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Presenter
Presentation Notes
Current Leadership Calls give all the impetus we need for Unity of Defense Vision and Action – greater efficiency in very challenging fiscal times.

Enhanced information sharing about resources across the Defense Lifecycle can arm leaders and the community with the knowledge needed to identify and capitalize on opportunities for greater efficiency.

Presented here-in is a novel, 5-step process for achieving this information sharing, including discussion of the pivotal role of enterprise architecture.

A few case studies are discussed involving the application of this process to important Defense issues, and the benefits derived therefrom.

Finally provide a high-level examination of the kinds of investment required to implement that process, and the ROI that this investment can produce.




Leadership Calls

“We shouldn’t just give our
people a government
that’s more affordable.
We should give them a
government that’'s more
competent and more
efficient. We can’t win the
future with a government
of the past...”

Barack Obama, 2011

“Consumers are accustomed to
getting more for their money — a
more powerful computer, wider
functionality in mobile phones —
every year ... When it comes to
the defense sector, however, the
taxpayers had to spend
significantly more in order to get
more... We need to reverse this
trend.”
Robert Gates, 2010
2 March 2011

“It's about being honest about
what government can achieve.
Real change is not what
government can do on its own -
real change is when everyone
pulls together, comes together,
works together, where we all
exercise our responsibilities to
ourselves, to our families, to our

communities and to others. “
David Cameron, 2010

Defence needs a “... cultural shift
which will see a leaner and less
centralised organisation
combined with devolved
processes which carry greater
accountability and transparency.”
Liam Fox, 2010


Presenter
Presentation Notes
In recent months, Senior Government leaders, both in the United States and the United Kingdom, have called for dramatic changes in Government efficiency.  In their rationale for demanding these changes, these leaders have all indicated that the need to meet complex, dynamically evolving mission demands in a very difficult economic climate is making these changes imperative. 

Sources for Quotes:

US President Barack Obama, 25 January 2011, State of the Union Address
British Prime Minister David Cameron, 11 May 2010, Inaugural Speech
US Secretary of Defense, Robert Gates, 14 September 2010, Pentagon Press Briefing
British Defence Secretary, Liam Fox, 13 August 2010, Speech to the Royal Institution of Chartered Surveyors
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Presenter
Presentation Notes
In planning a effective response to these calls, it’s key to recognize that the currently fragmented Government structures are evidence of a fragmented culture in which there is little cross-organizational trust, and enterprise-wide thinking is neither encouraged nor rewarded.  Not only are there tremendous efficiencies to be gained by reducing fragmented structures and duplication, but transforming in a comprehensive way that greatly increases trust across organizational boundaries may deliver the greatest efficiencies through enterprise-wide increases in speed, agility and responsiveness.

It’s our premise that a novel, comprehensive, process for sharing information about the use of resources can profoundly help Government establish that trust, while in pursuit of greater efficiencies.  The five steps of this process are listed and each will described in more detail in the subsequent slides.  

Though comprehensive, this process can be executed end-to-end even on a small scale, and thereby deliver value to Government in practical increments.  It does not need to be applied across the full breadth or depth of Government services, functions or organizations in order to have a positive impact on productivity and efficiency.  
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Presenter
Presentation Notes
The most essential element for empowering the transformation to greater efficiencies is greatly increased, real-time, shared awareness (e.g. open data exchange) about the state, allocation and performance of Government resources.  At its heart, effective management of any enterprise entails applying available resources to meet evolving needs, in as agile, responsible and balanced manner as possible.  It also involves acquisition of new resources as appropriate.  Having many different, organizationally-specific, views of these two resource management lifecycles makes consistent information sharing difficult.

As shown in this diagram, two neutral resource management models, Boyd’s OODA loop and Deming’s PDCA cycle are used to create a standardized view of resource management, from both an operational and developmental perspective.  When these neutral, common resource management models are overlaid on the typically more complex and unique processes of Government Agencies and their Departments, managers of fragmented silos across the enterprise can better see their many resource management similarities, and identify common decision points for tapping into and monitoring the efficiency of operational, acquisition and developmental processes.  

Having a common big picture view of resource management in the overall enterprise helps Government managers come together as a team to optimize the overall delivery of service, rather than on the concerns of individual silos.  In turn, this teamwork helps build a greater sense of community and trust.  It also provides a common context and vocabulary for open and timely data exchange in support of greater community awareness.


Tapping EA and

Resource Data

* Leadership’s Goal is Efficient Resource Application

— People, Organization, Process, Knowledge, Technology
 Operational Assets Often Managed in Functional Silos
e Development Assets Documented in Architectures
 Tap and Fuse Both in Open Data Exchange
* Leverage Standard Lifecycle Models

 Foundation of a Defense Lifecycle Common Operating
Picture (COP)
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Presenter
Presentation Notes
In search of the most efficient allocation of resources, it’s important to recognize that resources are not just financial, but also include other kinds of enterprise assets such as people, organizations, processes, knowledge and technologies.  Enhanced resource awareness is key to enhanced efficiency.

Because of the incremental way that organizations, processes and their support systems develop, data about each kind of operational resource or asset is often stored in its own unique, back office system or database.  For example, Human Resources Management systems manage data about personnel assets, Financial Management systems manage data about fiduciary assets, Logistics Management systems manage data about the distribution of inventory assets, Asset Management systems manage data about information technology assets, etc.  Sometimes these are integrated in an Enterprise Resource Planning (ERP) system or enterprise data warehouse, but more often than not, even ERP’s are often implemented in a functionally fragmented manner.

During acquisition planning, development, and testing, data about potential new resources is often documented in architectures.   An architecture is essentially a tool to aid design visualization and analysis by consistently organizing and documenting the allocation of and relationships between resources.  Architectures are often idealized blueprints that can change dramatically as the envisioned designs are realized.  The relationship knowledge captured in one or a set of architectures often bridges the asset types and lifecycles described above.  When properly integrated, architectures can provide a means for tracing the path from identified needs through to implemented service solutions.  EA is fundamentally all about seeking out ways to reduce complexity, risk and cost through reuse and standardization .

Back office systems, ERPs and architectures are all essential data sources that need to be tapped in order to arm leaders and their staff with sufficient understanding to enhance efficiency. The lifecycle models shown on the previous slide provide a standardized context for identifying when data exchanges need to occur to maximize shared awareness about the use and planned use of enterprise resources. When resource data from architectures is fused with resource data from operations, a common operating picture (COP) of the state of the enterprise, resource utilization, and progress towards desired capabilities can begin to emerge.  This COP is essentially a living EA.



Bridging Silos with Semantics
L

e Resource data captured in silo context

e Standard lifecycle models simplify this task
e Semantics —a synonym for meaning

* Ontologies bridge silos and communities

 Enables data to be mapped from authoritative
sources and exchanged in open, neutral form

 Some fusion challenges remain
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Presenter
Presentation Notes
The resource data maintained by a function or organization is typically designed to be meaningful only in context, from the perspective of that enterprise entity.  That’s why data fusion is so often such an extremely challenging and sometimes intractable endeavor.  Different ways to organize, structure, categorize, identify, time sequence, and track the source of an enterprise’s resource data all complicate the matter, especially when bridging functional silos and disciplines. By narrowing the types and state of the data involved, the use of standard lifecycle models also helps simplify this task. 

Fortunately, a new set of semantic information technologies has been emerging over the past several years that now provides standardized ways to address many of these data fragmentation issues. Semantics is a synonym for meaning.  An ontology is a formal representation of the knowledge within a domain by a set of concepts and the relationships between those concepts, and can be used to establish shared meaning across communities and functional disciplines. You can request Binary’s whitepaper for a discussion of a number of the benefits Government’s can derive through the use of ontologies, and a description of some of the challenges that still remain in the use of this technology. 

The use of ontologies is being widely accepted within Government as a foundation for enabling open data exchange and effective e-Government.  They provide a neutral, standardized format for data exchange with assured data integrity, and automated mechanisms for tapping into and translating authoritative data also exist. Ontologies can also be used to standardize the categorization of different types of resources and relevant relationships to support fusion and analysis.






Standardizing Performance

Monitoring

e Lifecycle Views enable:
— Standardized Dashboards

— Common Focus on
Enhancing Performance

— Visualization of Key
Lifecycle Events

— Simplified Navigation to
Supporting Data

— Open Data Exchange for
Additional Mash-Ups
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Presenter
Presentation Notes
Yet having open data in itself does absolutely no good unless stakeholders are able to readily put this data in context to their goals for enhanced mission efficiency and performance.

Having a common way to view and understand resource utilization, performance and enterprise progress is an absolutely essential tool for engaging these stakeholders. 

The standardized lifecycle models applied in our process enable use of common dashboards to aggregate and visualize resource data with an eye on enhancing efficiency and performance, regardless of the complexity of underlying Government processes or resources being utilized.  These also enable simplified navigation to view details about operational performance and resource utilization, analysis of events and issues that are arising, and identification of duplicative use of resources.

When these dashboards and analytics are made available as open web services with support for automated alert subscriptions, stakeholder communities can be directly empowered to dynamically create mash-up applications that bridge silos and disciplines, and track progress in near real-time. 

By basing it decision making analytics on a shared understanding of the real architecture of the enterprise, Government leaders will be able to make and implement efficiency decisions without introducing negative, unintended consequences on enterprise performance.



Opening Dialogue Between

Government, Indv

e Start with COP and Open Data as Foundation
e Build Open Discussion on Efficiency Solutions

e Ensure Fair and Objective Treatment of
Alternatives

 Engage Public Concerns and Bottom-Line
Common Sense

* Innovative Ways to tap Expertise from both
Industry and Government
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Presenter
Presentation Notes
Once an environment is available to enable shared awareness between interested stakeholders, a foundation for fostering real dialogue is possible. 

This will enable open, informed discussion about potential solutions to emerging issues and problems.  Since many of these will be analogous to those faced in other Government and industry situations, it will be advantageous for the Government to tap into both the specialized and common sense expertise of a broad set of stakeholders, and leverage their hard won lessons learned.

In the US, open Government dialogue is being actively encouraged through pilot transparency efforts.  A new concept called ExpertNet is under consideration for increasing the active, on-going engagement of the public.  Contests have also been used to increase engagement.  A contest for the best efficiency solutions might encourage participation both within and outside of Government. This could be very beneficial, especially if safeguards are put in place to ensure that alternative solutions are objectively presented and given fair consideration so that real trust can be built between the participants.



Case Study Examples

e Collaborative Joint Close Air Support
* CBRNE Rapid Deployment Team
 Army Transformation and ARFORGEN
e Army Data Center Consolidation

e Joint and Coalition Interoperability
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Presenter
Presentation Notes
This slide lists a few case studies of Binary efforts in which the process described in this presentation has been applied, in part or in whole.  

We first piloted several elements of the process in 2008 and 2009, including a holistic view of the investment lifecycle , tapping architectures, and the initial use of semantic technologies, in support of introducing shared collaboration services into Joint Close Air Support (JCAS).  Key benefits were a much more rapid cycle of interchange and interaction between operational subject matter experts, process analysts and  technologists in developing a more streamlined JCAS process.

Later in 2009, we applied the fusion of architecture and resource analytics to  help justify the expenditure of commercial satellite communications (SATCOM) coverage in support of a Chemical, Biological, Radiological, Nuclear and Explosive (CBRNE) rapid deployment team for the US Army’s 20th Support Command.  In addition to tracing the expenditure to validated operational requirements, we were able to help identify several opportunities for transitioning a portion of the communications services to less costly military SATCOM without impact to success of this vital Defense mission.

In 2010, we demonstrated the use of architectures combined with operational resource data and standardized performance monitoring in support of the US Army’s Office of Business Transformation drive to streamline the Army Force Generation (ARFORGEN) process.  The dashboards shown on Slide 8 come from this demonstration.  We took a similar approach to help the Army CIO/G-6 analyze the characteristics of its numerous data centers and plan for consolidation into standardized Area Processing Centers.  This is in response to a US Government-wide consolidation initiative  driven by the US Federal CIO, Vivek Kundra.  We are currently engaged in on-going discussions with Army Senior Leadership to apply the entire information sharing process to streamlining the full lifecycle of delivering capable resources to Army soldiers.  

Most recently, we have  applied the standardized resource lifecycle models to help the DoD CIO revamp DoD policy about information sharing in support of information technology and national security system interoperability and supportability, with broad implications for coalition interoperability as well.  This is helping the entire community identify common decision points for tapping into and monitoring the efficiency of operational, acquisition and developmental processes within one holistic lifecycle. 




Investment and ROI

 Mapping Processes to the Lifecycles

— Advisory Team

 Tapping Data Sources
— Process and Data Analytics
e Bridging Semantics
— Matrixed Team of Ontologists

 Performance Monitoring

— Performance and Information Analytics

e Dialoguing with Stakeholders

— Social Media and Facilitation
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Presenter
Presentation Notes
Understanding the full nature and extent of the commitment required to implement this Defense lifecycle information sharing process and the associated financial investment is of utmost interest and importance to Government leaders. 

This slide lays out the high-level support requirements for each stage of the information sharing process. By focusing first on establishing a high value open data exchange around enhancing performance and efficiency, a series of successful pilots can be launched that can move into later stages of openness while the impacted community gains experience with and trust in greater resource data transparency.  Pilot efforts should be chosen so that the Return-on-Investment due to identified efficiencies and streamlining opportunities provides a clearly justifiable ROI. 
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Presenter
Presentation Notes
Please feel free to contact me for a copy of a more detailed white paper on the approach I have presented, or to explore opportunities for collaboration.

The diagram illustrates the types of services offered by the Binary Group, and their support to increasing effectiveness and efficiency in a variety of client mission areas.

Thank you and thank the conference sponsors for providing Binary an opportunity to discuss our work.
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