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FOREWORD

The Department of Defense (DoD) is currently engaged in a “Revolution in Business Affairs”.  To succeed in this revolution requires the exploitation of technological advancements and the adoption of new operational and business processes, which will ultimately result in a reduced infrastructure that is lean, agile and more effective at supporting the warfighter. To support this effort and institutionalize the transformation process, the Senior DoD leadership established the Change Management Center (CMC), which is currently under the leadership of the Director, Defense Reform Initiative Office.  As part of it’s mission, the CMC works with DoD agencies, the Military Departments, and its commercial suppliers to identify high-payoff opportunities and provides resources to accelerate the identification and implementation of process and performance improvements. 

The CMC utilizes “Rapid Improvement Team (RIT) Methodology ” to bring together diverse team members from the Department, the military services and industry associations to develop and implement business process improvement solutions. These rapid improvement activities focus attention on developing, implementing, and measuring new and innovative business practices and processes while overcoming obstacles to acquisition and logistics reform (ALR). 

This report summarizes the proceedings of the Executive Agency Rapid Improvement Team, Team Launch engagement.  This RIT was chartered by, LTG John M. McDuffie, Joint Staff (J4), Mr. Louis A. Kratz, the Assistant Deputy Under Secretary of Defense (Logistics, Plans and Policies) and MG Daniel G. Mongeon, the Focused Logistics Wargame (Flow) Agile Infrastructure (AI) Pillar Chair and Mary Margaret Evans, the Director,  OSD Change Management Center.  This RIT was underwritten and sponsored by the Director, Change Management Center and focused efforts on improving the Department of Defense Executive Agent Program in terms of improving overall management and performance, accountability, and top management support for all aspects of the program (see Appendix A). The team met at TASC, Rosslyn, VA, May 31, 2001.   A listing of the meeting participants is attached to this report in Appendix B. This RIT produced plans for the Tools, Communication and Policy teams that determined:

· Products needed by July 15, 2001

· Product deliverables

· Product success measures.

At the end of the working period, July 15, 2001, the teams should have the following products:

1. Required policy document support ready for signature

2. Complete supporting process tools ready for use

3.  Comprehensive communications plan to all stakeholders

The Department of Defense Change Management Center extends its thanks and appreciation to all of the Rapid Improvement Team participants for their time, and the contributions they have made in developing the recommendations for improving the DoD Executive Agency program administration and performance.
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EXECUTIVE SUMMARY

The complex issues surrounding Executive Agency (EA) within DoD is a difficult challenge; however, for many years, EAs have become acutely mismanaged, and many stakeholders in DoD want the problems fixed with clear and defined EA assignments and management processes.

Current EA assignments are outdated, unclear, and inconsistent with mission assignments.  This causes confusion, redundancy, and waste of resources for peacetime, and wartime functions.  Additionally, the assignment authority has been misapplied, in some cases, because the authority was not delegated in accordance with DoD requirements.

Realizing the significant need to improve current EA assignment and management processes, LTG John M. McDuffie, Joint Staff (J4), Mr. Louis A. Kratz, the Assistant Deputy Under Secretary of Defense (Logistics, Plans and Policies), and MG Daniel G. Mongeon, the Focused Logistics Wargame (Flow) Agile Infrastructure (AI) Pillar Chair solicited assistance from Mary Margaret Evans, the Director, OSD Change Management Center.  Ms. Evans agreed to support the EA change effort and a charter was developed and signed by all the Executive Sponsors (Appendix A) and a three-day workshop was held at the Defense Systems Management College at Fort Belvoir, Virginia on May 8-10, 2000.  (See Appendix C for  team members and assignments.)  As a result of the work in this session, a follow-on meeting was planned to launch four teams to achieve all the steps necessary to make EA reengineering possible:

Team 1 - Develop required policy documents.
Team 2 - Validate proposed EA process, roles and responsibilities in FLOW.  

Team 3 - Develop a communications plan to secure “buy in” from all key   stakeholders.

Team 4 - Design supporting process tools (e.g., templates for business case analysis, etc.), and identify potential new EA assignments with a projection of expected benefits.

The workshop, “Executive Agent” Rapid Improvement Team (RIT) was comprised of key stakeholders from the DoD Components, OSD, CINCs, and Joint Staff (see Appendix B).  The RIT members were tasked to develop plans for each of the teams that would define what each team needed to accomplish the EA reengineering goals by July15, 2001.  This session produced:

· Products needed by July 15, 2001

· Product deliverables

· Product success measures.

This session had a limited number of participants consequently, the group decided to form three sub teams, Policy, Tools and Communication vice four (minus FLOW) and to develop specific plans to include the “what”, “who”, and “when” for all the actions necessary to get the products that would make a new EA process a reality.  These products are:

· Required policy document support ready for signature  

· Complete supporting process tools ready for use

· Comprehensive communications plan to all stakeholders.

The important work accomplished by this Rapid Improvement Team made significant progress toward achieving with the initial roadmap planning to begin the “reinvention” of the Executive Agent process.

I.  Setting the Stage

Introduction

Joe Lynem provided an introduction to the group and emphasized the need to be diligent and resourceful to complete this stage of the EA reinvention process.  

Agenda for Today’s Session

Rick Tucci, the facilitator, presented the objectives of this session:

· Mandate from the executive agencies to move ahead from the work completed on 8-10 May 01 at Fort Belvoir

· Four Action Teams:

3.   Policy

4.   Supporting Tools

5.   Communication

6.   Flow

He then asked each participant to introduce himself/herself and their expectations for today’s session.

Expectations

The expectations from the group are presented in Table 1 below.

Table 1.  Expectations from this Session

	· Fill in the blanks

	· Test new EA in FLOW

· Solidify EA for long term

	· Teeth in the process – get policy

	· Linkage be established with other groups to ensure others have guidelines to implement (guidance and policy linkage)

	· Interrelated plan – get signature of SecDef

	· Technology support – Meridian

	· Gain understanding of issue - Ashby


Rick presented the briefing recently given to the EA Executive sponsors.  This briefing can be found on the CEB website under Supporting Documents.

After this presentation, the facilitator solicited thoughts regarding the briefing and related issues:

· A questions arose regarding business case for establishing EAs in the past.  

· Answer:  Very unstructured—very intuitive; wide variance in the way EAs are assigned 

· No established process for Program Objective Memorandum (POM) for EA etc.

· A concern was raised about enough time to complete actions in this phase.

· July 15, 2001 – process document, business case goal, policy document should be complete

· Secretary Aldridge will receive briefing to enlist his support to be the EA champion

· Discussed FLOW and its relationship with the RIT process

· Flow will not hinder process

· Flow can use policy and business case template draft to use in their logistics flow model.

Because of the limited number of participants, the facilitator discussed what the group could accomplish.

FLOW and the new EA Process

There seemed to be some concern and a need for clarification regarding the FLOW wargaming work.  The facilitator suggested a quick briefing on FLOW to understand how it works.  

Stu Taylor presented:

· FLOW is a strategic level initiative

· All Services represented and each Pillar has staff

· 7 Pillars – two-star chair

· Agile infrastructure et al (+6)

Four FLOW Scenarios generated each called a Move.  One Move is described briefly below:

· Move 1 (6 June)

· Earthquake in California

· Congo conflict where U.S. forces respond

Each pillar has to respond to the scenario:

· There is an international pillar as well

· Each “pillar” reviews scenario and determines if there are roadblocks to support scenario—if not supportable then they come up with a proposed solution

· FLOW projects 2005 and beyond

· EA cuts across pillars

· Confusion EXISTED IN PAST

· July 11 Move #2 has identified EA opportunities

· Issues/report

· EA proposals on table

It was determined that FLOW will directly benefit from this EA process.  There are EA FLOW requirements:

· Template for proposing EA assignments

· Template for a business case analysis

· Template for EA assignment designation

· Scope of responsibilities

Next, the group reviewed the FLOW timeline.

Table 2:  FLOW Timeline

	6/13
	Provide templates
	For writing w EA assignment designations
	6 EA ones listed

	6/26
	Brief to Flag
	
	

	7/5
	All info to J4
	
	

	7/11
	Brief to FLOW
	
	


Again, the purpose of this discussion was to look at the FLOW wargaming process and determine where the EA RIT process products, i.e., business case template, policy guidance, communication and support tools, could be “used” in FLOW.

Team Selection for Today’s Session

The facilitator briefed the group on a proposal to generate a product(s) from today’s session given the limited time and participants.  It was suggested there could be some 

good ideas that could be generated in today’s session that could be useful for Flow’s template requirements.  He suggested three teams vice four based on number of participants:

· Policy

· Tools

· Communication

One of the participants suggested the policy team already had some ideas that could be used; however, the facilitator first suggested the teams determine a Vision for Success and then brainstorm specific ideas to support policy, communication, and process tools.

The teams were:

· Policy

· Communication

· Support Tools

The ultimate goal for today would be:

· Required policy document support ready for signature

· Complete supporting process tools ready for use

· Comprehensive communications plan to all stakeholders

The vision for success from each team as well as all the other products from the day’s session is presented here by team and includes:

· Vision for Success

· Team Assignment

· List of Rapid Action Priority Action Ideas

· Ideas to action Notes on each Idea

· 3 Ws Action Plan (what, who  and when)

· Miscellaneous Notes

As part of the process of identifying issues for each team and prioritizing actions, Figure 1 depicting geographic challenges was presented.  From this figure, the teams were asked to determine their unique mountains, foothills, gullies and flatlands.  The results of each teams’ work is presented in the each of the following teams’ sections in a table entitled “Action Priorities Worksheet” along with the “Action Priorities” table ideas.
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Figure 1:  Action Priorities

II.  Policy Team

Vision for Success

Step one was to determine the team’s vision for success by completing the following two statements:

Table 3.  Visions for Success:  Policy Team

	Our team and end product will be successful if we …..

	Have a comprehensive set of documents that clearly states the policy and describes the framework for the process. Assigns responsibility and coordination requirements

· Comply with DoDD development requirements

	Our team and end product will be a failure if we …

	· Don’t coordinate our efforts with the other teams to enhance their effectiveness

· Don’t develop a document that meets the criteria for success

· Don’t follow established formats


Team Assignment

Next the end products needed by July 15, 2001 were identified:

Table 4:  Executive Agency Action RIT Assignment for:  Policy

	End Product Needed by July 15:

	· Completed DoDD coordinated through RIT teams and approved by champions

· Draft DoDD

· Supporting documents

· Draft DoD

	Key Product Deliverables:

	· Determine major directive actions

· Divide and assemble RIT policy into directive sections

· Fully develop DoDD sections to reflect EA policy and process

· Cross flow DoDD sections for review and comment

· Determine follow-on document requirements (i.e., templates in a DoD instruction?)

· Background

· Scope

· Applicability

· Policies

· Responsibilities

· Coordination

· Process

· Assignments

· Responsibilities

· Timelines


	Product Success Measures:

	· Clear statement of policy

· Complete delineation of responsibilities

· Complies with guidance

· Coordinated

· Understandable

· Acceptable by Services.


List of Rapid Action Priority Action Ideas

Using the Table 5 worksheet, the team identified actions into “degree of difficulty” box and then used that to complete the rapid action priorities.

Table 5:  Action Priorities Worksheet:  Policy

	Mountains

· Assign responsibilities
· Draft framework for supporting documents

	Foothills

· Establish Team
· Identify and commit SM experts
· Assign DoDD sections for write up
· Establish timelines
· Research determine requirements:  Policy & Procedural
· Review of current EA directions:  OSD, Joint Staff, Services
· Review original RIT report for policy elements
· Coordinate of OSD policy personnel on process elements requirements

	Gullies

· Coordinate with other teams
· Coordinate process:  Services, CINCs, OSD
· Interface with RIT process template team to ensure coordinated effort

	Flatlands

· Draft DoDD 




Table 6:  Rapid Action Priorities:  Policy

	(Describe each idea in clear action terms that everyone will understand)

	· Identify and commit all necessary team resources

· Complete policy requirements research

· Draft DoDD

· Outline supporting documents

· Coordinate with other teams


Ideas to Action Notes on Each Idea

Once the action priorities were identified, the following “Idea to Action Checklist” was applied to each idea.

· Idea to Action Checklist

· What’s the idea?

· What’s the benefit?

· What is required to get it done?

· What support is needed?

· What will success look like?

Table 7:  Idea to Action Checklist:  Policy (1)

	1.  What’s the idea?
	Identify Team

	2.  What’s the benefit?
	Allows completion of charter

	3.  What’s required to get it done?
	Coordinate with potential team members

	4.  What support is needed?
	Attendance

	5.  What will success look like?
	Team formed


Table 8:  Idea to Action Checklist:  Policy (2)

	1.  What’s the idea?
	Complete Research

	2.  What’s the benefit?
	Assignment of responsibilities

Provides input to DoDD development

	3.  What’s required to get it done?
	Team Meetings

Research

Coordination

	4.  What support is needed?
	Team commitment

	5.  What will success look like?
	Directive input


Table 9:  Idea to Action Checklist:  Policy (3)

	1.  What’s the idea?
	Draft DoDD

	2.  What’s the benefit?
	Meetings the charter

	3.  What’s required to get it done?
	Team Work

Time to Accomplish

Team Availability

	4.  What support is needed?
	LMI

	5.  What will success look like?
	Completed Draft


Table 10:  Idea to Action Checklist:  Policy (4)

	1.  What’s the idea?
	Outline supporting documents

	2.  What’s the benefit?
	Rounds out the “story”

	3.  What’s required to get it done?
	Team work

Time

Team availability

	4.  What support is needed?
	LMI

	5.  What will success look like?
	Completed outline


Table 11:  Idea to Action Checklist:  Policy (5)

	1.  What’s the idea?
	Coordination

	2.  What’s the benefit?
	Integrated product

Input to other teams

	3.  What’s required to get it done?
	Coordinate time

	4.  What support is needed?
	

	5.  What will success look like?
	Other team success


3 Ws Action Plan (What, Who, and When)

In this final step, the 3 W’s were asked to generate an action plan.

· 3W’s Action Assignment

· What needs to be done?

· Who will do it?

· When will it be done?

Table 12:  3Ws Action Assignment:  Policy

	Action Item:
	Champion
	Date
Started:

	
	
	Target
Completion:

	WHAT

needs to be done?
	WHO

will do it?
	When

will it be done?

	1.  Identify Team
	LMI with CMC
	6/4/01
	

	2.  Complete Research
	All Team with LMI support
	
	

	3.  Draft DoDD
	Team with LMI
	 
	

	4.  Outline supporting documents
	TBD
	 
	

	5.  Coordinate with other teams
	TBD 
	 
	


Miscellaneous Notes

Table 13:  Idea Board:  Policy

	· Validate process


III.  Supporting Tools Team

Vision for Success

Step one was to determine the team’s Vision for Success by completing the following two statements:

Table 14.  Visions for Success:  Supporting Tools Team

	Our team and end product will be successful if we …..

	· Provide tools from end-to-end of the process which are“ prepackaged” for use in OP Plan

· Must include

· Identify and validate needs

· Provide a business case analysis template

· Decision support tools

· Gotta work closely with “policy”

· Tools work, valid and have stakeholder buy in

· Tools must be flexible, adaptable and have a review/revise mechanism

	Our team and end product will be a failure if we …

	· Don’t achieve the success factors above


Team Assignment

Next the end products needed by July 15, 2001 were identified:
Table 15:  Executive Agency Action RIT Assignment for:  Tools

	End Product Needed by July 15:

	Draft

A package of end-to-end EA process support tools to execute policy, including for the EA process owners:

1. Identify and validate needs

2. Create business case

3. Decision to go/no-go process (but not for EA itself)

4. Communicate decisions

5. Resource and prepare to execute

6. Execute mission (balanced scorecard)

7. Evaluate performance of each EA

8. Decision to divest/continue as EAs

	Key Product Deliverables:

	For each step, a mix of:

· Checklists

· Templates

· Best practices

· Decision support templates

	Product Success Measures:

	· End user satisfaction with tools – EA process owner as end user

· How well do they support EA process owner


List of Rapid Action Priority Action Ideas

Using the Table 16 worksheet, the team identified actions into “degree of difficulty” box and then used that to complete the rapid action priorities.

Table 16:  Action Priorities Worksheet- Tools

	Mountains


	Foothills

	Gullies


	Flatlands

· Create an all-encompassing base of




Table 17:  Rapid Action Priorities:  Tools

	(Describe each idea in clear action terms that everyone will understand)

	1.  Review process steps from previous RIT.  Identify/validate phase 1, 2, 3.

	2.  Have a team meeting to assign and clarify tasks

· Determine team leader
· Set agenda and goals for meeting

· Agenda to be accomplished:  Review strawman for 1, 2, 3

· Develop a “decision tree” for quick screening of “ID and validate need”

	3.  Have a joint meeting with Team 1 early in the process to coordinate team efforts

	4.  Find existing products to modify

· Research Best practice for BCA, DST and checklist

· Borrow existing best practice template, if available

· Review existing standards of B-case analysis in stakeholder org

· Review and select best approach for BCA and DS tools for each step

	5.  Decide on the elements of the DCA template

· ID decision support tools to support.  Decision to divest

· Develop policy template

· Develop template BCA

· Draft Business case checklist and template

· Brainstorm and prioritize a set of questions to answer in creating  a business case

· Create a checklist or questionnaire of factual data to gather to support 1) ID and validate needs

· Develop EA directive template


Ideas to Action Notes on Each Idea

Once the action priorities were identified, the following “Idea to Action Checklist” was applied to each idea.

· Idea to Action Checklist

· What’s the idea?

· What’s the benefit?

· What is required to get it done?

· What support is needed?

· What will success look like?

Table 18:  Idea to Action Checklist:  Tools (1)

	1.  What’s the idea?
	Review process steps for 1, 2, 3 from previous RIT

	2.  What’s the benefit?
	Fresh eyes

Gets into game

Educates Team

	3.  What’s required to get it done?
	All review report

Set team (full) meeting

Bring questions and Recco’s

	4.  What support is needed?
	Put copy in each Action Team’s site

Email to let people know it is there

	5.  What will success look like?
	Reused process maps at end of 1st meeting


Table 19:  Idea to Action Checklist:  Tools (2)

	1.  What’s the idea?
	Have a full team meeting

	2.  What’s the benefit?
	Assign tasks

Create schedule of future tasks and meeting

	3.  What’s required to get it done?
	Designate lead

Notify team

Schedule/logistics/teleconference

	4.  What support is needed?
	TASC to put together

	5.  What will success look like?
	TBD


Table 20:  Idea to Action Checklist:  Tools (3)

	1.  What’s the idea?
	Research BP’s on business case prep

	2.  What’s the benefit?
	Avoid (possibly) wheel reinvention

Helps pass smell test

	3.  What’s required to get it done?
	Contact:  DFAS, DCMA, Other DoD, PA&E, Comptroller, Services

	4.  What support is needed?
	Team members to provide contacts and ideas

	5.  What will success look like?
	A concise, clear, “initial screening” for Steps 1, 2, and 3


Table 21:  Idea to Action Checklist:  Tools (4)

	1.  What’s the idea?
	Determine the elements of the BCA template and develop template for BCA

	2.  What’s the benefit?
	Anchors the hand off from Step 1 to 2

Basis for full BCA

	3.  What’s required to get it done?
	Complete Research

Review by team

Reach consensus

Document consensus

	4.  What support is needed?
	Team input

Sponsor by in

	5.  What will success look like?
	Usable, relevant BCA template

Buy-in to Its use and its outcomes

Transparent BCA: Logic, Assumptions and process are clear.


3 Ws Action Plan (What, Who, and When)

In this final step, the 3 W’s were asked to generate an action plan.

· 3W’s Action Assignment

· What needs to be done?

· Who will do it?

· When will it be done?

Table 22:  3Ws Action Assignment:  

	Action Item:
	Champion
	Date
Started:

	
	
	Target
Completion:

	WHAT

needs to be done?
	WHO

will do it?
	When

will it be done?

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Miscellaneous Notes 

Table 23:  RIT Idea Board:  Tools

	Time:  Need dedicated, offsite or workshop

	Conduct an IPR at the mid way point

	Use team site established on CBE website

	Keep CMC on contract

	Commit to schedule and timeline

	Prepare first draft of tools

	Integrate Dir into tools

	Specify basic information re b-case for ID, validation phase

	Define process steps for decision to divest


IV.  Communications Team

Vision for Success

Step one was to determine the team’s vision for success by completing the following two statements:

Table 24:  Visions for Success:  Communication/Education Team

	Our team and end product will be successful if we …..

	· Identify all necessary stakeholders to EA

· Provide them needed information and access to EAs

· Have process to keep it current

	Our team and end product will be a failure if we …

	· Have stakeholders who are not aware of EAs, have key EAs not available for access


Team Assignment

Next, the reconstituted teams were tasked to identify the end product and success measures needed for their particular team by July 15, 2001.

Table 25:  Executive Agency Action RIT Assignment for:  Communications

	End Product Needed by July 15:

	Comp. Marketing plan for initial kick off and sustaining growth

	Key Product Deliverables:

	· List of stakeholders

· ID Key mediums for individual target markets

· Plan for kick off

· Plan for sustaining growth

	Product Success Measures:

	· Plan is available for execution immediately following product approval.


List of Rapid Action Priority Action Ideas

Using the Table 26 worksheet, the team identified actions into “degree of difficulty” box and then used that to complete the rapid action priorities.

Table 26:  Action Priorities Worksheet- Communication

	Mountains


	Foothills

	Gullies


	Flatlands

· Create an all-encompassing base of information (i.e., knowledge center) accessible to all stakeholders

· Develop metrics and feedback surveys, online synchronous meeting

· Stand up server address

· Contact established online environments

· Create online training tools

· Disseminate information via these products in conjunction with a kickoff ceremony

· Continue learning by updating info center

· Design information update process

· Develop metrics for information quality assurance 

· Identify documents

· Select content providers

· Train key stakeholder core group in tech

· Determine professional publications

· Determine schoolhouse location




Table 27:  Rapid Action Priorities:  Communications

	(Describe each idea in clear action terms that everyone will understand)

	· Create a communication team with a cross-section of all knowledgeable sources

· Hold a RIT with the goal of creating a comprehensive marketing/communication plan

· Identify cross-functional participants in order to gain a broad perspective of who we’re trying to reach.  Stakeholders.

· From this pool of participants, identify a series of target markets (i.e., school houses, executive agents themselves)

· Select broad information dissemination vehicles

· Using multiple variety of mediums.  Print announcement, website hosting, on-line synchronous cast, etc.


Ideas to Action Notes on Each Idea

Once the action priorities were identified, the following “idea to action checklist” was applied to each idea.

· Idea to Action checklist

· What’s the idea?

· What’s the benefit?

· What is required to get it done?

· What support is needed?

· What will success look like?

Table 28:  Idea to Action Checklist:  Communications (1)

	1.  What’s the idea?
	Create a communication team

	2.  What’s the benefit?
	Able to propagate the EA process

	3.  What’s required to get it done?
	Identify team members and get their involvements

	4.  What support is needed?
	Member Participation

	5.  What will success look like?
	A team will be formed


Table 29:  Idea to Action Checklist:  Communications (2)

	1.  What’s the idea?
	Draft comprehensive marketing plan

	2.  What’s the benefit?
	Guideline for all following steps

	3.  What’s required to get it done?
	Team member participation and RIT

	4.  What support is needed?
	CMC & RIT members

	5.  What will success look like?
	An executable plan


Table 30:  Idea to Action Checklist:  Communications (3)

	1.  What’s the idea?
	Identify stakeholders

	2.  What’s the benefit?
	Know key players/recipients of EA stuff

	3.  What’s required to get it done?
	Team member participation and RIT

	4.  What support is needed?
	CMC & RIT members

	5.  What will success look like?
	A list of stakeholders


Table 31:  Idea to Action Checklist:  Communications (4)

	1.  What’s the idea?
	Identify target markets

	2.  What’s the benefit?
	Serve as a guideline on which to base individual marketing efforts

	3.  What’s required to get it done?
	Identification and grouping of stakeholders

	4.  What support is needed?
	CMC & RIT members

	5.  What will success look like?
	List of target markets


Table 32:  Idea to Action Checklist:  Communications (5)

	1.  What’s the idea?`
	Select communication media

	2.  What’s the benefit?
	Stakeholder information updates and EA status listing

	3.  What’s required to get it done?
	Develop marketing kick-off—print media, web environment.  Develop online content

	4.  What support is needed?
	Participation by CMC, design and development by Ashby and MKSI, concept support by DoD/TASC

	5.  What will success look like?
	Success determined by growth and maintenance of site participation by #% of core users


3 Ws Action Plan (What, Who, and When)

In this final step, the 3 W’s were asked to generate an action plan.

· 3W’s Action Assignment

· What needs to be done?

· Who will do it?

· When will it be done?

Table 33:  3Ws Action Assignment:  Communications

	Action Item:
	Champion
	Date
Started:

	
	
	Target
Completion:

	WHAT

needs to be done?
	WHO

will do it?
	When

will it be done?

	1.  Create a communication team
	OSD CMC
	6/15/01
	

	2.  Draft comprehensive marketing plan
	Communications Team
	7/17/01
	

	3.  Identify stakeholders
	Communications Team
	6/22/01
	

	4.  Identify target markets
	Communications Team
	6/22/01
	

	5.  Select communication media
	Communications Team
	6/22/01
	


Miscellaneous Notes

Next, the reconstituted teams were tasked to identify the end product and success measures needed for their particular team by July 15, 2001.

Next, the group was asked to brainstorm key actions necessary to achieve their missions using “verb/noun” phases, i.e., using standard RIT brainstorming techniques.

Once these ideas were generated, the teams were asked to “filter” their ideas in terms of action priorities.

Appendix A:  Charter
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CHARTER

Executive Agency Change Management Center Activity

    The Joint Staff (J4), the Assistant Deputy Under Secretary of Defense (Logistics Plans and Policies), and the Focused Logistics Wargame (FLOW) Agile Infrastructure (AI) Pillar Chair, will sponsor an initiative to clarify Executive Agency (EA) assignments. The initiative will conclude with a "to be" concept of the process of assigning Executive Agency, a draft framework for a DoD Executive Agency Directive, and common vocabulary/definitions for the terms used or associated with "Executive Agent" responsibilities. This initiative will be conducted in collaboration with OSD, the CINCs, the Services and other affected parties.

    The EA issues arise because policies are outdated, unclear and inconsistent with mission assignments. This causes confusion, redundancy, and waste of resources for peacetime and wartime functions. Additionally, the assignment authority has been misapplied, in some cases, because the authority was not delegated in accordance with DoD requirements. Lastly, without clear definition of relevant terms, the potential exists to permit a larger "logistical footprint" than is practicable (examples: "executive agent", "executive agency", "Lead agent", Army's Logistics Support to Other Services "ALSOS" and Wartime Executive Agent Responsibilities "WEAR").

    This change management activity will bring together the primary joint and Service EA stakeholders to revise and develop a common set of' EA related terms and a process of assigning EA with a framework for a draft DOD EA Directive. Included in the effort will b the preliminary identification of logistics "to be" assignments for Executive Agency for key supply classes. These "to be" EA assignments will function across the full spectrum of operations. 

Outcomes of this Change Management Center (CMC) activity:

· Define a new EA process that wilt include: how EA assignments are made, common EA vocabulary/definitions, designation/application of these terms at the various Department levels, roles and responsibilities of "to be" Executive Agent and other parties, and an action plan to develop a draft DOD Executive Agency Directive.

· Preliminary list of "to be" Executive Agents for key logistics supply/services classes to be tested in FLOW 01.  Validate the process and prototype DOD Executive Agency Directive utilizing a logistics EA as identified for testing in FLOW 01.

At a minimum, the Executive Agency Directive will consider scope, nature (administrative or operational), definitions, legal/regulatory implications and roles and responsibilities.  Roles and responsibilities will encompass a wide range of stakeholders and include matters related to resourcing, schedules for review, transition process from peace to wartime, and specific information on the task(s) to be performed.

It is recognized this draft directive will require validation, testing and review.  The FLOW game, in the AI pillar, is expected to include the EA issue in their scenarios by using "to be" EA assignments for key logistics supply classes and EA assignment directives or instructions. The CMC will be available to assist in developing or selecting these scenarios, as needed.

The Change Management Center will conduct periodic meetings until the Charter terms are satisfied.
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Appendix B:  Participants List

This list of participants is reserved for government use.

If you have any questions about this report or this RIT, please contact us at CMCinfo@TASC.com.
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