APPENDIX D.10.
RIT Pilot Program Best Practices

Approach to Collecting RIT Pilot Best Practices.

Site visits were made to most of the RIT Pilots to provide a platform for risk-based governance, and to identify best practices and opportunities for knowledge sharing.  The RIT Pilot Assessment team employed the Federal Aviation Administration Integrated Capabilty Maturity Model (FAA-iCMM) approach to rate the RIT Pilots.  Additional best practices were uncovered during the course of the RIT Pilot Effort.

Background on the FAA Integrated CMM (FAA-iCMM)

The Federal Aviation Administration have identified three CMM models relevant to their business; the SA-CMM, Software Development CMM (SW-CMM) and the Systems Engineering CMM (SE-CMM), and integrated them into the FAA-iCMM.  The FAA strategy is to conduct enterprise wide capability assessments and improvement, and also to recognize that the functions of their directorates overlapped, and could not be adequately represented by one CMM model.  Additionally, because the three models have different architectures, different appraisal methods and different improvement goals, when they are applied separately, they fail to recognize the linkages and interrelationships between the respective disciplines.  Finally as the FAAS adopted integrated product teams, as has DoD, an integrated reference model provided better guidance for developing the integrated processes required for a team.

Version 1.0 of the FAA-iCMM was released in 1997 and has, according to the FAA’s literature, been successfully deployed as the enterprise assessment and improvement tool.  Version 2.0 was completed in September 2001 to capture the changes in the three constituent CMMs, incorporate the lessons learned from applying version 1.0, and incorporate elements from national excellence programs, the President’s Quality Award and Malcolm Baldrige National Quality Award criteria (described below) as a link to enterprise strategic goals.  Additionally, version 2.0 also incorporated material from ISO 9001, ISO/IEC TR 15504 (SPICE), Integrated Product Development CMM (IPD-CMM), Process for Engineering a System (EIA-632), ISO/IEC 12207, and Systems Engineering Capability (EIA/IS 731 v1.0).  The result appears, and is attested to by the FAA, to be a robust, understandable, useable tool that significantly simplifies the FAA’s objective of an enterprise capability assessment and improvement process.  

RIT Pilot Best Practices in the FAA-iCMM Process Areas

Needs

IMDS

· Early involvement of field subject matter experts (SMEs) as part of the Extreme Programming process appears to have resulted in fewer defects in defined requirements than would otherwise have been expected.

· The use of a web-based scheme to achieve concurrence on requirements in the IMDS functional baseline appears to have established realistic expectations among users.


Requirements

GTN 21

· The team found evidence that the GTN-21 team understands the need to minimize changes to COTS and aggressively manages COTS changes.

· The team found evidence that customer, USTRANSCOM J3, participation on all IPTs contributes significantly to expectations management.

· It appears that the existence of well-defined measures of effectiveness provides bridges among the strategic plan, the ORD, and test documents.

FIRST

· The team found evidence that the CTF charter documented test processes and defined roles and responsibilities for the RTO, JTIC, SPO, prime and integration contractors, and customer.

· It appears that the SPO followed an AF Best Practice in determining an RTO through an effective selection process.

· It appears that an analysis of quality metrics resulted in earlier government participation in testing of spirals by the prime contractor, resulting in early identification of problems.

IMDS

· Early involvement of field subject matter experts (SMEs) as part of the Extreme Programming process appears to have resulted in fewer defects in defined requirements than would otherwise have been expected.

· The use of a web-based scheme to achieve concurrence on requirements in the IMDS functional baseline appears to have established realistic expectations among users.

Evaluation

GTN 21

· The team observed that the contractor prepared OT&E website enhanced the project team’s understanding of test objectives by providing a centralized location for T&E documents and future test results.

IMDS

· The team found evidence of early and continuing involvement of test & evaluation personnel in the program. 

GCSS-AF

· The use of Document Execution principles led to less documentation to generate, review and approve.  More importantly, it allowed tailored oversight information.

Project Management

GTN 21

· It appears that 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

· Use of the action item (AI) database by all GTN-21 team members enables strong central control of AIs from all IPTs.

GCSS-AF

· The team found that although GCSS-AF had no milestones or formal reporting, the use of EADRs for senior level reviews provided a more streamlined approach for project management.  This allowed them to surface key issues while better maintaining schedule

· Through the use of a portal, the day to day program management information became accessible continuously.  Data entry by all stakeholders were part of the expected daily activities. 

Supplier Agreement Management

GTN 21

· The team observed that the use of the government/contractor shared portal facilitates enhanced Supplier Agreement Management

Risk Management

GTN 21

· The team observed that early involvement of all contractor and government independent test organizations into the Combined Test Force is an effective risk mitigator

IMDS

· The team found evidence that the extended “Risk Radar” tool in use by the program office provides a unique capability

GCSS (CC/JTF)

· A Risk Management Program was established, of which the top 10 risks are reviewed monthly and all risks are reviewed on a quarterly basis.  The Risks Management Strategy affords the Program an opportunity to proactively manage both technical and non-technical critical areas and risks before they become problems, causing serious cost, schedule, or performance impacts to the program.

NTCSS

· The institution of risk based review, management by exception and dissemination of real-time program data and metrics via a common portal provided more streamlined method of problem identification and resolution than using hard copy reports, briefs, and making personal appearances to report the status of the program.  Given the organizational and technical challenges associated with development and manufacturing of any new product, risk based reviews and timely accurate information are key to adequate insight into program progress and timely programmatic decisions.

Integrated Teaming

GTN 21

· It appears that PMO-Contractor teaming is exemplary

· The team found evidence of shared training between the Gov’t and the Contractor. The team found evidence that customer, USTRANSCOM J3, participation on all IPTs contributes significantly to expectations

GCSS-AF

· The team found an 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-know ledged government SPO.

· The program conducted semi-annual Industry Days to ensure Industry knows program direction and to solicit their advice and guidance in moderating that direction.

· Rather than fighting particular functional communities, the team found the program typically establishes 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 

GCSS (CC/JTF)

· The team found that the GCSS (CC/JTF) program’s use of integrated teams were integral to streamlining the acquisition process.  A dedicated GCSS (CC/JTF) Cost Working Integrated Project Team (WIPT) comprised of cost analysts, DISA oversight personnel, and independent assessor, was able to successfully complete an Economic Alternatives Analysis (EAA) in a very short period of time. The team was comprised of members that included the independent assessor, to develop, approve and assess the EAA, resolving discrepancies early in the process, to deliver a document in a timely manner. The GCSS Program found that participation by all stakeholders, and constant communication and sharing of information, resulted in the successful delivery of value-added capabilities

Information Management

GTN 21

· The team observed that the structure and organization of the portal is useful in the sharing of information needed to support management of the project

IMDS

· It appears that the Program Managers’ Forum and the Maintenance Information Technology Working Group provide opportunities to keep stakeholders in the maintenance functional area up to date on developments in maintenance IT.

· The use of a web-based scheme to achieve concurrence on requirements in the IMDS functional baseline appears to have established realistic expectations among users.

SCS

· SMART was used to report status and generate MARs.  EADRs and Monthly IPRs held with customer and upper management.

Quality Assurance Management

IMDS

· The team found evidence of exceptional executive management support and oversight of conformance with the organization’s defined processes.

GCSS-AF

· The program operated 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

SCS

· The SCS SPO concluded that not only was spiral development successful, but spiral deployment was equally as successful.  Decomposing a large increment into smaller, more manageable spirals, together with deploying at the conclusion of each spiral significantly mitigated requirements growth, cost, schedule, and quality issues inherent in large, complex software development efforts.  Furthermore, users/warfighters can reap the benefits of receiving added or enhanced capabilities sooner than was ever accomplished before.  The SCS SPO has subsequently adopted spiral development and deployment as it’s software development concept of choice.

TMIP

· TMIP has been working towards a Level 2 within the Capability Maturity Model; this best practice is a Military Health System (MHS) policy.  TMIP has accomplished an internal self-assessment with positive results in preparation for its Program Executive Office assessment scheduled for February 2004.  The 15 months of process development and documentation for Level 2 have resulted in the TMIP staff becoming more efficient and effective in cost, schedule, and performance management due to having repeatable processes.  

Configuration Management

GTN 21

· The team found evidence that the mechanism established for USTRANSCOM enterprise configuration management will facilitate management of GTN-21 external interfaces. 

Process Definition

IMDS

· The IMDS process for canceling, decommissioning, and archiving obsolescent or superceded systems may constitute a candidate RIT Best Practice.

· The IMDS program office process for personnel transformation may constitute a RIT Best Practice.

Process Improvement

FIRST

· It appears the the “IPT Pricing” technique has reduced the cycle time for contract changes.

GCSS-AF

· The team found that velocity was achieved through pilot projects.  Increased communication and emphasis of program funding on world class commercial talent enabled the rapid rollout of applications and services

Deployment, Transition & Disposal

GTN 21

· The team found evidence that vendor support has been arranged for up to 17 years. This arrangement is unprecedented

· The team found evidence of a significant effort to understand business rules and capture them in data structure for ease of sustainment and Improvement Opportunity: The effort to define business rules is a major undertaking, and it appears that this effort may constitute a significant schedule risk.

FIRST

· It appears that the use of the AFAST tool enhances the incentivization of the prime contractor through early identification of issues.

Measurement and Analysis

FIRST

· It appears that an analysis of quality metrics resulted in earlier government participation in testing of spirals by the prime contractor, resulting in early identification of problems.

GCSS-AF

· Extensive metrics program that spans process, user experience, and infrastructure utilization. Over 160 measures were reviewed each week in their program management portal.

GCSS (CC/JTF)

· GCSS (CC/JTF) established a Metrics and Measurement Program, allowing the Program Manager to measure progress against established goals.  As a result, the Program has the means to measure success, both quantitatively and qualitatively.  Metrics are now collected and analyzed to assess the program’s cost, schedule and performance; the program’s workforce; the operational performance of the system and most importantly, user satisfaction.
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