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1.0 Introduction
The Federal Aviation Administration (FAA) has nearly 50,000 employees located at government-owned and leased facilities throughout the United States. As part of day-to-day agency operations, the FAA requires dial-up telephony services within, between, and outside FAA facilities. This plan describes the FAA’s vision for establishing an FAA-wide administrative voice enterprise for the delivery, management, and operation of those telephony services.
2.0 Current Environment

The FAA currently owns and operates a wide range of private branch exchanges (PBXs), conference bridges, and key systems.  Larger scale PBXs (61) are managed under the FAA’s Voice Telecommunications System (VTS) contract. The VTS contractor is responsible for:

· service adds, moves, and changes;
· system monitoring, troubleshooting, and user support;
· on-site maintenance and repair (M&R); and
· engineering support in the planning and implementation of system upgrades.

The VTS contractor also uses SecureLogix Enterprise Telephony Management systems to track usage and manage the performance of VTS platforms. In addition to the large PBXs, the VTS contractor maintains conference bridges for voice teleconferencing.

The FAA has approximately 820 smaller scale PBXs and key systems that have been obtained under individual regional procurements over the past 10 years.  These systems are maintained under individual M&R contracts. The FAA’s local telecommunications services management organizations are responsible for responding to user requests and implementing service adds, moves, and changes.  
In general, the FAA’s PBXs are operated as standalone systems, but there are instances where dedicated connectivity has been established between PBXs so they can support inter-facility calling without having to traverse the Public Switched Telephone Network (PSTN).  The FAA also has “campus” environments where a single large PBX supports multiple facilities.  Smaller facilities that do not have their own PBX and are not part of a campus environment may be tied into a PBX at a nearby larger facility so they can make “on-network” calls.  Otherwise, they may use Centrex services or individual dial tone services provided by a Local Exchange Carrier (LEC).
The VTS contract is reaching the end of its period of performance and the individual M&R contracts and manufacturer’s warranties for smaller PBX systems expire at different points in time across the expected period of performance for FAVES. The FAA’s objective is to take advantage of this window of opportunity to consolidate the management and operation of administrative voice platforms and move toward an enterprise approach to the delivery of administrative voice services. The target environment is referred to as the FAA Administrative Voice Enterprise Services (FAVES) program.  
3.0 Scope of Administrative Voice Services Used Today 

The FAA uses standard local and long distance dial services at administrative offices and operational air traffic control facilities to meet its needs for telephone and facsimile communications. The scope includes, but is not limited to, Centrex-type services, support for “hunt groups,” toll-free (800) services, and teleconference calling. The FAA uses individual POTS
 lines and T-1/PRI/ISDN trunk lines for connectivity between PBXs and the PSTN.  Depending on the need, the FAA orders DID/DOD blocks
 from the local service provider and generally uses GSA’s FTS2001 contract for long distance services.  

It is expected that the FAA voice communications enterprise will encompass approximately 1000 facilities located throughout the United States and including Puerto Rico, Alaska, Hawaii, American Samoa, Guam, and other locations as designated by the FAA. The combined scope of current inventory of PBXs and key systems supports over 64,000 dial line ports for voice and facsimile use.
4.0 System Evolution

The FAA envisions a phased approach for the transition from its current environment to the enterprise solution for administrative voice services.  As illustrated in Figure 4-1, the activities will take place in three overlapping but distinct phases.  It should be noted that the diagram represents a planning horizon of approximately 7-10 years, but it is not to scale and so no conclusions should be drawn with respect to the expected durations of the phases or the underlying activities.  The FAA does not have a predetermined starting point for Phases 2 and 3 and it may be possible for a greater degree of parallelism between all three phases than implied by the notional depiction below.
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Figure 4-1. FAVES Program Phases
Based upon the likely mix of legacy, upgraded, and new systems, it is expected that the FAA will be operating in a “hybrid” environment for an extended period and so the FAA will rely upon the FAVES contractor to ensure system interoperability and optimize service configurations.
4.1 Near-term Objectives (Phase 1)
The existing VTS contract will not be re-competed and the maintenance of the existing inventory of large-scale PBX systems and conference bridges will be part of the FAVES scope of work. The FAA maintains a comprehensive status of the current configurations of the PBX systems and those records will be provided to the FAVES contractor so that shortly after contract award they can assume responsibility for user support, trouble-shooting, and on-site maintenance of the VTS inventory. Existing spares will be provided to the FAVES contractor as government-furnished equipment (GFE) to facilitate this process. The FAVES contractor will also assume responsibility for moves, adds, and changes to services supported by VTS platforms.
M&R support for smaller scale PBXs and key systems will be gradually transitioned to FAVES as the individual contracts and system warranties expire. This process will take place incrementally over a number of years and the FAVES contractor will have the opportunity to confirm the inventory and configurations of these smaller scale systems prior to assuming maintenance responsibility. The Contractor will also be responsible for services moves, adds, and changes involving systems for which they have assumed maintenance responsibility. Since some smaller scale PBXs and key systems are connected to large PBXs, any MACs for these ports or numbers will be the responsibility of the FAVES contractor once responsibility is assumed for the VTS platforms.
In some cases, the existing PBXs may need a tech refresh
 or, if they are no longer supported by the vendor, they may need to be replaced altogether. In either instance, any investment in upgrading or replacing existing platforms should be upward compatible with the target enterprise solution to the greatest extent possible.  
FAVES will reduce the need for the FAA’s legacy regions to administer separate procurements for PBX systems and Time and Materials (T&M) contracts to maintain them. Under FAVES, the FAA will have access to a broad range of telephony services, the flexibility to order optional features, and the ability to obtain the support services required to implement enterprise voice solutions wherever they are needed.

During Phase 1, the FAVES contractor will also be expected to collect utilization statistics for existing PBXs and trunks, analyze the current system configuration including interconnections between existing PBXs, smaller scale PBXs and key systems, and identify opportunities for optimization. This applies to the full scope of the FAA’s voice enterprise and not just the portions for which FAVES has assumed maintenance responsibility. The FAVES contract will be structured to incentivize the contractor to identify under-utilized assets and opportunities to reduce operating costs. The FAVES contractor will also be responsible for suggesting new and updating existing numbering plans to support the implementation of recommended enhancements.
The FAA’s intent is to re-invest savings gained from the Phase 1 consolidation and optimization into the establishment of the FAVES target environment.  
4.2 Planning for the Future (Phase 2)
The FAVES contractor will assist the FAA in planning the evolution to an FAA-wide administrative voice enterprise. During Phase 2, this activity will go beyond the optimization analysis performed in Phase 1 by assessing traffic patterns, growth trends, access bandwidth requirements, local infrastructure requirements, sustainability of communications during emergency or high-stress situations, availability, (e.g., existing LANs and their utilization), and user requirements for new telephony services.

Based upon the outcome of this assessment, the FAVES contractor will work in partnership with the FAA to refine their proposed enterprise architecture and initiate the detailed planning for the implementation of a long-term administrative voice enterprise solution that is scalable for growth, balances the risk between the government and the contractor, and is flexible given the degree of uncertainty around the pace of change.

The FAA would also like to leverage the existing legacy infrastructure to the greatest extent possible whether it is already IP-enabled or needs a tech refresh to be upward compatible with a Voice over IP (VoIP)/IP Telephony (IPT) architecture.  For new capabilities acquired under FAVES, the FAA would like to maximize use of commercial-off-the-shelf (COTS) equipment (defined to include hardware, software, and firmware). 
Upon obtaining FAA concurrence on the recommended architecture, the FAVES contractor will collaborate with the FAA in the development of a detailed plan for migrating to the enterprise solution.
4.3 Establishing an FAA-wide Administrative Voice Enterprise (Phase 3)
The target environment for FAVES is a flexible infrastructure that provides continued support for legacy platforms while moving the FAA to a new integrated administrative voice enterprise that is centrally managed. All telecommunications connectivity to FAVES service delivery points will be furnished by the Government. This includes connections provided by the FAA’s secure IP-based wide area network (WAN), local loops from Local Exchange Carriers (LECs), and traditional dial-up lines.   
The basic functional elements of the enterprise architecture may include, but are not limited to:

· Telephony Hosting Service

· PSTN Gateway Service

· IP-enabling Service

· User Station Services

Telephony hosting services would encompass traditional PBX functionality as well as advanced features made possible through the use of IP technology.  The hosting service would provide enterprise-level features and functions for shared access by any station.  
The PSTN gateway service would provide a gateway to the PSTN for local and long distance calls to off-net users.  The PSTN gateway function may be centrally located on the WAN or distributed across multiple sites, but in either case, there should be a degree of redundancy or a fall-back capability for reaching the PSTN.
For facilities that still have the legacy PBX systems that are not IP-enabled, FAVES would need to provide an “IP-enabling” capability so that calls initiated through a legacy PBX can be routed through the IP WAN to the intended destination.  For facilities that have upgraded and have stations that are IP-capable and can support IP telephony, calls could be routed directly from the originating facility to the destination via the router that provides access to the WAN service.  The architecture also needs to have a means of ensuring continuity of service at key facilities if connectivity via the IP WAN is lost.

Legacy user stations (e.g., telephones) will continue to be used at locations where the PBX is retained.  At locations where the PBX is replaced under FAVES, it is anticipated that new IP-enabled user stations would likely be deployed and use a local area network (LAN) for connectivity to the IP WAN.  Current expectations are to make use of existing LANs and upgrade them as needed.  

Based upon the use of IP technology, FAVES introduces the potential for convergence where both voice and data traffic would be carried on the IP WAN as well as facility-based LANs.

It is expected that standard commercial service offerings will be capable of meeting the FAA’s requirements for administrative voice services. As such, the FAA does not intend to define an overly restrictive set of performance specifications. The FAA’s intent is to retain the flexibility for the FAVES contractor to offer a wide range of services and features as capabilities in the marketplace evolve. Notwithstanding, the FAA expects its future Administrative Voice Enterprise to possess the following attributes at a minimum:
· A broad portfolio of telephony services with the option to order advanced features (e.g., automated call distribution, interactive voice response, enhanced voice messaging, etc.) on per site basis,
· Support for dynamic management of bandwidth,
· High reliability and fault tolerance to ensure continuity of service at key facilities if the Government-furnished WAN incurs a service outage,
· Compatibility with a range of station types,
· Support of Telecommuting and Virtual Office capabilities, i.e., allow users to take their office telephone numbers with them to alternate work locations such that the system will have the intelligence to locate them and route the calls accordingly using the PSTN, Internet, or public cellular systems,
· Reservation-less teleconferencing,
· Enhanced visibility into conference call participants so that the leader of the call has visibility into when participants are added or dropped from the call,
· The ability to activate and reconfigure call center capabilities as needed,
· Improved FAA visibility into system utilization and the cost of services,
· Support of Disaster Recovery and Continuity of Operations requirements,
· Compliance with FAA information security policies and standards.
Under FAVES, the FAA expects to expand its use of the National Service Center (NSC) as the focal point for support requests from users of VoIP telephony systems. In this role, the NSC will perform a triage function and reduce the occurrence of extraneous calls to the FAVES contractor’s customer support function. 

5.0 Acquisition Strategy

The FAA’s intent is to conduct a competitive procurement to support its establishment of an administrative voice enterprise. FAVES will provide the FAA with a means to sustain existing capabilities and transition to the new systems/services that will become the foundation of the administrative voice enterprise.  The FAA expects FAVES to be a non-developmental program that integrates commercial-of-the-shelf (COTS) technologies.
The FAA anticipates a gradual migration to the enterprise solution as a favorable business case is shown for the migration of individual sites or groups of sites.  
FAVES will be a performance-based contract to incentivize the contractor to meet performance commitments and achieve the FAA’s programmatic objectives.
The FAA will employ an acquisition model where the FAA will own any components of the enterprise that are located at Government facilities, e.g., user stations, switching/ gateway functions, etc.  Any capabilities provided by systems located on Contractor premises
 could be provided to the FAA as a service.  Subject to Government approval, the Contractor will have the flexibility to propose the distribution of functions performed at Government facilities versus contractor facilities.
The FAVES contractor will be responsible for the operations and maintenance all system components regardless of whether they are located on Government or Contractor premises.  

Support services provided by the FAVES contractor will include, but not be limited to: 
· Implementation support related to upgraded and new system capabilities

· Tech refresh of systems comprising the FAA’s administrative voice enterprise
 
· Reconfiguring systems in response to FAA requests for service moves, adds, and changes 
· System programming to recognize locations added to or removed from the enterprise

· Enterprise planning, engineering, and analysis including trade studies, platform evaluation, and selection

· Customer support functions for receiving and responding to trouble reports, requests for assistance, and other Government inquiries.

Local trunk line access, long distance service, and WAN transport will either be furnished by the Government or the FAVES Contractor depending on the preferred approach of the FAVES Contractor, the delta cost, and other operational considerations.  The Government is not committed to a particular approach since the overall vision for the FAVES program can be achieved through either approach.   
6.0 Summary
The FAVES program is intended to support the FAA’s near-term objective for continuity of operation for the existing inventory of PBXs and key systems.  It will also serve as the mechanism to consolidate and centralize the responsibility for administrative voice services with the goal of gaining economies of scale and reducing operating costs.  

Beyond the sustainment and optimization of the existing inventory, FAVES will provide the pathway for establishing a modern, integrated administrative voice enterprise across the FAA. FAVES will support the FAA’s objectives for meeting the user’s needs for basic telephony services as well as advanced features that are just becoming available on the commercial market.  FAVES will be capable of growing and changing with the FAA over time as facilities are expanded, relocated, removed and/or consolidated. FAVES will also support the FAA’s changing workplace by supporting telecommuting and user mobility.





































































� POTS – “Plain Old Telephone Service”


� DID – Direct Inward Dialing, DOD – Direct Outbound Dialing


� The term “tech refresh” is used in this context to be synonymous with an upgrade to an existing system to ensure continued supportability and/or to enhance interoperability.


� Contractor premises includes contractor, subcontractor facilities, and third-party service providers.


� Applies to legacy systems as well as new systems/capabilities procured under the FAVES program.
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