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7Figure 4-1  --  Navy ERP Program Control Boards




1 Background

In December 1998, the Secretary of the Navy (SECNAV) Revolution in Business Affairs (RBA) Commercial Business Practices Working Group established four Navy Enterprise Resource Planning (ERP) pilots as enablers for significant business process reengineering.  Recognizing the potential for applying best commercial business practices to improve Navy business operations, each pilot focused on a commercial ERP product and tested a facet of Navy business that contributes to the Navy’s mission.  Each pilot evaluated Commercial Off The Shelf (COTS) software to be used for reengineering specific business practices within limited user groups.  During implementation, it became clear that combining the pilots into one program would yield a more concrete revolution in business practices across the entire U.S. Navy Enterprise. To that end, in August 2002, the Assistant Secretary of the Navy (ASN) for Research, Development, and Acquisition (RDA) directed convergence of pilot management under one Program Management Office (PMO).

The Navy ERP PMO is currently leading the Pilot Interoperability phase and will manage the convergence under the Navy ERP Program. 
 The function of the Navy ERP Program is to facilitate a modular and incremental re-engineering of business processes, such as financial management, human resource management, maintenance planning and other business areas, through the incremental implementation of COTS software.  

This incremental approach mandates implementation of a well-planned and proactive system to facilitate requirements and configuration management.  It is essential that the Navy ERP Program:

· Assess and authorize all new functional requirements.

· Establish and maintain requirements traceability.

· Maintain consistency across all Navy ERP projects (This includes four Pilot Projects and a Convergence Project.)

· Implement standard processes.

· Construct baselines for verification and acceptance.

· Manage baseline changes through appropriate Configuration Management methods.

· Provide visibility across all stakeholders.

2 Purpose

Requirements Management (RM) provides the processes to ensure the program objectives and priorities established for the Navy ERP Program are managed, controlled and properly implemented.  Configuration Management (CM) establishes the discipline for the systematic application of technical and administrative direction and surveillance to accomplish identification and documentation of functional and physical characteristics of components, equipment, computer software, program documentation, and the development of baselines.  Both RM and CM are critical disciplines, particularly in light of design and supportability factors, interface requirements with other systems, and dependency on existing and future infrastructures at specific user locations.

This document identifies the Navy ERP Program strategy and framework that support the Program RM and CM disciplines.  Specifically, this document has two purposes:

a. By authorizing the release of this document, the Navy ERP PMO assigns responsibilities regarding Navy ERP Program RM and CM to the following organizational entities:

· Navy ERP Program Configuration Management Board (CMB).

· Navy ERP Program Process Council.

· Navy ERP Program CM Secretariat.

· Convergence Project Configuration Control Board (CCB).

· Pilot Project CCB’s (CABRILLO, NEMAIS, SIGMA and SMART Pilot Projects).
· Pilot Project CM Managers. 

b. This document identifies Program-level guidelines that the Navy ERP Program will utilize in the development of the following documents:  (See Appendix B.)

· Navy ERP Program Requirements Management Plan   (An overarching plan that identifies the processes, resources, and tools that are applicable to requirements identification, change management, status accounting, and traceability.)

· Navy ERP Program Configuration Management Plan   (An overarching plan that identifies the processes, resources, and tools that are applicable to configuration item identification, change management, status accounting, and verification.)

· Navy ERP Program Request For Change Procedures   (A detailed procedure document that identifies the processes, resources and tools that are applicable to the submission, control and processing of Requests for Change.)

· Navy ERP Program Configuration Control Board Processes   (A detailed plan that identifies the Control Boards and processes employed to formally approve/disapprove/defer all Requests for Change (RFC’s) and new Requirements identified to the Navy ERP Program.)

· Navy ERP Program Process Council CONOPS   (This Concept of Operations (CONOPS) describes the Process Council organization, roles and responsibilities, methodologies, and operating procedures.)

3 Drivers

The Navy ERP Program will pursue a modular and incremental re-engineering of business processes and implementation of COTS software prioritized by contribution to agency goals, Navy needs, design and implementation complexity, data dependencies, and available budget.

The Navy ERP Program will seek “best of breed” or “best of suite” solutions in various functional areas.  While this approach provides significant benefits through targeted acquisition of specific, proven business solutions, it also dictates well-planned RM and CM activities.  Based on this approach the Navy ERP Program RM and CM strategy will:

· Ensure that only the Navy ERP Program Configuration Management Board has the authority to approve requirement changes. 

· Ensure that all changes made by the Pilot Projects are coordinated with the Convergence Project.

· Provide a set of baselines for the Convergence Project and each Pilot Project at a level of detail that permits changes in requirements to be implemented smoothly, reliably, and economically with a high degree of success.

· Establish procedures and controls to assure that all required functions are satisfied, that system integrity is always maintained, and that changes are necessary, cost-effective, functionally tested and correctly implemented.

· Provide real-time control of all changes in process, and regular audits of progress and products to assure system integrity.

· Provide accountability and traceability for all changes to the system as an aid to fiscal responsibility and an incentive to assure systems function properly and that no adverse effects are incurred.

· Ensure that project teams are always working with and referring to current versions of project components.

· Establish clear ownership and accountability.

· Insure that the Carnegie Mellon Software Engineering Institute’s Capability Maturity Model Integration (SEI/CMMI) goals and practices are followed for the Requirements Management and Configuration Management process areas.  

4 Roles and responsibilities
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The Navy ERP Program will establish a CMB and Process Council to provide oversight and control of ERP implementation.  In addition to the four CCBs previously established for each of the Navy ERP Pilot Projects, a CCB will be established for the Convergence Project.  Figure 4-1 illustrates the control board relationships.  The control boards and other Navy ERP Program organizational components with RM/CM responsibilities are discussed below. 

Figure 4-1  --  Navy ERP Program Control Boards

4.1 Navy ERP Program Manager

The Navy ERP Program Manager provides direction and exercises control over budget, schedules, procurement, and overall program management.  The Program Manager will ensure that the top-level requirements (Mission Statements, Business and Functional Drivers) are converted into implementation requirements and are maintained under configuration management.  By authorizing the release of this document, the Navy ERP Program Manager assigns specific responsibilities for RM and CM to the appropriate organizational entities.  

4.2 Navy ERP Program Configuration Management Board

The CMB, with the assistance of the Development Teams (DT’s), will perform an analysis of all RFC’s and new requirements that are beyond the scope of the CCB’s.  The analysis will result in one of the following actions:

· Requirements and changes that are within the scope of the CMB (as defined in the Control Board Process document identified in Section 2) will be further reviewed for approval and prioritization.  The CMB will make a business decision regarding the need for a change based on the impact of the change and a preliminary cost estimate provided by the DTL.

· Requirements that cannot be supported by Navy ERP Program existing or planned business processes will be referred to the Navy ERP Process Council (as discussed below in section 4.3). 

4.3 Navy ERP Process Council

The Navy ERP Program Process Council will provide oversight of the business process re-engineering efforts conducted by the Navy ERP Program and approve the resultant new business processes.  It will advise, endorse, and act as advocates to the CMB for the changes that will be required by the implementation of new business processes.  The Process Council will perform Independent System Requirements Reviews that will ensure the Navy ERP Program solution meets all DoD, Navy and program level requirements.  The Process Council will act as a formal review body for Navy level requirements that will be designed and configured in the Navy ERP’s solution.  In addition, the Process Council is responsible for resolving requirement conflicts pertaining to business re-engineering, process issues, cross functional requirement conflicts, and extending the Core SAP Modules to support other functions.  However, the Process Council does not control Program resources.  Therefore, requirements identified by the Process Council must be presented to the CMB for approval.

A detailed discussion of Process Council roles and responsibilities is contained in the Navy ERP Program Process Council CONOPS document (see Appendix B).

4.4 Configuration Control Boards

The Navy ERP Convergence Project and each Navy ERP Pilot Project will be responsible for establishing a CMP, CCB Charter, or similar document identifying local CCB responsibilities, processes and procedures that are aligned with the processes identified in the Navy ERP Program Configuration Management and Requirements Management Control Board Process document identified previously in Section 2. 

4.5 Navy ERP Program CM Secretariat

The Navy ERP Program CM Secretariat will be responsible for managing the CM and RM processes.  The Navy ERP CM Secretariat will be responsible for interfacing with the four Pilot Project CM Managers with regard to various CM and RM related matters.  This includes management of all RFC’s and new functional requirements forwarded by the Pilot CM Managers.  Additional and specific Navy ERP Program responsibilities will be identified in the Navy ERP Program documents identified previously in Section 2.

4.6 Navy ERP Pilot Project CM Managers

The CM Managers of the four ERP Pilot Projects are responsible for establishing and managing the CM processes within their respective projects.  The Pilot CM Managers will also be responsible for interfacing with the Navy ERP Program CM Secretariat with regard to various CM and RM related matters.  This will include forwarding RFC’s and newly identified functional requirements that are beyond the scope of the Pilot CCB to the CM Secretariat.  Additional Navy ERP Program related responsibilities will be identified in the Navy ERP Program documents identified previously in Section 2

.

4.7 Development Teams 

The terms Development Teams (DT’s) and Development Team Leads (DTL’s) are used in this document to identify the teams and team leaders having system development responsibilities.  This includes Business Process Teams (BPT’s), Technical Teams, and any other DT’s, whether assigned to the Convergence Project or one of the four Pilot Projects.  The DT’s and DTL’s will provide support to the CCB’s and CMB by conducting analyses of the costs and impacts relative to implementation of new requirements and requests for change (RFC’s).  

5 Requirements Management Processes

Requirements Management is the systematic approach to eliciting, organizing, documenting and managing the requirements of the Navy ERP Program. Requirements management solutions reduce risk, increase productivity, and ensure success by:

· Establishing a common vision and understanding of the goals and end products of the system implementation for all parties.

· Instituting a formal management approval process for establishing baselines and adjusting requirements to maintain an appropriate scope.

· Comparing requirements between system components to identify requirement overlaps, conflicts and gaps, and to arbitrate and implement solutions.

· Ensuring Requirements Traceability throughout the project life cycle from requirements identification to development, testing, training, implementation and operational assessment, and to link to any document along that life cycle.

The Navy ERP Program requirement categories are listed below:

· Functional Requirements describe the business need, master view, processes, capabilities, reporting, and operations.  Functional Requirements may be described in three forms: textual list, business process model, and metadata dictionary.

· Technical Requirements describe the Information Technology requirements related to system architecture, integration with the IT architecture, and system performance requirements. They are typically described in a textual list format.

· Integration Requirements describe cross-functional interface requirements. Integration Requirements are described in a textual list format.

The identification of new requirements can result from user generated RFC’s, Navy ERP Program Plans, statutory requirements, and other sources.   Regardless of the source, new requirements must be evaluated in terms of impact and cost.  Depending on the scope of the impact and the cost of implementation, the CMB will review the requirements and either approve or disapprove implementation.

The primary responsibility for managing requirements resides with the Navy ERP Program Manager.  However, the responsibility for identification of appropriate requirements management processes has been assigned to the Navy ERP CM Secretariat who serves on the Strategies, Architecture and Standards Group (SASG).  Requirements management processes will be published in the Requirements Management Plan (RMP) identified in Section 2.

The RMP will define the methods and approaches for the identification, analysis, tracking and control of requirements for the Navy ERP Program.   The RMP will follow the Carnegie Mellon Software Engineering Institute (SEI) Capability Maturity Model Integration (CMMI) goals and practices for the Configuration Management process area.  

The requirements management process will drive the establishment and re-establishment of baseline requirements.  The requirements will be tracked, and the requirements baselines will be archived, in an appropriate tool.    

6 Configuration Management Processes

The purpose of Configuration Management is to identify the policies, organizational responsibilities, processes, procedures, and methods necessary to ensure the identification, control, status accounting, and audit of the program’s hardware, software and documentation.  CM applied over the life cycle of a product provides visibility and control of its functional performance and physical attributes.  The primary objectives of CM are:

· Ensure that the Navy ERP system performs as intended and that its functional and physical configurations are adequately identified and documented.

· Ensure that changes made to the system take place in an identifiable and controlled environment.

· Ensure that changes do not adversely affect any properties of the system or system security.

The Configuration Management Plan (CMP), identified previously in Section 2

, defines the life cycle CM requirements and practices for the Navy ERP Program.  The CMP follows the Carnegie Mellon Software Engineering Institute (SEI) Capability Maturity Model Integration (CMMI) goals and practices for the Configuration Management process area.  Additionally, the CMP addresses the following classic CM components:

· Configuration Management Planning and Management.

· Configuration Identification.

· Configuration Change Management.

· Configuration Status Accounting.

· Configuration Verification & Audit.

7 RM and CM Tools

A significant goal of the system support tool selection process is to have an integrated suite of middleware tools that will support RM through tracking of requirements from initial identification through final implementation, and support CM through the establishment and maintenance of configuration baselines for both SAP and non-SAP configuration items.  In addition to baseline establishment, this suite of tools would support end-to-end closed loop configuration tracking that begins with baseline identification and proceeds through change request identification, control board authorizations, change development status/history, testing status/history, version build management, client promotion, release management, version control, baseline maintenance, support for audits, and other CM related functions.  

The goal of RM/CM tool selection is an effective and efficient suite of RM and CM tools will support the above functions in a highly automated manner, and they will connect to various other development and management tools such as ARIS and Sharepoint.  Primary goals of tool implementation are support for end-to-end requirements and configuration management, and support for the identification of tasks and workflow, either directly or through interfaces with other tools.

Appendix A - Acronyms and Abbreviations

	ARIS

ASN

BPT

BPM

CCB


CI


CM


CMB

CMMI

CMP

CONOPS


COTS

DT

DTL


ERP

NEMAIS

PMO

RBA

RDA

RFC

RM

RMP

SAP

SASG

SECNAV

SEI

SMART

TDS

	Architecture of Integrated Information Systems (A modeling tool.)

Assistant Secretary of the Navy

Business Process Team

Business Process Manager

Configuration Control Board

Configuration Item

Configuration Management

Configuration Management Board

Capability Maturity Model Integration

Configuration Management Plan

Concept of Operations

Commercial off the Shelf

Development Team

Development Team Lead

Enterprise Resource Planning

Navy Enterprise Maintenance Automated Information System

Program Management Office

Revolution in Business Affairs

Research, Development and Acquisition

Request for Change

Requirements Management

Requirements Management Plan

SAP Corporation (A German ERP software vendor.)

Strategies, Architecture and Standards Group

Secretary of the Navy

Software Engineering Institute

Supply Maintenance Aviation Reengineering Team

Technical Design Specification


Appendix B – Directory of Resources in Sharepoint

(This Appendix will be updated with additional information and hyperlinks to the documents in Sharepoint and as the documents are established in Sharepoint.  The basic document version identification will not be changed solely as a consequence of updates to this Appendix.) 

	DOCUMENT
	VERSION

	Requirements Management Plan
	Early Draft

	Configuration Management Plan
	Draft 0.7

	Request For Change Procedures
	In development

	Configuration Management and Requirements Management Control Board Process
	Draft 0.3

	Process Council CONOPS
	0.3
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