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II P re se n t a t io n
Ro a d m a p

• The Situation
• Some Background​
• Solutions
• Results and What We Found 

& Did
• Where We’re Going​
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III Th e  Sit u a t io n : 
Ch a n g e

• Programs struggle to manage within cost and schedule baselines, but especially when held 
to standards of long planning and implementation lifecycles. ​

• Legacy requirem ents and changing priorities make it hard to commit to a solution years 
before implementation and service delivery.​

• Developing detailed requirements years before development and execution provides little 
room for pivoting away from well -intended baselines at the discovery of new information.​

• Replacing home grown tools and processes with modern COTS solutions usually results in 
growing pains.​

• Loss of trust between users, developers, the Agency and Stakeholders leads to finger 
pointing, animosity, and extra scrutiny.​

• A changing landscape requires changes in analysis, requirements models, and an 
understanding of Agency needs.​
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OVER COST AND SCHEDULE
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IV

SURFACE FIXES: IGNORING THE UNDERLYING ISSUES :
Development in line with legacy business processes​

Reactionary development after go -live based on User Feedback​

Business Processes not developed in line with Software​

Workarounds and “Hacking the Tool”​ 

Replace legacy logistics support system with COTS ERP

Baselines: 2012, 2014 – Go-live 2016​

Final rebaseline planned for 2019 to ensure decommission Jan 2022

Align software, business and policy

Agile in a waterfall funding cycle 

Program 
Background
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MISSION:

Th e  FAA Lo g is t ic s  Ce n t e r is  a n  ISO 90 0 1:20 15 ce rt ifie d  
o rg a n iza t io n  p ro vid in g  co n su lt in g , e n g in e e rin g , re p a ir, 
d is t rib u t io n  a n d  t e ch n ica l su p p o rt  fo r a ir t ra ffic  co n t ro l se rvice s  
in  t h e  Un it e d  St a t e s  a n d  in t e rn a t io n a lly.

We are  a  government bus iness  opera ting in a  revolving fund 
environment and a  recognized leader in de livering cus tomer sa tis faction 
through qua lity products  and services .
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Pro g ra m
Ba ck g ro u n d

• Missing traceability between 
baselines​

• Unclear definition of done
⚬ W o rk t icke t s  ca p t u re d  p ro b le m s, 

n o t  re q u ire m e n t s ​
⚬ Un cle a r p rio rit ie s  d rivin g  w o rk
⚬ Un cle a r w h a t  va lu e  lo o ks like  t o  

u se r

V Te a m

• St a ffin g  va ria n ce  a n d  lo ss  o f 
t rib a l kn o w le d g e ​

• Im m a t u re  d o cu m e n t a t io n ​
• Ma t u rin g  p ro ce sse s  g ro w in g  

w it h  t e a m s

Ag in g  Re q u ire m e n t s  / Com p e t in g  
Prio rit ie s : 

Da t a

• Acce ssib le  b u t  q u a lit y a n d  
m e a n in g  u n ce rt a in ​

• In co n sis t e n t  Use r Acce p t a n ce  
Te st s  ​

• Disp a ra t e  so u rce s: Issu e  
t ra ckin g  t o o l, sp re a d sh e e t s , 
o ffic ia l d o cu m e n t a t io n  
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Exp lo it  t h e  P roce ss (SAFe )​

Up se t  t h e  Se tu p  (Org a n iza t ion a l 
Ch a n g e  Mg m t)​

En g a g e m e n t  
(Use r/Bu sin e ss P roxie s)​

Nove l Est im a t ion  Me th od o log ie s  
(Ma ch in e  Le a rn in g )​

So lu t io n s

VI
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VII Exp lo it  t h e  
P ro ce s s

• Prioritize work on perceived value
• Business owners assign planned value to 

deliverables and actual value upon delivery​
• Early and often user involvement ​
• Priorities aligned with agency goals, not 

outdated requirements​
• Intentional Data​
• Data to support work/priorities​
• Measure business outcomes​

Applications

• Deliver Early and Often​
• Build Incrementally with Learning Cycles​
• Objective Evaluation of Systems​
• Cross-Domain Planning​
• Intrinsic Motivation of Knowledge 

Workers​
• Decentralized Decision Making​
• Organize Around Value

SAFe Principles
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VIIISca le d  Ag ile  
Fra m e w o rk
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In c re m e n t a l Eve ryt h in gIX

• Five -year plans fail​
• Replace legacy requirements model​

⚬ Avo id  so lu t io n in g  o r d e sig n in g  t o o  e a rly, le a vin g  ro o m  fo r 
n e w  u n d e rst a n d in g  ​

⚬ Be n e fit s  h yp o t h e sis  ​
⚬ Fo cu s o n  ca p a b ilit y, n e e d , a cce p t a n ce  c rit e ria

• Ro a d m a p o u t lin in g 3-12 m o n t h in c re m e n t s o f w o rk ​
⚬ Ro llin g w a ve p la n n in g ​
⚬ P ro g re ssive d e fin it io n s

• Te a m ve lo c it y g o ve rn s w o rk in p ro g re ss ​
• Re g u la rly ca d e n ce d re vie w s ​

⚬ Ba cklo g re fin e m e n t ​
⚬ Ro a d m a p p rio rit iza t io n

Rig h t  Size  Scop e
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Application 

Presented for the ICEAA 2021 Online Workshop - www.iceaaonline.com



X

Sca le d  
Ag ile  
Fra m e w o rk
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www.evansconsulting.com

Upset the Setup
Value of Organizational Change Management

• Consistent user engagement​
• Empathy Mapping, Voice of the Customer​

• Effectively drive meaningful change​
• Psychological safety and scientific means of change

Understand the Teams and Users
• What do teams need to make good products​
• What do users need to know to use the products?

XI
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www.evansconsulting.com

Engagement
Stakeholders

• Stakeholder Board represented all users in the agency​

• Worked in the interest of the agency as a whole​

• Enterprise thinking​

• Team Building​

• Prioritization

Business and Systems Architects 
• Respond to Stakeholder and user engagement to 

determine best solution​

• Intentional data

XII
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XIV Ma ch in e  
Le a rn in g  
Asse sse d  th e  fu n c t ion a lit y d e live re d  to  it s  u se rs , 
b a se d  on  th e  u se r's  e xt e rn a l vie w  o f t h e  
fu n c t ion a l re q u ire m e n t s. In p u t  t o  SEER-SEM to  
p rod u ce  e st im a te d  d u ra t ion s 
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Function Point Analysis 

Attribute Model 

Several machine learning models which 
extracted attributes (or features) and predicted 
the duration of an atomic piece of work
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XV ML P ro ce s se s
• Features​

⚬ De scrip t io n ​
⚬ Co m m e n t s ​
⚬ P e rso n n e l Assig n e d ​
⚬ At t a ch m e n t s ​

• Co m m o n  St a t e s ​
⚬ Cre a t io n  ​
⚬ Re so lu t ion

Issu e  Tra ck in g  Sys t e m  Exp ort
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Data Processing
• Data was split into two csv and was massaged into one​
• Files did not align ​
• Varying number of columns due to the counts of features (max number of feature 

instances) ​
• Excel workbook with macros and formulas combined the two files into one​
• Additional data was calculated and derived from the original files such as character 

counts, word counts, and other calculations.​
• Data was cleaned to include only necessary columns for the database​
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XVI ML Re su lt s  
• Results: binning group of 12 -week intervals ​

• Flexible planning​

• Include resource constraints to limit WIP​

• GBT turned out to be the most accurate 

trained model for all 3 data groups​

• While it appears counter intuitive that greatest 

age makes for less accuracy in this case, the 

observed nature of this entire exercise is that 

intuition is not always helpful because deeper 

patterns and influences can be at play that are 

not read ily obvi ous
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XVII

• SEER-SEM duration (FPA)​
• Issue Tracking System ticket durations 

(AttM)​
⚬ Te a m  ve lo c it y s t a b ilizin g  ​
⚬ Hist o rica l t icke t s  n o t  re p re se n t a t ive  

o f cu rre n t  p ro ce sse s  re su lt in g  in  
lo n g e r d u ra t io n s ​

• Co m b in e d  w it h  fu n c t io n a l re q u ire m e n t  
o u t p u t s  fro m  SEER t o  fo rm  d a t a  d rive n  
sch e d u le  e st im a t e s  fo r p ie ce s  o f w o rk 
(t icke t s)

• If t h e  At t M w a s re p o rt in g  a  u n it  o f w o rk 
d u ra t io n  le ss  t h a n  o r e q u a l t o  SEER, t h e n  
it  w a s a ssu m e d  co rre c t

• If t h e  At t M w a s re p o rt in g  a  u n it  o f w o rk 
d u ra t io n  lo n g e r t h a n  SEER a n d  h a lf o r 
m o re  o f t h e  t icke t s  co m p ris in g  t h a t  u n it  
o f w o rk w e re  a  p re su m e d  1 q u a rt e r, t h e  
lo w e r d u ra t io n  w a s a ssu m e d ​

• If t h e  At t M w a s re p o rt in g  a  d u ra t io n  
lo n g e r t h a n  SEER a n d  h a lf o r m o re  o f t h e  
t icke t s  w e re  6  q u a rt e rs , t h e n  t h e  lo n g e r 
d u ra t io n  w a s a ssu m e d

In co rp o ra t in g  
Re su lt s
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ESTIMATION 
OUTPUTS

SCHEDULING 
HEURISTICS
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W h a t  W e  Fo u n d  & Did
• Work batched into independent 

capabilities and Team velocities and 
ML outputs used to create flexible 
realistic schedule​

• Processes established ​
⚬ W o rk in t a ke ​
⚬ Ba cklo g  re fin e m e n t  a n d  

p rio rit iza t io n ​
• P ivo t  w it h o u t  g u ilt  o r m e rcy​

⚬ Id e n t ify t h e  Va lu e ​
⚬ Me a su re  t h e  Va lu e  re ce ive d ​

⚬ Assu m p t io n s a b o u t  o ld  ve rsu s  n e w  
t icke t s  w e re  co rre c t  a n d  b o t h  t h e  
At t M a n d  SEER co u ld  b e  u se d  
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WORK

XVIII

SCOPE 
• Business process analysis and re -

engineering removed most of the 
software development scope

• Room for other priorities

POLICY
• Commitment to align re -engineer 

business processes to align with COTS 
tool​

• No more workarounds and no more 
"hacking"
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XIX Fu t u re  
P la n s? 

Con t in u ou s ly u p d a t in g  t h e  At t M b a se d  on  n e w  d a t a  
a n d  le a rn in g  a  lo t

Con t in u e d  SAFe  a d va n ce m e n t  
Brin g in g  m ore  o rg a n iza t ion s  in t o  t h e  fo ld
De vo t in g  t e a m s t o  va lu e  s t re a m  m a p p in g  a n d  
Bu s in e ss  p roce ss  re -e n g in e e rin g

COBEC CONSULTING & EVANS CONSULTING | ICEAA PRESENTATION 

Presented for the ICEAA 2021 Online Workshop - www.iceaaonline.com



To d a y’s  P re se n t e rs

COBEC CONSULTING & EVANS CONSULTING | ICEAA PRESENTATION 

Product Owner
Cobec Consulting, Inc.
lwalker@cobec.com

LEAH WALKER, SPC
Senior Consultant
Cobec Consulting, Inc.
banderson@cobec.com

BRYAN ANDERSON
Principal
Evans Consulting
mmelancon@evansconsulting.com

MELANIE MELANCON, SPC
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