CUSTOMER SERVICE

CREATING SUCCESSFLIL
ENTREPRENEURSHIP
ONE PROGRAM AT A TIME

LOGSA Builds its Reputation as Friend,

L Gen. William H. Forster encour-
aped members of the Army Acqul-
slton Corps 1o be risk takers in a
ﬁrﬂ:::»:h presented ai the Armv

Acquisition Career Management
Workshop, September 1517, 1993,
He iz quoted in the lanuary-Februany
1994 issue of "Ammy Research, Devel-
opment and Acquisition Bulletin® say-
i, “Is time o be bold, imaginative,
inquisitive and do it rght the fst
tfime."”

Evolution

The LLS. Army Materel Command
(USAMC) Logistics Support Activity
[LOGSA) Acquisitton Logistics Cen-
ter (ALC) implemented thar advice
before It was given. Our change was
evolutionary. In the early 1980s,
LOGSA ALC (formerly, the USAMC
Materiel Readiness Support Activiby,
Readiness Division) was a premiere
USAMC evaluator of acquisition bo-
gistics

Im marmy cirches, we were a “black
hat™ organization. The “black hat”
label was eamed unintentbonally by
our personnel when we performed

Mr. Hignite {5 o supervisony logis-
fics management specialisf, USAMC
Logistics Suppor! Activity, Redstone
Arsgmal, Ala,
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Not Foe, to PMQOs

Gretchel L. Hignite

logistice status reviews and fielded
systems reviews for Headquarters,
USAMC. Qur rescarch abilities, com-
bined with knowledge and skills in
acquisition logistics, cataloging, pro-
vislonimg and supply support. allvwed
us to locate deficiencies in integrated
logistics support (ILS) elements and
determine the probable cause. We
documented our findings in a formal
report and bricfimg that was presented
to the program manager (PM) or ma-
jor subordinate command (MSC) prior
to presentation to ESAMC. Seeing
deficiencies identified in a jormal re-
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port developed for LISAMC did not
endear us to most PMs, thus the “Black

hat" label. Our reviews became
equated to visits by the Office of the
Inspector General. We were there o
asslst them, they were glad (o see us,
but even happier to see us leawve.

Although part of our mission was
to review and report on the status of
developmental and fielded systems,
we didd not enjoy the "black hat” label
and offered various PMs our assis-
tance in correcting their problems.
Qur offer was looked af with some
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We were the
good guys there
to help them, but
they thought we

were a
“black hat
organization”
there to cause

trouble.

IS

—
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skepticism for several years, bul In
1986, a PM finally accepted our offer.

In 1966, we started our evolution
by assisting the PMs, Advanced Field
Artillery Systems and Armored Fam-
ity of Vehicles (AFV), develop their
logistice requirements. One of our
currcmt manapers acted as the AFY
ILS manager early In the systems life
cwcle. The evolution from evaleation
o assistance had started.

While we were evolving from
adversarial relationships o parner
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relationships, we were also moving
from a workforce of equipment spe-
cialists with In-depth knowledge of
equipment and one to two years of
college 1o a workforce of logisticians
with B.A. degrees, plus graduate works
The workforce change Was necessary
because our work requirements were
chamging. We no lonper needed per-
sonnel with In-depth equipment ex-
pertise as much as we needed person-
nel with writing and analysis skills in
order to accomplish the various stud-
les that had become significant to our
mission.

Our skillz, abilities, and knowl-
edge requirements had changed over
time. This, coupled with an inability
to recrult because of the Army
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rightsizing effort, drove us to rely more
heavily on acquiring qualified per-
sonnel through the School of Engl-
neering and Logistics [SEL) Intern
Training Program, Red River Army
Depot, Texas, Intemns did not affect
pur end strength immediately, and
they had received significant training.
Thus, the SEL Interm Training l'ro-
gram was considered an exceptional
resource for our personnel require-
ments. Most of cur interns had B.A or
B.S. degrees and some had M.A. or
M.5. degrees. Once we had acquired
personnel with basic logistician skills,
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we Improved their skills with further
process-specific training.

The Winds of Change

When the 19905 arrived, we were
in a position to ride the winds of
change, and our management thrived
on the chaos that came out of
rightsizing and base realignment and
closure. We were positioned as ex-
perts in logistics management and
kept that edge through innovation.
We developed an artificlal intelli-
gence, personal computer resident
program — designated the Logistics
Manning and Requirements Simplifl-
cation System (LOGPARS) — to write
logistics planning and requirements
dacuments, The evelution of that sys-
tem Is ongoing, and it Is being used by
all Services and other federal agen-
cies. We also updated the Depar-
ment of Defense (DoD) logistic sup-
port analysis process and trained
visitors from other nations and other
LL.5. agencies in the process. When
our opportunity to work with PMs as
a partner came, we were ready; and.
from the oufsef, our Supparl Wwas &
slgnificant sucoess.

Successinl Entrepreneurship
Ome Program at a Time

[n December 198%, we were pre-
semted @ unigue opportunity o poo-
vide acquisition logistics assistance
to the PM for signal warfare {(SW).
The opportunity was unique because
ane of our core missions always had
been evaluation of acquisition logis-
tics after its implementation by a PM.
I this instance, the P 5W ashed us
to participate in the initial develop-
ment of the PR acquisition bogistics
requirements and supplement the
PM's core ILS managers as consult-
ants or primary ILS managers. We
developed a Memorandum of Agree-
ment, and the PM provided funds by
Military Interdepartmental Purchase
Request. In the first year, we provided
one man-year of support.

Opportunity In Chaos

Significant changes were being
made In the DoD in the early 19905,
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and organizations were being ordered
to rightsize. Because of the rapidity of
changes, it seemed as if chaos reigned
dl times, However, our management
understood there is opporunicy In
chaos and, uncharacteristically for
government agencies, declded 1o move
the emphasis of our activity from
evaluation to program support based
on the suceess of the PM SW assis-
tance program. At this point, our cf-
fort was fledgling, but our vision was
future-ariented. We adjusted our mis-
sion statement, developed a business
plan and vision, and instilled in our
employees that we were looking for
opportunities 1o support PMs and
major Army commands (AMACOM).

The PM, Night Vision and Electro-
Optics, our next customer, was
brought on board In Augus:s, 1991,
after they were unable to obrain
needed azsistance from other sources
at a reasonable cost. They could
choose our assistance or the assis-
tance of a civilian contractor. The P
evaluated our cost vs. the cost of a
contractor and determined we were
less expensive. He then determined
we were significantly more flexible in
meeting changing needs of the PM
office, since we could negotiate and
implement actions without regotiated
contract modiilcations. Due to the
ease of doing business with us, com-
pared to a contractor, we had our
second customer. After the second
customer, our growth in customer
support activities was slgnificant, We
now have additional Army, Mawy,
Special Operations Command, and
Intermational Cooperative Program
Mfice customers, and others,

Management Strategy
Our stratepy is © evolve as a man-

agement activity and become capable
of providing management services o
any organization. Howewver, we
learmed from observing commercial
management consultants that it is
impossible to have every manage-
ment skill desired by a potential cus-
tomer on board at all times, Instead,
WE FILS! Warranles our senvices to the
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customer Il they will provide us the
apporiunity o learn new skills as we
progress. For near-term projects, wie
may need to hire term personnel
knowledgeable of a process, such as
an annuitant, of & parson with special
skills, such as an interpreter.

In early 1992, we were afforded an
opportunity to test the theory that we
could provide most management ser-
vices that required writing and nepo-
tatbon, In our evolutionary process,
one of our emplovees was asked o
asgist the PM, Nuclear, Biological,
Chemical Reconnalssance System
(MBCES) by writing documents and
negotiating senices with the Federal
Republic of Germany. The Chemical
Biological Defense Command Inter-
national Program Office did not ob-
ject; therefore, after some discussion
about the process, we agreed to assist
the PM. Since then, we have almost
COodT negotiations with the Fed-
cral Republic of Germany for the ac-
quisition of logistics suppont for the
"FOX™ NBCRS. The LOGSA may par-
ticlpate in future logistical suppor
efforts and cooperative configuration
management of the “FOX™ MBCRS
through the vear 2014 and beyond.
We take significant pride In our sue-
cess with the “FOX" program. It is
used as an example for our last theme
in this anticle — An example of “Suc-
cess Through Process-Specific Traln-
ing."

Defining Heasons for Our
Success

The success of the ALC evolution
from adversary to partner was the
bold, imaginative vision of our man-
agers amd the education, experience
and process-specific tralning of em-
ployees. Al the right time, and in the
right place, our managers moved us
fram the role of evaluators 1w the role
of partners. They Instilled the vision
of quality support in their emplovess
and empowered them to market ser-
vices to prospective customers. In
addition, AL employees were well-
educated, dedicated and experienced
in acquisition logistics; thus, when
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they were empowered to seek out new
opportunities, they were successiul
in the effort.

An Example of Success
Through Process-Specific
Training

The LOGSN was offered the oppor-
tunity o participate in an I[nterna-
tional Cooperative Program Office
project, April 1992, We accepted the
opportunity based on am up-front
agreement that we would be afforded
the opportunity to leamn as we worked
and attend process-specific training
ar Defense Systems Management Col-
lege (DSEMC), Fort Bebooir, Va. LOGSA
asslgned two exceptionally capable
action officers to the program, and
they were provided information and
guldance. They also attended the
Advanced International Management
(AIM) woarkshop, DSMC, Forr Bel-
wvialr, Va. The AIM workshop provided
a step-by-step laydown of the Inter-
natlonal Cooperative Program pro-
CEss.

As LOGSA ALC action officers
moved throwgh the various processes
in achleving a successful acquisitlon
of products and services from the Fed-
eral Republic of Germany, they fol-
lowed the process taught in the AIM
warkshop, By following the process
exactly as taught, and applving a sig-
nificant amount of personal time to
the project, they assisted the Program
Manager, Intermational Program Of-
fice (PAMAPO) in developing the con-
cept and program management plan
for establishing a cooperative logis-
tics support international agreement
between the Linlted States and Fed
eral Republic of Germany.

The LOGSA PM support team de-
veloped speclalized program manage-
ment documentation, such as the in-
ternational agreement and formal
requests for authoriny to negotiate and
conclede the international agreement
for the Office of the Secretary of De-
fense. Another document developed
by the LOGSA team was a project
Industrial base factors anabesis. This
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described the project's overall net ef-
fect, beneilis and losses on the LLS.
defense industrial base, and a Tech-
nology Assesament and Control Plan,
which provides a technology security
risk assessment of sensitive informa-
tion identified for potential transfer.

One of the most crucial functions
performed by the LOGSA PM suppon
team was staffing the formal intema-
tional agreement and requests for
autharity to negotiate and conclude.
This was an anea where our pasl expe-
rience In the staffing process was ex-
tremely beneficial. However. the pro-
cess-specific training our action
officers received at the DSMC AIM
workshop was an enabling factor in
perfiorming the staffing task guickly
and efficiently.

We estimate the knowledge gained
al the AIM workshop cnabled us to
reduce the time required to develop
and staff the “FOX" international co-
operative program documentation by
6 to 9 months when compared to the
widely accepted norm of 24 months.

In addition, the AIM workshop in-
structors provided additlonal consult-
ing services to owr action officers as
they encounterad new slmations re-
quiring assistance, experience and
knowledge of plavers in the interna-
tional arena.

The LOGSA, ALC's PM support
team, received a significant vote of
confldence from the PM when they
were selected as members of the L5
negotiating team. That confidence
proved o be well-placed during the
negotiations, because the LOGSA PM
support team used skills acquired
through various process-specific train-
Ing courses to play a significant role in
developing LLS, nepotiating strabegy,
and provided key international tech-
nical and managerial support during
the formal negotiations in Bonn, Ger-
mamy'.

Summary

The LOGSA. ALC's PMAPO sup-
port team, was so successful with the
"EFOX"® WBCRS that LUSAMC PO pro-
vided the LOGSA IPO with additional

tasking and endorsement in support
of MACOM 1POs when support is
peeded or desired. The LOGSA ALC
emphasis |s on customer service, so
any project. large or small, will be
discussed with a “can do" attiude.
Our organization will make every ef-
fort to meet a customer's manage-
ment needs, whenever possible,

The LOGSA Is an exceptionally
versatile onganization with a vision of
unparalleled customer service as our
objective. We are willing to discuss
mutually beneficial opportunities with
multiple organizations. and we con-
sider ourselves 1o be international
experts in the management of logis.
tics. If vou have a need yvou would like
to discuss, you may contaci the au-
thor bw telephone at (205) 955-9913
or the Chiel, Acquisition Logistics
Center at (205) 955-9873, You may
also write to the Executive DMrector,
USAMC Logistics Support Activity,
ATTHM:  AMXLS-AE, Redstone Arse-
nal, Ala. 35898-T466.

" MAKING THE “PROFESSIONAL CONNECTION”

n a December 20, 1993 letter to Brig. Gen. Claude M.

Bolton, Jr., Commandant, Defense Systems Man-
agement College, Mr. James W. Dee, Functional Direc-
tor, fob Referral, Mational Contract Management Asso-
clation (MCMA), reiterated his commitment to assist
job-seeking candidates and prospective emplovers in
making the "“Professional Connection.” Excerpts from

| his leter follow:

In June 1989 NCMA Initated the Job Referral Ser-
vice (JRS) The TRS strives to connect individuals look-
ing for a job with those employers trying to fill a
position. The goal of the program is to find a good
match for employees and emplovers alike. How much
does it cost?

For a job-secking candidate and NCMA member,
the |RS is free!’ Nonmembers pay only $70.00 The
candidate's application and resumé remain on file for
skx months and are referred to all employers with
suitable job openings. For a nominal fee of $295.00 per
position, an employer's job opening s listed with the

IRS. Our NCMA stafi employment coordinator then
matches the position requirements against 300 to 400
current resumés in our database. For three months,
employers can receive all of the resumés that meet the
specifications required. The JRS sounds like a great
program, but does it work?

Yes, and the program continues to grow gradually |
and solldly. The service recelves 50 to 75 new of
renewed registrations from job candidates each month,
and & to 10 position registrations. Since January 1993,
the |RS has registered 94 positions and 750 candidates.
While not all employers report job placements, 14 |
placements have been confirmed this year. The RS |
works for the candidate, the emplover, and NCMA. In
addition, the 1RS Is a source of non-dues revenue that
helps us maintain member benefits.

To learn more about making the “Professional Con-
nection” or to discuss the JRS in more detall, please
contact Ms. Mare Schlegel, NCMA Employment Coor-
dinator at 1-800-344-80%0 of [-703-448-9231.
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