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DEFENSE FINANCE AND ACCOUNTING SERVICE

Kansas City, Missouri 64197-0001

DFAS-TA/IN                                                                                          April 3, 2002

MEMORANDUM FOR DISTRIBUTION LIST

SUBJECT: Automated Information System (AIS) Software Process Improvement (SPI)  

                   Strategy

1.  Purpose.  The purpose of this memorandum is to document the Software Process Improvement (SPI) strategy for the Technology Services Organization (TSO).  This memorandum defines a corporate SPI program and the responsibilities to be performed at corporate, site and project level.

2. Supersedes.  

2.1. SM-08, Software Process Improvement – Strategic Action Plan, dated May 31, 1995

2.2. SM-08 REV, Software Process Improvement – Strategic Action Plan – DRAFT Revision, Undated

3.  Definitions.  A glossary of software process improvement terms is contained in the DFAS Process Asset Library (PAL) that can be accessed at the following address: http://www.dfas.mil/technology/pal/glossary.htm
4.  Acronyms (see enclosure 1).

5.  Scope.  This strategy is applicable to the DFAS TSO organizations involved in software engineering activities. This strategy applies only to those projects and information systems being developed or modified by these organizations.  For the purposes of this strategy, the DFAS Corporate Information Infrastructure (DCII) technical projects are treated as a single virtual organization equivalent to a TSO Site.  

6.  Reference.  Software Engineering Institute, Capability Maturity Model for Software (CMM) Version 1.1 .

7.  DFAS TSO Strategy.

 
7.1.  The goal of SPI is the continuous improvement of processes for all software engineering activities to increase the overall software engineering capabilities of the TSO. 

7.2.  The CMM is the model for determining software process maturity within DFAS TSO.  The CMM Key Process Areas (KPAs) establish the process guidelines that must be followed in achieving the DFAS TSO SPI goal.  Transition to new capability maturity models or the adoption of CMM-related methods and techniques will be directed by TSO Directors sitting as the TSO SPI Corporate Steering Committee.

  
7.3.  Standard processes are to be defined for, and used by, all TSO sites, projects, and systems in accordance with Part D, Chapter 6, DFAS Regulation 8000.1-R.  These standard processes are to be extended and tailored by sites and projects for use in software engineering activities.  Tailored processes will be reviewed by the Systems Engineering Support Office  (SESO) and forwarded to the Director, TSO for approval. 


7.4.  A SPI plan(s) will be prepared and executed for each Automated Information System (AIS) unless the TSO Site Director has waived the system from the SPI program. Small systems may be grouped together and addressed by a single plan, if deemed appropriate.  Guidelines for determining whether AISs should be categorized as large systems, small systems, or as waiver candidates from SPI participation are contained in Enclosure 2.


7.5.  A Process Asset Library (PAL) for DFAS SPI and standard process assets will be maintained at the corporate level for use by DFAS software engineers.


7.6.  Best-practice processes will be shared across TSO sites and projects.  Contractor-developed best practices may be adopted where acquisition regulations permit.


7.7.  Metrics will be collected, maintained, analyzed, used, and reported in order to support continuous process improvement in accordance with the CMM.  Organization SPI status and progress reports will be provided to the Director, TSO (see Enclosure  3)

7.8.  Periodic formal appraisals and reappraisals will be conducted in order to verify process capability maturity.  Guidelines are contained in Enclosure 4.


7.9.  The evaluation of the corporate strategy and program, promotion of best- practice sharing, and recommendations for the resolution of corporate issues will be accomplished by a SPI Work Team, consisting of representatives from each TSO site Software Engineering Process Group (SEPG), under coordination from the SESO. 
 8.  Responsibilities (see Responsibilities Matrix at Enclosure 5)

 HYPERLINK "." 
.  


8.1.  The Director, TSO is responsible for:



8.1.1.  Evaluating SPI progress and issuing direction for changes in priorities, resource allocations, and processes. 



8.1.2.  Providing the DFAS Director, Business Area Executives, and Director for Information and Technology (I&T)/Chief Information Officer (CIO) information about SPI activities, benefits, and achievements.



8.1.3.  Approving SPI strategies.



8.1.4.  Chairing the TSO SPI Corporate Steering Committee.


8.2.  The Deputy Director, TSO is responsible for: 



8.2.1.  Reviewing SPI status and progress at sites, comparing progress and status across sites, and issuing direction and guidance for program and priority changes.



8.2.2.  Directing the use of best-practice processes where site efficiency and performance is inferior.



8.2.3.  Participating as a member of the TSO SPI Corporate Steering Committee.



8.2.4.  Reviewing site director waiver decisions to ensure consistency across sites and consistency with TSO SPI goals and guidelines (Enclosure 2).

 

8.2.5.  Assessing the state of SPI within the TSO and directing changes in strategy and priority to maintain TSO competitiveness with other government and non-government software engineering organizations.


8.3.  The SESO, TSO is responsible for: 



8.3.1.  Consolidating, maintaining, and analyzing process improvement and process performance metrics for the purpose of recommending changes in priorities, resource allocations, and processes to the Deputy Director TSO, and the TSO Site Directors.



8.3.2.  Assessing the state of SPI within the TSO and recommending changes in strategy and priority to maintain TSO competitiveness with other government and non-government software engineering organizations.



8.3.3.  Drafting, coordinating, and publishing DFAS policies addressing the SPI program. 



8.3.4.  Establishing and maintaining the DFAS PAL (see Enclosure 6). Links from the Corporate PAL to the Site PALs will be established when possible in order to provide for sharing between sites.



8.3.5.  Coordinating TSO-wide activities associated with the SPI program.



8.3.6.  Providing process improvement assistance to projects.  



8.3.7.  Facilitating the definition of the standard systems engineering processes, with participation from sites and projects (See Part D, Chapter 6, DFAS Regulation 8000.1-R).



8.3.8.  Acquiring SPI collaboration or consulting support for all TSO SPI programs as needed and as funded.



8.3.9.  Providing business area executives, program managers, and systems managers information about SPI activities, costs, benefits, and achievements.



8.3.10.  Facilitating best-practice sharing through the sponsorship and coordination of the SPI Work Team.



8.3.11.  Establishing agendas and coordinating meetings of the TSO SPI Corporate Steering Committee.



8.3.12.  Verifying the existence of SPI action plans for all un-waived AISs.



8.3.13.  Evaluating the extent to which sites participate in corporate activities and the sharing of best practices.



8.3.14.  Coordinating the staffing of assessment teams at the request of TSO Site Directors.


8.4.  The TSO Site Directors, including DCII Technical Architect, are responsible for:



8.4.1.  Establishing and directing the SPI strategy to achieve business goals and objectives for their site/projects.



8.4.2.  Establishing SPI programs within their respective organizations to include: SPI action plans, CMM level goals for each un-waived application, target dates, funding, resourcing, staffing, and publication of applicable organization policies addressing all KPAs being implemented.



8.4.3.  Granting waivers of AISs from SPI in accordance with the guidelines contained in Enclosure 2.



8.4.4.  Scheduling and coordinating assessments for their sites and projects.



8.4.5.  Establishing the necessary process disciplines outlined in the KPAs within the CMM, employing corporate assets, and complying with corporate standards when available and applicable.



8.4.6.  Establishing a site-specific PAL that will include project-related documents, tailored standard software processes, project defined software processes, and associated artifacts. 



8.4.7.  Using best practices or other processes from other organizations when they present an economic or quality advantage to the organization.



8.4.8.  Providing periodic organization SPI status and improvement reports to Director and Deputy Director, TSO, with a copy to SESO, addressing the items contained in Enclosure 3.


8.4.9.  Providing program managers and systems managers information about SPI activities, benefits, and achievements.



8.4.10.  Recommending best practices for use by other sites.



8.4.11.  Providing staff to corporate SPI action teams and working groups, 

as requested.



8.4.12.  Participating as members of the TSO SPI Corporate Steering Committee.



8.4.13.  Providing SPI action plans and appraisal reports to the Deputy Director, TSO.


8.5.  The Technical Project Officers or equivalent technical managers are responsible for leading and directing software engineers in performance of the following:



8.5.1.  Defining, sharing, and executing detailed procedures consistent with standard processes.



8.5.2.  Tailoring standard processes as needed in accordance with Part D, Chapter 6, DFAS Regulation 8000.1-R.



8.5.3.  Developing and publishing project-level SPI action plans. 



8.5.4.  Scheduling, coordinating, and supporting formal appraisals.



8.5.5.  Performing informal appraisals to determine formal appraisal readiness.



8.5.6.  Collecting, maintaining, and reporting process metrics in accordance with TSO metrics policy and guidelines.

 

8.5.7.  Including hours for improvement of processes in estimates for software engineering activities.

            8.6.  The TSO SPI Corporate Steering Committee is responsible for:

                        8.6.1.  Setting and revising SPI strategy, priorities, and resources.

                        8.6.2.  Reviewing SPI progress and status.



8.6.3.  Reviewing and approving best practices for SPI management and software engineering process management.

             8.7.  The SPI Work Team is responsible for:

                       8.7.1.  Identifying best-practice processes.

                       8.7.2.  Reviewing and recommending changes to standard processes.


           8.7.3.  Reviewing SPI status and progress and recommending strategy changes.



8.7.4.  Reviewing and recommending the testing and implementation of Software Engineering Institute (SEI) models, methods, and techniques.



8.7.5.  Reviewing and recommending changes to corporate strategies.

9.  Point of Contact.  DFAS-TA/IN, Director, SESO, TSO, James Palecek, 317-510-5927.

//Signed//

William G. Head

Director, Technology Services Organization
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Enclosure 1 - ACRONYMS

AIS
Automated Information System

CBA-IPI
Capability Maturity Model® (CMM®)-Based Appraisal for Internal Process Improvement

CIO
Chief Information Officer

CMM
Capability Maturity Model

CMMI
Capability Maturity Model® Integration

DCII
DFAS Corporate Information Infrastructure

DFAS
Defense Finance and Accounting Service

FSO
Financial Systems Organization

I&T
Information and Technology

ISO
Infrastructure Services Organization

KPA
Key Process Area

PAL
Process Asset Library

SCAMPI
Standard CMMISM Assessment Method for Process Improvement

SCE
Software Capability Evaluation

SEI
Software Engineering Institute

SEPG
Software Engineering Process Group

SESO
Systems Engineering Support Office

SPI
Software Process Improvement

SQA
Software Quality Assurance

TDY
Temporary Duty

TSO
Technology Services Organization
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Enclosure 2 - Guidelines for Categorizing and Waiving Systems 


1.  For the purpose of applying the Technology Services Organization's Software Process Improvement (SPI) strategy to Automated Information Systems (AISs), the following guidelines are presented.  These guidelines are not intended to be hard and fast rules, but are instead offered to identify factors that should be considered in deciding when to grant waivers. The systems are categorized as large systems, small systems, and waived systems and defined as follows:



a.  Large systems require a formal program with a SPI action plan, appraisals and reappraisals, status/progress reports and project/system-based software quality assurance (SQA) programs. 


b.  Small systems grouped together require a SPI action plan for the group level assessments and reappraisals, status/progress reports for the group, and a group-based SQA program.   


c.  Waived systems require no SPI action plan, no appraisals, no status/progress reports, and sustain current level of SQA activity. 

2.  Systems are categorized using the criteria contained in the following decision table:

DECISION TABLE

Criteria and Category
Case 1
Case 2
Case 3
Case 4
Case 5

Does the AIS have more than one year longevity?


NO
YES
YES
YES
YES

Is the AIS mission critical?


N/A
YES
YES
NO
NO

Are more than five software engineers engaged?
N/A
NO
YES
NO
YES

AIS SPI Category


Waived
Small System
Large System
Waived
Large System
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 Enclosure 3 - Software Process Improvement Status and Improvement Reports


1.  The following items will be addressed in periodic organization software process improvement (SPI) status and improvement reports:

a.    Identification of each automated information system (AIS), its waiver status, its Capability Maturity Model (CMM) level, last appraisal date, and next appraisal date.

b.   The number of full time equivalents (government and contractor) developing and/or maintaining AISs at each CMM level.  


c.   Identification of best practice processes proposed or adopted. 

d.   Appraisal findings beneficial to other sites.

e. Recommendations for corporate process improvement initiatives or SPI program changes.

2. Reports will be provided using the following format:

CATEGORY
AIS TITLE
PROJECTED LONGEVITY (YRS)
MISSION

ESSENTIAL
FULL TIME EQUIVALENTS TO INCLUDE CONTRACTORS
CMM  LEVEL
LAST

APPRAISAL
NEXT

APPRAISAL

LARGE 

SYSTEMS








SMALL 

SYSTEMS








WAIVED

SYSTEMS








Best practices processes proposed or adopted:

Appraisal findings beneficial to other sites:

Recommendations for corporate process improvement initiatives or SPI program changes:
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Enclosure 4 - Periodic Formal Appraisals and Reappraisals Guidelines


The following guidelines are provided to assist site directors and technical project officers in the planning, execution, and reporting of formal appraisals and reappraisals:

1. Appraisals should be conducted from one to three years after the beginning of a formal software process improvement (SPI) program.  Reappraisals should be conducted one to three years from the date of the last appraisal.

2. Every appraisal should be followed with action planning to address weaknesses, continue improvement to a higher level, or to sustain maturity at the same level.

3. Diagnostic appraisals, without a Capability Maturity Model (CMM) level determination, may be used any time at the discretion of site directors.

4. *Formal appraisals must be led by individuals approved to assess by the Software Engineering Institute (SEI).

5. Appraisal teams should not be wholly composed of host site assessors.

6. Appraisal teams should not be wholly composed of employees of contractors performing software engineering at the host site.

7. Appraisals intended to evaluate levels 3, 4, and 5 key process areas (KPAs) should be performed on more than one automated information system (AIS).

8. Appraisal final reports should be forwarded to the Technology Services Organization (TSO) Director and TSO Deputy Director within 15 days of a formal appraisal.

9. The host site is responsible for funding local assessors, contractor assessors, and the temporary duty (TDY) costs associated with assessors from other sites.  Sending sites remain responsible for the salaries of their employees who participate as assessors.

10. Any concerns with other site or contract assessor performance should be addressed to the TSO Deputy Director. 

11. Direct coordination by the hosting site to obtain other site assessors is encouraged.  Assistance in obtaining other site assessors may be obtained from the SESO Director, if needed.

12. Sites are encouraged to support the training and experience requirements associated with the development of Lead Assessors.  Depending on the availability of funds and contract vehicles, Lead Assessor  training will be supported by SESO.

13. Site Directors may select the type of appraisal from SEI-endorsed and management steering committee approved appraisal.
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*Note: Formal appraisals must be led by individuals qualified and in good standing with the SEI Lead Appraiser Program.  "In good standing" means they are currently approved to continue to lead assessments.  There are instances where, for various reasons, licenses are revoked or not renewed.  This is generally due to the individual's not having participated on one Capability Maturity Model® -Based Appraisal for Internal Process Improvement (CBA-IPI) and/or lead at least one within the two-year authorization period provided by the license.  This also applies to Lead Evaluators performing Software Capability Evaluations (SCEs).  Formal appraisals are recognized by the SEI to cover CBA-IPI, SCE, and now Capability Maturity Model® Integration (CMMI) Standard CMMIsm Assessment Method for Process Improvement (SCAMPI) v1.1.

 Enclosure 5 - Responsibility Matrix


TSO Director
TSO Deputy Director
SESO
TSO Site Directors
TPOs 
TSO SPI CSC
TSO SPI Work Team

ASSESSMENTS




COORD-

INATE 

STAFFING

(8.3.14)
SCHED-ULE & COORD-INATE

(8.4.4.)
SCHED-ULE & COORD-INATE

(8.5.4.)



BEST PRACTICES



DIRECT USE OF

(8.2.2.)
EVAL PARTIC-IPATION

(8.3.13.)
USE AS

APPROP-RIATE

(8.4.7)

RECO- MEND FOR OTHER SITES

(8.4.10)

REVIEW & APPROVE

(8.6.3)
IDENTIFY

(8.7.5)

INFORM ABOUT SPI ACTIVITIES, BENEFITS & ACHIEVEMENTS


DFAS DIRECT-ORS, BAEs & CIO

(8,1.2)

BAEs, PMs & SYSTEMS MGRS

(8.3.9.)
PMs & SYSTEMS MGRS

(8.4.9.)




METRICS




CONSOLI-DATE, MAINTAIN ANALYZE

(8.3.1)
REPORT

(8.4.8.)
COLLECT, MAINTAIN & REPORT

(8.5.6.)



PROCESS ASSET LIBRARY (PAL)




ESTAB-LISH CORP-ORATE

(8.3.4)
ESTAB-LISH SITE

SPECIFIC

(8.4.6.)




SPI ACTION PLANS




VERIFY EXIST- ENCE

(8.2.12)
ESTAB FOR SITE/PROJ

(8.4.2.)
DEVELOP & PUBLISH

(8.5.3.)



SPI CORPORATE STEERING COMMITTEE


CHAIR

(8.1.3.)
MEMBER

(8.2.3.)
ADMIN SUPPORT

(8.3.11.)
MEMBER

(8.4.12.)




SPI STRATEGY


APPROVE

(8.1.3.)

DRAFT, COORD & PUBLISH

(8.3.3.)



REVIEW & PROPOSE CHANGES

(8.7.5)

SPI PROGRESS/STATUS


EVALUATE

(8.1.1.)
REVIEW

(8.2.1)

PROVIDE

REPORTS

(8.4.8.)

REVIEW

(8.6.2.)


SPI  PRIORITIES



DIRECT FOR TSO

(8.2.5.)
RECOM- MEND CHANGES

(8.3.2.)
ESTAB FOR SITE PROJECT

(8.4.1.)

SET & REVISE

(8.6.1.)
RECOM-MEND CHANGES

(8.7.8.)

SPI WORK TEAM




SPONSOR

(8.3.10)
PROVIDE STAFF

(8.4.11.)




WAIVERS



REVIEW

(8.2.4.)

GRANT

(8.4.3.)




Enclosure 6 - DFAS Process Asset Library (PAL)


1. General.  


1.1.  The Defense Finance and Accounting Service’s (DFAS’s) Process Asset Library (PAL) is designed to provide the DFAS information management community convenient access to an extensive collection of electronic documents.  The collection will include: Department of Defense (DOD) and DFAS information management regulatory documents; key process area information for all levels of the Capability Maturity Model (CMM); the DFAS standard software processes, policies, procedures, and guidelines for standard tools and requirements; periodic newsletters; and links to site PALs.


1.2.  Problems with, or proposed changes to, the overall management and structure of the DFAS PAL will be reported through normal management channels to the Director, Systems Engineering Support Office (SESO), Technology Services Organization (TSO) for consideration and library updating.  

2.  The Director, SESO, TSO will have overall responsibility for maintaining the DFAS PAL and will designate a library manager who will execute the following responsibilities:


2.1.  Establish and maintain the DFAS PAL structure.


2.2.  Enter documents to and remove documents from the PAL.


2.3.  Collect, analyze, and recommend for consideration/adoption suggestions associated with the DFAS PAL.
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RESPON-


SIBILITIES/


FUNCTIONS





POSITIONS & ORGANIZATIONS
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