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Optirnize Now (or else!): 
How to Leverage Processes t 
and Information to Achieve 
Enterprise Optimization r, 
(and Avoid Enterprise 
Extinction), the former ~ 
Bear Stearns executive 
was reverent about a 
night he spent in a iCalifornia 911 call center. 
"What is truly amazing tis the absolute commit , 

~Dl.ent to processes and 
The Business Transformation Agency is unifying DoD's business processes, systems

information integrity and information flow. 
indicated by each and 
every action taken by the staff on 
duty that night ... /' he wrote. 

These days, Fisher, who left Silicon 
Valley in 2005 for the Defense 
Department, brings that same rever
ence to a much, much bigger opera
tion. In 2006 he was appointed the 
permanent head of the DoD Business 
Transformation Agency (BTA) 

Defense business systems include 
information systems (think software 
toolst other than national security 
systems, that support activities such 
as acquisition, financial manage
ment, logistics, stra tegic planning, 
budgeting, installations and human 
resources management. 

Many organizations, the military 
included, are still using systems 
that were new in the 1980s. In 
DoD, as in the private sector, cus
tomized solutions were designed 
for specific purposes and thou
sands of legacy systems, none of 
which "talk" to each other, still 
exist in various corners of organi
zations. That means data from a 
function in the Army, for example, 

might only be compared with data 
from a similar function in the 
Navy through a laborious and 
time-consuming process. IComputer systems today offer 
vast capabilities that didn't exist in 
the era of mainframes and batch 
processing, including inexpensive f 
storage with vast capacity the abil
ity to enter information in thou
sands of locations and process it in 
real time, user-friendly interfaces, 1 
more cost-effective processes, and 
the Internet. The promise is that linformation can be entered in the 
field and aggregated in real time for idecision-makers around the globe. 

BTA ultimately benefits suppli  t,ers and contractors as well as the 
services through better analysis of iongoing needs. The agency also r
helps simplify the relationship 
between DoD and its suppliers t 
through ongoing improvement of 
particular processes. These l 
include vendor certification that is 

+
valid across the entire department, 
data entry through a single portal, 
and the ability to generate, capture 
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FOUR-POINT PLAN 
The BTA's four strategic objectives 

include support for joint war-fighting 
capability, rapid access to informa
tion for decision-making, reducing 
cost of operations and lmproving 
financial stewardship. 

By 2005 the first En terprise 
Transition Plan including objectives, 
schedules and funding information. 
That plan established the Business 
Enterprise Architecture, updated this 
March, which outlines business rules, 
requirements, data standards, inter
face requirements, policies and pro
cedures and answers questions such 
as: who are our people, what are their 
skills and where are they located; 
who are our industry partners and 
what is the state of our relationship; 
what assets are we providing to sup
port the warfighter and where are 
these assets deployed; and how are 
we investing our fWl.ds to best sup
port the mission. 

BTA was established by Deputy 
Defense Secretary Gordon England 
on Oct. 7, 2005. Fisher was appointed 
interim, then permanent, head of the 
effort. Today, Fisher oversees about 
350 civilian, contractor and military 
staff and a $150 million budget work
ing from the BTA offices in Arlington, 
Va, and parmering vvith private com
panies such as Oracle and IBM. 

Almost immediately BTA set out to 
establish itself as a transformational 
leader, holding the first-ever Defense 
Business Agility Forum in October 
2006 with speakers such as author 
Malcolm Gladwell, former House 
Speaker Newt Gingrich and David 
Girouard of Google; and establishing 
critical relationships with the heads 
of 000 components, staff assistants 
and warfighters themselves. 

BTA is divided into nine direc
torates including the Defense 
Business Systems Acquisition 
Executive, which oversees ERP 
(Enterprise Resource Systems) soft
ware that unifies functions where 
there used to be separate and incom
patible systems. These include the 
Defense Travel System and the 

Defense Integrated Human 
Resources System, both of which are 
to be used throughout 000. 

The Travel System is already hard 
at work. 2007 showed more than a 70 
percent increase over 2006 in the 
number of travel vouchers processed 
through the system. 

The Human Resources System is 
scheduled to go Jive for the Army this 
October, for the Air Force in February 
2009 and eventually the Navy and 
Marine Corps. It will provide an 
integrated system for pay and per
sonnel records across the services, 

BTA Executive Director David Fisher heads up the massive 
transformation effort. 

and provide Pentagon leaders with a 
single source for information about 
military personnel, their locations, 
their assignments, compensation and 
duty status. 

The Warfighter Support Office, 
another directorate, handles urgent 
issues that directly affect the 
warfighter and advocates for the 
warfighter within BTA. The office 
holds regular economic roundtables 
that bring together organiza tions 
responsible for Middle East econom
ic development with individuals 
who are about to be deployed to Iraq 
and Afghanistan. The events help 
attendees understand the crucial 
role of business system moderniza
tion in rebuilding an economy, and 
establish relationships that turn into 
working relationships once the 

warfighters are deployed. 
Other directorates focus on supply 

chain management, investment man
agement, financial management, 
human resource management, enter
prise integration, transformation 
planning, and the office of the Chief 
of Staff. 

'BALANCING ACT 
In an interview with Federal News 

Radio last summer Fisher noted how 
the transformation mission has 
evolved. At first, the emphasis was 
on creating business guidelines to 
allow the component services and 
parts of the department to interoper
ate. But "the challenge is always on 
how you balance top-dovvn guid
ance-eentralized processes and sys
tems-with the need of compo
nents," he said. 

"Around the time we stood up the 
BTA, we took another look at this bal
ance and realized we'd focused too 
much on the centralized perspective. 
This created resistance. ... More 
importantly, it \,vas not as effective. 

"So going forward we've always 
tried to ask ourselves those balancing 
questions-\,vhat needs to be man
dated from above, and, if something 
falls in that category ... make sure 
that across the board, we have com
pliance." But for those things that 
don't have to come from the top, he 
said, BTA wants the 000 compo
nents to have the flexibility they need 
in their own environments. 

It was a big shift, but the benefit is 
apparent, he said. Today, there is 
less resistance and BTA is able to 
focus on fewer items. A case in 
point: 59 financial data elements 
that can be standardized across 
000, rather than the hundreds of 
ways of viewing data that might be 
different in, say, the Army, the Air 
Force and the Navy. 

"It's a subjective process," he 
added. "There is no right or wrong, 
but we've tried to put a mindset in 
place that at least challenges the 
presumption that everything should 
come from above." j 
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