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The EPMOD Network Centric Management Approach

Introduction

Network Centric Management is a business communications and management approach
that facilitates strong horizontal and vertical teamwork among key holders of responsibility
within an organization, while making sure that the pursuit of customer commitments remains
aligned with strategic business objectives. This management approach has been proven
effective in successfully achieving objectives on undertakings of all sizes and complexities, long
before the introduction of the Internet.

With today’s unlimited access to the Internet, it is now possible to expand the reach of this
approach to connect all team members, from top to bottom of any organization, with a shared
work plan and dashboard, enabling an evolutionary shift from centralized micro-management
of undertakings to a new paradigm of empowered, self-managing virtual teams. Within such
teams, each manager with responsibility for achieving critical objectives at any management
level becomes an information manager armed with the means to rapidly collect, share and
disseminate information to all parties affected by a potential change. The enabling software
that supports this paradigm shift is called SynapMod®, a new structured communication
network for business applications. Using SynapMod, senior executives can gain much greater
visibility into the status and progress of any/all undertakings for which they’re responsible,
and can move from static, “rear view mirror” hierarchical reporting to real time, multi-level
dashboards providing bottom-up insights and updates from self-managing teams, individual
team members, and senior executives alike.

This new structured communication network permits organizations to easily implement the
powerful Network Centric Management approach throughout their entire organization and
supply chain — regardless of team members’ locations or business affiliations. The significant
benefits derived from the Network Centric Management approach lies in its ability to bridge
the communications gaps between executives and those tasked to realize the executive’s
responsibility - at every level of management - for achieving their organization’s mission,
goals, and strategic objectives while balancing limited resources and consistently meeting
customer needs. The results to be gained? Drastic improvements in organizational
performance, a significant boost to the bottom line, increased employee and customer
satisfaction, and enhanced business-to-business capabilities.

The Problem Being Solved

Too frequently, businesses and governmental agencies experience huge time and cost

overruns on undertakings, especially those involving disparate organizations and dispersed

team members. In today’s competitive global business environment, managers are expected to

manage complex teams that may include many individuals from different business units, as
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well as outsourced subconsultants, suppliers, and vendors distributed around the globe — but
have no effective tool for easily communicating with others outside of their local department
or business unit. These gaps in communication result in executives lacking the visibility needed
to quickly identify and respond to issues that can have an adverse affect on strategic projects
and/or the entire organization.

The Solution
SynapMod, an Internet-based structured communication network now in
beta testing, provides an intuitive means to bridge these communication
gaps on all undertakings involving individuals within disparate
organizational units, without costly and time-consuming training. By
enabling easy, direct communication among all team members working
on interrelated tasks, SynapMod supports the Network Centric Manage-
C [ #] « ment (NCM) approach, helping managers to be more effective and
making sure all project team members are informed of, and aligned with,
the organization’s overall business strategy and objectives. It also leverages the talents of an
organization’s employees by empowering team members to take responsibility for achieving
expected results and by supporting innovation at all levels of the organization, enabling a
culture of self-managing, super-performing teams.

N
s 2

.

How SynapMod Supports the NCM Approach

The NCM approach involves obtaining negotiated personal commitments from the individuals
jointly responsible to achieve specific results at varying levels of management. These
individuals, the results expected, and person-to-person interfaces among those with
interdependent deliverables (predecessor and successor events) define a structured
communication network through which the deliverables and interface objectives are
coordinated and managed. This becomes the “communications backbone” that is built into
SynapMod - along with a shared, multi-level work plan and dashboard - and aligns individuals
managing the “vertical” functions (necessary to maintain the enterprise and meet
organizational goals) with those managing the “horizontal”, customer-focused activities.
Together, the NCM approach and structured communication network provide the basis for
easily updating project information - via real-time, personalized dashboards - and sharing the
bottom-up information provided by individual team members with upper level managers, who
then have the relevant and timely information they need to meet the dual challenges of
effectively running day-to-day operations and responding swiftly to internal/external changes
that can have long-term effects on the entire organization.

The Network Centric Management approach encompasses much more than just project
management; it addresses the needs of the entire organization by supporting improved
communication, integrating performance planning and monitoring, and supporting individual

Copyright EPMOD, Inc. 2010 Page 3



€ & © EPMOD, Inc.

Aligning business processes, projects and people with enterprise strategy

and organizational development. Using this approach, individuals are encouraged and enabled
to easily and effectively collaborate across organizational boundaries to achieve shared goals,
rather than focusing primarily on their functional or departmental interests. Individuals
responsible for enterprise-wide processes, such as procurement or quality control processes,
and their staff, can also become integral members of project teams while still meeting critical
“vertical” business goals and compliance requirements.

Keys to the Implementing the Network Centric Management Approach Using

the SynapMod Structured Communication Network

There are two keys to the Network Centric Management (NCM) approach. First is the
responsibility breakdown - a process that is distinctly different from the traditional work
breakdown employed by those using conventional tools such as Microsoft Project. Within the
NCM approach, work objectives are broken down into a series of responsibilities assigned to
and accepted by individual performers who are fully “in the loop” regarding the impact of
achieving their objectives on the overall organization.

The project or task owner/manager provisionally assigns a responsibility
to an individual. That individual - and his/her business unit head or

departmental manager where appropriate - then must commit to the
S b4 assignment and provide a promised date of completion; only then does
L ) the commitment become part of the plan.

Ao

In the work breakdown, the project or task owner/manager identifies
the interrelationships among tasks and also flags critical milestones -
tasks that must be completed before another set of tasks can begin, or
tasks that are contractually defined. When an individual plans how they intend to meet their
commitment, they can indicate predecessor events that must be completed prior to beginning
their effort. This enables the predecessor event to be reflected in the overall plan as a
dependency, and all affected by any actual or proposed change to that activity can be easily
and immediately informed so they can determine if the change might affect their own
workflow and commitments. If a critical predecessor promise date is in danger of being
missed, automatic notifications to those affected allow for swift corrective action to be taken
within the team.

Commitment

The structured communication network thus recognizes the relationships between individuals
responsible for, and committed to, achieving the objectives of interrelated tasks in the context
of the overall effort. With the NCM approach, everyone is truly enabled to do their jobs. Pro-
ject work plans are not complete until fully-informed individuals have promised that they can
deliver the expected results in the expected time frame. If, during the implementation phase,
inevitable changes occur that might affect their ability to meet those commitments, they
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commit to immediately informing their superiors so potential impacts can be analyzed and
plan or resource adjustments can be made quickly.

The second key to the NCM approach is to enable real time person-to-
person communication through the SynapMod structured communica-
o| tion network, which enables all individual performers to identify and
communicate potential changes to the plan directly with others working
on interrelated tasks, allowing for quick collaboration to resolve issues
before they become crises.

! ‘l SynapMod creates a structured communication network that ties

Communication together individuals within self-managing teams that have interdepend-
ent activities, so that a person updating information on his/her task
knows that anyone else being impacted by changes to their plans will
automatically receive the information and be able to easily collaborate
to resolve any conflicts. It’s possible that a change in one promise date
doesn’t necessarily impact another’s commitment date, or that others
can come up with their own solution to resolving the issue. As long as
the problem can be solved without affecting a critical milestone or
adding unplanned resources, the business unit heads or departmental
’—‘ managers need not be distracted by it. Anyone with a need to know also

Collaboration automatically receives the information, alleviating communication gaps

inherent in the current hierarchical organizational environment.

In contrast to the immediacy of communications using a structured communication network,
current systems and tools such as Microsoft Project require all information to flow through
one manager of the overall work effort, which can bottleneck activities and delay critical
project progress updates and issue resolution. These traditional, critical-path based tools put
the project manager at the center of the switchboard, with the responsibility for all communi-
cations among the many project team members. SynapMod, on the other hand, is like a
modern telecommunications system, in which any node in the system can communicate
directly with any interrelated node without going through the central switchboard. With these
linkages established, work teams spread across multiple locations have the tools to self-
manage to a degree never before possible.

Personalized dashboards show each individual the status and progress information needed for
informed decision-making on all undertakings in which they hold responsibilities. Using
SynapMod®, individual performers can quickly update changes to their task information
(changes to promise dates, financial performance indicators, resource adjustments, internal
issue messages, and/or external risks identified), or can propose a recommitment if one of
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their commitments is in danger of being missed - and know that all affected team members
will automatically receive the new information in real time. This targeted, bottom-up informa-
tion is also automatically updated in managers’ dashboards up the chain of command, to a
level that matches senior managers’ needs, interests, and decision-making authority,. and
provides them with the capability to drill down to the source of the latest information update,
including messages indicating why a change to the original plan may be necessary.

Wekcome Paul Scanion of EPMOD Consulting  [lRl] Logoft

My Account Menu
My Dashboards.
Proft Mandge
Task Dashboard
CEO Dashbowd
My Cortat [ofe
My Preforences
My Passwced

Paul Scanlon's Personal Dashboard

Welcome to SynapMod Paul Scandon! Listed below are your tasks.

Arrange By: ® Promised End Date © Projedt Name © Task Nafe
Sehveduled | Promised | 4. 8
Task Naine Project Naime End Date | End Date | ° \ 4 Y o
Finalze Mawal ﬁ:ff;:,‘:;:}f" - ::‘JOU’m?j 12/01/2007 e|le|ele
_Test Data Feeds SAP Payroll Integration | 12/04/2007| 12/042007| @ | @ | @ | @ | @
Install T4S Switches | Tivac MOPOeSE 12/07/2007| 12/07/2007| @ | @ | @ | @ | @
:f;_‘“::_f;i?“' prn Actrve Directory 12/10/2007| 12/10/2007| @ | @ | @ | @ | @
Create cost estimade | IT Reference Library 12/31/2007| 12/31/2007) @ e e &
Roliout hypercare SURS{ Otssnation 12/31/2007| 1231/2000| @ | @ | @ | @ | @
ATI West Project Coordinator oo7/2008 0072008 @ | @ | @ | @
Exton-lvyland P . y " 131
Conaohiation PrOjact Manags o13y2008 01312008 @9 | 0| @ | @ | @
Prinit sarver s ’ 1 1
corashaation Projact Manage 02/1%/2008|02/15/2008| @ | @ | @ | @ | @

P susget O Timwdne

S

Resources 1 Issuns o Risks

The value of the structured communication network increases with the size of the effort and
the sharing of limited human resource skills with other programs, projects or business
activities. As a result, the entire organization achieves results with greater focus on quality,
customer satisfaction and strategic alignment, and with far less micro-management, fewer
crises, and better control of costs.
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Summary Of Benefits

Using the NCM approach and supporting structured communication network, information is
sent directly to those who need it, not up to the top and back down again. Communication
gaps are eliminated by linking people to the targeted information they need, when they need
it. It encourages commitment to business objectives and promotes collaboration among
people who can see how they fit into the pattern of the enterprise as a whole. Potential delays
that affect planned outcome commitments can often be resolved by those affected at various
management levels.

People and commitments are connected, not just tasks and activities. This enables people at
all levels to see their own piece of the action in context, to appreciate how their own actions
impact on others and how they likewise are impacted. It strengthens collaboration and
teamwork, and enables organizations to develop and adapt dynamically, free from the
constraints of conventional tools that are too slow or cumbersome to rapidly respond to
changes that can adversely affect a strategic project or the overall organization.

Using SynapMod, the Network Centric Management approach can be applied to processes and
enterprise management as a whole, not just to specific projects. SynapMod provides links
across projects, processes, and functions, and strengthens collaboration across traditional
boundaries.

SynapMod can be implemented without disrupting current operations. It enhances existing
systems, working with them, not against them.

It is useful for all work, from the simplest work effort to the most complex project.

Because the information is accumulated in a structured manner, senior executives and holders
of responsibility at each level can see the “big picture” from their viewpoint, in real time, at
any moment...in time to take effective action and facilitate effective implementation of the
organization’s business strategy.

Our research has found no other product that provides all of these benefits. With Network
Centric Management, the enterprise as a whole operates in a more cost-effective manner.
Managers do not need to intervene in problems that can be solved at lower levels; they
become free to focus on issues appropriate to their level — resolving issues before they
become crises, allocating resources, coordinating across business units, etc. This makes for
better management decisions and better use of expensive management time.

With Network Centric Management, managers no longer have to wonder...
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CEO: Of all the promises
we’ve made to
stakeholders, which ones

are at risk?

Functional Line
Manager: Where are
my people

Ty underutilized?
oY Overcommitted?
Oo Uo Where is it going to
PM: What is really 9 © cause a problem?
going on in my
project and where (o
might we be in Po)
trouble? ©
<

Technical Staff:
Who is currently
making new
OL commitments in

my name and can
| meet them?

C
©
C
C
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What is really going on in my assignments and where might we be in trouble?

They can see inputs daily from the performers, showing what individual tasks and subtasks
have been completed. And they know potential problems will be surfaced and dealt with
before they impact on critical milestones.

The worries continue up the line. Because managers aren’t able to give them complete and
timely information, executive managers are kept awake by this question:

Of all the promises we’ve made to stakeholders, which ones are at risk?

With Network Centric Management, executive managers no longer have to worry - they have
access to up-to-date information on all work assignments and can zero in on any potential
problems that require their attention.

Meanwhile, in the functional units of the organization, functional managers are wondering:

Where are my people underutilized, where are they over committed, and where is it going
to cause a problem?

With Network Centric Management, functional managers no longer have to be concerned.
Upcoming resource conflicts or shortages are apparent, so that functional managers can
adjust resources as needed.

And at the level of the individual performer, there is this worry:

Who is currently making new commitments in my name and can | meet them?

Individual performers no longer need to wonder...instead, with Network Centric Management,
individuals make the commitments on their own behalf, and they have simple tools to plan,
monitor, track, and manage those commitments across multiple assignments.
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