Automatic Identification System (AIS) 

Rapid Deployment Capability (RDC)

Lessons Learned

Background:
The Automatic Identification System (AIS) has received a significant amount of high-level attention from the Navy recently because this commercial-off-the-shelf (COTS)-based system has the potential for delivering much needed operational capabilities to the warfighter in support of Maritime Domain Awareness (MDA).  Among these added capabilities are improvements in “Safety at Sea”, significant enhancements in situational awareness and the Common Operational Picture (COP), and additional data-sourcing in support of all-source analysis and fusion.
In a July 2005 memorandum, the Chief of Naval Operations (CNO) directed the Deputy Chief of Naval Operations for Warfare Requirements and Programs (OPNAV N6/N7), in coordination with Commander, U.S. Fleet Forces Command (CFFC) and the Deputy Chief of Naval Operations for Resources, Requirements and Assessments (OPNAV N8), to develop a plan to procure and install standalone AIS systems for all surface ships by the end of FY06; with procurement and installation to begin as soon as possible.  The CNO directed these accelerated installations of AIS as an FY06 Global War on Terrorism (GWOT) initiative.  In September 2005, the CNO further expanded the initial requirement to include fielding of a standalone AIS on every submarine deploying in FY06.  

Because of the technological maturity and commercial standardization of the available AIS products, and the apparent military utility of this capability, the Program Executive Office (PEO) for Command, Control, Communications, Computers, and Intelligence (C4I) and Space, through its Intelligence, Surveillance and Reconnaissance (ISR) and Information Operations (IO) Program Office (PMW-180), embarked on an acquisition course that provides for an expedited procurement and delivery of this essential C4I system.  In order to expedite these acquisition activities, PMW-180 requested, and gained approval from the Assistant Secretary of the Navy for Research, Development and Acquisition (ASN(RDA)), to develop and implement these objectives under the Rapid Deployment Capability (RDC) policy outlined in SECNAVINST 5000.2C (Section 2.8). 
Process:
The RDC processes and procedures provide a tailored approach for initiating and managing the development of a capability to achieve rapid deployment.  The objective of the RDC process is to react immediately to a newly discovered enemy threat or potential enemy threat, or to respond to significant and urgent safety situation.  
The special RDC procedures are designed to streamline the dialogue among the requirements community, the PPBES community, and the acquisition management community; expedite technical, programmatic, and financial decisions; expedite, within statutory limitations, the procurement and contracting processes; provide oversight of critical events and activities; and ensure RDC capabilities are interoperable with other systems as the urgency permits.

In response to the CNO’s directive, OPNAV N6/N7, working with PMW-180, Naval Network Warfare Command (NNWC) and CFFC submitted an RDC designation package to ASN(RDA) requesting the initiation of an AIS RDC effort.  The ASN(RDA) approved the RDC request in January 06.  OPNAV N6/N7 and PMW-180, partnering with the Office of Naval Research (ONR,) used Rapid Technical Transition (RTT) funding to immediately begin the AIS integration development efforts.  As a result of the rapid pace of the integration research and development efforts, a capability was delivered from prototype to production representative within three months.     

Once the shore-based laboratory testing was completed, the AIS system was endorsed by the respective Type Commands and expedited through the Ship Maintenance (SHIPMAIN) process for fielding as a Phase II prototype.  The streamlining of the installation process allowed the AIS program to deliver the capability to an operational platform where the users could conduct operational testing during workups and while on deployment.  
The initially fielded capability was considered by the program office to be an 80% solution.  However, by quickly getting the system in the hands of the end users and monitoring system performance, PMW-180 had access to important operational feedback which not only allowed them to quickly make measurable and attainable improvements, but also enabled the AIS team to employ lessons learned while still early in the acquisition process.  Another benefit gained by moving the technology out to the warfighter quickly was that they early became one of the system’s strongest advocates.
During the demonstration period, the Navy’s independent test authority, Commander, Operational Test and Evaluation Force (COMOPTEVFOR) conducted a Quick Reaction Assessment (QRA) of the integrated AIS data feed into the Global Command and Control System-Maritime (GCCS-M) COP onboard the aircraft carrier USS GEORGE WASHINGTON (CVN-73).  COMOPTEVFOR found the integration of AIS with GCCS-M to be potentially operationally effective for an Early Operational Capability (EOC), however, due to the immaturity of the logistics tail, found the system potentially not operationally suitable.  COMOPTEVFOR recommended that the Navy go forward with installing the AIS capability while PMW-180 continued to address/resolve the suitability issue identified.  
The program office is also showcasing the AIS system’s capability to integrate organic and non-organic track data into the COP during Trident Warrior 2006 (TW06).  Early situational reporting on the system installed onboard the BON HOMME RICHARD (LHD-6) has indicated that AIS is proving to be a significant enhancement to the tactical and operational Commander’s situational awareness.  Analysis has concluded that the amount of tracks available for theater and afloat Commanders is more than double, which makes AIS an extremely significant value-added capability in support of Maritime Domain Awareness (MDA).  
Based on the positive results gained from early laboratory assessments of the AIS capability, followed by independent test analysis of data collected shipboard, PMW-180 intends to continue moving forward rapidly with additional integrated installations scheduled through the end of FY06.  The program office plans to have all integrated logistics support elements fully implemented to address operational suitability before the next phase of AIS integration development begins (FY07).

Lessons Learned:
Acting on the CNO mandated requirements, PMW-180 has not only been working to field AIS products on all surface ships and submarine deployers as directed, but also providing for an automatic feed of the AIS data to the COP aboard Force-Level platforms.  The following is a quick synopsis of the lessons learned since taking on the RDC challenge: 

· Senior Leadership support is very beneficial to the RDC process.  The CNO directives (July and September 2005) were the key enablers for accomplishing the RDC process.  Without Senior Leadership support and an urgency of need, approval to move forward as an RDC is unlikely.
· The RDC team and stakeholders must get together, be informed, and working towards common objectives early in the process.  Unity of effort helps identify and expedite what tasks need to be accomplished, when and by whom.  It is also essential that the proper communication channels (e.g., VTCs) are agreed to and scheduled early on.  
· Clearly defining the operational requirements necessary to deliver all, or at least a substantial portion of the desired capability, is important.  The RDC request submitted by the program sponsor to ASN(RDA) is a critical document.  While it may not contain 100% of the known requirements, it must contain a reasonable amount of schedule and performance information.  Vaguely written requirements in the RDC package are opportunities for requirements creep, so it is important to lock down the systems key performance parameters as soon as possible, and via official communications (e.g., record message or letter). 
· Developing a strategy for “Socializing the Solution” is a key activity.  This is also known as the “Road Show”.  This strategy allows the user community to provide up front and early insight as to whether or not the potential solution addresses or satisfies their operational needs.     
· Exploit as many funding sources as necessary to expedite implementing the solution to the identified problem as quickly as feasible.  An RDC system cannot be fielded within the normal Planning, Programming, Budgeting and Execution (PPBE) process of resource allocation.  In some cases, it can take upwards of two years to get new start funding.  This is where Congressional supplemental funding, such as the GWOT, ONR RTT funding, and Below Threshold Reprogramming (BTR) dollars, can get you started down the implementation or deployment path.
· Make certain that the capability that needs to be delivered can be implemented in an expedited or rapid manner.  If the RDC cannot be delivered in whole or in part (80%) in less than a year, or in less time than it takes to execute the full Joint Capabilities Integration and Development System (JCIDS) requirements validation process, then there may be adequate time to follow standard Defense Acquisition System (DAS) processes.
· Engage with operational test community as soon as possible.  Appropriate levels of testing must be completed prior to MDA approvals for procurement and fielding, and it is prudent to obtain an unbiased user assessment of the capability.  SECNAVINST 5000.2C instruction states that under an RDC the program sponsor may obtain an Operational Test Agency (OTA) assessment of operational effectiveness, suitability, and considerations for deploying the system, however, it does not mandate OTA assessment unless the capability transitions to a full acquisition program.  
· Demonstrate the technological solution or early prototype in a venue consistent with the required application as soon as practical.  The AIS program was given authorization to conduct a “proof of concept” installation on a deploying ship (USS Theodore Roosevelt, CVN-71).  This temporary installation provided enough military utility information to the key stakeholders (resource sponsors, program office, and user community) to enable them to make feasibility and viability determinations on the potential capabilities of AIS.    

· When considering or awarding an expedited procurement contract that utilizes COTS equipment, ensure that the appropriate level of systems engineering rigor has been employed to successfully integrate the potential solution with required military systems interfaces and support systems.  This is especially important in dealing with shipboard topside systems or platform applications where the electro-magnetic environment can be detrimental to system performance.
· Visit the customers (end users) as often as possible throughout the execution of the RDC plan and the life cycle of the capability.  This is a good practice for collecting both positive and negative feedback that can be incorporate into lessons learned or best business practices.
· Coordinate and communicate with all of the requisite Systems Commands.  In many cases, teaming with providers of similar products, or specialized acquisition, engineering, or testing services can greatly reduce an RDC’s risk exposure created by taking on inherently foreign tasks.  
Conclusion:
There is definitely value in pursuing more Rapid Deployment Capability (RDC) opportunities in the Navy.  Whenever emerging technologies and warfighter circumstances lend themselves to this type of acquisition approach, it is the recommendation of PEO C4I and Space, PMW-180, that key stakeholders invest the necessary time and energy required to pursue this acquisition strategy.  The Navy’s RDC business model, the AIS capability, is advancing this concept by deploying systems on over 200 ships.  This effort has proceeded with, by most acquisition program standards, limited initial investment, but the return on the investment to the warfighter is expected to be substantial.  More important is the fact that this capability could not have been deployed in such a rapid manner had the program office chosen the conventional acquisition approach.  Finally, it is vital that all RDC stakeholders do their part to ensure the success of the process; the resource sponsor, the developers, the service Component Acquisition Executive (CAE), the Milestone Decision Authority (MDA), and the end users.
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