Integration Plan

for

the Transformation of a Military

Depot Maintenance Base (DMB)
Reference Solicitation No: 

Prepared by

Date

Table of Contents

31.0 Introduction


31.1 Purpose


31.2 Scope


41.3 Lean Transformation Philosophy


41.4 Terms and Definitions


42.0 Transformation Organizations


52.1 Depot Maintenance Transformation Board (DMTB)


52.2 DMB Transformation and Integration Division


72.3 The Transformation Working Group


72.4 Depot Maintenance Transformation Program Office


82.5 Other DMB Transformation Organizations


93.0 Transformation Management


93.1 Integrated Product and Process Development


103.1.1 Integrated Product Teams


113.1.2 Customer Focus


113.1.3 Concurrent Product and Process Development


113.1.4 Integrated Planning and Management


113.2 Integrated Master Plan / Integrated Master Schedule


113.2.1 Program Integrated Master Plan


123.2.2 Program Integrated Master Schedule


123.2.3 Project IMPs


123.2.4 Project IMSs


123.2.5 IMP/IMS Numbering


134.0 Configuration Control and Change Management


134.1 Purpose


134.2 Scope


134.3 Authorities


144.3.1 Contractor Configuration Control Board


144.3.2 DMB Configuration Control Board


154.3.3 DMB Interface Control Working Group


155.0 Tools and Techniques


156.0 Updates to this Document


17Attachment  1: Dictionary of Terms




1.0 Introduction

1.1 Purpose

This Integration Plan integrates the strategy, policies, processes, procedures, roles and responsibilities, and tool suites necessary to build a foundation for planning, implementation and management of the DMB transformation to a world-class, lean and/or cellular manufacturing organization.  This document applies Integrated Product and Process Development (IPPD) methodology as a strategy to implement and subsequently manage the integration of DMB transformation. 

Specific goals and objectives of this integration plan include:

· Early and continuous life cycle planning

· Maximize flexibility for optimization and use of contractor approaches

· Minimize cost and time for transformation

· Encourage multi-disciplinary teamwork

· Streamline communication and decision making

· Manage change and system configuration

1.2 Scope

In its Strategic Plan, the DMB has identified a range of Mission Essential Tasks (METs) that it believes are necessary to transform the capabilities of the command in a significant manner.  These METs are accompanied by a set of associated Goals and the Enabling Tasks (ET) necessary to achieve those goals.  In support of these command objectives, DMB has developed strategies for each of its mission areas that include specific METs. The key MET for depot maintenance is to repair systems and spare parts that ensure readiness in peacetime and provide sustainment to combat forces in wartime. 

As an implementation strategy, the DMB organization has established a Transformation project office to manage the organization and implementation of transformation activities with the maintenance directorate.  DMB has identified a number of key METs that support the Transformation Strategic Plan and provide the basis for activities that will be planned, designed, developed, implemented and managed using the methods and mechanisms described herein.

Depot maintenance transformation at DMB is happening concurrently with other on-site transformation initiatives.  While these transformation projects are managed independently and are outside of the transformation program, the success of depot maintenance transformation is ultimately dependent upon their success.  Therefore, this plan is intended as a mechanism for coordinating key transformation project milestones and transition points within DMB and identifies key transformation project coordination and integration points across the DMB.

Finally, this plan is intended to function as an ongoing guide for transformation activities and to include sufficient detail, either directly or by specific reference, to promote the migration of solutions developed within DMB to other organizations and to other MILITARY maintenance installations. 

1.3 Lean Transformation Philosophy

Transformation management is a key challenge in any large organization.  In contrast to traditional concepts of incremental improvement, transformation, by its Military definition, requires changes in concepts, organizational structure and/or technologies in order to significantly improve capabilities.  

Include:

· Definition of Lean

· Description of cellular manufacturing

· Summary of impacts of Lean transformation on program communication and integration

1.4 Terms and Definitions

A dictionary of the Mission Essential Tasks and Major Events is provided in Attachment 1.  A dictionary of the terms used herein is provided in Attachment 2.  Traditional integration management terms have been tailored and expanded where necessary.

2.0 Transformation Organizations

Several organizations are involved in and responsible for transformation at DMB.  As Figure 1 shows, the success of each individual transformation effort depends largely on tight integration and communication between these organizations.  
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Figure 1 – Integration Concept

2.1 Depot Maintenance Transformation Board (DMTB)

The Depot Maintenance Transformation Board (DMTB) depicted in Figure 2 has overall responsibility for planning, programming and executing projects across the center.

[image: image1.wmf]Tier 4

Requirements Team

Tier 3

Program Review Council

Tier 2

Division Steering Group

Tier 1

Executive

Council

Planning

Program & Execute


Figure 2 – DMTB Structure

2.2 DMB Transformation and Integration Division

The Transformation and Integration Division is responsible for coordinating all DMB Transformation initiatives.  The responsibilities include:

1. Initiative Integration

a. Align transformational activities across the center and ensure they are in support of Long Term Depot Strategy (LTDS) / Strategic Plan 

b. Facilitate the Transformation Working Group (TWG)

c. Maintain the master Transformation IMP/IMS file

2. Process Management

a. Assist in defining / mapping overarching center processes

b. Integrate maps with functions & initiatives

3. Communication (most important)

a. Execution of Communication Plan

b. Compile data on all Transformation Initiatives

c. Interface with HQ, other depots and private industry

d. Institutionalize transformational culture

e. Educate DMB personnel on Transformation

4. Divestiture Program Oversight 

a. Eliminates non-value added policies, programs & processes

Figure 3 depicts the myriad initiatives that need to be integrated.  The primary mechanism for center-wide integration is the Transformation Working Group.
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Figure 3 – Transformation Initiatives

2.3 The Transformation Working Group

The Transformation Working Group will be the focal point for all transformation issues, integrating transformation activities across the center.  The TWG will be responsible for eliminating duplication of effort, focusing resources, accomplishing Corporate Board tasks, and ensuring the execution of transformation initiatives and divestiture. 

The TWG will also coordinate with other key functional organizations in the Center, such as Commodities, etc.

2.4 Depot Maintenance Transformation Program Office

The Depot Maintenance Transformation Program Office (PO) is responsible for overall transformation program oversight within the DMB depot maintenance business area.

The PO is responsible for:

1. Providing the roadmap and program management for depot maintenance Transformation

2. Providing leadership for and execution of the depot maintenance master plan

3. Implementing Lean principles and modern technology

4. Refining maintenance workforce, facilities, and processes

5. Coordinating DMB Transformation initiatives with other departments via the TWG

6. Cascading and tailoring Transformation initiatives to the DMB organization, such as communication and transformation education

7. Aligning DMB Transformation metrics, performance measurement, and management systems with Transformation metrics via the TWG

8. Coordinating and staffing the DMB Depot Maintenance IPT

The DMB Program Office structure (Figure 4) is designed to support the integration of all maintenance transformation projects.  
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Figure 4 – Program Office

2.5 Other DMB Transformation Organizations

The Product Support Transformation Program Office (PS-T) will provide the roadmap and program management for Product support Transformation

The Purchasing and Supply Chain Management (PSCM) Transformation Program Office is responsible for integrating purchasing and supply processes into a single end-to-end enterprise process that reduces supply chain operating costs and improves war fighter readiness.

The Acquisition Excellence (AE) Transformation Program Office provides hands-on assistance to acquisition teams during the pre-award phase; identifies and disseminates new business practices through the use of new tools, policies and initiatives that directly support programs; maintains the AE website; and answers specific questions on acquisition-related topics

3.0 Transformation Management

Prudent application of management philosophies and practices are required for transformation to a lean manufacturing organization.  These processes should be strong enough to control and integrate maintenance transformation efforts within DMB and across the center, but not so cumbersome that they prevent the flexibility that is so crucial to implementing Lean principles.

3.1 Integrated Product and Process Development

The magnitude of the METs identified within the DMB Strategic Plan virtually eliminates simultaneous implementation as a strategy.  To effectively manage both the scope and schedule of a long-term plan to integrate these capabilities into ongoing DMB operations, DMB will use an Integrated Product and Process Development (IPPD) approach that features an infrastructure of Integrated Product Teams to support planning and execution of the METs.

The IPPD approach is an iterative process that will integrate all maintenance transformation activities throughout the product development life cycle. The key tenets of IPPD dovetail with ideas central to Lean redesign and manufacturing, and include
:

· Customer focus

· Concurrent development of products and processes

· Early and continuous life cycle planning

· Maximize flexibility for optimization and use of contractor approaches

· Encourage robust design and improved process capability

· Even-driven scheduling

· Multidisciplinary teamwork

· Empowerment

· Seamless management tools

· Proactive identification and management of risk

DMB will employ a two-tiered IPPD approach to managing the Lean transformation of its maintenance facilities, as depicted in Figure 5.  A general contractor will implement much of the actual redesign, while DMB will maintain responsibility for overall program oversight, management, and integration with other DMB initiatives.  To support this structure, IPPD will be addressed at both the Program level and the MET level.
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Figure 5

Two-Tiered IPPD Structure

3.1.1 Integrated Product Teams

The Integrated Product Team (IPT) structure to be used will feature a program-level IPT that is staffed by the DMB program office.  The focus of the Program IPT is overall program execution and the identification and implementation of applicable acquisition reform initiatives.  Specific responsibilities of the Program IPT include:

· Management of the complete scope of program, resources and risk;

· Integration of Government and Contractor efforts to ensure program success; and 

· Reporting of Program status and issues to senior management

· Participation in the center-level Transformation Working Group

An additional responsibility of the Program IPT is the formation and staffing of second tier (Strategic Business Unit) IPTs to support Mission Essential Tasks selected for implementation.  Traditional IPT structure suggests that second tier IPTs usually consist of teams of government and contractor personnel from similar disciplines focused on one functional area of the overall program.  The broad scope of transformation activities being planned, monitored and controlled by DMB and the wide range of disciplines associated with each of the MET areas suggest that a different arrangement is required.  The second tier IPTs will consist of multi-disciplined teams of government and contractor personnel selected to form a “mini”-program IPT, for the area being addressed.  This could be one or more METs, based on the final organization and timing of contractual awards for implementation.  The contractor implementing these METs will be responsible for determining the Project IPT structure, with the approval of DMB.

3.1.2 Customer Focus

The IPPD concept entails a strong focus on the customer of the product or process being developed.  In the case of DMB transformation activities, the customer focus includes emphasis on both the users who will employ the transformed processes and on the war fighter, who is the ultimate consumer of the good or service provided.  

The modifications described in the METs will have significant impacts on the ongoing operations of the affected DMB process areas, including the need to relocate substantial personnel and equipment resources as implementation activities occur.  This dictates that key customer representatives from the affected DMB areas be included in each of the second tier SBU IPTs to maintain an effective customer focus.  Extended customer issues, including those that affect the war fighter directly, will be addressed by the DMB through SBU liaisons.

3.1.3 Concurrent Product and Process Development

The modifications described in the METs are intended to directly replace ongoing activities within the DMB areas and, as such, must include concurrent development of any support mechanisms or processes necessary for sustainment. 

3.1.4 Integrated Planning and Management

The integration of transformation activities managed by the DMB organization will be accomplished using an Integrated Master Plan (IMPs) and Integrated Master Schedule (IMS) approach.  Unlike traditional development programs, the METs associated with DMB Transformation are not necessarily related in function or hierarchy.  The overall “product” in this case is a Transformed DMB capability that cuts across a variety of major aircraft, commodity and process areas.  Similarly, the contractual arrangements necessary to fully implement the overall transformation program will likely involve several distinct contract awards and options.  To effectively manage the integration of such a broad array of activities, DMB will use a two-tier approach that includes an overall Program IMP/IMS and individual contract IMP/IMS for each contracted effort, or logical grouping thereof.  Additional information is provided in the Sections Titled “Integrated Master Plans and Schedules”.

3.2 Integrated Master Plan / Integrated Master Schedule

Master plans and schedules for the DMB/DMB Transformation activities are structured to mesh with the IPT structure and to provide the responsible IPT with the ability to effectively manage the scope, resources and risk of assigned programs or projects.  The Program IMP, for example, will be used by DMB as the guiding document for managing key events, accomplishments and criteria while the Program IMS will provide them with the necessary visibility into both planned and actual schedule accomplishment of the tasks necessary to achieve the accomplishment criteria.

3.2.1 Program Integrated Master Plan

The Integrated Master Plan for the Transformation Program reflects the high level events, accomplishments and criteria that are necessary to effective execution of the overall Transformation Strategic Plan and associated schedules.  It reflects the organization of activities, under the oversight of DMB, that must be accomplished in order to effectively plan, award, and execute transformation projects to contractors with due consideration to management of program scope, resources and risk factors.  Unlike project specific IMPs, the Program IMP may not feature a consistent set of events/accomplishments since the nature of the overall Program IMP will be to guide disparate planning, contracting, and implementation processes.

3.2.2 Program Integrated Master Schedule

The Program Integrated Master Schedule provides the associated list of tasks to be performed, in a WBS compatible structure, along with the detailed schedule information for each identified task.

3.2.3 Project IMPs

Project specific IMPs will be developed for each projected contract award and will reflect the Mission Essential Tasks to be performed, the associated accomplishments and accomplishment criteria, and reference columns to support SOW/PWS linkage.  This IMP will be released as part of the Modification Program RFP, and will evolve depending on the selected contractor’s technical approach.  

3.2.4 Project IMSs

Project specific IMSs will be developed for each projected contract award and will reflect the detailed scheduling information for the METs / Accomplishment / Criteria and the enabling tasks/subtasks.  This IMS will be released as part of the Modification Program RFP, and will evolve depending on the selected contractor’s technical approach, and throughout the program’s life cycle. 

3.2.5 IMP/IMS Numbering

The Integrated Master Plans and Integrated Master Schedules use a cohesive numbering and reference system to provide linkage throughout the entire range of related transformation program and contract documents.  

The IMP numbering system relates the following information:

· Mission Essential Task number

· Event number

· Responsible Integrated Product Team (IPT)

· Accomplishment number

· Criteria number

The IMP numbering is in the form of “a.b.c.d.e.f.g” using the following key:


a. = Mission Essential Task number (=1 through 16)



b. = Major Event number (= 1 through x)


c.d.e = Responsible IPT number (See Figure 3.4.1.4.1)


f. = Accomplishment number for major event “a”


g = Criteria number for accomplishment “e”

The specific numbering system selected for use by the contractor for any project specific IMP is required to identify the Mission Essential Tasks and the related Events using the top level numbering.  The overall numbering system selected by the contractor must reflect the top level MET, the Event number, the Accomplishment and Criteria numbers, and the responsible IPT for each entry.  The structure of the numbering scheme should be logically organized, consistently applied, and demonstrate traceability of the IMP elements to the respective areas of the IMS, SOO/SOW, and to reporting mechanisms for cost accounting, reporting of functional costs, and organization/performance of organized work tasks.
4.0 Configuration Control and Change Management

4.1 Purpose

Configuration Management (CM) is the process of applying technical and administrative control to the form, fit and function of a product throughout its life cycle.  The functional and physical characteristics of a product – in this case the redesigned maintenance SBUs of DMB – will be identified, documented, and baselined, and changes to these baselines will be controlled and recorded.  Periodic audits will be conducted to ensure the products adhere to specifications and standards.

Although it may seem that a rigorous process for change control is opposed to the flexibility and agility needed for a Lean transformation, CM is also critical for upholding quality standards during a product’s life cycle.  The CM program aims to be adaptive and simple in design, and makes maximum use of existing organizations within the DMB structure.  This process will produce the minimum documentation required to facilitate product changes, manage risk, and ensure quality, and is a key part of overall transformation integration across the Center.

4.2 Scope

The CM process will be used throughout the design, development, implementation, and continuous operation of the redesigned DMB major system, subsystem, and commodity maintenance facilities.

4.3 Authorities

CM for DMB maintenance transformation will occur in multiple tiers, just as the IPPD is applied in multiple tiers.  This is because a request for a product change may impact one or more of the MET redesign efforts that have been contracted out, other DMB divisions, and even other directorates across the center.  A different authority and governing body may be used to address a change request, depending on these impacts.  In any case, the mechanisms for facilitating change will include one of the following organizations:

· Contractor Configuration Control Board

· DMB Configuration Control Board

· DMB Interface Control Working Group

Figure 6 and the following paragraphs describe the instances in which these different mechanisms are used.  In most cases, the membership of these governing authorities is the same as existing working groups or organizations.

	Impacted Organization
	Change Authority
	Chair
	Membership

	DMB and MET Projects
	Contractor CCB
	DMB
	DMB Program Review Council and Contractors

	DMB Divisions
	DMB CCB
	MA
	DMB Division Steering Group

	Other DMB Directorates
	DMB ICWG
	MA
	Transformation Executive Council and Transformation Working Group


Figure 6

4.3.1 Contractor Configuration Control Board

For projects that have been contracted out, the contractor is responsible for providing configuration management at the detailed project level.  This includes the formation of a Configuration Control Board (CCB) that is staffed by key contractor designated personnel and appropriate government counter parts, and is chaired by the director of DMB or his designee. 

The sole responsibility of the CCB is to approve or disapprove proposed engineering changes to a system’s current approved form, fit or function.  It may also issue waivers for deviations from approved configuration documentation.

The Contractor CCB is adjourned when change is proposed to the functional, allocated or product baseline for any system within the scope of the contracted redesign effort, and when the impact of that proposed change stays within the DMB business area.  The Contractor CCB has final approval or disapproval authority over any proposed changes to the configuration baseline in these instances.

4.3.2 DMB Configuration Control Board

The DMB Configuration Control Board will address change requests that, if implemented, will impact other DMB divisions.  CCB membership is comprised of the Depot Maintenance Transformation Board (DMTB) Division Steering Group (Tier 2).  Instead of being chaired by DMB, the Director of DMB or his designee will chair the CCB.  In this role, the chairperson can balance and de-conflict change issues between the divisions and the transformation projects being steered by DMB.  

It is anticipated that the CCB will play a critical role during the cutover from regular production operations in DMB to the newly redesigned Lean and/or Cellular shops.  

4.3.3 DMB Interface Control Working Group

The DMB Interface Control Working Group (ICWG) controls interface activity between DMB programs and other DMB divisions.  Proposals for system changes that impact systems outside of the DMB business area are discussed and resolved by this ICWG.  Membership of the ICWG is comprised of the Transformation Working Group and DMTB Executive Council.  The Director of DMB chairs the ICWG when the interface or system change impacts a Maintenance system or program.  The issue can then be worked through appropriate division communication channels, and the change approved or disapproved by the ICWG.  Change requests that depend on interfaces with non-Maintenance programs will normally have a relatively long time horizon before resolution is reached due to the complexity normally involved in these types of programmatic changes. 

5.0 Tools and Techniques

Integrated planning and CM process automation will be supported by a suite of COTS tools.  These tools will provide the following functionality at a minimum:

· Document configuration control and change tracking

· Problem reporting and issue tracking

· Engineering document and change proposal status

· IMP and IMS version control

· Overall document tracking

· Project planning, scheduling and resourcing

These tools will operate in a web-based collaborative environment that is accessible to users both within DMB and outside DMB (prime contractors, sub-contractors, etc.).

6.0 Updates

Since maintenance modernization is still in its early stages, the integration planning and coordination process should evolve during the acquisition, implementation, and operational phases of the Maintenance transformation effort.  Roles and responsibilities and all other transformation organizations within and outside the DMB will change as well.  Just as the transformation to Lean is an iterative process, the mechanisms for integration and coordination will mature and improve over time.

This document should evolve to support changing integration requirements.  While actual project plans (IMPs), particularly those that are made part of a contractual agreement, will eventually become baselined, project schedules and task status will be updated on a daily basis.
Attachment  1: Dictionary of Terms

Mission Essential Task (MET) – A mission essential task (MET), for the purpose of the Integration Plan and the constituent Integrated Master Plan, is defined as a supporting task to the overall DMB Depot Maintenance MET.  The METs contained herein were derived from the DMB Depot Maintenance Transformation Project Strategic Plan.  Each of the METs derived from the Strategic Plan is shown as a top level event in the IMP and in the IMS. The METs are decomposed within the IMP into related Major Events, Accomplishments, and Criteria. 

Event – An event is defined as a transition point within one of the METs.  Events are composed of accomplishments and criteria that must be achieved in order to move beyond the transition to the next event.  Events define the execution sequence of each MET within the IMP.  As a result, the IMP is an event driven document as opposed to a schedule driven document. Events may include demonstration milestones, verification efforts, technical or program reviews, technical or program audits, or other key decision points necessary to measure and demonstrate progress. Key programmatic events are linked to overall contract milestones. The offerer is expected to propose the necessary accomplishments, criteria and tasks (IMS) to support these events as well as other events that may be proposed.  

Accomplishments – Accomplishments are either interim or critical activities that must be completed prior to an event.  They define interim and final steps to define, design, develop, verify, produce, and deploy the product or system. They are sequenced or organized around the product or functional area (event) to be supported.  They are also grouped within the overall IMP by Integrated Product Team (IPT) assignment within each event.  If accomplishments are defined too narrowly, the flexibility of executing a contracted effort may be inhibited.  If they are defined too broadly, the ability to monitor and track individual criteria and tasks may suffer.  Accomplishments must describe:

1) A desired result at a specified event that indicates a desired level of maturity

2) A discrete step in the process being executed, or 

3) A description of interrelationships between different functional disciplines such as a defined “handoff’ or a necessary project action or deliverable between different disciplines or IPTs.

Criteria - Criteria are measurable indicators that demonstrate the achievement or progress in a related accomplishment.  The collective criteria for a specific accomplishment answer the question “How do I know when the accomplishment has been completed?”  The IMP criteria clearly define the measurable elements of the project that are necessary to complete the related accomplishment.  The criteria may also be referred to, on occasion, as “exit criteria” in that the completion of all lower level accomplishment criteria is a precursor to successfully completing (exiting) the related accomplishment.   Criteria include, but are not limited to:

1) Completed work efforts;

2) Activities to confirm success of meeting technical, schedule or cost parameters; and 

3) Completion of critical process activities and products required by the offeror’s internal program plans or operating instructions.















































































































































































� Office of the Undersecretary of Defense (Acquisition and Technology), “DoD Guide to Integrated Product and Process Development, v1.0”, 1996.
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