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1 Executive Summary

The Under Secretary of Defense for Acquisition, Technology, and Logistics (USD(AT&L)), proposed streamlining acquisition management of Major Defense Acquisition Programs (MDAP) and Major Automated Information Systems (MAIS) by eliminating burdensome reporting, while continuing to enable OSD to perform its oversight role as well as respond to OMB and Congressional needs.  The DAMIR initiative is to create a net-centric environment where data would be made available as quickly as possible to those who need it across the DoD Enterprise by (1) supporting posting data to shared spaces as early as possible; (2) providing users with the capability to pull data from its origin; and (3) ensuring information integrity.  DAMIR will provide a performance-based integrated collaborative environment that will provide a shared solution for enterprise program management.  


Three alternatives were considered for the DAMIR effort.  The first alternative was the status quo, with minimal upgrades and continued maintenance of the Consolidated Acquisition Reporting System (CARS) family of systems.  This alternative has been the standard approach for the last several years and as out lived its usefulness.  The CARS field dBase input system is not user friendly and as many deficiencies that cannot be fixed through “band aid” attempts.  This alternative is not acceptable.  A second alternative is to develop a new customized “CARS” system using open system technology such as Oracle Database, Portal capability and Collaboration tools.  This alternative has many technical risks typical of custom software development and does not meet the DoD MID 905 and other initiatives focused on using commercial-off-the-shelf (COTS) solutions.  We feel that this alternative is inappropriate for this initiative because adequate software solutions are available for this non-unique requirement that has an established user base.  The third alternative is to maximize the use of COTS products and develop a net-centric environment.  This alternative will provide a performance-based integrated collaborative environment that will provide a shared solution for end users to collaborate on enterprise program management.  This alternative satisfies DoD’s transformational legislation, MID 905 guidance, and industry best practices of using COTS software. 


The recommend alternative is the third alternative to use a COTS software solution augmented by existing COTS and GOTS software to implement DAMIR.  Existing CARS family of systems software will be analyzed to determine its applicability to the new DAMIR environment.  Expanded use of COTS software should streamline business processes, increase operational efficiency, and yield significant savings to the program.

2 Introduction

2.1 Background

As part of the Transformation Legislation Agenda, DoD recently submitted a proposal to repeal chapter 144 of title 10, United States Code (except for the subsections pertaining to Independent Cost Estimates).  Repeal of this legislation would streamline the management of acquisition programs and ease reporting requirements to Congress; however, internal oversight responsibility would still require certain program data be accessible.

The OSD has responsibility for all matters relating to the DoD Acquisition System and serves as the Defense Acquisition Executive responsible for supervising and establishing policies on acquisition matters. OSD performs this oversight through the use of various reports such as the Defense Acquisition Executive Summary(DAES), the Selected Acquisition Report(SAR), and the Acquisition Program Baseline(APB). 

 
The DAES report provides summary reporting of Acquisition Category(ACAT) I MDAP and ACAT IA MAIS programs.  The DAES is prepared by the program manager to provide program status information to DoD Acquisition Officials.  The APB is a contract between the PM, PEO, and the Milestone Decision Authority (MDA) that documents the cost, schedule, and performance goals of a specific program.  The SAR provides Congress with summary reporting of cost, schedule, and performance information for MDAPs.

 
Oversight and reporting to OSD and Congress is accomplished primarily through the Consolidated Acquisition Reporting System (CARS) software (SW). CARS data is used for all ACAT I programs, functioning as a central repository for CARS-related acquisition program information.  It is a data entry and reporting system that combines DAES, SAR, and APB components into an interconnected set of databases.  It is a reporting tool but not a management tool.  The CARS consists of three related applications: Contract Assessment System(CAS), SAR Analysis Support System(SASS), and DAES-Web Application.

The CAS is a web-based SW application that provides earned value management (EVM) data to OSD analysts for each contract awarded by an MDAP Office.  Since CAS depends on CARS for its data input, it relies on manual input of aged data--not allowing the acquisition manager real-time visibility of the program, thus forcing reactive fixes of already existing problems versus proactive management of potential problems.  The SASS is a software application that provides OSD analysts with a capability to provide SAR summary tables.  These are submitted in conjunction with the annual and quarterly SARs to Congress.  The DAES Web is a web-based SW application that allows analysts access to automated data such as information from CARS to execute reporting requirements with some limited ability to aggregate the programmatic data and provide reports. 

The Services have developed SW tools to support the program management and reporting needs of their SAEs and OSD.  The Army's Acquisition Information Management(AIM) is a web application/relational database that provides automated system services to the Army's acquisition community to support planning, programming, management, and execution of acquisition programs.  The Navy's Dashboard provides information on program indicators such as contracts, cost, funding, performance, schedule, and test and evaluation.  The Air Force's System Metric and Reporting Tool (SMART) is a web application that currently runs on an SQL server database and provides program portfolio management and real-time data access and serves as a portal to CARS financial information.  APLUS is an OASD(NII) web application that provides program status, APB, regulatory status, oversight review,  Congressional/GAO/IG interest information and program documentation information. 

Provide limited background on the organization, industry or market conditions, that create drivers for the project.>

2.2 Subject of the business case data and provide reports.

Current OSD processes of oversight and reporting are not as effective or efficient as they could be.  Oversight and reporting to OSD and Congress is accomplished primarily through the Consolidated Acquisition Reporting System (CARS) software (SW) which is a Personal Computer-based system that requires a number of manual steps to transform the data for use.  CARS data is used for all ACAT I programs, functioning as a central repository for CARS-related acquisition program information.  It is a data entry and reporting system that combines DAES, SAR, and APB components into an interconnected set of databases.  It is a reporting tool but not a management tool.  Today, OSD analysts physically inputs electronic file data from the Services into the CARS transforming the data from the flat CARS format to a relational database format.  

Current issues with this process include:

· overburdened program managers responding to too many “masters”: Service and OSD overseers;

· AT&L manually loading CARS data (provided by Services in 3.5 inch floppy-disk format) into dispersed databases;

· lack of on-line connection between OSD overseers, Service overseers, and Program Managers to collaborate and review programmatic data;

· inability to retrieve real-time programmatic and budgetary data needed for oversight and reporting; and

· limited access to SIPRNET by Service program office personnel.
Figure 2

MDAP/MAIS Oversight & Reporting Processes & Software Tool Assessment Approach





2.3 Purpose of the business case



The Business Case is used to obtain management commitment from our stackholders and sponsor approval for investment in business change, through rationale for the investment.  It provides a framework for planning and management of the business change.  The Business Case contains information covering five key aspects of the proposed program: strategic fit to the DoD, options appraisal, commercial aspects, affordability and achievability.  The ongoing viability of the project will be monitored against the Business Case.   

2.4 Governing mandates


The Under Secretary of Defense (Acquisition, Technology, and Logistics)  (USD(AT&L)) is the Principal Staff Assistant and advisor to the Secretary and Deputy Secretary of Defense for all matters relating to the DoD Acquisition System.  The USD(AT&L) position was created in law and was vested with the responsibilities of serving as the Defense Acquisition Executive.  The USD(AT&L) has the statutory functions of establishing policies on acquisition matters for all elements of the Secretary of Defense over the Military Departments’ acquisition systems and processes.  The USD(AT&L) serves as the Defense Acquisition Executive with responsibility for supervising the performance of the DoD Acquisition system; establishes policy for acquisition plans and strategies, validates program acquisition requirements, and develops acquisition program guidance; sets policy for acquisition matters, including contracting, research and development, production, logistics, developmental testing, procurement, and training and career development of acquisition personnel; sets policy for administrative oversight of defense contractors; serves as the DoD Procurement Executive.


The DAMIR supports the President’s Management Agenda principle initiative of Expanded Electronic Government by implementing a net-centric capability.  Specifically, the DAMIR takes existing, manually intensive processes, automates and allows for improvement of those processes, which enables the centralized collection of acquisition data that is easily shared within the DoD and can be made available to share externally as well.  The DAMIR project will support the Net-Centric Enterprise Services (NCES) DoD initiative to create an infrastructure that will enable users to quickly take advantage of DoD and intelligence community networks, eliminating the system-by-system approach.  The DAMIR COTS solution must be compatible with the DoD Metadata Registry, based on the International Organization for Standardization (ISO) 11179 Specification for Metadata Registries.  . 

2.5 Alternative Solutions and data


Three alternatives were considered:  status quo, custom development of a new system, and a commercial-off-the-shelf (COTS) solution.

The first alternative was the status quo, with minimal upgrades and continued maintenance of the Consolidated Acquisition Reporting System (CARS) family of systems.  Oversight and reporting to OSD and Congress is accomplished primarily through the CARS software which is a PC-based system that requires numerous manual steps to transform the data for use.  CARS functions as a central repository for CARS-related acquisition program information.  It is a data entry and reporting system, but not a management tool.  Today, OSD analysts manually load electronic file data from the Services into the CARS, transforming the data from the flat CARS format to a relational database format.  The CARS consists of four related applications: CARS Field System, Contract Assessment System (CAS), SAR Analysis Support System (SASS), and DAES-Web Application.  This larger software system tracks and generates reports on performance, cost and schedule data of MDAPs and MAIS.  These reports are submitted to Congress, OMB, GAO and DoD.  The CARS Field System is used by the Program Offices to produce the APB, SAR and the DAES.  The SAR and DAES also include unit cost reporting and Nunn-McCurdy unit cost breach information. The CAS is a web-based application that provides earned value management (EVM) data to OSD analysts for each major contract.  Since CAS depends on the CARS Field System for its data input, it relies on manual loading of data--not allowing the acquisition manager real-time visibility of the program, thus forcing reactive fixes of already existing problems versus proactive management of potential problems.  The SASS is a software application that provides OSD analysts with a capability to produce the SAR summary tables.  These are submitted in conjunction with the annual and quarterly SARs to Congress.  The DAES-Web application allows analysts to view the Program Office assessments, add their OSD assessments and to create the OSD feedback package.  This alternative is not desirable because the basis of the system, the CARS field system, is developed on a dBase database management structure and is restricted by dBase infrastructure shortcoming.  Also, this system does not meet MID 905 and DoD initiatives of net centricity.  It was determined that this alternative does not meet the future needs of the Department of Defense.

A second alternative is to develop a new customized “CARS” system using open system technology such as Oracle Database, Portal capability and Collaboration tools.  This alternative has many technical risks typical of custom software development approaches such as:


The third alternative is to maximize the use of COTS products and develop a net-centric environment.  This alternative will provide a performance-based integrated collaborative environment that will provide a shared solution for end users to collaborate on enterprise program management. Collaborative tools will permit users in remote locations to work as if working collectively in the same location, sharing common corporate resources.  Through the tool(s), it will allow users to drill down to relevant data, organize for data collection, and as part of an integrated program management system facilitate managers’ ability to be proactive as a result of the timeliness and depth of their data analysis.  The tools will harness existing technology to exploit volumes of data and evolve as the enterprise meets new business challenges.  The system will enable users to customize the way they search and actually view information in real-time and display previously unavailable combinations of information.   


The last alternative is the preferred choice and the only one that meets the DoD’s Management Initiative Decision (MID) 905 to transform the DoD computing infrastructure from a platform-centric information technology (IT) environment to a customer-focused, net-centric environment.  MID 905 directs five key information technology architectural tenets that must be employed to ensure effective transformation to net-centricity.  (1) Only handle information once.  Collecting information or replicating data entry is costly and adversely impacts operational efficiency.  Only handling information once requires that technology and processes be reengineered and integrated to minimize time and effort dedicated to data collection and entry.  (2)  Post before processing, the second tenet of net-centricity, will provide users immediate access to data and eliminate delays normally caused by processing or analyzing information before it is disseminated.  (3) System users must have the technical capability to access data when it is needed.  The ability to “pull” data when it is needed, in the form that it is needed, is a vital component of net-centricity.  This concept gives data control to users, by allowing them to “pull” data as needed instead of having massive amounts of information “pushed” to them regularly, regardless of whether it is needed.  (4) Collaboration technologies must be utilized dot assist users in making sense of the data that is pulled.  For example, to address most defense-related issues, a diverse group of subject matter experts collaborate to maximize benefits obtained from information that has been gathered.  Often, the expertise needed to comprehensively analyze complex information does not reside in one organization or location.  As a result, the capability to collaborate with experts within and outside DoD will be a value-added feature of net-centricity.  (5) Diverse network paths must provide users with the capability to operate freely in an environment that is reliable and secure.  When operational, the net-centric environment will eliminate current interoperability concerns and strengthen information assurance.  

Many technical risks are minimized by implementing a COTS solution.  An acquisition strategy that uses COTS products can provide the following potential benefits:

• Avoid the risks typical of the custom development approach

• Reduce front-end development cost "spikes" in the budget

• Allow for a more rapid infusion of current technology, tools, and open system standard interfaces  

• Expand product competition across a broader market/vendor base

• Use products which are built to world-wide standards

• Leverage industry and market supported skill sets


Using the above considerations and after conducting several “trade studies” with  several COTS software vendors who have products that provide the service we need, as well as talking to customers that have used these products, we determined the COTS solution is the most cost effective and least time consuming.  

<Describe the primary alternatives considered.  Provide the basis for any comparable projects and or benchmark models used to validate estimation data sources.  Describe the estimation approach (ballpark, parametric, or detail labor and material) used.> 

2.6 Scope of the case

<Describe the time frame and resources available for the business case development process.  Also, describe any constraints in alternatives considered.>

2.7 Financial metrics


Primary Metrics to be used will be schedule, performance and funding.  Key performance parameters (KPPs) will include both functional and technical considerations.  The primary functional KPP will be "user friendliness" issues: ease of use, level of expertise required by user to establish display and drill-downs, expertise required to effectively use the system (i.e., EXCEL and EVM), and facilitation of non-expert use of summaries and data understanding.  Technical KPPs include connectivity, burden on network administration, enterprise resource support requirements, and burden to set-up and modify data sources.   Additional metrics may be added as requirements evolve. 

<Describe which financial metrics will be used to evaluate the effectiveness of an investment and / or to compare alternative solutions.>

2.8 Benefits

In order to maximize the potential benefits to all concerned during the development phase, we believe the project goals for acquisition managers at all levels and across Services should be to: share access to relevant, consistent and near real-time information; access the same data Program Managers (PMs) use to manage their programs on a daily basis; be responsive to evolving information needs; and to reduce workload at every level.  OSD envisions a solution that will streamline the acquisition reporting process by satisfying the above goals.   The DAMIR project will support the Net-Centric Enterprise Services (NCES) DoD initiative, which will create an infrastructure that will enable users to quickly take advantage of DoD and intelligence community networks, eliminating the current "system-by-system" approach.  The DAMIR implementation will allow data to be accessed where it resides and reduce the number of data repositories and maximize the use of web technologies.  The pilot will enable transformational business processes to improve effectiveness, efficiency, and services by: eliminating duplication, incompatibility and redundancy of systems and business processes between OSD and the Services; managing knowledge as a corporate asset using standard shared information as a driver; enabling a workforce of effective managers equipped with the right information to make effective business decisions; providing information integrity; adopting leading practices to optimize business operations; emphasizing cooperative strategies for satisfying common needs across the enterprise; capturing and validating information once for reuse across the enterprise;  providing security and protection of sensitive information; affecting changes through increasing efficiency and economy of scale; providing a web-based system that provides a robust environment of data pull rather than data push.

A set of recommended steps, intended to relatively quickly create an initial capability while evolving to increase capability over time, are:  (1) Identify and tag core set of data elements.  The RIT has begun interviewing and identifying data element requirements of OSD stakeholder organizations.  (2) Extract core tagged data from existing databases using COTS and existing tool(s).  Evaluate and select a tool that can extract core tagged data for OSD's use from Service/Agency databases.  (3) Obtain web-based applications to format and display data.  Use portal capability to access web-based applications that are commercially available or if necessary developed to meet unique needs. (4) Evolve to a common extraction tool that can access other databases.  (5) Establish a portal capability to share and collaborate.

The pilot supports the President's Management Agenda principle initiatives of Improved Financial Performance by providing accurate and timely financial information on MDAP and MAIS programs; Expanded Electronic Government (EEG) by implementing a net-centric capability that minimizes the data collection burden on the program manager in the field by promoting Enterprise-shared data: enter once--use many, post before process, and pull data rather than push data; and the Budget and Performance Integration by integrating planning, evaluation and budget information with program managers and OSD for monitoring and evaluating implementation of MDAP and MAIS programs. 

<Describe the expected primary benefit areas (revenue enhancement and cost reduction) for each alternative solution.>
2.9 Costs

<Describe the expected primary cost areas (capital and expense) for each alternative solution.>

2.10 Major assumptions

<Describe key assumptions that are critical to the investment decision.>

3 Business Impacts

3.1 Overall Results

<Present net result (Cash Flow, IRR, etc.) that demonstrate impact of primary alternatives under consideration. 

Supplement with tables and / or charts that demonstrate accrual and cash flow impacts of the investment (for example, annual and cumulative cash flow charts and summary financial results tables).>>

3.2 Benefits


The only possible benefit of keeping status quo alternative is the familiarity with the product.  CARS has been used by OSD and the Services for approximately fifteen static cost.  However, because of the many inherent problems with the old system such as the CARS field version is developed in dBase flat files that have to be manually merged into an Oracle databases (classified an unclassified) at the OSD level.  The system is not user friendly and requires manual manipulation at both the field and OSD level to update the files.  To continue to support this system at the status quo is not an acceptable option.


The only benefit to the second alternative to develop a new customized “CARS” system using open system technology such as Oracle Database, Portal capability and Collaboration tools would be the new system. This alternative has many technical risks typical of custom software development approaches such as: 

<Present significant benefit impacts (both revenue enhancement and cost reduction) for each project alternative under consideration>

3.3 Costs

<Present significant cost impacts (both capital and expense) for each project alternative under consideration.>

3.4 Analysis of Alternatives

<Compare primary alternative solutions in side-by-side table or chart (or possibly overlapping chart if it is not overly complex) to assist in evaluating decision>

4 Sensitivities, risks, and contingencies

<Identify key parameters and conditions that impact the investment decision.  Present potential contingent actions that could mitigate the uncertainty.  Identify how such uncertainties impact the analysis and investment decision

Link spreadsheet sensitivity or simulation charts or tables if they clarify the decision process.  Also consider using a decision tree if it aids in understanding the alternative solution uncertainties..>

If the pilot is selected as an RAI-NC candidate, cost and schedule risks will be minimized.  Performance risks will focus on management and technical risks.  Change management within the Enterprise will be crucial to the successful implementation of the DAMIR project as a whole and the successful EVM pilot implementation will rely on some cultural change initiatives as well.  Both cultural changes and best business practices are absolutely vital in order to realize the maximum benefit.  Change Management services will need to supplement the software implementation project and assist to help minimize risks inherent when seeking to implement enterprise-wide technology applications.  Change Management strategies will include: organizational change management and communication, knowledge of business objectives, organizational culture, buy-in and commitment, decision-making processes, and the impact of new business processes.   The contractor will work with the acquisition community to develop and execute a Communication Campaign to support the new application and new business processes.

A phased implementation of DAMIR capability has been agreed upon.  The first “spiral” pilot implementation will benefit from this phased approach by incrementally implementing change and thus lowering the initial cultural “shock.”

Technical risks are those that have been identified under metrics for technical KPPs.  Many technical risks are minimized by implementing a COTS solution.  An acquisition strategy that uses COTS products can provide the following potential benefits:

• Avoid the risks typical of the custom development approach

• Reduce front-end development cost "spikes" in the budget

• Allow for a more rapid infusion of current technology, tools, and open system standard interfaces  

• Expand product competition across a broader market/vendor base

• Use products which are built to world-wide standards

• Leverage industry and market supported skill sets

Critical dependencies are the availability and accessibility of program management data for the pilot to exploit.  This risk has been identified and collaborated with the Services and other DoD Agencies and it was determined that most data is available and accessible, but risks still exist such as firewall issues and memorandums of agreement between OSD and the Services on data access policies and procedures. 

5 Recommendations and conclusions


 The recommend alternative is the third alternative to use a COTS software solution augmented by existing COTS and GOTS software to implement DAMIR.  Existing CARS family of systems software will be analyzed to determine its applicability to the new DAMIR environment.  Expanded use of COTS software should streamline business processes, increase operational efficiency, and yield significant savings to the program.

<Provide recommendations based on the analysis above. Discontinue investment, select one of the identified alternatives, or defer decision pending additional information or changes in business or market conditions.

 Identify any specific actions that are recommended to ensure that risks and uncertainties are effectively managed throughout the implementation process.> 


























































Desired Outcomes





Reduce data collection burden on PM’s 


Reporting & Oversight Process Simplicity


Access to accurate real-time program data


Improved planning & decision- making


Data Sharing & Collaboration between OSD  �& Services 





 





Identify Desired Features for Service & OSD Software Tools





AT&L Information Needs


(Results from Data Gathering)





Assessment & Recommendation





Access to On-line, on-demand current & historical   �program documents & data


                                                                                               �Provide Capability to tailor regulatory reports �using programmatic data on desktop��Ability to generate ad hoc reports�





    Ability to post, push, pull, sort, aggregate, analyze  �    and report programmatic data using selected criteria  


 





Access to accurate & real-time �Programmatic data (i.e. cost, schedule, performance, budget & risk)





    Eliminate data redundancies & provide a �    mechanism to automatically update and share data  


 





Compare desired features  with existing capabilities to  meet information needs and identify shortfalls


Provide recommendation for process improvement, e.g.,


Evolutionarily enhance OSD analysis and reporting capabilities


Integrate and access data at the OSD level by using the Services databases  and Web Services techniques s
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