APPENDIX D.12.4.
Integrated Logistics Support – Supply (ILS-S) Rapid Improvement Team (RIT) Pilot Program Summary

1. Program Objectives

The RIT Pilot project for ILS-S is the Visible Inventory Position (VIP) project.  At the time the RIT Pilot began, ILS-S was to use an incremental, spiral development approach to build a system to replace the Standard Base Supply System (SBSS).  The SBSS is the standard retail supply system used by over 300 sites within the Air Force to support our fly and fight mission.  The existing system was written in COBOL and has been in production for over 30 years.  It has become exceedingly difficult to maintain the SBSS, especially when attempting to add new functionality to the system.  The original objective of ILS-S was to incrementally replace the SBSS using spiral development of specific components which would gradually assume more and more of the SBSS functionality until the entire SBSS had been replaced.  The spirals were each to take approximately 18 months for development, test and fielding.  Overlapping the spirals would deliver new capability to the warfighter every 12 months.

The VIP project seemed like an ideal fit for the RIT Prototype effort.  It was to be a well-defined capability that could be developed and deployed within the 18 month window of the RIT Pilot.  The VIP component (which was designed to be fully compliant with the GCSS-AF IF) could then be utilized by future components to access inventory position data from the legacy SBSS.  

ILS-S program objectives:

· Provide visibility of all supply assets to Joint and AF Commanders

· Ensure accurate and timely supply data for decision makers

· Improve sustainability 

· Incremental acquisition strategy—capability to the warfighter sooner  

· Develop components using the Rational Unified Process (RUP).

· Enable VIP to provide information to other ILS-S (or external) components.

RIT objectives:

· Design and code a GCSS-AF compliant component within 18 months.

· Institute Risk Balanced Oversight.  Use Risk Radar to record and monitor program risks.

· Post program documentation on Document X (the Army Acquisition Information Management (AIM) web site) to facilitate review by decision maker.

· Utilize SMART as an information-based portal to provide real-time visibility of our program in a secure shared environment.

· Utilize Evolutionary Acquisition Decision Review (EADR) as the overview mechanism for PEO / Decision Authority.

· Collect five metrics established during QSM visit (size, aggregate staffing rate, total cumulative effort, open defect rate, defect discover rate).

2.  Summary of Program internal and external environment 

Please provide details of your program, including program size (government and contractor personnel), IT system description and use, technical complexity issues, and risk factors, along with descriptions of the internal and external issues that affected your pilot and program.  Include the QSM metric information.

Task Size:  

4 government and 4 contractor personnel worked full time on VIP

System Description and Use:  

See Program Objectives (above)

Technical Complexity Issues:  

Devising a method for accessing legacy system data was a challenge since only a very few vendors support direct access to the Unisys database.  An access tool was successfully demonstrated.  However, due to performance and scalability issues, this product will be replaced by a more robust fieldable solution.

Risk Factors:  

Risks for VIP were related to technical complexity as noted above.

Other Issues:  

-- Overall program direction has changed twice since 3rd Qtr FY02.  The reworking of the program to accommodate these changes has not significantly affected the development of VIP.  Greatest impact was on scheduling a formal EADR (see comments in para 5 below).

-- Institution of Execution Year Plan Reviews (X-Plan reviews) by the PEO reduced the need for EADRs since the X-Plans (which were updated monthly and reviewed quarterly) contained the bulk of the information needed for oversight by the MDA.

QSM Metrics:  

Original plan called for collecting metrics for size, aggregate staffing rate, total cumulative effort, open defect rate, and defect discover rate.  Metrics were eventually included in the ILS-S X-Plan and consisted of values for size/complexity, Quality, Manpower & Qualifications, Earned Value and Software Maturity.  

3. RIT Recommendations adopted

Provide a description and rational for the recommendations adopted, and a description of how they were implemented.

We obtained accounts on the AIM portal and placed all applicable acquisition information there for review by higher authority.  We never received any feedback on any documentation placed there.

We began to use SMART to post information on program status, schedule, funding and Earned Value metrics.  This information is reviewed at least monthly by the SPD and the PEO.  The SPD provides feedback during monthly reviews.

All program risks are documented via the PRAM (Project Risk Assessment Method) which is maintained jointly by the SPO and our prime contractor.  However, we are also using Risk Radar to track program risks and monitor mitigating actions and their results.  The risk radar product provides a uniform method for monitoring the top risks across the entire portfolio of the SPD.  In addition, the risk radar results are included in the X-Plan for review by higher level authorities. 

4. Program progress during pilot phase

Please provide a statement of the progress you made relative to the  18 month schedules we put together at the beginning of the RIT Pilot.

The original goals for the VIP initiative were to deliver Initial Operational Capability (IOC) within one year of inception (by Jul 03), and to be full fielded within 18 months.  IOC was attained within one year, however, VIP will not be fully fielded until Jun 04 due to a decision to replace the COTS component used to provide legacy system (SBSS) access.  However, the VIP deliverable as constructed did complete successful functional and system testing.

5. What have you learned?

Please state what you have learned based on your pilot experiences, and more importantly, what would you do differently if posed with the same circumstances in the future.

Continuous monitoring through periodic “virtual” reviews (the X-Plan reviews) works well and is far easier to implement than traditional milestone reviews.  In fact, we were never able to conduct a formal EADR for the VIP program.  The ILS-S program has undergone at least two major changes in direction since the beginning of the RIT pilot.  One effect of these changes was to disrupt the planned review schedule.  For example, we did not wish to conduct an EADR until a Service Cost Position had been approved by the Air Force Cost Agency, so the EADR was repeatedly delayed while the Life Cycle Cost Estimate was revised…twice.  On the other hand,  the requirement to brief higher authorities on these changes had the effect of providing almost continuous program oversight to, and feedback from, these authorities.

The selection of a single location for entry of program information necessary to support higher level reviews would ensure a more consistent view to all interested parties and would reduce the current requirement to enter virtually identical information in multiple “management tools”.   SMART, the X-Plan and the CIR all consist of the same data viewed from slightly different perspectives and at varying levels of detail.  A single tool, such as SMART, that allowed for entry and/or review of information at various levels of granularity should be capable of meeting most if not all oversight requirements.

6. Candidate best practices

Army, Navy, HA and DISA programs, please contribute those practices that work well for your program.  The Air Force programs will have their best practices recorded by the mini-assessment team.

The ILS-S program and VIP have not yet been audited by the mini-assessment team.

7. Remaining rocks on the road

What further recommendations do you have for streamlining the requirements/acquisition process?
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