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GOALS OF EXERCISE BATON.

1. Introduction:

Exercise BATON is a Programme management simulation excercise that runs over a two day period. It creates the opportunity for two or more programme management teams to excercise some of their management skills in a simulated acquisition environment.

2. Strategy:

The exercise consists of the solving of 4 typical problems that a management team may encounter during the life-cycle of an acquisition programme, one each  in the development, production, logistical and program planning domains. After  each one of these problems has been considered by the programme teams their conclusions will be presented to a body of control staff members for monitoring and mentoring purposes.

3. Contents:

The development problem focusses on some of the issues that a development  or engineering manager may encounter early on in  a program, where he must clarify the user requirement. For the production  problem the production manger has to deal with the effect of engineering changes and subsystem obsolessence on his production program. The logistic problem will address  the issue of changing logistical requirements late in a programme, and the effects thereof on the programme. The last problem will allow the team to holistically view a potential new programme and do the preliminary planning thereof.

4. Specific Goals:

During the course of the exercise the  following specific goals will be pursued:

· Exercise participants in the synergestic functioning of a programme office

· Revisit the contents of the jobs of  the Programme Manager, the Development/Engineering Manager, the Production Manager, the Logistical Manager and the Administrative/Financial Manager, and capturing the essence of that in terms of updated job descriptions.

· Refresh participants in the implementation of  vital management disciplines during the programme management process like systems engineering, baseline management, good communication, contracts management, effective filing and document control etc.

· Allow participants to identify problems and shortcomings in current working methodologies

· Building of relationships, and better understanding within the different teams

The control staff will double up in function, being part of the exercise as well as fulfill a monitoring function. They will continuously record observations on the  different teams’ performance with the goal of providing positive feedback for possible future improvement of  programme management performance. The results will be captured in a post-exercise feedback report.

5. Advantage:

The advantage of this exercise is that a set of realistic problems, that normally only occur over many years during the life span of a program, can be presented to a program team under high pressure, yet controlled conditions, where some guidance in respect of  possible good solutions can be  provided. This will make the exercise a creative learning opportunity for all people involved.

---000---
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Roles, Rules and Set-up for Exercise BATON

1. Introduction:

For the succesful completion of exercise BATON a number of resources will be needed as described herunder.

2. Facilities:

The exercise can ideally be conducted in a facility where the following will be available:

· Two syndicate rooms to act as programme offices

· Additional syndicate rooms or office space to accommodate the representatives of the Client, Management and the contractor.

· A room where participants  can do their presentations – an overhead projector should be available.

· Accommodation for  overnight stay.

3. Roleplayers:


3.1 Participants: The participants should consist of at least two programme management teams with 5 or 6 members each consisting of at least: the Programme Manager, the Development/Engineering Manager, the Production Manager, the Logistical Manager, the Financial/Administrative Manager.


3.2 Control Staff: Apart from one or two co-ordinating members, there must be 3 other members on the controlling staff , one each to represent the client, management and the contractor. Their function will be to interact intelligently with the participants, thereby influencing the  progress of the exercise particularly in terms of:



- Supplying information needed / giving guidance



- Negotiations and the reaching of compromises



- Participating in review  board meetings acting as audience



- Monitoring, assesing, auditing the progress of the different programme teams.


3.3 Courier: The exercise will have a courier (or two) that will distribute mail/ communication material every 10 minutes in a pre-programmed way This will drive the timeline of the exercise. The courier will be the formal communication channel between the different parties, although verbal communication between participants and the representatives of the client, management and contractor, will also be needed.

4. Programme Offices :

The programme offices will need the following to be able to function effectively

· Office accommodation as per 2 above

· Stationary as per Appendix A

· Documents/ pro-formas as per Appendix B.

5. Rules of the game:

- Although the progress of the teams will be monitored, there is no right or wrong answers to the problems, neither is this a performance measurement exercise.

- The different programme offices must function independently with a minimum of cross-programme communication

- Programme teams must interact/ negotiate with control staff to obtain the maximum possible benefit for their programme.

- Discussions with control staff must be done on an appointment or a first-come-first-served-basis.

- Programme teams must act as soon as possible on all communication / correspondence, and all incoming mail/ documentation must be kept in a filing system. It would be good practice if programme teams could also keep copies of important outgoing documents, although those may have to be made by means of carbon paper. Control staff will however be requested to keep documentation that they receive from the programme teams on file.

- Important documents must be prepared  on the given pro-formas, and when completed must carry the signatures of the programme manager, the client, and the contractor to show their satisfaction, before presenting the document to management for acceptance.

6. Exercise set-up:

The exercise will be structured according to the following diagram:


[image: image1]
Appendix A to Document BI/ 1.2 : Stationary Needed  by each programme office for Exercise BATON:

	No
	Item
	Qty

	1
	In / Out trays
	1 of each

	2
	Empty files for correspondence filing
	15

	3
	Writing pads - lined
	2

	4
	Envelopes
	50

	5
	Paper punch
	1

	6
	Stapler with staples
	1

	7
	Ruler
	2

	8
	Pens : Red and black
	5 of each

	9
	Transparancies (To be written upon)
	25

	10
	Transpanancy pens
	1 set

	11
	Sellotape
	1 roll

	12
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Appendix B to Document BI/ 1.2 : Documents/ Pro-formas needed  by each programme office for Exercise BATON:

	No
	Item
	Qty

	1
	Memo forms
	50

	2
	Fax forms
	50

	3
	Submission form
	20

	4
	Order/ contract form
	20

	5
	MRI form
	10

	6
	WBS/ SOW form
	10

	7
	Programme Management Plan form
	5

	8
	SEMP form
	5

	9
	Segment Management Plan form
	5

	10
	Quality Management Plan form
	5

	11
	Configuration Management Plan form
	5

	12
	Product System Management Plan form
	5

	13
	Specification form
	5

	14
	Project definition form
	5

	15
	Job description forms (5 types)
	2 of each

	16
	Schedule form
	20

	17
	Budget form
	20

	18
	Engineering Change Proposal form
	10

	19
	Appointments for the different positions (5 positions)
	1 of each

	20
	Sugested filing system
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


BI/1.2.1

Distr P

MEMORANDUM

FROM:

TO: 

SUBJECT: 

	
	


Yours  faithfully,

.............................................................

..............................................................

SIGNATURE






DATE
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FAXIMILEE

FROM:

TO: 

SUBJECT: 

	
	


Yours  faithfully,

.............................................................

..............................................................

SIGNATURE






DATE
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SUBMISSION

FROM:
SUBJECT: 

SUBMISSION NUMBER:
	CLIENT
	
	

	CONTRACTOR
	
	

	PROGRAMME MANAGEMENT
	
	

	FINANCIAL AUTHORITY
	

	TAX CLEARANCE
	

	BACKGROUND


	

	OFFER PROCESS
	

	MOTIVATION

1. Price Motivation

2. Technical characteristics

3. Delivery conditions

4. Comparison with previous purchases

5. Other conditions


	

	RECOMMENDATION


	

	
	

	
	

	APPROVED:
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ORDER

ORDER TITLE:

ORDER NUMBER:
	CONTRACTOR
	

	ITEM LIST
	

	GENERAL CONDITIONS

1. Standards

2. Compliance


	

	PRICE DETERMINATION

1. Price Basis

2. Price adjustment

3. Statutory costs


	

	PAYMENT CONDITIONS

1. Payment Period

2. Payment documents

3. Supporting information


	

	DELIVERY

1. Basis of delivery

2. Delivery period

3. Delivery address

4. Delivery reporting

5. Delivery notice


	

	CONDITIONS OF RELEASE /ACCEPTANCE

1. Release documentation

2. Address & time of release
	

	TECHNICAL & OTHER CONDITIONS


	

	APPROVED:
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PROJECT DEFINITION

FROM:
PROJECT NAME: 

PD NUMBER:
	CONTRACTOR
	

	PROJECT DESCRIPTION
	

	TECHNOLOGY APPLICATION


	

	PROJECT OBJECTIVES


	

	PHASING
	
	
	

	OWN FUNDS
	
	
	

	CONTRACTOR FUNDS
	
	
	

	EXPECTED OUTPUTS


	

	DESCRIPTION OF ACTIVITIES


	

	APPROVED: CONTRACTOR


	
	

	APPROVED: PROGRAMME MANAGER


	
	

	APPROVED: CLIENT
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ENGINEERING CHANGE PROPOSAL

ORIGINATOR:
DESIGN AUTHORITY:

ORDER/CONTRACT NO:
	MAIN EQUIPMENT
	

	SPECIFICATION NO/

MRI NUMBER
	

	DETAILS OF MODIFICATION


	

	REASONS FOR MODIFICATION


	

	ESTIMATED COST

Production; Existing Equipment; Repair & overhaul; Tooling; Test equipment; Scrap; Modification set.
	
	

	OWN FUNDS

Interchangeability; Servicing; Packaging; Publications; System Compatability; Safety
	
	

	EFFECT ON OTHER ITEMS

Loan items; CFIs; Bought out items; Other equipment or organisations influenced; Equipment spares schedule affected
	
	

	DECISION


	

	CONDITIONS


	

	APPROVED: CONTRACTOR


	
	

	APPROVED: PROGRAMME MANAGER
	
	

	APPROVED: CLIENT
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WORK BREAKDOWN STRUCTURE/ 

STATEMENT OF WORK

FROM:
PROJECT NAME: 

	NO
	WBS
	SOW
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PROGRAMME STRATEGY
PROJECT NAME: 
	PURPOSE
	

	SCOPE
	

	APPLICABLE/ REFERENCED DOCUMENTS
	

	PROGRAMME OBJECTIVES


	

	BUSINESS MODEL

1. Program Model

2. Organisational Model

3. Contracting Model


	

	EXECUTION STRATEGY


	

	CLIENT INVOLVEMENT


	

	VALUE SYSTEM


	

	RISK MANAGEMENT STRATEGY
	

	ACCOUNTABILITIES / RESPONSIBILITIES / DECISIONMAKING
	

	CARDINAL DATES


	

	FINANCES


	

	APPROVED: CONTRACTOR
	

	APPROVED: PROGRAMME MANAGER
	

	APPROVED: CLIENT
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PROGRAMME MANAGEMENT PLAN

FROM:
PROJECT NAME: 

	CONTRACTOR
	

	PROJECT DESCRIPTION
	

	TECHNOLOGY APPLICATION


	

	PROJECT OBJECTIVES


	

	PHASING
	
	
	

	OWN FUNDS
	
	
	

	CONTRACTOR FUNDS
	
	
	

	EXPECTED OUTPUTS


	

	DESCRIPTION OF ACTIVITIES


	

	APPROVED: CONTRACTOR


	
	

	APPROVED: PROGRAMME MANAGER


	
	

	APPROVED: CLIENT
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RISK MANAGEMENT PLAN
PROJECT NAME: 

DOCUMENT NUMBER:

	PURPOSE
	

	SCOPE
	

	APPLICABILITY


	

	APPLICABLE / REFERENCED DOCUMENTS
	

	RESPONSIBILITIES

1. Organisation

2. General responsibilities

3. Specific responsibilities
	

	RISK IDENTIFICATION


	

	RISK EVALUATION / CLASSIFICATION


	Pf
	Cf
	Classification

	RISK DIAGRAM


	

	RISK ABATEMENT PLANS


	

	APPROVED: CONTRACTOR


	

	APPROVED: PROGRAMME MANAGER


	

	APPROVED: CLIENT
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QUALITY MANAGEMENT PLAN

FROM:
PROJECT NAME: 

	CONTRACTOR
	

	PROJECT DESCRIPTION
	

	TECHNOLOGY APPLICATION


	

	PROJECT OBJECTIVES


	

	PHASING
	
	
	

	OWN FUNDS
	
	
	

	CONTRACTOR FUNDS
	
	
	

	EXPECTED OUTPUTS


	

	DESCRIPTION OF ACTIVITIES


	

	APPROVED: CONTRACTOR


	
	

	APPROVED: PROGRAMME MANAGER


	
	

	APPROVED: CLIENT
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CONFIGURATION MANAGEMENT PLAN

FROM:
PROJECT NAME: 

	CONTRACTOR
	

	PROJECT DESCRIPTION
	

	TECHNOLOGY APPLICATION


	

	PROJECT OBJECTIVES


	

	PHASING
	
	
	

	OWN FUNDS
	
	
	

	CONTRACTOR FUNDS
	
	
	

	EXPECTED OUTPUTS


	

	DESCRIPTION OF ACTIVITIES


	

	APPROVED: CONTRACTOR


	
	

	APPROVED: PROGRAMME MANAGER


	
	

	APPROVED: CLIENT
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MEMORANDUM

From: General Manager


Acquisition

To:

Dear          ,

BATON : Appointment as Programme Manager

As you probably may know already, a very exciting opportunity has presented itself to our organisation. We have received instruction from our client that we should immediately start with  the BATON  multi-year acquisition programme, which is a major programme with many possible future spin-offs. It is therefore to our Organisation’s advantage that we effectively and efficiently conduct this business on behalf of our client.

Due to the good previous performance of you and your team, you have been selected by the Management Board as the Programme Manager of this important new programme as of today. 

Listed in Appendix A to this memorandum you’ll find a list of your responsibilities as Programme manager, although the list is by no means  comprehensive.

Since this job entails more responsibilities, your remuneration package will be increased with 5% from the coming month, and this will be reviewed every year in the light of the performance of the BATON programme.

Please indicate your acceptance of this  offer by filling out the  form below, and submit it to Management at your ealiest convenience. Your signature on the form, when received by management will empower you to manage the BATON programme on behalf of our Organisation.

Yours  faithfully,

General Manager.

ACCEPTANCE OF POSITION AS PROGRAMME MANAGER.

I, ...................................................................................(Name) hereby accept the position as Programme Manager on the BATON programme as per  your memorandum BI/1.3.1.

I understand the responsibilities as delegated to me in the abovementioned memorandum.

Signed.................................................................... Date:.......................................................

Signed for Management:....................................... Date........................................................

Appendix A to Document BI/1.3.1 : Responsibilities of Programme Manager

The Programme Manager is the single point of integrative responsibility for the Programme. This entails inter alia the following tasks:

· Managing the relationship with the client in terms of verbal and written communication, meetings, requirements etc.

· Managing the execution of the Program on behalf of the Organisation in terms of technical-, cost- and schedule requirements,as well as the frequent reporting of these parameters to management and the client

· Managing the relationship with the contractors in terms of verbal and written communication, meetings, contracts etc.

· Management of programme office staff for the professional execution of the job, e.g. the following of standard organisational practices like for contracting, engineering management etc.

· Transparancy and proper documentation of all Programme Records.

· Proper Technical-, Logistical, Quality-, Configuration- and Risk management on the Programme.
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MEMORANDUM

From: General Manager


Acquisition

To:

Dear          ,

BATON : Appointment as Development/ Engineering Manager

As you probably may know already, a very exciting opportunity has presented itself to our organisation. We have received instruction from our client that we should immediately start with  the BATON  multi-year acquisition programme, which is a major programme with many possible future spin-offs. It is therefore to our Organisation’s advantage that we effectively and efficiently conduct this business on behalf of our client.

Due to the good previous performance of you and your team, you have been selected by the Management Board as the Development/ Engineering Manager of this important new programme as of today. 

Listed in Appendix A to this memorandum you’ll find a list of your responsibilities as Development/ Engineering manager, although the list is by no means  comprehensive.

Since this job entails more responsibilities, your remuneration package will be increased with 5% from the coming month, and this will be reviewed every year in the light of the performance of the BATON programme.

Please indicate your acceptance of this  offer by filling out the  form below, and submit it to Management at your ealiest convenience. Your signature on the form, when received by management will empower you to manage the  specific segment of the BATON programme on behalf of our Organisation.

Yours  faithfully,

General Manager.

ACCEPTANCE OF POSITION AS DEVELOPMENT/ ENGINEERING MANAGER.

I, ...................................................................................(Name) hereby accept the position as Development/ Engineering Manager on the BATON programme as per  your memorandum BI/1.3.2.

I understand the responsibilities as delegated to me in the abovementioned memorandum.

Signed.................................................................... Date:.......................................................

Signed for Management:....................................... Date........................................................

Appendix A to Document BI/1.3.2 : Responsibilities of Development/ Engineering Manager

The Development/ Engineering Manager is responsible for the management of all the engineering activities, as well as the management of the development segment of the Programme.  You will report directly to The Programme Manager. Your function will entail inter alia the following tasks to the satisfaction of our client:

· The managing of technology development contracts

· Acquiring and interpretation of client requirements

· Planning, contracting and executing the development work according to the organisation’s systems acquisition methodology e.g. development of specifications, baseline management and the engineering change  (Configuration) management process.

· Controlling of and reporting on all Engineering- and development work

· Transparancy and proper documentation of all Programme Records.

· Consultancy role to all other programme members
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MEMORANDUM

From: General Manager


Acquisition

To:

Dear          ,

BATON : Appointment as Production Manager

As you probably may know already, a very exciting opportunity has presented itself to our organisation. We have received instruction from our client that we should immediately start with  the BATON  multi-year acquisition programme, which is a major programme with many possible future spin-offs. It is therefore to our Organisation’s advantage that we effectively and efficiently conduct this business on behalf of our client.

Due to the good previous performance of you and your team, you have been selected by the Management Board as the Production Manager of this important new programme as of today. 

Listed in Appendix A to this memorandum you’ll find a list of your responsibilities as Production manager, although the list is by no means  comprehensive.

Since this job entails more responsibilities, your remuneration package will be increased with 5% from the coming month, and this will be reviewed every year in the light of the performance of the BATON programme.

Please indicate your acceptance of this  offer by filling out the  form below, and submit it to Management at your ealiest convenience. Your signature on the form, when received by management will empower you to manage the specific segment of the  BATON programme on behalf of our Organisation.

Yours  faithfully,

General Manager.

ACCEPTANCE OF POSITION AS PRODUCTION MANAGER.

I, ...................................................................................(Name) hereby accept the position as Production Manager on the BATON programme as per  your memorandum BI/1.3.3.

I understand the responsibilities as delegated to me in the abovementioned memorandum.

Signed.................................................................... Date:.......................................................

Signed for Management:....................................... Date........................................................

Appendix A to Document BI/1.3.3 : Responsibilities of Production Manager

The Production Manager is responsible for the management of all the production activities, as well as the management of the production segment of the Programme.  You will report directly to The Programme Manager. Your function will entail inter alia the following tasks to the satisfaction of our client:

· The managing of industrialisation contracts

· Confirming contractor production readiness

· Planning, contracting and executing the production work according to the baseline as developed for the product, including the engineering change  (Configuration) management process during the production process.

· Controlling of and reporting on all Production work

· Transparancy and proper documentation of all Programme Records.

· Consultancy role to all other programme members
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MEMORANDUM

From: General Manager


Acquisition

To:

Dear          ,

BATON : Appointment as Logistical Manager

As you probably may know already, a very exciting opportunity has presented itself to our organisation. We have received instruction from our client that we should immediately start with  the BATON  multi-year acquisition programme, which is a major programme with many possible future spin-offs. It is therefore to our Organisation’s advantage that we effectively and efficiently conduct this business on behalf of our client.

Due to the good previous performance of you and your team, you have been selected by the Management Board as the Logistical Manager of this important new programme as of today. 

Listed in Appendix A to this memorandum you’ll find a list of your responsibilities as Logistical manager, although the list is by no means  comprehensive.

Since this job entails more responsibilities, your remuneration package will be increased with 5% from the coming month, and this will be reviewed every year in the light of the performance of the BATON programme.

Please indicate your acceptance of this  offer by filling out the  form below, and submit it to Management at your ealiest convenience. Your signature on the form, when received by management will empower you to manage the specific segment of the  BATON programme on behalf of our Organisation.

Yours  faithfully,

General Manager.

ACCEPTANCE OF POSITION AS LOGISTIC MANAGER.

I, ...................................................................................(Name) hereby accept the position as Logistic Manager on the BATON programme as per  your memorandum BI/1.3.4.

I understand the responsibilities as delegated to me in the abovementioned memorandum.

Signed.................................................................... Date:.......................................................

Signed for Management:....................................... Date........................................................

Appendix A to Document BI/1.3.4 : Responsibilities of Logistic Manager

The Logistics Manager is responsible for the management of all the logistical activities, as well as the management of the logistic segment of the Programme.  You will report directly to The Programme Manager. Your function will entail inter alia the following tasks to the satisfaction of our client:

· The managing of product support (spares and maintenance) contracts

· Support to the Development manager in developing the Logistical Baseline and confirming logistical baseline readiness

· Planning, contracting and executing the logistic work according to the baseline as developed for the product, including the engineering change  (Configuration) management process during the production process.

· Controlling of and reporting on all Logistical work

· Transparancy and proper documentation of all Programme Records.

· Consultancy role to all other programme members
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MEMORANDUM

From: General Manager


Acquisition

To:

Dear          ,

BATON : Appointment as Financial/Administrative Manager

As you probably may know already, a very exciting opportunity has presented itself to our organisation. We have received instruction from our client that we should immediately start with  the BATON  multi-year acquisition programme, which is a major programme with many possible future spin-offs. It is therefore to our Organisation’s advantage that we effectively and efficiently conduct this business on behalf of our client.

Due to the good previous performance of you and your team, you have been selected by the Management Board as the Financial/ Administrative Manager of this important new programme as of today. 

Listed in Appendix A to this memorandum you’ll find a list of your responsibilities as Financial/ Administrative manager, although the list is by no means  comprehensive.

Since this job entails more responsibilities, your remuneration package will be increased with 5% from the coming month, and this will be reviewed every year in the light of the performance of the BATON programme.

Please indicate your acceptance of this  offer by filling out the  form below, and submit it to Management at your ealiest convenience. Your signature on the form, when received by management will empower you to manage this important part of the BATON programme on behalf of our Organisation.

Yours  faithfully,

General Manager.

ACCEPTANCE OF POSITION AS FINANCIAL/ ADMINISTRATIVE MANAGER.

I, ...................................................................................(Name) hereby accept the position as Financial/ Administrative Manager on the BATON programme as per  your memorandum BI/1.3.5.

I understand the responsibilities as delegated to me in the abovementioned memorandum.

Signed.................................................................... Date:.......................................................

Signed for Management:....................................... Date........................................................

Appendix A to Document BI/1.3.5 : Responsibilities of Financial/ Administrative Manager

The Financial/ Administrative Manager is responsible for the management of all the Financial/ Administrative activities of the Programme.  You will report directly to The Programme Manager. Your function will entail inter alia the following tasks to the satisfaction of our client:

· Support with the development of all submissions and contracts contracts

· Management of Programme correspondence and documentation

· Support with all the reporting activities in teh programme

· Controlling of all Programme MIS data

· Transparancy and proper documentation of all Programme Records.

· Consultancy role to all other programme members
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