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Agenda - "Leveling" 

� 0845-1000:  Leveling Presentation  

� 1000-1015:  Break
� 1015-1115:  Workshop - What are questions, metrics & views?

� 1115-1130:  Wrap up/The way ahead/Commitment

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

Decision Makers say…



WARNING:

The presentation you are about to see may 
contain graphics or approaches that are not 
appropriate for some adults.  A sense of 
humor is advised.



The Abilene Paradox 

The Abilene Paradox is a phenomenon in which 
the limits of a particular situation seems to 
force a group of people to act in a way that is 
the opposite of what they actually want.  This 
situation can occur when groups continue 
misguided activities which no group member 
desires because no member is willing to raise 
objections or displease others.  

The term was coined by Jerry B. Harvey.



Ever felt this way? 
Press the 

accelerator 
to the floor 

NOW! Wait for 
us!

•There is no turning back.
•Very little room to maneuver.
•All signs point to danger.

The 
Hand

of
Pressure

Stop rushing me!



Six characteristics emblematic of a group failing t o 
manage agreement effectively:

� Members individually, but privately, agree about th eir current situation.

� Members agree, again privately, about what it would  take to deal with the situation.

� Members fail to communicate their desires and/or be liefs to one another, and most 
importantly, sometimes even communicate the very op posite of their wishes based on what 
they assumed are the desires and opinions of others .  People make incorrect assumptions 
about consensus.

� Based on inaccurate perceptions and assumptions, me mbers make a collective decision that 
leads to action.

� Members experience frustration, anger, and dissatis faction with the organization.

� Members are destined to repeat this unsatisfying an d dysfunctional behavior if they do not 
begin to understand the genesis of mismanaged agree ment.

One useful tool to avoid this phenomenon was called  “Conducting a Reality Check.” For these 
meetings, someone should simply ask, “Are we going to Abilene?” from time to time.

The Abilene Paradox 



Warm-up



What is the origin of knowledge?
-where does it come from?
-how do we get it?

Let’s imagine for a moment that data comes 
from sources; information comes from data; 
and knowledge comes from information.

Sources

Data

Information

Knowledge



Is knowledge created or discovered?

What if there was a “knowledge equation?”

What happens when we figure it out?

What will be the impact on:
Economics - Politics – Education – Health - Environment

etc., etc., etc.

Where does knowledge come from?



Unfortunately, we don’t have a knowledge 
equation - yet.

So we’ll have to get knowledge the old 
fashioned way:

-It all starts with questions.  Then, we collect 
data from sources, produce information, and get 
knowledge.

How do we get knowledge?



Ask questions.

Find answers.

Repeat the process.

IT REALLY IS THAT SIMPLE.

Example:  20 Questions
Example:  The Queen of Hearts 

How do we get information?





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 one c an account for all the rigors of 
complex implementations in advance – but that is wha t we set out to do.  It is 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 
questions:

� Fear – of the unknown.

� Insecurity – displaying a lack of knowledge.

� Risk – never ask a question if you don’t already kno w the answer.

� Impatience – often confused with speed – do you set y our alarm 
clock early?

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



What are we doing here today?



Leveling

To place on the same 
level; to equalize. 



Guidelines for participants :  
� Display a sense of humor – even if you don’t have on e.
� 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.



The IT PfM Challenge

Dilbert Cartoon
By Scott Adams
Sunday, January 30, 2006
The Washington Post
Edited for effect



Portfolio Management

The art and science of making decisions 
about investments.



Scope of work 

� The purpose of this activity is to support the 
Army/Joint Warfighter by doing what WE set 
out to do.

ARMY WMA

JOINT WMA

OSD

Everything 
else that 
touches 

anything else



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?

� Identify 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



3-axis approach to PfM

Innovation - a creation resulting 
from study and experimentation. 

Compliance - observance of 
official requirements.

Vision - the purpose toward 
which an endeavor is directed.  



What “we” typically do  

Innovation – are 
you kidding?  Who 
has time for that?

Compliance – we follow the guidance – which 
means we perform best efforts with limited 
resources towards ambiguous goals

Vision –struggle to 
reach agreement 
or acceptance on 
what we think we 
should be doing



4
year
cycle

The Compliance Cycle alone for 
Initiatives can be a Death Spiral:

� Establish Governance.
� Gain Acceptance.
� Develop a Concept of Operations.
� Develop an implementation Plan.
� Reorganize to new mission.
� Reestablish Governance.
� Dust off the Concept of Operations and update it
� Change the implementation Plan
� Ooops, no resources.
� Hire new contractors and re-scope.
� Establish new Governance .
� Gain Acceptance.
� Develop a Concept of Operations.
� Develop an implementation Plan.
� Reorganize – change of leaders.

Year 1-2

Year 3-4

Year 5

Year 6

2
year
cycle

The Law of 
diminishing 
marginal 
expectations

Down to 1 year, 6 months, 1 quarter, 1 
month, 1 week, 1 day, & finally 1 hour cycles

The Death Spiral



Why are Compliance Activities the Priority?
“Follow the Money & Check the box”



No idea or 
improvement  
is too small to 
become too 

large



A quick jog down “Memory Lane”



WMA IT PfM Compliance Update
AKM Guidance Memorandum - Capabilities-Based IT Port folio Governance Implementing Guidance - 5 January 2 006

Department of Defense Directive - 8115.01 IT Portfol io Management - 10 October 2005
Army Knowledge Management Guidance Memorandum - Capa bilities-Based Information Technology Portfolio Gov ernance - 20 July 2005

� Developed WMA PfM Vision/Goals, POAM and 
Action Plans

� Established WMA Working Group – 8 Domains
o Developed Initial Critical Processes & Initiatives
o Coordinated 2 Data Calls for APMS – over 100 

attributes
o Conducted Investment Binning

� Established WMA APMS Configuration Control 
Board
o Developed Capability Requirements & APMS 

Functionality

o Developed Data Call Progress Tracking Requirement

o Proposed System Description Criteria Standardizatio n
o Developed Platform Tagging/Embedded/Integrated IT F unctionality
o Identified Financial Management Requirements (Sourc e & MDEP)

� Conducted Extensive Review Preparations – CoC & APRC

2006



Getting Organized

Guiding Principle

Army Warfighter Mission Area Portfolio Management Vision & Goals

Establishing a Direction

WMA IT PfM Compliance Update
The Beginning – February 2006



The Army PfM 80 percent Goal & MilestonesThe Army PfM 80 percent Goal & Milestones

Jan 06 Nov 06June 06 Apr 07

Identify IT Investments in APMS

Develop Redundancy Criteria 
for Evaluation and Collect Data

Apply Criteria 
& Establish 
Baseline in APMS

Identify IT Investment 
Reduction Opportunities

Conduct Analysis of 
Redundant Systems

Staff Analysis 
and Recommendations

Gain Approval 
& Take Action

Binning Criteria Determination Analyze Select/ Control 

E
va

lu
at

e

PfM Review
February 3, 2006

IT PfM Baseline Data Calls

JCIDS

PPBE/DAS

DAS

•Baseline
•Gaps
•Potential Solutions

•AoA
•Investment-
Recommendations

•Implement Plans
•Review Investments

All
•All domains
•TRADOC
•G-Staff

PfM Review
June 15, 2006

April CCB July CCB October CCB

Sep 07

Develop Transformation Plans

Initial Transformation Plans Due June 30, 2006

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



G
overnance

W
arfighting M

ission A
rea (W

M
A

)
A

rm
y Lead: G

-3/5/7

Battlespace Awareness
Army Lead: G-2

Net-Centric
Army Lead: CIO/G-6

Focused Logistics
Army Lead: G-4

Force Protection
Army Lead: G-8

Force Application
Army Lead: G-8

Training
Army Lead: G-3/5/7/TR

Command & Control
Army Lead: G-3/5/7/SB Lead

Force Management
Army Lead: G-3/5/7/FM 



Organizing the Army WMA PfM Puzzle
Crafting a Custom Approach with Common Outcomes



Monthly “Rolling” 90 Day Action Plans/Reports



Initial Critical Processes & Initiatives

� IT Investment Identification Processes 

� IT Investment Binning Processes

� IT Investment Adjudication Processes
� APMS CCB inputs and Data Structure Development Proc esses

� PfM Review Schedule and Processes

� Army Approach to linking Capabilities to IT

� The Army WMA PfM Process

� The Army WMA PfM Implementation Plan



Conducted Data Calls



Established WMA Configuration Control Board

WMA CCB Purpose: To contribute to the development of an Army Portfol io 

Management System – called 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 g oals.



Army to Joint LinkageArmy to Joint Linkage



“How do you eat an elephant?
“One bite at a time”

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

extendable project activities.



Identification 
Modules

Binning
Modules

APMS
Modules

Analysis
Modules

Selection
Modules

Control 
Modules

Evaluation
Modules

Identify IT
Investments

Identify
Capabilities

Ownership
Module

APMS
Reporting

APMS
Data Calls

CCB
Module

APMS
Maintenance

Adjudication
Module

Redundancy
Criteria

Metrics
Module

Risk
Module

Goals
Module

Capability
Analysis

Investment
Analysis

Selection
Modules

Control
Modules

Evaluation
Modules

Review
Schedules

PPBE Linkage (includes JCIDS)
Modules

G
ov

er
na

nc
e

Architectures

Roles & 
Responsibilities

Criteria
Modules

Defined

Underway

Not Defined

Pending
documentation

Implementation Modules



69Total

0WMA Other

3Training 

0Net-Centric*

6Force Protection

3Force Management

22Force Application

23
Focused Logistics

7
Command and Control

5
Battlespace Awareness

Jan 06

Domain

509

84

305

0

10

23

29

9

8

41

Jun

06

24/ 5%37/ 7%15/ 3%434/ 85%

1 / 1%1 / 1%0 / 0%83 / 98%

14 / 5%13 / 4%6 / 2%273 / 89%

N/AN/AN/AN/A

0 / 0%0 / 0%0 / 0%10 / 100%

8 / 35%6 / 26%1 / 4%8 / 35%

0 / 0%5 / 17%0 / 0%24 / 83%

1 / 11%0 / 0%1 /11%7 / 78%

0/ 0%1/ 12.5%1/ 12.5%6 / 75%

1 / 2%11 / 27%6 / 15%23 / 56%

No DataLegacyInterimCore 

*Net-Centric is primary Domain for 0 systems and secondary for 86

Binning Update

BLOCKED



Goal: To contribute to the development of an Army Portfol io Management 

System – called 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 goal s.

April 2006 APMS CCB Submissions

� Capabilities  
� Platform Tagging/Embedded IT
� System Description  Requirement
� Data Call Progress Tracking  
� Financial Management Requirement  

Established WMA Configuration Control Board





Army to Joint LinkageArmy to Joint Linkage
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Describe the Investment

Identify IT Functions

Army Force Operating Capabilities

WMA Desired Effects

Proposed APMS Views

Capabilities RequirementsCapabilities Requirements
Select Capabilities



Issue:  The WMA requires the ability to identify, describe and evaluate IT 
Investments based on IT Functions, WMA Capabilities and Effects. The APMS 
Configuration Control Board process, priorities and voting methods do not 
recognize the full capability-based requirements directed by AKM Guidance 
Memorandum - Capabilities Based IT Portfolio - Governance Implementing 
Guidance - January 5, 2006. “The tool was never designed for that.”

Status: Proposed functionality at April CCB – not adopted.  Limited-attribute 
driven capabilities are available in APMS (up to 5 capabilities) but this 
technique limits many to many relationships, is not user friendly, and does not 
allow for the ability to identify and describe IT Investments based on IT 
Functions and WMA Effects.

Recommendation: APRC direct that the APMS tool support the requirements 
of Capabilities-based IT Portfolio Management and the priorities of the WMA.  

Capabilities RequirementsCapabilities Requirements



Short term: 84 Platforms were moved to the “WMA Other”
Domain.

Proposed Definition from AR 750-1

Embedded IT: A system or component that is specifically 
designed and produced to perform functions as an 
integrated part of non-information systems.  Embedded IT 
has no general-purpose capability outside the system of 
which it is a part and is not separable for other uses without 
redesign or modification.

Proposed Business Rule: Embedded IT that connects to 
the GIG or produces data that will be sent off of the platform 
will be entered into APMS.

Recommendation: APRC approve the definition and 
business rules for Embedded IT and direct that the APMS 
tool support Platform Tagging functionality requirements.  

APMS View

Platform Tagging/Embedded ITPlatform Tagging/Embedded IT



Issue: Lack of common criteria for system description field interferes with our ability to properly 
identify, bin and adjudicate IT Investments due to insufficient information.

Status: Proposed at April CCB – not adopted.

Recommendation: APRC approve  the system description criteria and direct “mouse-over” pop up 
functionality within APMS.

Update this slide!!!!

*Source: 2006 DITPR Guidance

System Description RequirementSystem Description Requirement



Issue:  Data Call Progess Requirement was approved and deployed.  However, calculations are 
incorrect.  At user acceptance meetings many original requirements are ignored or changed 
without user knowledge or involvement.  The tracking shows fields as incomplete when they are 
populated.

Status: Issue pending resolution.

Recommendation: APRC direct G-6 to correct issues and to coordinate greater user involvement 
during development to avoid acceptance testing problems.

Data Call Progress Tracking Data Call Progress Tracking 



Status: Issue pending resolution.

Recommendation: APRC direct G-6 to work with G-8 to define and 
publish the specific course of action for financial requirements for 
APMS, coordinate with Mission Areas, and provide milestones for 
implementation within the next 30 days.   

Financial Management RequirementsFinancial Management Requirements

Source:  Army Portfolio Management Solution (APMS) 
Configuration Control Board (CCB) #3 – 5-6 April 200 6



The Challenge:
PfM Expectations, Resources, Policy, & APMS/Tools

ARE NOT ALIGNED
The Solution: Create visibility and opportunity



That’s enough of
“Memory Lane”

The point is that IT PfM Compliance
is alive and well in the Army Warfighting Mission A rea

We have established
“Compliance Credibility”



Now, while everyone is looking 
the other way, let’s innovate.



What if we did more than comply?”

� 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?

Remember what I said the Army 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 
VISIBILITY of 
Information Technology 
Investments. 

Compliance - 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.



Semantics

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

Is anyone thinking:

Semantics: That is not a vision.

Content: That is not the Vision.



More Background

� Why is “creating visibility of investments” so hard t o 
do?
o Compliance is now a big industry

o Lack of implementation experience
• Typical playbook includes establishing Governance, writing a 

ConOps, and developing an Implementation Plan
• Teaching or telling folks how to do PfM or selling them on the 

concept is not implementation
• Making investment decisions and carrying them out b ased on 

actionable information – that’s implementation.

o Other factors



The Vision, Compliance & Innovation Paradox

PfM Implementation

To put into practical effect.  

The incremental alignment 
of coordinated compliance 
& innovation activities 
toward a transformational 
vision 



Tools of the Trade

� We will apply Data Strategy best practices and tech niques to the
development of an Army IT Portfolio Management syst em. 

� We get two for one. 

Here’s how.













OK, OK…you got it…there is a Lab 
we can use to quickly demonstrate 
solutions.

What’s this DSDP thing?



Phase I: Define Initial PfM Criteria

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

Phase III: Select a “Pony” and Execute

DSDP



3 Major Pillars of PfM 3 Major Pillars of PfM -- Building a Foundation for AnalysisBuilding a Foundation for Analysis
for illustrative purposes only



How many of you are concerned we don’t 
have “the right people” here?

The 80-20 rule

� 4 out of 5 small enterprises fold each year due to a lack of resources.

� 20 percent of small enterprises continue for 3-5 ye ars.

� 80 percent of those fold after 5 years.

� 20 percent survive.

� 80 percent of those that survive lacked sufficient resources when they 
started.

The ones that survive don’t appear to have any trou ble attracting the right 
talent along the way.  Today is the beginning for u s, not the end.



Welcome to our Garage

A safe place where we buy stock in the 
value of our ideas and prepare for our 

IPO.

Hobby Shops are for amateurs!



Rules of a typical Garage

� Believe you can

� Work quickly, keep the tools unlocked, work wheneve r.

� Know when to work alone and when to work together.
� Share -- tools, ideas. Trust your colleagues.

� No politics. No bureaucracy. (These are ridiculous in  a garage)

� The customer defines a job well done.

� Radical ideas are not bad ideas.

� Invent different ways of working.
� Make a contribution every day. If it doesn't contrib ute, it doesn't 

leave the garage.

� Believe that together we can do anything.

� Invent.



BREAK



Workshop - What are questions, metrics & views?



STEP ONE IS ALWAYS DEFINITION



? + METRIC VIEW+

Black 
Box

Sources of DATA

Common Information Model

Mapping



Question Primer

What “capabilities” do I need? What are my risks?

What are my investments?

•Funding  
•Schedule  
•Interdependencies
•Change of Mission
•Threats

What are capabilities?
How do I measure capabilities?
How do I assess capabilities?
What capabilities do I have?

What is an Investment?
What is the visibility level?
What is the confidence level?
How are investments described?



Exercise 1

? + METRIC VIEW+
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



Wrap up/ The way ahead/ Commitment



Closing

� Today, we have conducted “Leveling”

� Next week, we begin Phase I: Define Initial PfM Cri teria (Q,M,V)

� Commitment:  Not more than 6 - 8 weeks for Phase I – same 
day/time and location

**********************************

Phase II: Not more than 4 - 6 weeks - Rapidly build the Proto-t ype at 
DAU, initiate Governance through demonstration, and  develop 
Execution Template

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



Gauge your reactions to this approach:
Newcomer:

� Sign me up – I’m with ya!
� Sounds good, I’ll give it a try.
� I’m skeptical, but will give it a try.
� I’m worried about this group or that group not bein g represented.
� I don’t have time for this.
� Why did you invite me?
� This is total BS, but I’ll stick around so they don ’t screw things up.
� I have more important things to do.
� This is a complete waste of my time.

Experienced:

� Let’s go.

22%

22%

56%


