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FACTUAL REPORT CONCERNING THE MANAGEMENT OF  GV6 / VASVAT AT BU:A DURING THE  PERIOD 1993 TO 1996.








1. INTRODUCTION: 


Sometimes people do not like facts, or history. Facts are sometimes hard to work with, because they are so uncompromising. Perceptions are more workable, because they are more pliable and malleable. People therefore tend to ignore, distort , adapt or create new facts to piece together a perception of history that is workable for their situation. From there the saying that a matter always have two sides. The matter become even worse if there is  no  registration of  facts or a record of  facts concerning a certain matter.





2. PURPOSE :


The purpose of this document is to record as accurately as possible some important facts concerning the management of the GV6 / Vasvat Program for the abovementioned  period.  Care will be taken not to give too much of an interpretation of the facts, but to rather substantiate the facts by means of objective evidence. Who ever is then in need of these facts will then be able to use them, supplement them with his own about the matter and use it for the benefit of the company for the future. Hopefully we can learn from this to improve our management methodologies for the future.





3. REFERENCE  DOCUMENTS :


The  following documents are reference documents and  where possible attached as an Appendix.


3.1 AXF/20/224 - 0097 Oppervlakkige Evaluasie van Persepsies rondom Program / Lyn verhoudinge in die BEA Matriksorganisasie


3.2 AXF/ 30/120-0065 Situasie Ontleding  van GV6 /Vasvat Programbestuur by BEA


3.3 AXF/20/320-055  1993 JAARVERSLAG


3.4 AXF/20/320-060 JAARVERSLAG VIR DIE 93/94 FINANSIELE JAAR.


3.5 AXF/20/320-0082 : 1994 JAARVERSLAG


3.6 AXF/20/320-0091 : JAARVERSLAG VIR DIE 94/95 FINANSIELE JAAR


3.7 AXF/20/320-0100 : 1995 JAARVERSLAG


3.8 AXF/20/320-0103 : JAARVERSLAG VIR DIE 95/96 FINANSIELE JAAR








4. MANAGEMENT MODELS AND ORGANIGRAMS:


The Business Unit Artillery functioned as a line-dominated matrix organization for the past few years, but was during the time in a slow transition to a more balanced matrix approach. On various occasions management expressed the view that the organisation should be transformed to a program-dominated matrix to improve our project handling capabilities. The de-facto line dominance can clearly be seen in the consistence of the highest management forum of the Business Unit which was dominated by Line managers. A short study done  in October 1995 (For TMC) (AXF/20/224 - 0097 Oppervlakkige Evaluasie van Persepsies rondom Program / Lyn verhoudinge in die BEA Matriksorganisasie) show that middle management had the perception that the BU  was only slightly line dominated with a low level of middle manager empowerment. Their perceptions of how it ought to be for our type of business, shows a shift towards 60% Program dominance and a higher level of  middle management empowerment. The current move of A to introduce Program representation on Senior management level (The AMC) is a very positive step and also in line with the results  of the very detailed study  done by the TMC in 1995. This is a very significant step towards the changing into a program dominated matrix and will  have very positive effects for the management of the business.





The GV6 team was organised broadly along the lines of the management model for Systems Acquisition as was developed and used  in  the RSA Defense industry . The structure of the contracts were such that work was to be done in all  phases of the life cycle of the GV6 system.  Appendix A shows how the organigram looked for the greatest part of 1993 and 1994 and Appendix B the position for 1995. Appendix C gives the position as it was communicated to Armscor during February 1996, and Appendix D as it was communicated on 96/05/23.














5. PROGRAM  PERFORMANCE:


The complexity of the GV6 Program was well known, and well reported on. There exist  fairly detailed reports on the performance of the program for the following periods:


AXF/20/320-055  1993 JAARVERSLAG


AXF/20/320-060 JAARVERSLAG VIR DIE 93/94 FINANSIELE JAAR.


AXF/20/320-0082 : 1994 JAARVERSLAG


AXF/20/320-0091 : JAARVERSLAG VIR DIE 94/95 FINANSIELE JAAR


AXF/20/320-0100 : 1995 JAARVERSLAG


AXF/20/320-0103 : JAARVERSLAG VIR DIE 95/96 FINANSIELE JAAR.





Although the program had many many problems, the abovementioned team succeeded in bringing in an amount of RM114 in business during the period 1993/4 to 1995/6.





6.  SIGNIFICANT EVENTS:


The constant undercurrent of the GV6 program since 1992 was one of discontent and late realization of milestones for a variety of reasons. These reasons have been documented at many occasions. One such a document was written as a healthy critique of the GV6 team on themselves and will worthwhile to read (AXF/ 30/120-0065 Situasie Ontleding  van GV6 /Vasvat Programbestuur by BEA) .  This had the effect of putting the GV6 team under constant pressure, and to some extent under suspicion at certain individuals in the management team who were not fully knowledgeable with the complex situation facing the GV6 team. Sometimes it was obvious that the fact of risks made visible to senior management was either seen as evidence of incompetence by the team, or that the team was constantly involved with one or another type of “gripe-session”. 





One of the earliest significant information documents is AXF/20/380 dated 7 July 1993 in which the AMC were introduced to the  high-level Vasvat schedule that served as a basis for the management of the program till the beginning of 1996. It was followed up with  AXF/20/380 dated 14 July 1993 , on which the AMC accepted the planning and agreed to support it. (See Appendix E and F) The same planning was thereafter communicated to all departments in the BU:A  and there support for the execution thereof was requested.





The shortage of personnel on the management team was a constant problem and was on many occasions communicated to management. (See for example AXF/20/600 dated 11 August 1993 - Appendix G) Apart from Mr Meiring that was added to the team, no significant improvement was made to the team till late 1995 when Mr King became involved in the Program. On the contrary the team was considerably weakened when Wynand Meiring and Cobus Botha left the team in September / October 1995  and was not replaced until the middle of 1996. This was a loss of critical importance which had a severely negative effect on the program. See Appendix P (AXF/20/600 - dated 95/07/13) that urges AX to replace Mr Botha as soon as possible by reason of his utmost importance to the Program. Please also refer to Appendix Q (AXF/20/600 dated 1995/09/29) in which MA and AX is again requested to appoint personnel in the then vacant positions of Mr Botha and Meiring.





A problem that had a very detrimental effect on the Vasvat program was the fact that the Business Unit could for a number of years not succeed in  completing the GV6 datapacks - despite quite a number of audit-correction cycles. This was discussed with the AMC at various occasions.  Appendix H lists AXF/20/380 which informs the AMC about the problems experienced with the datapacks,  suggests a plan and asked for AMC support. This was followed up by AXF/20/380 by Mr W J Meiring to ask the AMC to allocate priority to the Vasvat work (Appendix I) This plea was reiterated with AXF/20/380 (Appendix J) dated 19 January 1994, which also pointed out the effects that the non-completion of the datapacks will have on acquisition and production. Despite all these actions the problem could not be solved and on 15 August 1994 the AMC was again informed of the failure to gain datapack acceptance, with new suggestions to rectify the situation. At this point one of the AMC decisions was that Mr King should take a leading role to break the deadlock with  Armscor concerning the datapack situation. (Mr King being  the Senior Manager of Engineering). (See Appendix K) Appendix L (AXF/20/140 dated 19 September 1994) will indicate to the reader that subsequently a dispute was brooding over the ownership of the datapack.(And therefore the ownership of the problem of the non-acceptance of the datapacks). The said document will demonstrate the position of AXF at that time that ownership could not be accepted by AXF before AE have not completed the work to the satisfaction of Armscor. A document issued by Mr W Meiring dated about 94/11/24 and filed as AXF/20/380 (See Appendix M) indicates some of the reasons why the GV6 datapacks were not available , and makes  suggestions to solve these. It mostly concerns the fact that BU:A datapack practices were not standardized & formalized. (For a variety of reasons) This problem was again addressed in a submission to the AMC on 30 November 1994 (See Appendix N  - AXF/20/380) This submission again asks for AMC support and a higher priority to the Vasvat work. The datapacks were again rejected by Armscor and  a Memorandum for action was then sent to the (new) Senior Manager of Engineering on 13 April 1995. (See Appendix O  AXF/20/140) This document will show the utter frustration of the GV6 Management team with the datapack situation The datapacks were  finally accepted in July 1996 , after yet another  viscious round of work  on them. (About 3 years late!!) Please also refer to Appendix R (AXF/20/380 dated 1 September 1994) in which the significance of the  slip on the program was outlined to the AMC





One of the few direct differences of opinion  between AXF and A is the subject of Appendices S, T & U. It concerns the question of the so-called  “functional BOM”. AE decided that the BU should change the basis of the Engineering Methodology from the “Hardware BOM” (As dictated by MRP) to a so-called “Functional BOM”. This precipitated  considerable discussions within the engineering community of the BU. Rapidly two schools developed about the issue - One pro- and the other anti- functional BOM. Because Vasvat development was already halfway down the road (we thought it was even further) Cobus Botha felt that it was a big mistake to change to the functional philosophy, but because of the sensitivity of the issue, he was not prepared to put his views on paper. AXF however did so in AXF/20/140 dated 94/10/13. (See Appendix  S) On the same day A called a meeting and informed everybody that it was from that point on a management decree that BU:A shall work according to the methodology of the “Functional BOM”, and he asked the support of all parties to make it a success. On 14 October 1994, after reading the abovementioned memorandum by AXF, AXF was asked to report at A’s office. At this private meeting A reprimanded AXF for the negative attitude towards the “Functional BOM” but it was explained to him that the letter predated his talk, and that the AXF team was supporting his decision, although they felt it was a wrong move. See notes at the end of Appendix S. Despite this decision AXF was asked by the AMC to undertake a study concerning this matter and a team was dedicated to support him. A submission in this respect was done to the AMC (AXF/20/380 dated 22 November 1994) (See Appendix T) This proposal was  rejected by A at the AMC and differences of  opinion were exchanged at  the AMC of 24 November (A felt that AXF was moving too slowly on the matter, not having convened a team meeting yet), after which AXF tendered his apologies to A in AXF/20/120 dated 25 November 1994) (Appendix U) This problem was finally given over to S Benade by A. He assembled the BPIM team who tried to clear the concept but was finally disbanded without clear  results after about 4 - 6 months.





On 2 August 1994 the 4 Program Managers of BU:A made a submission to the AMC (See AXF/20/380 - Appendix V) in which the most difficult position of Program Management was pointed out. One of the suggestions was (4.1) that the Senior Managers on the AMC should become Senior Program Managers on the AMC so that the BU could realize a better Program focus. Despite a follow up submission (Appendix W - AXF/20/380 dated 10 August 1994) the matter was largely rejected by the AMC, apart for the appointment of the APBK and later the TMC. A direct example of the frustration of Program Managers can be seen in Appendix X - where meddling into the affairs of Program Management by Finances caused considerable problems, and this illustrates the point the Program Managers were trying to make to the AMC: It is impossible to take accountability for a program when the decision making is line-driven. This subject was also the reason for the only other direct conflict of opinion between AXF and A. This is documented in an apology Memorandum to A, AXF/20/600 dated 95/09/15 (Attached as Appendix AI). Please also note the prerequisites set by AXF for Accountability as Program Manager to the TMC. This was communicated to all members of the TMC and also to A per minutes of the TMC meeting. See Appendix AJ.





It is understandable that A  would become impatient  concerning the non-conformance of the GV6 / Vasvat Program. On 27 September he called a meeting of  the BU:A middle management. As can be seen from the minutes of the meeting (AXF/20/220 dated 27 September 1994 - See Appendix Y ) he reprimanded middle management as the basic problem of the Vasvat program, and implemented a number of action plans. Notably, on a question of Dr Frans Volschenk  Mr Dirker said that he was in person accepting accountability on Vasvat (para 4.10). These plans were implemented and the costs thereof were made visible to the AMC in AXF/20/380 dated 7 October 1994 (See Appendix Z).





In a submission to the AMC on 8 February 1995 a change in the structure and broad job descriptions were suggested and accepted. (See Appendix AA)  Towards the end of March 1995 there was a change in Senior Management portfolio’s and the new AX (Mr King) was briefed on the working of the GV6 program (Contents of briefing available but not included in this document)  Despite the relative poor performance of the program (as measured against contract) no suggestions for corrections were received from either AX or the AMC.





A very sad part of the history  starts with Appendix AB. (AXF/20/600 dated 95/08/10) It documents the unilateral and uncommunicated decision of A to transfer the Program Management to Mr King, and the rather unconventional way the information was disseminated. Apart from documenting the situation, and offering to support in whatever way Senior Management felt it was needed, the memorandum requested clarity on various issues. No response  was given on the memorandum by A, AX or MA.  Armscor quickly had problems with this arrangement as can be seen from their fax 4.8/2316.00(01) dated 16 August 1995. See Appendix AH. AXF continued to function as de-facto Program Manager since AX decided not to take over the reporting , correspondence and contract administration functions of the program. AX focused on the area most in need of attention, namely the positions left vacant by Cobus Botha and Wynand Meiring. Mr King also brought Joseph Botha  and Gert van der Walt into the team who made good contributions towards completing the unfinished work on the development segment of the Program. This uncertain situation continued and grew  gradually worse till Armscor enquired about the matter on various forums. AXF made a suggestion to formalize the structure in AXF/20/600 dated 1996/02/29 (See Appendix AC) , which was  given to Armscor by Mr King  and subsequently made known to all members of AXF.  The first official communiqué on the position of Mr King i.r.o. the management of Vasvat is dated 96/03/01 (See Appendix AD)  but it was very cryptic. AXF endeavored to fix the organizational structure further seeing that all the problems were not addressed by the previous organigram. See Appendix AE (AXF/20/600 dated 1996/04/24) No reply was received from any of the addressees (AX, A, AX(acting), or MA) Appendix AF shows AXF/20/600 dated 96/05/02 to AX and MA  as yet another memorandum to clarify reporting structures to which no reply was received. See also Appendix AG, AXF/20/140 dated 96/05/14, as another effort to bring the unsatisfactory situation to the attention of AX and MA. Again no reply was forthcoming. Since the appointment of new personnel on the Vasvat team, AXF have been gradually released from the work during the months of June / July 1996, to enable work on the ISO-project.





Despite the pressure Mr King was able to exert on the personnel working on the Program (which was considerable) the Program was continued to be plagued by problems, that  were one-by-one solved in  much the same fashion as the previous management team did it - only other forums were used.  The fact of the continued poor performance of the Program can b
