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INTRODUCTION

This document provides a recommended approach for conducting an initial Proof-of-Concept (POC) Demonstration of the I-95 Corridor Coalition’s Integrated Systems Network (ISN). The POC would demonstrate data sharing between two existing systems in the Corridor – TRANSCOM’s RA Web in the NY/NJ/CT metropolitan area and the MATOC RITIS in the National Capital region. 

The overall objective of the POC is to show that the high-level goals of the ISN can be accomplished. Specifically, the POC will demonstrate that information with real-time operational value to transportation agencies can be passed between disparate, geographically separate systems.

This proposed approach is intended to ensure a successful demonstration of the ISN concept for the Coalition and the two system owners. This includes a process to reach agreement on a mutually-acceptable set of system requirements that are appropriate for this demonstration rather than a large-scale ISN deployment. It also includes the necessary steps to ensure that the POC is performed on-time and on-budget, and that the demonstration meets the expectations of all parties through acceptance testing and evaluation.

DEFINITIONS
Objective:  The goal that this task is intended to accomplish.

Inputs:  Information that is required for review, analysis, and/or incorporation within the task. 

Activities:  Expected actions that are needed to complete this task.

Outputs:  Expected intermediary work product generated for the consultant’s internal use for current or subsequent activities, tasks, and/or deliverables.

Deliverables:  The final product, service, or event produced by the task.

Assumptions:  Constraints, dependencies, and/or risks that could impact the scope, schedule, and/or budget of the task.

1 Task 1 – Project Management

1.1 Objective

This task provides all activities necessary to assure timely completion of all other project tasks.

1.2 Inputs

Agreed scope of services for the project
1.3 Activities

· Assemble project team members comprising the system “owners” from the Coalition, TRANSCOM, and MATOC
· Agreement on overall project scope and objectives by all team members
· Agreement on constraints and limitations to the project by all team members
· Agreement on project resources available from all team members for the project
· Prepare Project Management Plan, including documentation of the above
· Direct project activities and communications throughout the project
1.4 Outputs

· Project Management Plan

1.5 Deliverables

· Monthly Progress Reports

1.6 Assumptions

· Each owner organization (Coalition, TRANSCOM, MATOC) accepts the responsibility to address critical issues and render decisions within ten (10) working days to ensure project schedule is maintained.
· The system developers (Telvent for RA-Web and UMd for RITIS) are assumed to be active participants in all activities and will directly receive all materials once so designated by the owner organizations.
· All project documentation will be distributed and routed electronically to minimize delays.

· Each organization will identify their own team members, and will assist in scheduling, notification and distribution of notes for project meetings.
2 Task 2 – POC Requirements
2.1 Objective

This task will identify which subset of requirements from the I-95 ISN SRS are applicable for the ISN POC.

2.2 Inputs

· Detailed Requirements document (I-95 Corridor Coalition Information Systems Network Systems Requirements Specification)
· RA Web documentation

· RITIS documentation
· Interim Guidance on the Information Sharing Specifications and Data Exchange Formats for the Real-Time System Management Information Program
2.3 Activities

· Support review of I-95 ISN complete requirements document by the project team
· Determine measures of success for the POC with all team members
· Work with TRANSCOM
· Gather RA Web interfaces documentation from TRANSCOM and/or their developer for review by the project team
· Determine the message standards and implementation rationale for each information type from RA Web
· Determine the message transport protocol and implementation rationale from RA Web
· Determine the contributor authentication and authorization mechanism and implementation rationale from RA Web
· Work with RITIS developers

· Gather RITIS interfaces documentation from RITIS developers for review by the project team
· Determine the message standards and implementation rationale for each information type from RITIS
· Determine the message transport protocol and implementation rationale from RITIS
· Determine the contributor authentication and authorization mechanism and implementation rationale from RITIS
· Determine the minimum acceptable message set implementation for the POC with the project team
· Identify whether additional linkages are needed between RA Web and RITIS

· Develop the ISN standard message set specification using the RA Web and RITIS documentation and Interim Guidance on the Information Sharing Specifications and Data Exchange Formats for the Real-Time System Management Information Program publication as inputs, as applicable
· Ensure POC system meets requirements

· Develop acceptance test plan

· Review acceptance test plan

2.4 Outputs

· Measures of success for the POC

· Communications standards set

· POC acceptance test plan
2.5 Deliverables

· Requirements specification for the POC
· Communications standards set

· Measures of success for the POC

· POC acceptance test plan

2.6 Assumptions

· TRANSCOM and UMd will make available applicable interface documentation on the RA Web and RITIS systems for use by the project team at the start of the project.
· If documentation listed in Inputs section above is not available, then more extensive consultation with TRANSCOM, and UMd may be required. 

3 Task 3 –POC development
3.1 Objective

This task will provide oversight and coordination with the RITIS and RA Web developers as they modify their systems to meet ISN POC functionality. The work by the developers is anticipated to include development of data interfaces and implementation of security modifications.
3.2 Inputs

· Communications standards set

· RA Web documentation
· RITIS documentation

3.3 Activities

· Review budget and schedule developed for POC in the Project Management Plan
· Monitor and review the work of two system developers to ensure that
· System modification/development remains on budget

· System modification/development remains on schedule

· System modification/development meets the agreed-upon technical requirements of the POC
· Develop the ISN message transport protocol specification in collaboration with project team
· Develop the ISN contributor authentication and authorization mechanism specification in collaboration with project team
· Develop security requirements for RA Web / ISN access in collaboration with developer
· Review design of data interface to transform RA Web information into ISN format with system developer
· Review implementation of data interface for RA Web with system developer
· Review implementation of RA Web / ISN security requirements with system developer
· Develop security requirements for RITIS / ISN access in collaboration with system developer
· Review design of data interface to transform RITIS information into ISN format with system developer
· Review implementation of data interface for RITIS with system developer
· Review implementation of  RITIS / ISN security requirements with system developer
· Design demonstration user interface to present POC information in collaboration with project team and system developers
· Oversee implementation of demonstration user interface with system developers
3.4 Outputs

· Updated user interfaces between RA Web and ISN
· Updated user interfaces between RITIS and ISN
3.5 Deliverables

· Demonstration user interface design
· Demonstration user interface
· RA Web data interface documentation
· RITIS data interface documentation
3.6 Assumptions

· Project manager will have access to RA Web and RITIS system developers’ documentation and time schedules on a timely basis in order to verify work, costs and schedules are staying on track.

4 Task 4 –POC Acceptance Testing
4.1 Objective

This task will test whether the POC works as documented in the POC requirements.
4.2 Inputs

· RA Web and RITIS user interfaces
· POC user interface

· Data interfaces

· Measures of success for the POC
· POC acceptance test plan

4.3 Activities

· Test RA Web data interface
· Test RITIS data interface
· Test demonstration user interface
· Perform POC acceptance tests as documented in the acceptance test plan
· Compare acceptance test results with acceptance test plan
4.4 Outputs

· Results of POC acceptance tests / measures of success review
4.5 Deliverables

· Test Logs of POC acceptance tests / measures of success review
4.6 Assumptions

RA Web and RITIS system developers will provide the modified RA Web and RITIS user interfaces as described in “Inputs” for this task.

5 Task 5 – POC Evaluation
5.1 Objective

This task will assess and document user acceptance and POC usage after it has been implemented and tested.

5.2  Inputs

· Results of acceptance tests
5.3 Activities

· Review POC acceptance tests against measures of success
· Develop evaluation plan and survey on user acceptance and usage of POC
· Review evaluation plan and survey with Coalition, TRANSCOM, and MATOC
· Develop list of survey recipients in collaboration with Coalition, TRANSCOM, and MATOC
· Conduct evaluation survey with POC users
· Evaluate POC survey results relating to acceptance and usage in accordance with agreed-upon evaluation plan
5.4 Outputs

· Results of POC evaluation relating to acceptance and usage
5.5 Deliverables

· Evaluation report including results of POC survey relating to acceptance and usage
5.6 Assumptions

No specific assumptions.
6 Task 6 – Develop FInal POC Report
6.1 Objective

This task will provide the results of the POC to the Coalition, and will include recommended future steps for Corridor-wide implementation of the ISN.
6.2 Inputs

· Results of POC acceptance tests / measures of success review

· Results of POC evaluation relating to acceptance and usage
6.3 Activities

· Prepare report summarizing the findings of all earlier tasks
· Recommend next / future steps for Corridor-wide implementation of ISN based on the findings of the POC and earlier ISN project work
· Review all material with the Coalition and the project team prior to publication of final report
6.4 Outputs

· List of recommendations for future implementation of ISN

6.5 Deliverables

· Final Report to the I-95 Corridor Coalition with results of the POC and recommendations for next / future steps for Corridor-wide implementation of the ISN
6.6 Assumptions

No specific assumptions.

7 Project Schedule
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