation or Security Certification Function support to produce a security package.
The Project Manager is responsible for integrating the efforts of the support staff development staff, internal taskings and external contracts.  
3.2.2.1.   Developers

      The Developers consist of the Project Manager, Software Project Manager, Functional Analysts, Designers, and Programmers assigned to the project.  The Developers develop and sustain the releases.
3.2.2.1.1. Software Project Manager

The Software Project Manager (SPM) manages the Systems Development or Systems Maintenance when those activities are performed by the organic Designers or Programmers at the OSSW.  The Software Project Manager is responsible to the Project Manager for the development and maintenance activities and may be assigned additional tasks by the Project Manager.  The Software Project Manager is expected to have a thorough knowledge of requirements, design, code and test and the interrelationships between those disciplines required to construct a system.  The Software Project Manager must also be able to implement those disciplines within the framework of the OSSW Systems Engineering Process.
3.2.2.1.2. Lead Functional Analyst

The Lead Functional Analyst is responsible for analyzing and refining customer requirements and assisting with the creation of the requirement specification documents.  The Lead Functional Analyst is also responsible for creating the function and system test descriptions.  The Lead Functional Analyst must have a thorough knowledge of the functional requirements and specifications, understand the operational environment, be an authority on applicable functional standards and certify whether the system satisfies requirements.  The Lead Functional Analyst also is responsible for being the project test leader.  As the project test leader, the lead functional analyst will be a key member of the Integrated Test Team (ITT).  If the project has a waiver for the ITT, the Lead Functional Analyst will fulfill the Test Manager duties. 

If there is a Functional Analyst, a Lead Functional Analyst must be designated.  The same individual may be assigned to one or more projects.  The Lead Functional Analyst may perform other roles on the project but should not be part of the Design or Programmer groups, as this does not provide enough independence during the Function and System Test.  
3.2.2.1.2.1. Functional Analyst 
The Functional Analyst supports the Lead Functional Analyst.  Each project may have one or more Functional Analysts.  A Functional Analyst may be assigned to more than one project.  
3.2.2.1.3. Lead Designer 

The Lead Designer is responsible for designing the technical solution and all the documentation that supports it. The Lead Designer may be assigned to more than one project.  If there is a Designer, a Lead must be designated.  
3.2.2.1.3.1. Designer 
The Designer supports the Lead Designer.  Each project may have one or more Designers.  A Designer may be assigned to more than one project.  
3.2.2.1.4. Lead Programmer 

The Lead Programmer is responsible for implementing the design and testing the design through unit and integration testing.  The Lead Programmer also is responsible for being the development test representative.  The Lead Programmer should have a thorough knowledge of the automated tools supporting development and testing, have a good understanding of the overall requirements, understand the operational environment and operational requirements, be an authority on applicable development standards, and determine if the system meets the design specifications.  As the development test representative, the Lead Programmer will be a key member of the Integrated Test Team. 

If the project is organized into teams of Programmers, a Lead Programmer must direct each team.  Thus, each project may have more than one Lead Programmer.  Each Lead Programmer may be assigned to more than one project.  

The Lead Programmer should have a thorough knowledge and understanding of the automated tools supporting development, the overall requirements, the operational environment and operational requirements, the development standards, the certification requirements, and any other requirements applicable to software development for the project. 
3.2.2.1.4.1. Programmer 

The Programmer supports the Lead Programmer.  Each project may have one or more Programmers.  Each Programmer may be assigned to more than one project.  
3.2.2.2.   Project Support Roles
3.2.2.2.1.  Project Configuration Manager 

The Project Configuration Manager is responsible for executing all applicable SEP configuration management procedures for the project.  Each project must have a Configuration Manager.  A Configuration Manager may be assigned to more than one project.
3.2.2.2.2.   Project Security Manager 

The Project Security Manager is responsible for project security matters some of which include security requirements, security risk analysis and assessments, various security documents and coordinating with security personnel from other functions to obtain security services.  The Project Security Manager maintains close coordination with the Security Certification Function on security certification and related documentation. 
3.2.2.2.3. Quality Assurance Personnel 

If there are any contracts on the project, there must be a Quality Assurance Personnel (QAP).  One QAP may be responsible for several contracts.  The QAP may be assigned to more than one project.  
3.3. OSSW Project Support Functions and Roles

3.3.1.   OSSW Systems Engineering Process Group 

The OSSW Systems Engineering Process Group (SEPG) is a part of the Engineering & Integration Squadron.  The SEPG supports OSSW by maintaining the Systems Engineering Process (SEP) and coordinating the Tailoring Worksheets among OSSW support organizations.  The SEPG is the process owner for many SEP procedures and is responsible for the accuracy and implementation of those procedures through training and consultation.
3.3.1.1.   SEPG Member

The SEPG member supports OSSW by maintaining the SEP.  Members support projects by maintaining a Lessons Learned Database, responding to questions about the SEP, updating the SEP in response to changes in the Air Force and OSSW policies, and updating the SEP to improve project performance and product quality.  The member is also responsible for the accuracy of the procedures owned by the OSSW SEPG and the implementation of SEP procedures through training and consultation.

3.3.2.    OSSW Configuration Management 

OSSW Configuration Management is a part of the Engineering & Integration Squadron.  They support OSSW by setting the configuration management policies and procedures and evaluating project configuration management plans and activities.  The members of OSSW Configuration Management are the Configuration Managers.
3.3.2.1. Configuration Manager

The Configuration Manager administers configuration management policies.  
3.3.3. Systems Process Assurance 
Systems Process Assurance (SPA) is a part of the Engineering & Integration Squadron.  SPA is responsible for periodic audits of projects to determine compliance with the SEP.
3.3.3.1. Systems Process Assurance Roles
The Systems Process Assurance personnel administer process assurance .  They conduct audits of projects on a recurring basis.  They report audit findings to senior managers.  They maintain, analyze and report metrics on the status of process compliance within OSSW. 
3.3.4.  OSSW Engineering & Integration
OSSW Engineering & Integration supports OSSW by providing engineering services for project products.
3.3.4.1. Engineer
The Engineer supports the Project Manager for overall conduct of systems engineering.  The Engineer provides support for special projects, prototypes, architecture issues and provides design guidance.  The Engineer provides expertise to projects for non-functional requirements such as system performance, network performance, security and other mandates related to systems, software or development features and documentation. 
     3.3.4.2. Staff Engineer

The Staff Engineer is assigned to projects to assess process compliance and work product quality based on the criteria imposed by the SEP for milestone reviews, decision points and certifications.  The Staff Engineer provides oversight at the project level for the quality of all artifacts associated with the project and provides project support in the areas of program management, systems engineering, software engineering and quality management as well as product control.   The Staff Engineer assists in the creation of a robust set of software products that are secure, interoperable, supportable, sustainable, and useable.  
3.3.5. OSSW Quality Assurance Test & Evaluation

Quality Assurance Test & Evaluation provides test support for all products produced by OSSW projects.  Members of Quality Assurance Test & Evaluation are Test Directors, Test Managers, Test Administrators, Network Analysts, Document Editors, Tools Specialists, Systems Administrators and Test Evaluators.  They work on the project as members of the Integrated Test Team.
3.3.5.1. Integrated Test Team

Implementation and use of the Integrated Test Team (ITT) concept is mandatory for all projects.  The ITT will be led by members of Quality Assurance Test & Evaluation.  Team membership includes project personnel.  The Lead Functional Analyst and the Lead Programmers from the project are members of the ITT. 
3.3.5.2. Test Director

The Test Director leads the combined test planning, combined test execution and test reporting for Groups, Squadrons and Divisions.  As leader of the ITT, the Test Director provides direction, sets agendas, and initiates the ITT charter.  The Test Director assigns a Test Manager from Quality Assurance Test & Evaluation for the project.  In addition, the Test Director coordinates test planning and scheduling, directs all test issues affecting the project, chairs Test Integrated Process Teams, coordinates external test activities, attends reviews, and develops high-level strategies to meet testing objectives.   
3.3.5.3. QA Test Manager

The QA Test Manager reports to the Test Director and is assigned to a project.  The QA Test Manager facilitates the planning, scheduling, execution and reporting for the ITT.  The QA Test Manager assists in test document preparation, reviews documents, maintains close coordination with project activities and reviews functional requirements for testability.  The QA Test Manager coordinates test events and is the ITT focal point for the project.  The QA Test Manager chairs strategy working groups, assists in the development of test objectives, makes recommendations concerning progression of sequenced test events, and debriefs the results of major test events.
3.3.5.4. Project Test Manager

The Project Test Manager is a functional analyst and is part of the project team.  
3.3.5.5. Test Administrator

The Test Administrator serves as test expert on operability matters, system administration, system initialization and implementation, backup and recovery, aborts and restarts, and catastrophic recoveries for AISs.  
3.3.5.6. Network Analyst

The Network Analyst performs network risk assessment in support of the Certificate of Networthiness and Certificate to Operate processes.  The Network Analyst maintains test labs’ communications and networking facilities and software.
3.3.5.7. Tools Specialist

The Tools Specialist provides support and consultation in the obtaining, set-up, and employment of automated test tools for development efforts.  The Tools Specialist works with test personnel to provide orientation, assistance, and support to effectively plan, implement, and use automated tools. 
3.3.5.8. Systems Administrator

The Systems Administrator performs system administration on LAN and laboratory servers and equipment in the Quality Assurance Test & Evaluation test environment.  They prepare systems for tests, load operating systems, applications, and communications software; and also initialize systems for testing and sustain systems throughout the test period.  
3.3.5.9. Document Editor

The Document Editor performs editorial services for system releases distributing any type of documentation to users supporting system operations.  They edit hardcopy, electronic copy, and on-line help materials.  
3.3.5.10. Test Evaluator

The Test Evaluator participates in Test Readiness Review II (TRR II) and receives test data, products and software from project personnel.  Test Evaluators distribute test turn-in items and materials to appropriate test personnel.  They execute application systems to test interoperability.  Test Evaluators track and report test results.
3.3.5.11. Release Controller
The Release Controller is the sole delivery point for AF software and documentation developed and sponsored by OSSW to field users worldwide.  Release Controllers develop policy and procedures pertaining to management, reproduction and distribution of software artifacts and documentation for AF standard systems.  They provide version control of fielded software, manage the master library of standard software, documentation, test plans and release materials.  They maintain off-site storage for source code
3.4. Systems Program Divisions and Squadrons 

Each Systems PrOgram (SPO) Division and Squadron has staff that can be utilized at the discretion of the Senior Management in the SPO to investigate issues related to all of the AISs supported in the SPO such as AIS interfaces, determining customer requirements and allocating customer requirements to projects.  This staff member may determine technical approaches in individual projects.  Each SPO must have personnel assigned to this role.
3.4.1.   Requirements Analyst

The Requirements Analyst facilitates and models the business process and information flow analysis for and across projects.  The Requirements Analyst implements and leads technical approaches to elicit requirements, represent requirements in text and diagrams, organize requirements and their attributes in OSSW-approved requirements management systems and validate the requirements. 
3.5. Additional Personnel and Team Assignments 
Additional responsibilities, usually of a temporary nature, are described in SEP procedures.  Sometimes these responsibilities are organized into positions or teams.  
3.5.1. Examples of Other Teams to which personnel are assigned
Customer Support Team
Project Independent Test Team
Site Survey Team

Acquisition Strategy Development Team

Integrated Product Team

AFOTEC

Configuration Control Board
3.5.2. Examples of Other individual assignments
Financial Matrix Lead

Action Item Point of Contact

Action Item Assignee

AFCEDS Administrator

Attendee

Author
Certifying Official

Configuration Control Board Chairperson
Configuration Control Board Member

Configuration Control Board Recorder
Contracting Officer

Contractor

Corporate Release Facilitator
Cost Estimator

Customer

Customer Support Agents
Database Administrator
Designated Approval Authority (DAA)
Facilitator (used in Peer Reviews)

Meeting Owner
Network Administrator
Training Administrator

Peer (used in Peer Reviews)
Project Training Coordinator
Proposal Manager

Quality Assurance Program Coordinator
Recorder (used in Peer Reviews)

Review Chairperson

Review Participant
Single Manager

Stakeholder

Staff Engineer
4. General Role Information

Depending upon the size and nature of the project, some personnel may be responsible for several SEP roles at once.  Any limitations in assuming more than one SEP role are listed in the role descriptions.
4.1. Deputy and assistant roles

Depending on the project, a SEP role may have one or more deputies or assistants assigned.  When the SEP refers to the duties of a specific role, the deputy or assistant for that role can perform the duties or take on the responsibilities associated with those duties unless they are specifically excluded by the project or the SEP.  In addition, a person assigned to a particular role may designate a person to take on certain specific duties of the role.  In that case the designated person is treated as a temporary deputy for those specific duties.
Any deputy or assistant in a role will have the same training requirements as those associated with the role.
4.2. Training for roles

The following table contains the data for the SEP Roles and associated training classes.  The classes in the second table are NOT offered by the SEPG.  All mandatory courses must be completed within 6 months of assignment to the SEP role with the exception of the Functional Analyst and Lead Functional Analyst roles.  Functional Analysts and Lead Functional Analysts must complete SEP Requirements and SEP Testing within 9 months of assignment to the SEP role.  Functional Analysts and Lead Functional Analysts should not take SEP Requirements and SEP Testing until they have been assigned to their roles for 3 months.
4.2.1. Abbreviations for training requirements

MANDATORY-M:  Training that is mandated by the organization for all personnel assigned to the role.  Waiver authority is the appropriate Group, Squadron or Division Lead.
RECOMMENDED-R:  Training that is recommended by either the organization or the individual supervisor for personnel assigned to the role.  Waiver authority is the appropriate Project Manager or Supervisor (for Roles in Support Organizations). 
DESIRED-D:  Training that is desired by the supervisor for personnel filling that role on their project.  Waiver authority is the Supervisor.
4.2.2. Courses given by the SEPG:

	 COURSES           

ROLES 
	SEP Orientation
	SEP Design
	SEP Project Management
	SEP Requirements
	SEP Testing

	Functional Analyst
	M
	
	
	M
	M

	Designer
	M
	M
	
	R
	

	Quality Assurance Personnel 
	M
	
	R
	
	

	Lead Functional Analyst 
	M
	M
	R
	M
	M

	Lead Designer 
	M
	M
	
	M
	M

	Lead Programmer 
	M
	M
	
	
	M

	Program Manager
	M
	
	M
	M
	

	Programmer
	M
	
	
	
	M

	Project Manager 
	M
	
	M
	M
	

	Software
Project
Manager 
	M
	M
	M
	M
	M

	Project Security Manager 
	M
	
	D
	
	

	Senior Manager
	M
	
	R
	
	

	Project  Configuration Manager 
	M
	
	R
	M
	

	Systems Engineering Process Group Member
	M
	M
	M
	M
	M

	Configuration

Manager
	M
	
	
	
	

	Systems Process Assurance
	M
	M
	M
	M
	M

	Test Director
	M
	
	
	M
	M

	Test Manager
	M
	
	
	M
	M

	Test Administrator
	M
	
	
	M
	M

	Network Analyst
	M
	
	
	M
	M

	Document Editor
	M
	
	
	
	

	Tools Specialist
	M
	
	
	M
	M

	Systems Administrator
	M
	
	
	
	

	Test Evaluator
	M
	
	
	M
	M

	Engineer
	M
	
	
	
	

	Release Controller
	M
	
	
	
	

	Peer Review Facilitator
	M
	
	
	
	

	Requirements Analyst
	M
	M
	M
	M
	M

	Staff Engineer
	M
	M
	M
	M
	M


4.2.3. Courses NOT given by the SEPG:

	 COURSES           

ROLES
	Coding
	Configura-tion Mgt
	Peer Review Facilitator
	QAP 
	Microsoft Project

	Designer
	R
	
	
	
	

	Quality Assurance Personnel 
	
	
	
	M
	

	Lead Designer 
	R
	
	
	
	

	Lead Programmer 
	R
	
	
	
	

	Programmer
	R
	
	
	
	

	Project Manager 
	
	
	
	
	R

	Software
Project
Manager
	R
	
	
	
	R

	Project Configuration Manager 
	
	M
	
	
	

	Staff Engineer
	
	
	
	
	

	Systems Engineering Process Group Member
	
	
	
	
	R

	Configuration Manager
	
	M
	
	
	

	SPA
	
	
	R
	
	R

	Release Controller
	
	M
	
	
	

	Peer Review Facilitator
	
	
	M
	
	

	Lead Analyst
	
	
	
	
	

	Requirements Analyst
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