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“I’m executing the IT Portfolio Management guidance 
the way we always do things around here,” said the 
Hare.  “What are you doing, Tortoise?”

“ Implementing it ” said the Tortoise.

The Hare’s Approach

1. Establish Governance
2. Write a Concept of 

Operations
3. Write an Implementation 

Plan

Finish Line!



Warm-up
• We have reviewed the initial approach for Army WMA IT 

Portfolio Management implementation.
• We have discussed the importance of developing 

questions toward WMA goals & objectives.
• We have learned techniques for “Getting to the Bottom of 

it” by developing question pedigrees linked to larger 
concepts or goals.

• We have examined standard data structure Definition 
displays and become familiar with the use of Triangulation 
& Multiple View Paths

• We have practiced Step 1 – “Definition” of the Data 
Structure Development (DSDP) process.



Innovation Goal
Create ACTIONABLE 

VISIBILITY of 
Information Technology 

Investments. 

Compliance Goal Identify and reduce redundant and stove-
piped IT investments by 80% by the end of FY 2007.  Follow 

and comply with guidance.

Vision
Identify/discover 
OPPORTUNITIES 

to deliver 
required 

capabilities to 
the Army/Joint 

Warfighter.

WMA IT PfM Approach



What is an Army 
IT Investment?

Compliance Axis



What is an Army 
IT Investment?

Innovation Axis



WMA IT PfM Approach to Capabilities

What is an Army 
IT Investment?



Triangulation from Ground Zero
The first steps

What is an Army 
IT Investment?

How should IT investments 
be described?

Establish Visibility
Baseline



Applying Data Strategy
Techniques

What is an Army 
IT Investment?



DSDP Definition

? + METRIC VIEW+

Context: What is an Army IT investment?

Question: What is an Army IT investment?

Metric:

View:



Triangulation & Multiple View Path s

How should IT 
investments be 
described?

What is an Army 
IT investment?

What trained units or 
organizations is the 
investment assigned to?

What capabilities are the 
investment linked to?What functions do the 

investments perform?

What effects do the 
investments enable units 
achieve?

Let’s start here



The RAAAAA Process
Participants using RAAAAA are asked to review draft implementation modules 

in context and submit changes in the following format throughout the 
lifecycle of portfolio management.  Specific procedures for the review and 
approval of the results of this process will be developed in the same 
manner, and described in the governance and adjudication modules.

• Reject – remove criteria completely.
• Add – add criteria to module.
• Alter – alter or modify criteria.
• Adjudicate – settle differences and decide.
• Announce – announce decision.
• Accept – accept the decision and implement.



Using the RAAAAA Process
First, state the general goal and/or objective:

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

Objective: Create ACTIONABLE VISIBILITY of IT investments by first 
identifying and then describing Army IT investments.



Using the RAAAAA Process
Next, begin due-diligence by identifying and shapin g the context:

To accomplish the objective “Create ACTIONABLE VISIBILITY of IT 
investments by first identifying and then describing Army IT 
investments,” we start with questions:

What questions need to be answered to achieve this objective?

• What is an Army IT investment?
• How should IT investments be described?

Now, let’s take the primary question , define the context and see 
where that leads us.



Using the RAAAAA Process
Complete due-diligence by identifying and stating t he proposed 

context:

Question: What is an Army IT investment?

Purpose:  Provide criteria for identifying Army Information Technology 
(IT) investments not registered into the Army Portfolio Management 
System (APMS) before August 2006.   Investments already 
registered into APMS will remain registered under previously 
identified criteria, unless adjudicated.

Scope: The scope of this module is initially limited to the criteria and 
definitions contained in the Army Knowledge Management (AKM) 
Guidance Memorandum – Capabilities-Based Information 
Technology (IT) Portfolio Governance Implementing Guidance 5 
January 2006, unless directed otherwise.

Context



Next, develop the “first draft” of answers to the question in context by 
identifying criteria within scope (in this case the  Investment 
Identification Module).

INVESTMENT IDENTIFICATION MODULE 
CRITERIA

For the purposes of this module, IT investments are:

• Applications
• Systems 
• Networks

Question: What is an Army IT investment?

Using the RAAAAA Process



Next, define each criteria and provide the sources of the 
definitions within scope.

INVESTMENT IDENTIFICATION MODULE 

DEFINITIONS / SOURCES

• Application : a software program that performs a specific function directly for a user and can be 
executed without access to the system control, monitoring or administrative privileges. (Source : AKM 
Guidance Memorandum 5 Jan 2006, Glossary Section II)

• System : a set of information resources organized for the collection, storage, processing, maintenance, 
use, sharing, dissemination, disposition, display, or transmission of information An organized assembly 
of resources and procedures united and regulated by interaction of interdependency to accomplish a 
set of specific functions (see JCS 1-02). Within the connects of the Army Enterprise Architecture, 
systems are people, machines and methods organized to accomplish a set of specific functions; 
provide a capability or satisfy a stated need or objective; or produce, use transform, or exchange 
information. For the purpose of reporting to the Army Portfolio Management System (APMS), the terms 
“application” and “system” are used synonymously, a discrete set of information resources organized 
for the collection, processing, and maintenance, use sharing dissemination or disposition of information 
(that is, the application of IT). (Source : AKM Guidance Memorandum 5 Jan 2006, Glossary Section II)

• Network: Communications medium and all components attached to that medium whose function is the 
transfer of information. (Source : AKM Guidance Memorandum 5 Jan 2006, Glossary Section II)

Using the RAAAAA Process



Finally, identify some potential examples that meet  the criteria.  

INVESTMENT IDENTIFICATION MODULE 

EXAMPLE OF AN APPLICATION

Name: ATEC CRS - Class Registration System

• Description: The Class Registration System (CRS) is a client-server based program that is used 
by USA OTC users to view and print class schedules and course catalog information.  Training 
Coordinators can enter and edit student registration information for their directorate personnel 
and training department staff can develop class schedules, review and edit student registration 
information, maintain course catalog information, and print various reports.  The current CRS 
database provides browse access to all OTC users (over 1000) with 43 directorate training 
coordinators and 18 instructors all with update access.  The database contains 615 active course 
records and 1397 course history records.  In addition it has over 9400 student records in the 
roster and roster history tables. (SOURCE: APMS Database)

Using the RAAAAA Process

Note: Examples are not necessary for inclusion in final versions of modules unless later determined necessary to provide context.



INVESTMENT IDENTIFICATION MODULE 

EXAMPLES OF NETWORKS

Name:  RDEC Unclassified LAN Infrastructure

• Description: Provides required core IT services for multiple applications. (SOURCE: APMS 
Database)

Name: SBU LAN TOBYHANNA

• Description: Local Area Network supporting business applications and support functions. 
(SOURCE: APMS Database)

Using the RAAAAA Process

Note: Examples are not necessary for inclusion in final versions of modules unless later determined necessary to provide context.



INVESTMENT IDENTIFICATION MODULE 

EXAMPLES OF SYSTEMS

Name: AIMS-PC - Automated Instructional Management System - Personal Computer

• Description: Automates course development, student management, grade book management, 
testing.  AIMS-PC manages individual training at institutional schools.  An average of 150 AIMS-
PC users at each of 26 physically distributed sites.  System is to be replaced by the Army 
Learning Management System (LMS) under PM Distance Learning System (DLS).   System is 
scheduled for transfer to DLS, date TBD due to funding. (SOURCE: APMS Database)

Name: AR2B DB - Army Requirements & Resources Board DB

• Description: AR2B DB is a Web-enabled ORACLE base application that allows management of 
the 900+ tasks for the Global War on Terrorism.  The Army Requirements and Resourcing Board 
(AR2B) Data Base tool is built and maintained by the Army Requirements and Resourcing Board 
(AR2B).  The AR2B is a SIPRNET web-based application accessible only to registered users 
approved by the AR2B.  The AR2B provides a history of G-3 validated requirements brought 
before the AR2B from ONS initiation to equipment resourcing. (SOURCE: APMS Database)

Using the RAAAAA Process

Note: Examples are not necessary for inclusion in final versions of modules unless later determined necessary to provide context.



RAAAAA – Let’s begin
INVESTMENT IDENTIFICATION MODULE

Criteria

Definitions

Sources

Examples

Context
What is an IT investment?

Note: This example assumes previous acceptance of Context after performing RAAAAA.

Compliance

Innovation



INVESTMENT IDENTIFICATION MODULE 
CRITERIA

For the purposes of this module, IT investments are:

• Applications
• Systems 
• Networks

Please remove applications from the criteria because it 
is covered in the definition of systems.

Using the RAAAAA Process

•Reject : identify rejected criteria and state justification.



Add: state specific criteria, definition/source, and provide specific
example(s)

ADD INVESTMENT IDENTIFICATION MODULE CRITERIA

– Applications

ADD INVESTMENT IDENTIFICATION MODULE DEFINITION / S OURCE

Application : a software program that performs a specific funct ion directly for a user and can be executed 
without access to the system control, monitoring or  administrative privileges. (Source: AKM Guidance 
Memorandum 5 Jan 2006, Glossary Section II)

ADD INVESTMENT IDENTIFICATION MODULE EXAMPLE OF AN 
APPLICATION

Name: AFM - Army Flow Model

• Description: The Army Flow Model (AFM) is the Army G3 Force Management Directorate’s core automation 
system supporting the current Modular Force Sizing Analysis (MFSA), formerly Total Army Analysis (TAA ), in 
modeling and assessing the feasibility and cost of the Army’s transformation to new structures and equipment.  
AFM analysts, working as an integral part of the ARSTAF, are using AFM models and databases to craft notional 
force structures, develop unit rotation and Warfighter assessments and dynamically prioritize units for resourcing 
based on their programmed mission priority. (SOURCE: APMS Database)

Using the RAAAAA Process



Alter: make changes to criteria, definition/source, or example(s)

ALTER INVESTMENT IDENTIFICATION MODULE CRITERIA

– Systems (no change)

ALTER INVESTMENT IDENTIFICATION MODULE DEFINITION /  SOURCE

• System : a set of information resources organized for the collection, storage, processing, maintenance, use, 
sharing, dissemination, disposition, display, or transmission of information An organized assembly of resources 
and procedures united and regulated by interaction of interdependency to accomplish a set of specific functions 
(see JCS 1-02). Within the connects of the Army Enterprise Architecture, systems are people, machines and 
methods organized to accomplish a set of specific functions; provide a capability or satisfy a stated need or 
objective; or produce, use transform, or exchange information. (Delete: For the purpose of reporting to the 
Army Portfolio Management System (APMS), the terms “application” and “system” are used 
synonymously, a discrete set of information resourc es organized for the collection, processing, and 
maintenance, use sharing dissemination or dispositi on of information (that is, the application of IT).
(Source : AKM Guidance Memorandum 5 Jan 2006, Glossary Section II)

ALTER INVESTMENT IDENTIFICATION MODULE EXAMPLE OF A N APPLICATION

Name: AFM - Army Flow Model – (no change)

• Description: The Army Flow Model (AFM) is the Army G3 Force Management Directorate’s core automation system supporting the 
current Modular Force Sizing Analysis (MFSA), formerly Total Army Analysis (TAA ), in modeling and assessing the feasibility and cost 
of the Army’s transformation to new structures and equipment.  AFM analysts, working as an integral part of the ARSTAF, are using 
AFM models and databases to craft notional force structures, develop unit rotation and Warfighter assessments and dynamically 
prioritize units for resourcing based on their programmed mission priority. (SOURCE: APMS Database)

Using the RAAAAA Process



Adjudicate: The appropriate level of governance evaluates and 

decides whether to reject applications as a criteria, keep it and alter 
the definition of a system, or make no changes at all.  

Based on the evaluation, the context may change – resulting in the 
possible need to perform the RAAAAA process again.

Using the RAAAAA Process

Announce: Announce the decision. 

Accept: Accept the decision and implement.



“Where Compliance Meets Innovation”

Implementation Lifecycle 
Development



Implementation Lifecycle Development Strategy

What is an 
Army IT 
investment?

How should IT 
investments 
be described?



What is an Army IT investment?

• RAAAAA the first version of Appendix H (basic Governance, PfM Process, Architecture, 
& Plan) to comply with the requirements of Army Knowledge Management (AKM) 
Guidance Memorandum – Capabilities-Based Information Technology (IT) Portfolio 
Governance Implementing Guidance, dated 5 January 2006.

• RAAAAA the initial Investment Identification Module.

• Develop context, criteria, definitions, sources and examples as needed and RAAAAA the 
related modules. (APMS Access/Entry; APMS Data Entry; Adjudication; CCB; Roles & Responsibilities, etc.)

• Coordinate or share across all Mission Areas to assess potential scope

• Define scope of initial implementation and metrics

• Publish policy and issue orders.

• Monitor and report progress.

Implementation Lifecycle Development Tactics

.THE WMA PLAN TARGETS EOM AUGUST 06 FOR 
EXECUTION UNDERWAY OF THIS STEP



How should IT investments be described?

• Draft the second version of Appendix H (basic Governance, PfM Process, Architecture, 
& Plan) applying lessons learned and RAAAAA to comply with the requirements of Army 
Knowledge Management (AKM) Guidance Memorandum – Capabilities-Based 
Information Technology (IT) Portfolio Governance Implementing Guidance, dated 5 
January 2006.

• Develop IT Investment Description and Function criteria based on our Capabilities Road 
Map, update and RAAAAA Investment Identification Module, and submit CCB 
requirements for APMS data entry & views

• Update related modules already approved and RAAAAA, and develop context, criteria, 
definitions, sources and examples as needed and RAAAAA the new modules. (Data Call 
Compliance; Data Quality; APMS Maintenance, etc.)

• Coordinate or share across all Mission Areas to assess potential scope

• Define scope of initial implementation and metrics

• Publish policy and issue orders.

• Monitor and report progress.

Implementation Lifecycle Development Tactics

.
RUNNING CONCURRENT, THIS PROCESS SHOULD 
BE UNDERWAY BY EOM SEPTEMBER OR EARLY 
OCTOBER, IN TIME TO SUBMIT REQUIREMENTS FOR 
THE OCTOBER CCB!



What’s next?

• Draft the third version of Appendix H (basic Governance, PfM Process, Architecture, & 
Plan) applying lessons learned and RAAAAA to comply with the requirements of Army 
Knowledge Management (AKM) Guidance Memorandum – Capabilities-Based 
Information Technology (IT) Portfolio Governance Implementing Guidance, dated 5 
January 2006.

• Update IT Investment Identification Module to account for “other than Army WMA 
requirements” and IT embedded or integrated on platforms.  Develop criteria based on 
our Capabilities Road Map, update and RAAAAA Investment Identification Module, and 
submit CCB requirements for APMS data entry & views, as necessary.

• Update related modules already approved and RAAAAA, and develop context, criteria, 
definitions, sources and examples as needed and RAAAAA the new modules. (Capabilities, 
Goals, Metrics, Risk, Ownership, etc.)

• Coordinate or share across all Mission Areas to assess potential scope

• Define scope of initial implementation and metrics

• Publish policy and issue orders.

• Monitor and report progress.

Implementation Lifecycle Development Tactics

.THIS PROCESS SHOULD BE UNDERWAY BY EOM 
OCTOBER ALLOWING FOR ESTABLISHMENT OF BASELINE 
VISIBILITY OF INVESTMENTS BEGINNING JANUARY 07



Establish Baseline and Evaluate Goals

• At this stage, we will have defined a proven, repeatable process to comply with 
guidance and innovate our PfM processes.   We will have identified the initial 
tools for data collection and analysis, identified the data necessary to answer 
questions, and determined what data is available, derived, missing or proxy in 
the enterprise to answer those questions. By using the DSDP and RAAAAA 
techniques to facilitate Implementation Lifecycle Development, we will have 
institutionalized a lifecycle management approach to make any future changes 
or updates rapidly to both processes and technology for portfolio management 
- without emotion from the Hares.

Implementation Lifecycle Development Summary

.Target: February 07 – April 07



Coming soon… using these techniques to 
establish Governance

For Tortoises who want real results


