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Today’s Agenda - “Working with Goals"

0845-1115: Goals Presentation & Workshop
Take Breaks as needed — as a team
1115-1130: Wrap up

"Strategy without tactics is the slowest route to victory.

Tactics without strategy is the noise before defeat.”
Sun Tzu

Decision Makers say...

“I NEED real world information now, managed for me, with answers
delivered — not just floods of data. And | need to get it into the right
people’s hands faster than ever before.”



Warm up



Goal:

Increase Curiosity.



Goal:

Increase Curiosity.

Questions:

What is curiosity? Define it.

How CAN we measure increases in curiosity?



Curiosity defined

A desire to know or learn.



Curiosity defined

A desire to know or learn.

Desire

To wish or
long for;

want.



Curiosity defined

A desire to know or learn.

Know

To perceive directly;
grasp in the mind
with clarity or
certainty.



Curiosity defined

A desire to know or learn.

~ —— Learn

To gain knowledge,
comprehension, or
mastery of through
experience or study.



How do we know and learn?
Know

To perceive directly;
grasp in the mind
with clarity or

certainty. \ /

Get Answers?

Learn

To gain knowledge,
comprehension, or
mastery of through
experience or study.



How do we demonstrate a
desire to know and learn?

How do we get answers?




In sum, get to the

bottom of it!!!!

Goal: Increase Curiosity
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More guestions

Initial Questions:

*What is curiosity?
Define it.

How CAN we measure

How do we know and learn?

Increases in curiosity?

Curiosity Defined:

A desire to know or learn.

7

Get Answers?

How do we demonstrate a
desire to know and learn?

Learn

To gain knowledge,
comprehension, or
mastery of through
experience or study.

ﬂ?@u esticD




If in doubt, do a “Reality Check”

Is this a “reasonable conclusion?”

Remember, it doesn’t have to be right, it just has to be
reasonable. If you don’t buy into it, no one else will.



Warm Up

Goal: Increase Curiosity

7 == METRIC | == || VIEW

How many que’)stions # questions Name Number of
does John ask asked by John Questions
John 20

Business case:

| will track the number of questions
daily to evaluate trends in John'’s
desire to know and learn.



Triangulation & Multiple View Path s

#Questlons

y

Types of Questions

(descriptors)

%Answered

Not yet asked




Which is a better way?

Growing slowly and implementing fast?

Growing fast and implementing slowly?

Put another way?

Is it better to ask and answer one question and add another based on
what we learn from the first?

Or, should we identify every possible question befo re we attempt to
answer any?

What do we usually do? What should we do? Whatar e WE going to do?



Now, let’s do a quick review:



Guidelines for participants

Display a sense of humor — even if you don’t have on
Be open to new experiences.

Be patient.

Have a good attitude.

Be helpful and courteous to others.

Believe we can be successful.

Learn either quickly or quietly.

Know when to work alone and when to work together.
Share ideas.

Trust your colleagues.

No politics.

No bureaucracy.

Know when to talk and when not to talk.

Know when to move on.

Make a contribution.

Admit mistakes and move on.

Believe that together we can do anything.

Trust the process.



Portfolio Management

The art and science of making decisions
about investments.




What have WE set out to do?

Create actionable VISIBILITY of Information
Technology Investments for the Army (WMA).

So that we can

Identify or discover OPPORTUNITIES to
deliver required capabilities to the Army/Joint
Warfighter.




What has the Army set out to do?

ldentify and reduce redundant and stove-
piped IT investments by 80% by the end of FY
2007

Execute AKM Guidance Memorandum -
Capabilities Based IT Portfolio - Governance
Implementing Guidance — dated January 5,
2006



WMA IT PfM Compliance Update

The Beginning — February 2006
Guiding Principle

Establishing a Direction

Army Warfighter Mission Area Portfolio Management Vision & Goals

“How do you eat an elephant?

“One bite at a time” Our \{is_ion is to _create an e_ffective, respons_ive
and efficient Warfighter Mission Area that delivers
required capabilities to the Army/Joint Warfighter.

All successful yet complicated implementations
start with a vision and some incrementally

extendable project activities. Goals:
*Contribute to the development of an Army Portfolio

: : Management System (APMS) that creates ACTIONABLE
Gettlng Organlzed VISIBILITY of IT investments, allows for the identification of
; stove-piped or redundant IT investments, and contributes to the
Portfolio Management Framework WMA IT PiM goals
Creating Sttuational Awareness — Defining Our Baitfefield g

eImprove overall military mission effectiveness through

Gap Analysis Why? . . ..
A Bisoee Mhnx/,”‘“ improved IT investment decisions
uhiectue) \Mjp *Minimize programmatic, technical, and operational risks by
What? 5 choosing the best investments
Build the Strategy Tree //

*Reduce IT investment duplication and improve efficiency and
cost effectiveness
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Risk EE"EHS When? Binning Criteria
pmem Facts vs. Judgments
POAMS
Capabilities

How do we compare non-IT
investments through capabilities?




The Army PfM 80 percent Goal & Milestones

Army Goal: ldentify and reduce redundant and stove-
piped IT investments by 80% by the end of FY 2007

dentify IT Investments in APMS * Initial Transformation Plans Due June 30, 2006

Transformation Plans

Develop Redundancy Criteria
for Evaluation and Collect Data

A A *Baseline
' 'A ; JCIDS [-Gaps J

=All domains : ' ) Potential Solutions

“TRADOC - ;‘é‘ EStI‘f"b"sh APMS

«G-Staff ! : ' Baseline in

; : ' Identify IT Investment
- July CCB October CCB Reduction Opportunities
eImplement Plans
*Review Investments
Conduct Analysis of DAS

Redundant Systems

Staff Analysis
PPBE/DAS and Recommendations
PfM Review PfM Review :ﬁ:\)/gstment- Gain Approval
February 3, 2006 June 15, 2006 Recommendations & Take Action
Pt Review Pt Review
Binning Criteria Determination Analyze . Select/ Control

I I |
Jan 06 June 06 Nov 06 Apr 07 Sep 07

Evaluate



Implementation Modules

] Defined
ending

documentation

[] Underway
= Not Defined

Governance X~

Identification Binning APMS Criteria Analysis Selection Control Evaluation
Modules Modules Modules Modules Modules Modules Modules Modules
w
)?Identify IT * APMS Review
Investments Access/Trng Schedules
¢ Roles & djudication * APMS
Responsibilities Module Entry
Data
Collection
CCB
Module
Ownership APMS Goals
Module Maintenance Module
Redundancy
Criteria
Risk
Module
Metrics
Module
Identify
Capabilities

* Architectures




Initial Critical Processes & Initiatives

IT Investment Identification Processes

IT Investment Binning Processes

IT Investment Adjudication Processes

APMS CCB inputs and Data Structure Development Proc
PfM Review Schedule and Processes

Army Approach to linking Capabilities to IT

The Army WMA PfM Process

The Army WMA PfM Implementation Plan
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Tasks
NOTE.:

Systems alone do not provide Capabilities!

l Provide/Build

Mission Effects are achieved by capabilities that Capabilities
are carried out by organizations and or unit, To Enable
made up or trained personnel who are supported IV Complete Mission

by C4|SR systems




What if we did more than comply?”

Remember what | said the Army set out to do?

Identify and reduce redundant and stove-piped IT in  vestments by 80% by the
end of FY 2007

Execute AKM Guidance Memorandum - Capabilities Based IT Portfolio -
Governance Implementing Guidance — dated January 5, 2006

Could these be compliance requirements?

And remember what WE set out to do?

Create actionable VISIBILITY of Information Technol  ogy Investments for
the Army (WMA).

Identify or discover OPPORTUNITIES to deliver requi  red capabilities to
the Army/Joint Warfighter.

Can this be achieved through Innovation?



What if WE did more than attempt to
comply?”

Innovation - Create

ACTIONABLE o
VISIBILITY of IT Portfalio Management Vision -

. hWaturity Approach / |dentify/discover
Information Technolo
9y %, | OPPORTUNITIES

Investments. \ N ff K to deliver
el required
. capabilities to
T ) I
Compliance - Identify | the Army/Jomt
0| .~ Warfighter.
and reduce redundant N )

and stove-piped IT OMPLIANCE

investments by 80% by /
the end of FY 2007.

Follow and comply with
guidance.

\




DSDP

Analysis
Questions
Metrics

Report Views

F3

Data Need
Source Data

Mappings

Business

Govermnance
Rules

Qutcomes

What data is available to the enterprise?
What data is derived from the enterprise?
What data is missing and needed from the enterprise?

What data is used as a proxy?

Phase I: Define Initial PfM Criteria

Phase II: Rapidly build the Proto-type at DAU,
initiate Governance through demonstration, and
develop Execution Template

Phase lll: Select a “Pony” and Execute

Decisions
Paolicy
Process
Accountability
Implementation
Resources




STEP ONE IS ALWAYS DEFINITION

What are metrics?

Unit of measure to answer a question.
It can be general
Amounts can be a metric
Counts can be a metric
Quantities can be a metric
It can be specific
By attributes (amounts, counts, quantities)
By dates {(amounts, counts, quantities)

DON'T THINK ABOUT WHAT CAN BE A METRIC.
DETERMINE WHAT METRICS YOU NEED.

VIEW DESIGN

QUESTION + METRICS TELL YOU WHAT YOU NEEDINTHE  VIEW

oo - (4)
\ fa Ly Nl

i =1 / g. / E / BUSINESS
CONTENT  VALUE  FREQUENCY  Use

K

Common Language & Metrics

Verification & Validation =
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Common Information Model

Mapping

T

Sources of DATA




Question Primer

A 4
A

What are my investments?

What is an Investment?

What is the visibility level?

What is the confidence level?
How are investments described?

A 4

A 4

What “capabilities” do | need? [« > What are my risks?
What are capabilities? *Funding

How do | measure capabilities? *Schedule

How do | assess capabilities? Interdependencies
What capabilities do | have? *Change of Mission

*Threats



Why are questions so hard to ask?

We often heard:

“Does anyone have questions? There are no stupid q uestions, so please ask
Then we started hearing:

Does anyone have any “Questions, Comments, Complain  ts?”
Now we will be lucky to get a slide at the end that says, “Questions”

But we don’t wait for that one anymore. And our qu estions have evolved to
Comments and Complaints — or questions designed to n ot be answered.

It's called seeking the perfect solution. No onec  an account for all the rigors of
complex implementations in advance — but that is wha  twe set out to do. Itis the
nature of human beings to learn as they do somethin g. Rarely has success been
achieved, if attempted, the first time through base  d solely on text guidance. Yet,
we continue polishing the apple, hoping it will tas te better inside. Unfortunately,
the apple spoils before we can eat it — which accoun  ts for the bad taste in the
mouths of those being implemented upon.



5 reasons we don’t start with
guestions:

Fear — of the unknown.
Insecurity — displaying a lack of knowledge.

Risk — never ask a question you don’t already knowt  he answer
to.

Impatience — often confused with speed —do you sety  our alarm
clock early?

Lack of knowledge — if you don’t know what you want to know,
you won’t know it.



Exercise 1
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You have been ordered to identify
and reduce redundant and stove-
piped IT investments by 80%.
Develop a “Question Primer” that
identifies the initial questions about
investments, capabilities and risk
that you will answer in order to make
a recommendation to eliminate or
maintain any investment, and to

justify your conclusions. _ _ _
Questions only - no Metrics or Views



Exercise 1. Summary — Art & Hillary

Investment
What is an IT investment?
What is a redundant IT investment?
What is stovepiped IT investement?
What kind of systems are IT Investments?
What kind of systems do we have?
What is a stove piped IT investment?
What is a redundant system?
What are the redundancies in the identified IT syst ems?

Capabilities
What IT systems to we have?
What functions do they perform?
What are the redundancies between the identified sy = stems>?
Can the redundancies be eliminated?
What are the functions of the systems?
How do we evaluate the capability for redundancy?

Risk
Do dependencies allow for elimination?
What is the risk of missing a dependency?
What kind of risk — vegatable or mineral?
What are the system dependencies?
Do dpendencies allow for elimination?
What is the risk of missing a dependency?
What is a dependency?



Exercise 1. Summary — Kevin & Kieran

Investment
What is an investment?
How do we measure redundancy?
How do we measure stovepiping?
What investments do we have?
What is the visibility of data on an investment?
What investements are redundant?
What investments are stovepiped?
What access do we have to data on investments?

Capabilities
What capabilities do we need?
What are the capabilities of each investment?
What is a redundant capability?

Risk
What is the risk? (schedule to completion; cost to complete, support, retire;
dependencies; leadership change; strategy change;t  echnology risk; training;
ARFORGEN - rotations; operational, compatability; ea  se of use.



Exercise 1. Summary — Bob, John T, Ron

What is redundant?

What is a stovepiped system?

What is an IT investment?

If we must reduce by 80%- what is the 100% set?

Investment
What are my current investments?
What are my future investments?
How are they linked or independent to capabilities?
What are my investment capabilities over time?
Do I know, today, all my IT investments (visibility — )?
What is cost associated with shutting down IT inves tments?
What are the O&M costs associated with shutting dow n an IT investment?
VA or BA 1-4 costs for my IT investments?
Where are my investments located?
Who does my investment support to what echelon?

Capabilities
What capabilities do | have to have to carry outth e mission ? Web-based? Through-put?
What are the capabilities that are lacking or non-e  xistent to meet the mission/concept?
What are the similarities and/or interdependencies of my capabilities over time?
Do my investments provide the capabilities to commu nicate/connect to the GiG and share/pass information ?
How are my capabilities mapping to the Warfighter de  sired effects?

Risk
Visibiltiy of my “decision quality data?”
Performance to mission effect
Interoperability
Interdependencies over time to my IT investments?
Resource/Fielding to force for capability to be rea  lized operationally
What are the policy (DoD/Army) risks to IT investme  nt fielding (IPV6; One Radio)
What is the quality of the analysis tools and data tracking tools?



Exercise 1. Summary — Schatten & Erik

Capabilities
On what capabilities do
we spend the most/least?

To use again.
Example: the written word



Exercise 1. Summary — Jill & Dan

Investments
What is an investment?
What are the current investments?
Whar are the redundancies?
What are the stovepipes? How many?
What are integration potentials?
Which stovepipes can be eliminated?
Which investments are already scheduled for phase o ut?
Can they be accellerated?
How many core capabilities are included in investme nts?
Whatis current state of the investment (cost, perfor mance, schedule)?
What is the cost effectiveness of each investment?
Meeting goals and objectives?

Capabilities
What is a capability?
What capabilities are based on building new technol ogy, obsolete technology?
How many capabilities do we have?
How many capabilities are being duplicated?
What level of redundancy is appropriate?
Can all needed functionality be covered by on of th e redundant capabilities?
What do we need?
What do we no longer need?
Where are our gaps in capability?

Risks

Funding, Schedule, Stakeholder support, currency of technology, dependencies, impact of reduction in
redundancy



Common Themes

Other Common Themes?
Carry them with you
through the process

Descriptors:

What is an IT investment?

What is an IT function?

_ N Metrics
What is a capability?
_ How much?
What is an effect?
How many?
Definitions: Etc. .

What is a stovepiped IT
investment?

What is redundant IT
Investment?



Definitions

Stovepiped

Of or relating to data stored in separate
databases; "stovepiped information"

Descriptor Redundant

A word, phrase, or
alphanumeric character
used to identify an item in
an information storage and
retrieval system.

Exceeding what is necessary.



Semantics

The meaning or the interpretation of a word,
sentence, or other language form.

Is anyone thinking:

Semantics: That’s not what stovepiped
means to me.

However, for our purposes today, can we use that definition and move forward?

Innovation rule: | reserve the right to change my mind as | get more
information. Now let’s move on!




Goal

The purpose toward
which an endeavor Is
directed; an objective.



Our Vision_is to create an effective, responsive and efficient
Warfighter Mission Area that delivers required capab ilities to
the Army/Joint Warfighter.

Goals:

Contribute to the development of an Army Portfolio
Management System (APMS) that creates ACTIONABLE
VISIBILITY of IT Investments, allows for the identi  fication
of stove-piped or redundant IT investments, and
contributes to the WMA IT PfM goals.

Improve overall military mission effectiveness thro ugh
improved IT investment decisions

Minimize programmatic, technical, and operational r Isks
by choosing the best investments

Reduce IT investment duplication and improve effici ency
and cost effectiveness



3 Possible Views

The Better
Decision — Maker

Improve overall military
mission effectiveness
through improved IT
Investment decisions

The Risk
Minimizer

Minimize
programmatic,
technical, and

operational risks
by choosing the
best investments

Y2
O

The
Duplication
Buster

Reduce IT
Investment
duplication and
improve efficiency
and cost
effectiveness




Exercise 2

?
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For your assigned goal: Improve overall military

What are the questions?
What are the definitions — you

define?

What are the next questions?

mission effectiveness through
improved IT investment
decisions

Minimize programmatic,
technical, and operational risks

Definitions? by choosing the best
What's at the bottom — where can we investments
start?

Reduce IT investment

duplication and improve

efficiency and cost
Questions only - no Metrieseotiv¥heyes



Exercise 2 — the output
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O XXXXXXXXX

G Oal *XXKXXX . -y O XOOXXXXX
Definitions
Questions

T Definitions

. \
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<

The
bottom
of it

More
Questions
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More
Questions

©XXXXXXXXX?
©XXXXXXXXX? ©XXXXXXXXXX?
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X XXXXXXX? X XXXXXXX? ] © X XXXXXXXX?
X XXXXXXX? Q u e St | O n S X XXXXXXXXX?

Questions only - no Metrics or Views



Exercise 2 — briefings & conclusions
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Questions only - no Metrics or Views



Ever heard of a bottomless pit?

If you cannot get to the bottom of something, there probably is
no bottom.

Let others show you how.
Meanwhile:

Move on to the next thing you can___ do.



Closing

Today, we have conducted a “Working with Goals” Work shop

Discussion — next week is the 6 t, the following week is the 13 t — how
about a remedial class for newbies?

Commitment: Not more than 6 - 8 weeks for Phase | —  same day/time
and location
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Phase II: Not more than 4 - 6 weeks - Rapidly build the Proto-t  ype at DAU,
initiate Governance through demonstration, and deve lop Execution
Template

Phase lll: Not more than 8 - 12 weeks - Select a “Pony” and Execu te



