IBA/LINC OFFSITE

 MEETING

28 – 30 November 2000


Opening remarks – Ms. Flavin

Admin announcements

Recap of where we are

Ms Flavin’s Briefing –

She is discussing SBIPT goals in Div 2010 seminars. Word is not getting out to field about new vehicles – how to get new ideas spread to broad workforce?  We need to foster a new way of thinking – not just by the book.

The goal of the SBIPT is cultural change.  Big and multifaceted.  Driving issue is how to get ideas up and in use quickly.

Wants to foster a different way of thinking across the community.  Wants workforce to exercise creativity in their approach to using tools and technology. 

Intent is to expand this across the entire community to include the “A” in acquisition and industry.  IBA’s will be strongly engaged in pulling in the rest of the community.

 Need to rethink the structure of the acquisition community. What is the best approach i.e. multifunctional? However, Logistics community does not have structured standards.  SBIPT will look at OPM standard, how acquisition workforce is divided up. Real issues right now with cross-functional training – how will we deal with these issues (ex Logistics doesn’t have as strict educational standards).

Dr. Oscar is looking for competition across organizations to come up with innovation.  Changes we have in Solution Centers is use of innovation.

Start ball rolling here with IBAs and LINCs – overarching themes


Ex – information overload – how do we get right info out and get it to those with information overload already?


Metrics – how are we making a difference – how do we know?

Solution Center Network – Nick Femino has thought about this a lot in developing concept – tried to package what he heard in the conference and pull it together. Based on premise that great ideas are being implemented every day in MSCs – the trick is to capture them and share with others.

May be hard to make work because of overall environment – a challenge.

LINCs a tool – want to make it easy.

Oscar’s statement – innovative approaches are stressed now but feel not used enough.

Nick’s comment – more lack of sharing good ideas vs broken system

Change Management

Change culture is primarily what SBIPT is working on.

Briefing is a look at textbook solution on change management.  Text matches what SBIPT has been working on.

Next step is managing transition.  Need to structure to make it happen. Also how to sustain momentum! How to keep fresh and alive is key challenge.

Organization’s members are key source of energy. Purpose of having folks/peers from each of the MSCs. Want the MSCs to run this ultimately.

Certain elements have to be present to capture culture change.  Proposed manpower cuts key factor that will spur on change.  

SBIPT / Solution Centers – elements in place for cultural change. After organized need to sustain/maintain…key challenge.

Questions/Comments:

Ken: Research from Army shows incentives available but are not used or personnel don’t know about the incentives. Also, different rewards for people to get them motivated. Key is getting in early and helping to shape the requirements…based on the requirement can then develop proper arrangement/reward/incentive.

Sallie: 2 Questions wants everyone to answer on piece of paper: 1) what is view on solution center concept; 2) what do you want to get out of next 2 days. Wants to crystallize everyone’s goals and expectations.

Nick: Sage part of solution center is very important. Structure contract fundamentally different from the way done in past.  I.e. buy flying hours vice spare parts. If you ask the right question at the right point in time you will get to those types of arrangements but how do you get people to think in this manner.  Chance to make a real difference.  

Sallie: we have the crème of crop in acquisition community. Need to make smart things happen and be an optimum choice for our customers. If can’t do this we have failed.  IBAs will have opportunity to play in lots of fun/key acquisitions.

Tom Meyer: Basic premise – our objective is to educate not just contracting but the entire acquisition community. Need to communicate best practices to whole community. Frustrated that message is not going to the stovepipes.

Secret of success is spread to the entire community.

Sallie: need to step function this--what drivers/pieces should go to the entire community?

Panel Discussion:

Sallie: Laundry list of interesting messages—

a. Corporate Contracting.  Started in end of FY. CG directed not go outside AMC community to satisfy requirements. Memo of 10/24.  Use vehicles only in house. If outside AMC community, then COS approval.  Met

with CG within last few weeks. Some good news – implementing guidance to focus his interest to primarily sustainment issues.  Upshot of memo is that it only applies to AMC core mission areas. Look at core mission areas and ensure have contracts in place to support the mission needs.  Important issues to remember: CG sees GSA doing everything under sun at same time that Army readiness posture is difficult to get hold of and many players trying to satisfy requirements.  We haven't done well at looking at corporate contracts within the AMC community as a whole.  We don’t know what’s out there and available for use.  IBAs need to talk up the contracts that are in their own community and can be used by others. This goes to the heart of our business. Also, parts of us are better at doing things than other parts of the organization. Not putting the focus in our areas of expertise. Maybe should look at deciding what specialized areas exist and who can do best.

Wendy comment: We need to look at what GSA does that we’re not doing so we can satisfy our customers.  I.e. are we too paperwork intensive? Too regulatorily required.

CG has commissioned a study panel. Dave Mills will lead. Purpose is to look at GSA contracting. What do they do/what can we do or not do? Can we learn from this? Will take approximately 60 days.  

Nick Comment: May be that the Study will point to horizontal communication, as GSA is very centralized. Will point directly to a Solution Center type concept.

Col Miller Comment: We need to grow ourselves into a virtual contracting community.  Only at the interim step.  

Fred: Don’t have the gel to get MSCs to work together virtually. Need strong get to allow MSCs to perform their mission. Can’t be glue, as this doesn’t allow flexibility. Current Competition among MSCs won’t allow this to happen. Need to move away from this.

b.  Delinquent Contract issue.  Letter will direct quarterly meetings with DCMA to discuss delinquencies. Will be hard as DCMA is organized by industry/contractor and we are organized by Commodity. Will also be an R&A metric on delinquent contracts. We don’t have a serious issue on delinquencies related to back orders. However, CG still has a gut level feeling that we have a delinquency problem.  Also, DCMA shows high Army delinquency rate-- what is disconnect? Sallie not sure what this is about! 

c.  Acquisition Workforce. May have problems on about 1/3 workforce from degree perspective.  Will be training $ issue.  Sallie will be asking for POA on how to get well/what to do about this. Tom Meyer serious problem: may accelerate early retirements. Concern about competing for Business Degree candidates in Intern program. They can get better paying jobs.  Greater likelihood of hiring interns with Liberal Arts degrees. Morale is lowered—can’t even move people. Sallie would like to come at this problem from a community perspective.  Hopeful that OPM may have some better guidance. May be potentially possible to get waivers.

Answers to 2 Questions:

· how to sort/refine data

· how to translate data into electrons

· how much data on line vice in the IBAs head

· don’t want this to turn into a help desk

· how to avoid getting IBA into too much operational issues

· operational concept

· lead back to the SBIPT

· real time access to information

· lay out goals and milestones for what group will do collectively so can present to the leadership

· ID barriers that need work to be able to open up to all MSCs

· Discussion on how to get contract specialists to open up with information --  how incentivize

· Understand how IBAs are working within their commands

· Set short/long term goals and make them very identifiable and accomplishable. Success will build on success.

· How to work with other core competencies in acquisition community

· How work with PARCs and other corporate bodies

· Need to get customer involved and get their buy in. How ID opportunities for incentive arrangements. Will it be worthwhile on every contract or just certain types of contracts?

· ID who controls data that goes on LINCs

· How to change the mindset? Ideas for how to overcome (KOs may be the most contentious).

· Budget/funding/RM involvement

· How work with AMC CIO Corporate Boards

· Understand what we’re doing

· How to get people to want to do this

· What forums should IBAs attend? What’s working organizationally, functionally in each organization? Insights what’s going on in other commands

· ID SAGES. Concerned about not having people or contractors to do redundant websites.  

· Consensus on an operating approach. Pick one or two things to get success on.

· Need high quality, practical useful content on website and templates. Must be well written and designed.

· How does this fit into Army Knowledge Management Center, CECOM etc?  How can we support everything?

· How to get behind the Intranet sites (through the firewall)? How to make accessible to those outside the command?

· Timeline and format for LINCS sites. Also what are the expectations for each IBA. Need format for LINC posting.

· IBA are advocates not miracle workers!

· Wants good idea for writing a generic “lessons learned”.

· Need flexibility for each activity to invent the solutions center concept to satisfy their customer base.

· Get to know everyone better.  Communicate stability of workforce to reduce competition and encourage working together.

DEMONSTRATIONS

AMC Linc Page   

SECOND DAY  -  29 NOV 00

Operating Concepts – COL Miller’s Satellite view –reiterate.  Take the best of what we have at the different commands.  How are we going to make it all work – we’ve talked about the concept – today is devoted to how we’ll make it all work.  Let’s talk about what we want for an end state and how to get there.

BREAKOUT 

· LINCS broke out separately to discuss library/network issues. See Steve Knight’s briefing charts.

–  IBAs – Operating Procedure Discussion

Kathy Love briefed starting framework.

End goal is new business order

Early involvement

Community Buy-in is critical

Cultural Barriers

2 goals/things to deal with:

Internal – with each other

External – other customers/Acquisition Community

Brainstorming IDEAS

Exposure to Forums


PARC Conferences


PEO/SYSCOM Conferences


Joint Service/JLC

IBA is a Part Time Job


Target key acquisitions to focus on – not necessarily all


Search externally to organization/group for new ideas to bring back 

Sallie Flavin Concept – someone who can help us improve system readiness posture.

Discussion – IBA leadership in this type of area:

Nick -What should IBAs do – and not do. Acquisition strategy is part of it; KOs may view this as a threat if we approach it wrong – must be a value added service to the customer – not duplicate something we have now – not a threat to those involved. Point made yesterday that we need to get other disciplines involved – the SAGE concept is one of getting others involved – they become part of the solution – an all-inclusive approach.  If the folks who now control Acquisition strategy perceive this as a threat, they won’t want to participate.  The IBA needs to provide a resource to that strategist to find out what else is out there and provide them with new ideas – Nick has spoken with PEOs and this is one area where they are lacking – the ability to reach beyond their own organization. 

Wendy - Approach should be IBAs are here to help – to take the burden off – help with problem, things you are struggling with, bring in new concepts, help toss around ideas, solutions.

Nick – not just major buys – wherever PMs struggle with problems – a place to go to work through a problem.

Sallie – is service geared more toward PMs and customers vs the Acquisition Center personnel? Maybe.

Fred – In every major Acquisition, everyone has touched it and KO has to take all that into consideration. IBAs have to be knowledge providers – one way is through the Solution Center. A lot of good stuff at all the centers that many of us don’t know about. – Ex Tom Meyer yesterday discussed bringing people together and asking have they considered a variety of approaches, giving leads of others to talk to locally – but haven’t been able to reach beyond local network – yet – the IBA net should help us do this.

Fred -We have things going on at all of the MSCs that are great and wonderful, but no one writes it up or explains the incentives they used – but no one puts it down “on paper” where it can be shared. IBAs may be able to help collect and disseminate these ideas.  We never get anything if we have to get someone to write it up!!

There are techniques we need to use – like a panel or group discussion to get the information out.  Yesterday we discussed how much to store on electrons – but a different approach – knowing who did what and who to go to – may be more worthwhile in getting the information out and used.

Solutions Center will build itself around what we need (continual improvement….)   

Need a more formalized process for getting both the big ideas and small jewels out to everyone (ex, ARIAT has pulled some of these out) We need to focus on speed getting these ideas out fast – trying to get down in writing is very time consuming.

Fred recommend – maybe just a one page form with certain questions answered – quick look at smart idea – tell you where to go for more information. Internal POC, name, phone number and external POC; also an operating concepts section. Concern about “aging” of information and actually getting it written up in a timely fashion. Sallie Flavin: Human network is more vital – true value – word of mouth. Data is tough to maintain.

Discussion about useful format for information sharing – should we have periodic meetings on a topic, bring POCs and information and share.

Can we find some way to gather all these good ideas and let everyone find it, as they need it?

Whatever we do – make it optional – as soon as its mandatory, it’s a threat.

How do we know whom to reach? Part of it comes from networking and learning who to go to.  Need to try multiple approaches.

Each IBA needs to know who has done what at each location then share in this forum.

List of critical mass information (Subject Matter Experts) areas at each MSC might be a useful tool for IBAs. – Then share it with each other.  IBA function would be to assure that the SME list stays current.

Discussion about each others’ Knowledge Centers – how do we share – can we register at each other’s sites.  Does it take money to make that happen  /get passwords out.

Once we share information with each other – how do we get it down to the workforce – each IBA has an internal setup in place they can use as a starting point, many are already doing so.

Nick – Solution Snapshot – a short look at good ideas that can be retrieved years down the road – a common, but very easy protocol – find out who did it, way to reach back and capture what was done form the future

How are we going to get involved? What methods? Build rapport; show that you really did help some – but initially may have to actually insert yourself.  On the other hand, should be optional – give information, but not a requirement to use, or dictate a process.  Start the information sharing process in the IBA group.

Tom discussion of TACOM Concept Strategy Board – get in early – took adversarial relationship out of process.

Nick - Sell as a virtual centralization of information sharing that we can use to compete with GSA – to sell to the commanders, PARC’s etc.

Can AMC HQ fund travel?  Asking for MSC resources – is HQ willing to help?

SUMMARY –

Broad Principles


· Value added resource to the customer

· A timely knowledge provider

· Involved early –Business Strategy Assistance Group/Board –entry point – contribute, not interfere.

A resource to the Acquisition Strategist – provide timely 
 alternative solutions

· Human network is paramount

Tactical Information Sharing

External-IBA get together/ Frequent IBA workshops

Internal – communication within organizations (workshops, newsletter,etc.)

· 3-pronged data approach

· SME List

· Solution Snapshots

· Data Library

29 Nov 00 - IBA/LINC Joint Meeting

Consider using TACOM ERC as basic vehicle for Solution Center network and or framework.

Common format in net across commands would be a real benefit to all – agreement from group. Hard to do each location likes their site better.

Make recommended templates – provide some – make it easier to fill in than create your own.

Sallie Flavin – not a proponent of a lot of new web pages – do we need a separate web page?   Or should we just use one that exists already?  

 Need something to draw people to the site. Use HQ site as portal?

How do we describe public? Open to vendors. 

Net vs. E-mail Use

Sallie Flavin doesn’t see much that couldn’t be public.  Perhaps a lot of topics could be done on e-mail – ex, for PM to ask questions.  Once you have a solution it could be posted on the web site. Talking forum probably should be on e-mail – conduct business portion there.  Use net for other purposes.

Shared Data Warehouse – how has it been done?  A drive that only a certain group with a password has access – from a remote site you have a dial up.

Why not set up a “Team Room” for the IBAs? – It’s a shared drive, not a data warehouse.

Linking all sites is easier if there is similarity and common architecture – faster and cheaper.  If all stay as they are, harder to link them all up.

Are we making this too hard? Tom Meyer suggests his vision is front page, then on front-page template, under line list: IBAs name & phone number,

List of unique activities/ new hot topics or current articles.  

If each local site has ability to change their own information, then won’t be dependent on a single person to post everything – but where do we host it? On whose server?  Everyone has a hot link to site from his or her own page.

Need to define what should be on the page:
1. List of SMEs with names & phone numbers

2. Area of snapshots – interesting concepts that have been tried/implemented, name, phone number & e-mail address of POC 

3. Library – basically archive of things pertinent to business arrangements.  If we want GS- 1102 community to only have to go to a single site, how do we define ‘Library” – how big is it? Is it like the ERC?

The IBAs will be the primary users, and be responsible for upkeep.  Will not necessarily be a source of all things for all people – but will be available if they want to find it.  Easier to build this if we focus on our needs Vs being all things to all people.

Articles – now LINCs are pointing to sources for articles/ journals.  Do we want journals or articles?  Maybe both. Discuss adding briefing information as well.  How do we organize data? There are library tools that help organize & search (domino.doc discussed – newer version in beta test).

Don’t have to settle on the library now – will come over time.

Probably need to have a strategic planning session with IBAs at least annually.

 - Demo of CECOM Knowledge Center site – Lotus Notes based system – Ken MacFarlane.  New version due out early next year.  Will be making this the default browser shortly – so everyone logging on will have to go to the Internet through this site – hope this encourages them to use it more.

Goals discussion: want to be able to look at each other’s site – HQ action: take firewall action to Mr. Buckner.

Operational workshop – consider putting on off cycle from PARC Conference – consider Mar/Apr timeframe. Should meet ahead of PARC Conference so we always have something to tell PARCs.

Early in Feb meet to test where we are, adjust where we are. Set up one day in early Feb. Stay away from the holiday week!

**Put something together for Gen Snider/ then to go to the BOD (COL Miller). Present to Army leadership after next offsite –Feb get together. Next BOD in Dec, may not make that one – may be the next one we get to – in Mar?

Tomorrow- long term goals, measures of success.  Address budget issues. 

THUR- Nov 30th

Opened with a review of the list of goals set on Tuesday for the offsite.  Found we had achieved them all.  Primary goals were clustered around developing operating principles, short and long term goals and a structure for the LINCs.  Reviewed what the team needed to do with future taskings.

Post web site with names, addresses, minutes, what, put info on web site, up to the minute notes, activities, etc. Get e-mail group together.

