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The lessons learned below are from the UID/DLMS Migration Workshop presented in Washington, DC on March 9-10, 2004.

· Create a table driven DLMS/MILS On/Off switch.

· The switch will allow the program to create both MILS and DLMS output without the need to re-migrate the program

· Detailed Requirements Analysis Upfront

· There will be problems and false starts.  The more upfront analysis, the less need to redo work later

· Know your source data

· Not every field is used on every transaction.  Know all the requirements for every migrated transaction so required information is not lost after implementation

· EDI vs. XML

· Both have advantages and disadvantages. 

· XML is new technology, internet based, and easy to implement

· EDI is time tested and has a commercial following

· XML is cheaper to implement and requires less of a learning curve

· EDI requires less bandwidth to send the same transaction

· XML is easy to read

· EDI requires less storage 

· Both are acceptable, so the business decision should be based on your individual migration needs

· DLMSO and DAASC are key players in any implementation

· Support and coordination are the key to success

· Trading Partner Coordination

· Coordination will help with a smooth implementation

The additional lessons learned were discovered during the LMP migration effort.

· Established program priorities and funding levels must be considered when setting migration expectations

· Establish partner relationships early – specifically asked for BTA and DLMSO assistance in helping establish strong, responsive partnerships

· Understand partner readiness to migrate

· Perform due diligence

· Test, test, test

· Underestimating the effort is easy to do

· Understand process flows and data exchanges can be time consuming – but proved to be a HUGE benefit – potential best practice
· Understand the “ripple” effect - There are many parts to the “Enterprise” – including GEX

· Re-engineering processes can be a significant effort

· Standards aren’t necessarily implemented consistently - Ensure that the current versions of the DLMS Implementation Conventions, WAWF Interface Control Documents and EDI Conventions are appropriate, available and the agreed to set of design documents

· Understand the roles and responsibilities of each organization including support/enabling systems/organizations (i.e. GEX, DAASC)

· Understand/Identify non-technical requirements (i.e. Grassley Amendment)

· Written requirements are necessary

· Normalize Expectations - Oversight organizations may have differing opinions on what constitutes objectives and/or success/progress

At the end of the FY07 migration, Air Force, Navy USMC provided the following lessons learned.  
1. LESSON: Start work on the Performance Based Agreement (PBA) and Authority to Operated (ATO) immediately.
The PBA and ATO must be approved prior to interactive transaction testing with DAASC.  During the FY07 Jump Start migration USMC and Navy spent months working on this process.  It seems like an easy task, but this turned out to be a major stumbling block.
IMPACT: The impact is not being able to test transaction when development is complete.  
2. LESSON: Do NOT try to migrate too many transactions at one time!

As other systems migrate to DLMS, they should initially focus on a small set of transactions to migrate. AF selected about one half of our transactions (80) and the management of these is very labor intensive!

IMPACT: This really impacted the amount of man-hours (time) required in all phases – requirements development, construction, testing. There will some (10 or less) transactions that may not make initial delivery due to running out of time to get the conversions 100% correct.

3. LESSON:  Do NOT rely solely upon documentation for data formats.

Validate the data in your MILS transactions. AF found that some of our documentation was not up to date; thus what they actually were sending in transactions different from what they thought they were sending. 

IMPACT: AF had some data that was incorrectly mapped on our original transformation templates. They corrected this once they reviewed the actual data. AF contacted DAASC and Mr. Strickler provided them with data samples. Large samples are best because they expose more transaction scenarios and allow for a fuller view of possible data combinations that your system produces. 
4. LESSON:  Build flexibility into your conversion software to allow for easy modifications to transaction conversions!

With ES-S AF used a Library of DLMS Transformation Templates (Inbound/Outbound). Admin User Interface screen allows the checking out and checking in of new templates as well as the configuration management of the templates.

IMPACT: During development, this actually extends AF test time by 2 months to allow for additional testing of conversion templates.  During production, they are able to react to any mapping changes quickly by updating DLMS transformation logic on a template and loading that into our library -- without having to release a new version of software. 

5. LESSON LEARNED: Use of DAAS/DSS inbound Transaction Migration Control Table to control which transactions are sent to which SBSS SRANs (AF Host Bases). 

IMPACT:  This allows system to select/control only those transaction types that the system wants to receive in DLMS.  Other transactions will still be sent in MILS. Additionally, you can limit where these DLMS transactions are sent to – this is especially helpful during our user acceptance testing; here you want to limit the number of total transactions, so you can better assess those transactions being transformed.

6. LESSON LEARNED: Use of an outbound control table similar to the inbound table described in #4.  
Control by TRIC and outbound destination those transactions to be transformed into DLMS formats.

IMPACT:  This allowed AF system to select/control only those transaction types that our system wanted to send out in DLMS.  Other transactions were still being sent in MILS. Additionally, AF was able to the DLMS transformation by destination RID. Again, this was especially helpful during our user acceptance testing.
7. LESSON LEARNED: White spaces in XML is not allowed  
Blank tags should not be generated, unless allowed by the DLMS.  If empty segments or fields are generated as “placeholders”, the transaction will be rejected by DAASC.

IMPACT:  The white space or blank fields will cause a DLMS 997 error to be generated by DAASC, and the transaction will not be processed.

8. LESSON LEARNED: Send correspondence to multiple recipients and follow-up.
During testing, do not assume everything is going well if you don’t hear back.  The person you may be trying to contact might not be available or did not receive the message.  Sending correspondence to multiple recipients and following up will assure testing proceeds smoothly.
IMPACT: Delays can occur because of absence, so notifying more that one person and following up when there is no response in a reasonable amount of time ensures meeting the scheduled timeline.
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