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On

GCSS-AF’s Rapid Improvement Team Activities and Accomplishments

Program Objectives:

 -  To provide agile combat support information to the warfighter that is timely, accurate, and secure:

-- Scalable to allow use by all AF personnel involved in the execution of the AF mission

-- Deploy Combat Support systems and services on common software and hardware infrastructure to achieve scale efficiencies across the enterprise in the provisioning and operation of the systems

-- Allows Single Sign-on to alleviate the need for users to remember multiple passwords to various applications and services

-- PKI-enabled to provide additional security rigor

-- Provide additional communication venues through the use of collaboration tools such as instant messaging, chat rooms and information sharing for Communities Of Interest (COIs)

-- An architecture that accommodates easy and rapid technology insertion to allow for seamless upgrades of components on an asynchronous timeline

-- Provide a facility to correlate information across functional communities to answer the CINC 59/129 information requirements

-- An architecture that allows shared use of common resources (enterprise services) and eliminates point to point interfaces between applications

-- A single presentation mechanism – AF Portal

-- Provides multiple production sites to deliver 99.99 percent availability for Portal and Security services

-- Provides ability to measure and monitor end-to-end performance of the enterprise

-- Provides Total Asset Visibility of Air Force resources

Pilot Objectives

- Accelerate delivery of capability to the end users

- Transform oversite of AF Information Technology (IT) systems

- Foster environment in which military IT systems can embrace real spiral development

-- Evolutionary Acquisition Decision Reviews (EADRs)

-- Annual Execution Plans (X-Plans)

- Embrace Doc-X approach using SMART

-- Provides AF and OSD Senior leadership and staff with near real time visibility into program execution

- Pioneer meaningful metrics

Summary of Program internal and external environment

- Internal

-- Using a small SPO to execute program:  Transformed SPO at RIT initiation to place contractor in charge of initial deployment and program’s technical performance

-- Eliminated large non-value-added government oversight team

- External

-- Vast number of functional, stove-piped communities that are highly resistant to warfighter integration and embracing and working with GCSS-AF

Recommendations Adopted

- Accelerated delivery:

-- Deployed first two GCSS-AF services within 30 days of RIT inception

-- Grew daily GCSS-AF page demand from approximately 10,000 at inception to more than 1,000,000 today

-- Deployed more than 40 systems and capabilities in the first year

-- Slated to deploy 20 more systems and 50 Single Sign On applications in FY04

- Embraced Doc-X through SMART and enabled leadership to have near-real-time visibility into GCSS-AF execution

- Embraced EADR approach with joint development of X-plans with customer and then customer approval of X-plan before FY start

-- Complemented with weekly updates to AF-CIO customer to ensure real-time understanding of execution and provide assistance tackling SPO hurdles, primarily cultural issues with other IT programs resisting GCSS-AF implementation

- GCSS-AF has pioneered a sophisticated metrics program, tracking more than 200 measures of the program’s processes, user experiences, and system utilization

-- Presently working with DISA to upgrade metrics program from a weekly publication to one that is real-time via streaming of page demand traffic into a COTS OLAP/Visualization tool and providing that visibility to key AF leaders and network managers

Program Process During Pilot Phase

- Program executed through a series of spiral and micro-spiral releases

-- Spirals reserved for major capabilities/services delivered

-- Micro-spirals reserved chiefly for incremental AF Portal releases that occur literally daily, with the typical week having multiple releases, either for security, performance, or content

- During FY03 more than 150 content releases were deployed into the operational environment

What have you learned?

- Functional stove-pipe or tribal recalcitrance to change is primary impediment to integration and achieving a net-centric AF warfighting team

- Real-time and frequent access to AF senior leadership is essential to progress—they continuously removed hurdles that would have killed this program a long time ago

-- Vast layers of middle management view integration/GCSS-AF as a threat to system and functional autonomy

- DoD SPO model in the IT sector, with its HUGE reliance on oversight engineers within SPOs and Acquisition Centers is deeply flawed

-- Creates continuous turmoil, second guessing, and “Not Invented Here” problems that sap productivity

-- SPO engineers believe it is their “God-given right” to divine their architecture and then pick their pet products to embody that architecture one program at a time

-- Makes it nearly impossible to field enterprise solutions and reap benefits from scale efficiencies in buying COTS hardware and software

-- Acquisition center engineering leadership/management perpetuate this paradigm because that’s the way things use to be, before COTS infrastructure commodities existed

- C2 and CS SPOs that rely chiefly on COTS IT products should be ISSUED their architecture and products by their service’s chief architect or CIO

Candidate best practices
- Extensive metrics program that spans process, user experience, and infrastructure utilization

- Unprecedented level of communication with the customer:  weekly meetings expose challenges and areas where senior leadership must intervene quickly to sustain the pace

- Flexibility derived from partnership with LMSI and DISA:  put the technical experts in charge of deployment and production of capabilities rather than sloth-like and under-knowledged government SPO

- Velocity achieved through pilot projects:  increased communication and emphasis of program funding on world class commercial talent enabled the rapid rollout of applications and services

- Conduct semi-annual Industry Days to ensure Industry knows our direction and to solicit their advice and guidance in moderating that direction

- Operate at least two baselines in the operational environment with a third target configuration to minimize the integration turmoil that IT systems often face when exploiting a high number of COTS products

- Rather than fight particular functional communities, we typically establish Partnerships to field capabilities:  GCSS-AF’s Enterprise Application Integration (EAI) approach was pioneered in partnership with the C2 Community, specifically the ESC/AC SPO to ensure both communities were using the same technology 

Remaining rocks on the road
- Effecting policy updates at pace consistent with the rollout of capabilities:  policy nearly always lags our ability to rollout a service/application

- Balancing between velocity of delivered capabilities versus degree of engineering rigor:  customer’s appetite is insatiable and wants everything yesterday, but neither do we want to deliver those capabilities in a dysfunctional or inoperative state

- Balancing our resources operating the GCSS-AF technology with the migration of new capabilities and the concomitant new work required to sustain/operate those new capabilities

- Working with other acquisition functional communities such as Test that are not either cognizant or supportive of the RIT program

- Funding processes not conducive to spiral development/EADR processes:  desperately need transformation in our financial processes to enable real spiral development and effective exploitation of commercial IT in a timely fashion

- Present CIR process a stand-alone appendage cobbled onto the acquisition process:  needs to be folded into the SMART system so that SPOs have to keep their program information in one location and produce it only once
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