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Issue:  Currently BASOPs functions are executed using traditional hierarchical stovepipes.  This model has multiple layers of management, and redundant execution capacity which can no longer be afforded.  Private sector companies have used matrixed teams composed of staff from a variety of elements of their organization to reduce management positions and more efficiently use limited skills.  To accommodate expected continued reduction in manpower and financial resources, the Army needs to adapt some of these matrix concepts for BASOPs to reduce costs and improve quality. 

Solution:  Use a Project Manager approach to leading matrixed execution teams based on the Corps of Engineer Project Management Business Process model to deliver BASOPs functions and services.  

Implementation Strategy:

Installation focus:

a. Create teams focused on customer identified problems and services.  These teams need to be composed of representatives from the DPW and all organizations that support the delivery of BASOPs functions and services.  Teams are tailored to specific projects or missions.  Employ as a model the Corps of Engineers Project Management Business Process.  The fundamental execution element in this process is the Project Delivery Team.

b. Team members include contractors, other support elements (CT, RM, IM), outside organizations, public/private partners,  and any other resources needed to complete team assignments.

c. Establish a guiding council (e.g. Board of Directors) made up of leaders from the customer community and directors of functional groups to get common “buy-in” from the installation leadership.  Leaders are defined as those who control resources, money, contracts and/or people.

d. Develop a new breed of leader that fosters a culture of teamwork.  Choose, train and develop first line supervisors to be “coaches” not “directors”.  These first line supervisors are the key to anchoring the teaming approach.

e. Use a cascade training approach to teach new organizational strategy, teaming skills, Project Management skills, customer relationship building skills, and effective use of Process Action Teams.  This approach is necessary to show leadership buy-in for this new teaming culture.

f. Develop a recommended training program for team members and Project Managers. 

g. Each team needs to “walk the talk”.  Leaders need to model the behaviors fundamental to this new culture.  Leadership need to fully empower the matrixed team to complete their assignments.

h. Select PMs for their ability to build teams, relate to customers, keep projects on track, and focused on customers needs.

i. The Project Manager controls the resources assigned for the project.

j. PM performs the Government In Nature functions in a highly contracted environment.  PM in this situation focuses in COTR responsibilities to ensure that the customer is satisfied and the Government is getting a “fair deal”.

k. Select Resource Chiefs for their ability to develop technical staff and an adequate supply of appropriate skills.

l. Establish a culture where working on multiple teams and frequently changing projects is an accepted normal practice.

m. Establish a system of metrics that measure the quality of function and services delivered, the satisfaction of the customer, meet the needs of the process owners, and build improvements for the future.  Use a system of linked Balanced Scorecards to organize metrics.

n. Establish criteria for team based awards.  Develop a habit of giving frequent and timely awards celebrating success.  The most powerful awards allow the team to determine how they are rewarded.

Headquarters focus

a. Get ACSIM and/or CSA support to make this part of the training program for Garrison Commanders and all the Directorate Chiefs that support BASOPs functions.

b. ACSIM and MACOMs need to give installations time and adequate resources to make this transition happen.

c. ACSIM needs to establish a mechanism to support installations with consultants and “lessons learned” from other applications.

d. ACSIM and MACOMs support the process by focusing on BASOPs outcomes, not the means of delivery of BASOPs functions.

e. Focus resources on testing these new concepts at a few demonstration installations.  Once successful, use the demonstration results and lessons learned to build an Army wide implementation program.

Benefits:

a. Customer focused work results.

b. Flexible and empowered workforce.

c. Improved quality of products and services.

d. A flatter organization and reduction in number of supervisory roles.

e. Promotes ownership and accountability to commander and garrison staff.

f. Reduced workforce can work more effectively when working in a team environment.

g. Promotes outcome based metrics for all involved.

Impact:

a. One time implementation start-up costs.

b. Concepts are so radical compared to our conventional processes, that we expect there will be great resistance from current process owners. 

c. Current reduced workforce can’t effectively support current or anticipated increased BASOPs mission using existing structure.

d. Metrics currently focus totally on inputs.

e. Headquarters must trust the installations to get work done.

f. Managers must trust workers.

Timeline:

a. Post proposal on Future DPW website.

b. Collect DPW community comments and revise proposal as necessary.

c. Get BPC approval for demonstration of concept at selected installations.

d. Develop a memorandum of agreement for all organizations sponsoring the demonstration program (e.g. ACSIM, ASAI&E, ASAFM, ASALT, ???).

e. Develop demonstration program plan, budget, and obtain resources.

f. Undertake demonstrations.

g. Collect and document lessons learned to share results.

h. Obtain approval for Army wide implementation, and formulate policy and guidance.

