APPENDIX D.12.1
Transportation Coordinators’ Automated Information for Movement System II

(TC-AIMS II)

1.  Program objectives

TC-AIMS II was selected as the Army pilot program, in part, because its acquisition strategy aligned with several RIT pilot objectives.  The program had already adopted the 18 month incremental development cycle, with the challenge being to maintain that schedule while satisfying the disparate Service requirements inherent in a Joint program.  Other objectives common to the program and the pilot were: reducing the burden of  oversight requirements, changing from a serial document review process to a concurrent one,  relying on the IIPT process to function as intended, and reducing the overhead and program delays associated with formal milestone decision reviews.      

2.  Summary of program internal and external environment 

TC-AIMS II is currently composed of five blocks.  Block 1 received fielding approval for the Army and Navy in Nov 02.  After an Army ASARC in Dec 03, the program went to an OIPT in Feb 04 to request Block 2 fielding approval conditional upon verification that required fixes had been made, and to request permission to begin development of Block 3.  Upon receipt of MS C approval, Block 2 fielding will begin to the Army and Navy.  The USMC is participating in an extended development test to ensure the software is adequate for their needs.  It is expected that they will accept the Block 2 system after successful operational test, late FY04.  

While Block 2 enhanced the capability of the Block 1 Unit Move increment, the major addition was the re-hosting of the application to a web-centric architecture.  Block 3 will enable COCOMs to perform initial movement management functions in theater. 

The program provides a joint capability to perform joint deployments to the Services.  Services are responsible for procuring only their own hardware.  The system can work in stand alone mode, in a network and as a web-based application.  It provides tactical information in a tactical environment down to the battalion/separate company level.  TC-AIMS II is the source data system for deployment and associated asset management operations, feeding multiple Joint and Service unique deployment and transportation systems.    

At FOC the program will consist of 5 Blocks.  Estimated number of users per Service is: Army 6700, Navy 468, USMC 2019, and USAF 1404.  Block 1 contained 50% of the system functionality and contained approximately 9000 function points.  Block 2 contained 1784 function points, translating to approximately 91K source lines of code.  Block 3 is estimated to have 1604 function points or 79K source lines of code.  The PMO has 16 Government positions and approximately 150 contractors support the development, training and fielding of the system.          

3.  Recommendations adopted

TC-AIMS II already conformed to or adopted many of the proposed RIT recommendations.  Its acquisition strategy called for an 18 month incremental development cycle, per the 1996 Clinger-Cohen Act.  The JPMO created an information portal, making all program documentation available on the JPMO web site to facilitate access and enable concurrent review.  The PM Community of Practice portal was also used as a means to post documents in a collaborative environment.  As a joint program, it remained at the 1AM oversight level.  The program required their prime developer to be CMM Level 3 certified.  Program office support was acquired through a BPA, and the to be awarded maintenance and development contract will move the program to a performance based approach.  The Army’s Automated Information Management (AIM) system served as an automated conduit used to provide critical and current program information to Army and OSD leadership.  AIM reports also identified, tracked and elevated program risks.           

4.  Program progress during pilot phase

TC-AIMS II was successful in maintaining the schedule documented in its Acquisition Program Baseline.  Major challenges were providing the necessary program information to OIPT members as well as supporting operational test requirements during a global conflict.   

5.  What have you learned

Processes of OIPT members need to be assessed for their value to the acquisition process and need to be flexible to react to and effectively handle “abnormal” conditions and scenarios.  Information requirements are not always stable from one MDR to the next.  Levels of trust between the PMO and oversight organizations are hard to build without consistent involvement on the part of the oversight organizations.  IIPTs have lost effectiveness as they have strayed from the initial concept of empowerment and serving as a decision making forum.      

6.  Candidate best practices

This program continues to be very proactive in building a family of systems in the deployment mission area.  This portfolio management approach has enabled the program to collapse legacy systems, begin to standardize and integrate data and host multiple application on a single platform.  This model has resulted in enhanced capabilities at a reduced cost, with savings in license costs, hardware platforms and training across multiple systems.  

The net-centric enterprise approach, introduced in Block 2, will relieve the user of DBA responsibilities.  

The use of prototype sites to refine requirements, and serve as beta test sites should improve the overall quality of the product and the user interface, as well as improve operational test results.  

While following a well defined requirements generation process, the PMO has exhibited the ability to react to new requirements, such as supporting OIF activities as well as adapting to accommodate an austere communications technology.  The incremental, spiral development approach is enabling the materiel developer to incorporate emerging technologies.  This helps to keep the system relevant and competitive with home grown, non standard systems that are not held to the acquisition regulations and scrutiny that an ACAT 1AM system is.   

Senior leadership support as needed can get things done.  The CG of the Army Operational Test Command was instrumental in establishing a TEMP signature date and driving the signatories to that date.         

7.  Remaining rocks on the road 

Major program risks, even though known, were sometimes not dealt with until a MS decision point.  

The acquisition community appears to be pushing the envelope to streamline its processes, but there is reluctance on the part of some gatekeepers to propose innovative and flexible solutions to non-standard problems.  

For the most part, the formal document staffing process remains too long.  

In order for RIT ideals such as DOC X and virtual oversight environments to be effective, AOs must adjust to be able to take advantage of real-time information and act on it.  

If the community is serious about 18 month cycle times, requirements and processes are going to have to change.  Turning around a CDD, AoA and BPR every 18 months is a resource intensive task, if not impossible to do.  Current staffing models do not support programs that are trying to meet the direction of the Clinger-Cohen Act.    

For programs adhering to an 18 month dev cycle, the foundation and credibility built from a past block should be leveraged as much as possible, with the intention of reducing oversight to deal with aberrations as they occur, versus requiring de facto reviews and justifications.  This gets back to establishing a level of trust between a program and its oversight organizations based on its ability to effectively manage risk and to produce.   
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