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"Acquire adequate funding up front"

The advice I provide to any program manager, if they can take it, is to make sure that the funds are adequate at the start of a program to deal with the unforeseen problems that will occur.  Actually, XT was a cost-capped mission, and we were basically not going to get any more funds than the agreement that we had made with NASA Headquarters.  So whatever the agreement was, we were going to have to live with it.  So, basically when XT started, we were well funded up front—at Goddard, it’s not popular to say that we should have uncosted carryover.  We requested that we carry over the funds—we actually wrote a plan for it from year to year.  We did carry over substantial amounts of money—we actually gave the people doing the work—we released the reserve to them.  We released most of the reserve up front; we communicated with the team, the systems leads.  They felt it was a point of pride, I believe, to ensure that they could live within their caps.  The ultimate result was that XT substantially underran the program.  We had reserves to deal with all the problems, and the advice I would provide on any cost-capped mission is to plan to underrun.  Because problems will occur that are unforeseen, and very often the reserve is not sufficient to deal with it and it ultimately winds up costing more money in the long run.  I think having those funds up front made a substantial difference in how the program was run.  I also think we provided—we gave the lead people full responsibility for their work.  We gave them an opportunity to excel, and they showed that they could do it.  We also, from a program perspective, put our trust in them, and they delivered.

