	
	
	

	5.0   Next Steps
	[image: image1.png]Consulting





	P&R INTEGRATED FINANCIAL SYSTEM ASSESSMENT
	5 OCTOBER 2001
	Federal Services


5.1 Overview 

Before the department can move forward in the development of an integrated financial systems architecture, there are a number of steps that need to be taken to ensure that the goals and objectives of the integrated system are clearly defined.  These goals must reflect not only the current business practices of the department, but also provide the department with the flexibility to adapt and move forward as the business process evolves during the FYDP Improvement efforts.  To most succinctly understand the next steps to be taken in the development of an integrated financial systems architecture, it is important to summarize the findings of this report.

The results of our assessment are clear, and can be summarized as follows:  

· The current P&R systems must be integrated with additional functional and data management capabilities; 

· The adopted IT solution must be fully aligned with the Resource Allocation Process; 

· The features and operational requirements for the required IT solution appear to be technologically feasible with currently available hardware and software products; and 

· A hybrid, marginally customized, COTS package consisting of components of a Data Warehouse, Workflow Infrastructure, Collaboration and Document Management capability, General Ledger, Portal, Business Intelligence and Decision Support Tools adequately address the Information Technology resources necessary to support the Integrated Financial Management System.

With these features and components as a baseline, the department can begin to map out a path to move forward towards a full system development and integration effort.

5.2 Requirements Documentation

Any solid development project has a series of planning and preparation steps that must occur and be managed before any development can begin.  These planning steps are the foundation upon which the entire development effort will be built, and the importance of these steps cannot be underestimated or undervalued.  The development commitments that are being made in the project are recorded in a series of requirements documents.  The primary construct for the planning stages are the following documents that should guide the progress of the project and present the department with a way to audit and support the development of the system.  These documents are:

Concept of Operations (CONOPS):  The CONOPS identifies and defines the functional operations and high-level process requirements that will be included in the P&R integrated financial system.  The purpose of the CONOPS is to provide a clear understanding of the operational concept that the system will support.  

Technical Architecture:  The Technical Architecture identifies and defines systems and their interactions in support of the operational functions outlined in the CONOPS.  In this project the systems architecture will serve as a guidepost for identifying and creating interfaces with other systems both inside and outside the Marine Corps.

Software Requirements Specification (SRS):  Based on the acceptance of the functional processes, detailed requirements are next developed.  These requirements will form the basis of the design/development phase.  The SRS is delivered in a separate document from the CONOPS and Technical Architecture.

Requirements Traceability Matrix (RTM):  The RTM provides a list and review sheet for each of the requirements identified in the earlier phases.  The RTM is used to track each requirement throughout the life cycle of the project.  The RTM is also used to ensure that requirements are being included in each phase of the development so that the final system contains the required functionality.   

It is important to understand that these documents should be “living documents” throughout the course of the project.  Inevitably, requirements will change, shift and be modified over the course of a development project of this scope.  Development efforts that wind up failing are often doomed from the start because no effort was made to document and track requirements from the outset.  By using the documentation outlined above from the start of the project many of these pitfalls can be alleviated and all together eliminated.

Another best practice approach that is in place across many DoD organizations is the use of the Software Engineering Institute’s (SEI) Capability Maturity Model (CMM) as a way to manage and track development projects.  The CMM methodology provides a framework for development project management that is utilized across both the private and government sectors.  CMM has five phases, which are marked by the following characteristics:

Level 1 Initial—The software process is characterized as ad hoc, and occasionally even chaotic. Few processes are defined, and success depends on individual effort and heroics.

Level 2 Repeatable—Basic project management processes are established to track cost, schedule, and functionality. The necessary process discipline is in place to repeat earlier successes on projects with similar applications.

Level 3 Defined—The software process for both management and engineering activities is documented, standardized and integrated into a standard software process for the organization.  

Level 4 Managed—Detailed measures of the software process and product quality are collected.  Both the software process and products are quantitatively understood and controlled.

Level 5 Optimizing—Continuous process improvement is enabled by quantitative feedback from the process and from piloting innovative ideas and technologies.

In particular, CMM Level 3 certification means that an organization is committed to developing and utilizing a set of best practices and techniques in order to support development project success. Level 3 methodology includes the planning and control elements required to ensure a high-quality system.  Included are the key performance areas of:  requirements management, project planning, project tracking and oversight, subcontract management, quality assurance, and configuration management.  

5.3
Phased Development Approach

As mentioned throughout the document, it is a desire of the department to take a phased approach to the development of the system.  This approach seeks to minimize the risk of the development project and make functionality available in an iterative fashion.  The development of a system of this magnitude could take several years to implement.  This multiyear approach will also provide the department with a certain degree of flexibility to manage changes to the PPBS process caused by FYDP improvement and other DoD mandates.

The six development phases of the integrated financial system are the following:

Requirements Definition:  As previously mentioned, the requirements documentation should be completed before any development begins.  The Requirements Definition phase will involve the preparation of the CONOPS, Technical Architecture, SRS, and RTM.  Further, this phase would also involve the compilation of a department data model as the foundation for the development of the database in the Data Storage Layer phase.  During this phase software vendors will be evaluated for inclusion into the final system.  This phase should be completed within the first six months of the project.

Data Storage Layer:  The Data Storage Layer phase will enable the department to establish the back end upon which the rest of the applications will be built.  In this phase, the data structure currently provided by existing applications will be examined in an effort to integrate all of the tools into a single database instance.  This phase will include the development of the functional database, a PPBS data warehouse to store archival data, as well as a document repository.  As detailed above the development work to the completed during this phase of the project should be completed within the first 18-24 months of the development effort.

Workflow/User Management Layer:  During this phase, the efforts will be focused on developing and implementing the permission sets and user roles necessary to control access to the data stored in the database.  These user roles and permissions will also dictate which applications a particular user needs to have access to and utilize to perform their job.  The workflow portion of this phase will examine and identify the tasks necessary to move all of the workflows required by each of the applications and systems to a single workflow engine.  This phase will last throughout the course of the project in order to implement the proper roles and permissions as new applications and functionality are added to the system.

User Interface Layer:  The major output of this phase is the development of a front end portal which will enable access to the back end database as well as the other web based applications which may become part of the final architecture.  This phase will also involve the creation of knowledge management type capabilities where, for example, user will be able to utilize a unified search capability to search across the entire knowledge repository created by the integrated financial system.  The User Interface phase should be completed towards the beginning of the project so that the user community can access the iterative functionality that becomes available.  The portal should be a focus of development efforts for years one and two of the project.

Data Management/Entry Tools:  As identified in the graphic above, this phase of the project is the focus of the development efforts in creating the functionality that will speak to the specific tasks of the PPBS processes.  The development of the new toolsets and applications can begin after the initial data model is created.  The data management and entry tools will provide the core functionality and should be staggered so that functionality can be provided while other applications are still in development. 

Data Integration Layer:  The Data Integration Layer phase will provide access to and data from other Marine Corps and Navy systems as required by the department.  Identification of the interfaces and the appropriate implementation of the data integration should be identified during the Requirements Definition phase and then periodically revisited throughout the remainder of the development efforts.

These phases should overlap to maximize the functionality and foster better integration among the variety of tools and applications that will need to be included in the final system.

5.4
Moving Forward

This assessment has provided the Programs and Resources Department with an analysis of its prevailing data management challenges, as well as available technology enablers that can be implemented to overcome them.  The tools and techniques to integrate the vast amounts of data can be designed and developed in a practical, phased approach to create an integrated financial management system based on the Department’s achievable timeline.  The Integrated Approach System Architecture and the middleware data integration methodology have been articulated as the recommended method to attain the desired end state.  The steps required to begin the foundation of the system are described in Section 5.3, and are critical to developing a foundation upon which to craft the system.  The selection of a Systems Integrator who can facilitate and carry out these Next Steps, based on stages outlined above, with project management processes articulated in the Capability Maturity Model software development methodology, will be critical enablers to the Department’s vision of an integrated financial management system.




































































































































































































