
APPENDIX D.12.7
Pilot Program Summary

Global Transportation Network 21 (GTN 21)

1. Program Objectives

The GTN 21 Program vision is “To gather the family of transportation customers and providers of lift into an integrated Defense Transportation System (DTS) data infrastructure that will provide the In Transit Visibility (ITV) and the C2 decision support information necessary to meet customer requirements.”  The mission is to provide near-real time visibility of global, multi-model movement of passengers, cargo and patients in peacetime, war, and contingencies.  GTN 21 will also provide the warfighter with C2 decision support capability.

The Rapid Information Team (RIT) pilot is an attempt to reduce the acquisition life cycle by moving from ‘oversight’ to ‘insight’ through reduced formal reporting and milestones to informal information posting of information with periodic Evolutionary Acquisition Decision Reviews (EADRs).

GTN 21 participated in the RIT pilot by: 

	Establishing 18-month cycles
	Yes; fielded increments are no longer than 18-months 

	Document X
	Yes; AIM (DOC X) is the central point to post high-level documents.  SMART and system created Management Portal also used for posting of daily, weekly and monthly work products and status.

	FAST TRACK risk-based oversight
	Yes; We use Risk Radar dbase to record and track risks.  Risks are evaluated constantly in individual IPT meetings, the weekly Program Management IPT, and at a monthly Risk Management Review.

	Standardized oversight requirements
	Yes; We use SMART, AIM and the iCMM model to input standardization.  We have also been developing processes in accordance with the iCMM model to standardize.

	Delegate to Component
	Yes; we are ACAT 1AC

	Assess Clinger-Cohen Act (and other) compliance
	Yes; AFCIO assures that we are ‘in good shape” using CCA compliance matrix

	Oversight Information via portal
	Yes;  We use the SMART tool via the AF Portal.  We also have created a Management Portal for sharing information between the government and contractor.

	Policy and Training for spiral development
	Yes; This was explained and back-briefed at the Post Option Conference (POC) and is implemented and monitored within the IPTs.

	Develop AoA policy
	Yes; AoA is submitted and approved as part of CCA Compliance Report.

	Restructure ADM’s to address issues
	Yes; Use EADR Minutes as ADM.  Note: We’ve had 1 EADR to award the contract and will have another on 30 January, 2004 to start FOC and provide status.


2. Summary of Program internal and external environment 

This program currently has 156 contractor personnel from Northrop Grumman and their sub-contractors.  The PMO staff specific to GTN 21 is 12 with 26 more government and government-contracted personnel working in a matrixed capacity to support GTN 21 development and management.

This system has a robust capability, is simple, user friendly and intuitive.  Queries are Standard or User Designed.  GTN 21 will provide better C2 decision support with summarized reports and In-depth analysis capabilities using years vs. months of data that is exportable to other existing software.  The system architecture is adaptable to changing user requirements.  It is a true portal product vs. web page.  Highlights of the system are:

· Hardware: COTS

· Software: COTS & Developed

· Active Data warehouse 

· User Interface

i. Web-Based

ii. No Deployed (Client/User) Software 

· Primary Site: Scott AFB, IL

· Alternate Site: DECC STL, MO 
The program used metrics created by the AF PEO for Command, Control and Combat Support.  They included: Size, Earned Value, Manning and Qualifications, Quality, and Software Maturity Matrix.
3. RIT Recommendations adopted

GTN 21 has successfully implemented those areas listed in the table above.  The PMO also had a mini-assessment that provided several Candidate Best Practices and Areas for Improvement.  The PMO has addressed each of the Areas for Improvement and is currently working to complete the tailoring and implementation of the iCMM model (the FAA iCMM model was used as a basis for the mini-assessment. 

4. Program progress during pilot phase

GTN-21 delivered their first increment ahead of schedule. It included three spirals: Infrastructure, Passenger In Transit Visibility (Pax ITV) and Itineraries and Schedules (I&S).  The Infrastructure nine-month effort finished on time. The Pax ITV and I&S twelve-month efforts finished ahead of schedule.

5.  What have you learned?

· Throughout Source Selection and the Initial Phases of our Program Development, we have learned several lessons.  

· The mini-assessment is a valuable tool to quickly evaluate the repeatability of positive practices of our people.  A team can quickly evaluate the documentation and personnel to ensure that the program personnel are performing the processes and implementing the principles required for successful programs.  

· Designation from an ACAT 1AM to 1AC positively affected the MDA day-to-day knowledge of the program and streamlined AF CCA confirmation.  The OSD Gray Beards remain on-board and a team with key stakeholders is available throughout the acquisition process.

· The use of Integrated Process Teams is essential to rapid development.  For example, our Combined Test Force and Test IPT are critical to constant communication and critical to a successful test strategy.

· A CCA IPT resolved a GTN 21 unique situation.

· The C4ISP was not affected by RIT.  It still is an 18-month process.

· The EADR minutes used as the Acquisition Decision Memorandum streamlines approval.

· User involvement is still critical to success.

· Integration of our program and engineering staff into the contractor workspaces has enhanced communications between the Government and contractor.  In most cases we created a tri-lead situation for our IPTs in which the Government, user and contractor chair the IPTs.  The result is awareness of the issues and a quicker resolution of those issues.  A few examples of this ‘cooperation’ are the author CCA compliance items (i.e. BPR, MPMs), authored and coordinated MNS, AoA, ORD, and participation in the development of the SAMP, TRD, RFP, and C4ISP.

· The change from Oversight to Insight with expert help was another key to RIT implementation.  

· The decision for ‘Initiative Sharing’ using common portals and sites was useful to create an information-sharing environment to pull vs. push a document. 

· A pre-brief to EADR Co-chairs and information flow prior to the EADR helped set expectations.  Numerous pre-briefs occur in reality to ensure that there is time for feedback prior to the EADR.

· Finally, the Integrated IPT was the first step into insight and now the RIT will take the integration the rest of the way from document-based to information-based management.

6. Candidate best practices based on mini-assessment

· The GTN-21 team understands the need to minimize changes to COTS and aggressively manages COTS changes. 
· Customer, USTRANSCOM J3, participation on all IPTs contributes significantly to expectations’ management.
· The existence of well-defined measures of effectiveness provides bridges among the strategic plan, the ORD, and test documents. 
· Early involvement of all contractor and government independent test organizations into the Combined Test Force is an effective risk mitigator. 
· The practice of maintaining the government estimate of the program will be of great value to the program. 
· Use of the portal by all GTN-21 team members, government and contractor, enables a high level of collaboration. 
· The mechanism established for USTRANSCOM enterprise configuration management will facilitate management of GTN-21 external interfaces.

· Vendor support has been arranged for up to 17 years. 
· The PMO made a significant effort to understand business rules and capture them in data structure for ease of sustainment.
· The use of the government/contractor-shared portal facilitates enhanced Supplier Agreement Management. 
· PMO-Contractor teaming is exemplary. 
· Shared training between the Government and the Contractor.
· The structure and organization of the portal is useful in the sharing of information needed to support management of the project.
7.  Remaining rocks on the road

The following bullets reflect our recommendations to continue using the tenants of the RIT initiative:

a. Delegate MDA to the lowest appropriate level 

b. Continue to foster the culture  

i. from Oversight to Insight

ii. from document push to information pull

iii. from formal briefs to the EADR Approval Process

c. Insist on IPTs that are facilitated by Document X Tool (AIM), SMART and a Management Portal for local information dissemination

d. Align C4ISP Process With RIT Principles 

i. 18 months is too long

e. Align Financial Management Process (AFCAIG) With RIT Principles - Streamline
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