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1.0 Introduction

The MILITARY’s Depot Maintenance Reengineering and Transformation (DMRT) effort is driving a complete review of Depot Maintenance operations to improve warfighter support and financial performance. This Communications Plan provides details on the flow of information about these transformation efforts.

The goal is to gain the visible unified support at every level within the DMB by spreading the word about the transformation program, its approach to the transformation effort, and the progress on the program during its implementation. DMB will create and maintain a global transformation information flow (as represented in Figure 1) that will ensure the open flow of information between DMB and the MILITARY.
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Figure 1
Global Transformation Information Flow

By consistently promoting the processes, benefits, and successes of the transformation and establishing a free flow of information regarding the plan and its component projects, DMB endeavors to gain momentum for transformation through the support of a workforce that is fully knowledgeable and integrated into the transformation process.  DMB will act as the single clearinghouse for all information regarding the transformation plan and transformation projects to ensure a consistent message, adequate tracking, an educated workforce, and successful execution and implementation of the overall plan. 

Appendix A contains a matrix depicting the types of information DMB will communicate and the communication methods that it will utilize.

2.0 Communications Management

The Program Manager (PM) will manage the Transformation Program.  The program’s status will be briefed during Quarterly Program Management Reviews.  To ensure successful execution of the transformation plan, DMB personnel will fulfill a number of specific responsibilities, including:  tracking and reporting on the progress of transformation projects, guiding other personnel in executing transformation projects, and ensuring that the projects are consistent with the overall transformation plan.  Thus, clear internal communication among DMB personnel is crucial to DMB’s role in the transformation.  

2.1 Depot Maintenance Transformation Board

DMB established the Depot Maintenance Transformation Board (DMTB) as a communication exchange to promote the free flow of information between and among every level of DMB’s Maintenance Directorate.  Four tiers comprise the DMTB, as depicted in Figure 2.
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Figure 2
DMTB Structure

Planning information will be generated and organized at lower levels of the four-tiered DMTB and transmitted up, while program direction will flow down from higher levels.  The DMTB will also act as the governing body responsible for overseeing the transformation.  As such, DMTB is responsible for ensuring effective communication and programming throughout the depot.  The three goals of the DMTB are:  

1. Clearly communicate the transformation vision across the depot

2. Effectively coordinate the transformation process with every Directorate, Division, and shop

3. Precisely execute the transformation plan as budgeted and scheduled

2.1.1 Tier 1 - Executive Council

The Executive Council, Tier 1, is chaired by the Director and is made up of Division Chiefs.  The Executive Council is responsible for setting the vision and the course for the transformation initiative and communicating that direction down through the tiers of the DMTB.  The Executive Council will meet quarterly to discuss and fine-tune the transformation vision and to review, approve, and advocate transformation programs as brought forth by the Division Steering Group (DSG).  

2.1.2 Tier 2 - Division Steering Group

The Division Steering Group (DSG), Tier 2, is chaired by the DMB Chief and made up of all Division Chiefs.  The DSG is responsible for reviewing and coordinating transformation efforts.  The DSG will meet monthly to discuss transformation efforts and resolve any cross-Division issues that could not be resolved in the Program Review Council (PRC).  In addition, the DSG will utilize the monthly meeting as an opportunity to agree on a unified plan to present to the Director during the Executive Council’s quarterly meeting.  Thus, the DSG will ensure the unified direction of transformation efforts throughout by communicating a unified plan to the Executive Council and vision and direction to the PRC.  

2.1.3 Tier 3 - Program Review Council

The Program Review Council (PRC), Tier 3, is chaired by the DMB Senior Program Manager (PM).  Each Division is represented on the PRC by a single point of contact (POC) designated by the Division Chief.  In addition, all DMB Program Managers participate in the PRC.  The PRC will meet monthly to share information about transformation efforts among the Divisions.  This information exchange includes direction from the higher levels of the DMTB and status of ongoing transformation efforts.  The PRC is responsible for providing current transformation projects status updates and coordinated plans to the DSG, as well as for informing the DSG of any issues that the PRC cannot resolve.  The PRC also coordinates transformation projects with the PRTs, informing them of the directives handed down by the DSG.  

2.1.4 Tier 4 - Program Requirements Teams

A Program Requirements Team (PRT), Tier 4, is established for each of the Divisions:  major systems, subsystems, and commodities.  The DMB Program Manager, who is responsible for transformation efforts within that Division, chairs each PRT, and each team includes the Division POC assigned to the PRC.  Additional membership in each PRT is determined by the DMB Program Manager and the Division POC, and may include other Division personnel, contract resources, or personnel from other DMB organizations.  The PRTs are responsible for executing the transformation efforts within their respective Divisions.  Each PRT will meet weekly to provide project updates, share information, and review and execute Division transformation projects as directed by the higher tiers of the DMTB.

2.2 Stakeholders

Key stakeholders in the Transformation Program activities include, but are not limited to:


2.2.1 Transformation Areas

2.2.2 Transformation Team

2.2.3 Partners

· Current and future Production Partners

· Logistics

· Item Managers

2.2.4 Product Customers

2.2.5 Workers

· All Workers

2.2.6 Managers

· Mid-level

2.2.7 Supervisors

· Each Work Area

· Each Shift

2.2.8 Leadership

2.2.9 Support Agencies

· DLA Warehousing

· Vending Companies

2.2.10 Union

· Membership

· Management

2.2.11 Cities and Communities

· Chamber of Commerce

· Personnel Agencies (day care agencies, etc.)

3.0 Communication Vehicles

The DMB will use a variety of communication vehicles to spread the word on the transformation program. Promotion and sales expertise will be instrumental in the successful communication and buy-in of transformation.  It is very important that the same message be diffused to all levels.  Information on the expectations of each stakeholder needs to be available to the entire community.  Every stakeholder will not take the time to review and know what is happening with other stakeholders. So, for complete buy-in, everyone needs to have the same information. Below is a list of these tools.

3.1 DMTB Meetings

As described in Section 2.1, the groups forming the four tiers of the DMTB will meet regularly.  Agendas will be prepared and distributed to participants prior to each meeting.  Minutes and action item updates, resulting from the meetings, will be distributed to participants following each meeting.  Refer to Appendices B and C for examples of an agenda, minutes, and action item updates.  

3.2 DMB Staff Meetings 

DMB personnel will discuss the status, coordination, and planning of transformation efforts at regularly scheduled staff meetings.  The DMB Team Procedures Manual provides additional information regarding DMB Staff Meetings.

· Accomplishments to date

· Current Status of transformation

· What to expect in the next month

· Question and answers; minutes should be taken and published; action items tracked

3.3 Transformation Area Team Meetings

As plans for the transformation of each specific shop are developed, communication between the shop, management, and the transformation contractors will be critical.  Each transformation area should form a transformation team and hold regularly scheduled meetings to develop a list of the processes, flow, and unique requirements of each area being transformed. The group should have regular contact with DMB and results from meetings should be recorded and shared.  A basic outline of each group’s tasks should be developed by DMB in conjunction with the transformation office.  

An example of focus areas for the Area Team Meetings include:

· Shop Requirements

· Workbenches

· Cranes

· Test Stands

· Internal shop flow recommendations

· How would the workers organize the shop if given the chance?

· Are there special requirements for clearances or floor space?

· Utilities required, Water Power, Compressed air

· Coordination

· DLA delivery

· Logistics supply support

· Engineers, Logi’s, IMs

· Supply and DLA warehousing

3.4 Town Hall Meeting

The Town Hall Meeting is a presentation by senior staff to provide a single vision and definition of the transformation to all stakeholders. The first step is to ensure everyone knows what transformation means and what it does not mean (e.g., workforce reductions).  DMB and other transformation offices should prepare/organize a single set of briefings for all depot employees that defines transformation, explains why it is necessary, states the end goal, and provide a timeline for the transformation process.  Also, the role of each stakeholder should be defined, and what is needed and expected from each stakeholder should be addressed.  Follow-up pamphlets could be distributed.  The Pamphlets could provide a synopsis of the facts presented at the meeting, the Points-Of-Contact, and website information.

The briefing set might include:

· Short Overview of transformation

· Why it is necessary?

· What it means to DMB and the surrounding community?

· Growth: workload, jobs, opportunities

· Impacts on the stakeholders

· Any surges or possible short term delays expected during swings

· Before and after transformation pros and cons

· Pictures of before and after

· Production numbers before and after

· Testimony from workers

· Examples of future transformation of one or two shops

· Pictures of one or two shops, and/or show location on a building map

· Conceptual new location and shop flow

· What will be happening in the next few months?

· Will potential bidders be in the area to begin determining the scope?

· What transformations will be happening?

· Facility information: will doors or aisles be blocked?

· Changes to entrances, restrooms, break rooms

· Stakeholder roles and responsibilities

· List of what is expected of each stakeholder group

· List of what stakeholders can expect from DMB during the transformation

· Questions and answers

3.5 Email

Email is generally the preferred daily communication method for accomplishment of basic tasks as it provides documentation that can be readily tracked and forwarded for further action if necessary.  The DMB Team Procedures Manual provides further discussion of the use of email for internal DMB communications.

3.6 Web Site

DMB will create and maintain a website as a means of providing personnel with the most current and easily accessible information and updates regarding the transformation initiative.  In addition, this website will serve as a tool for educating the entire DMB on the benefits of the transformation and gaining the active and enthusiastic participation of the workforce. The website should contain all known information and be the posting place for current briefings, questions and answers, and meeting minutes.  It also could be used as a promotional tool to the stakeholders.  Public relations and website design experts should be used to develop and maintain the site.  The website should include interactive questions, and maybe a bulletin board forum, to capture all stakeholder ideas.

Public Access Web Site: Many workers do not have access to a computer, or do not have time during their shift, to surf.  A public access web site would provide a good source for workers, cities, and communities around the DMB to see what is happening.

Transformation Web Terminals: Terminals set in public areas of the DMB complex that allow any user to access the transformation pages, read updates, and submit suggestions and comments, will also help reach those individuals who do not have access.

Plasma Displays:

· What has been accomplished to date?

· Current Status of transformation

· What to expect next

· Points of contact

3.7 Newsletter
DMB will create and disseminate a periodic newsletter that will serve as a forum for DMB to highlight significant achievements in the transformation process.  The newsletter will be distributed via email and also will be available on the DMB websites to reach the broadest audience possible. The newsletter could contain:

· What has been accomplished to date?

· Current status of transformation

· What to expect in the next month

· Points of contact

4.0 Communications Schedule

	Communication Vehicle
	Frequency

	DMBT Meetings
	Monthly

	DMB Staff Meetings
	Monthly

	Transformation Area Team Meetings
	Weekly

	Town Hall Meeting
	Annually

	EMail
	Continuously

	Web Site
	Continuously

	Newsletter
	Quarterly


Appendix A: DMB Communications Protocol

	Communications Protocol

	What
	To Whom
	When
	Control
	How

	Advocacy, Plans, Schedule, Budget
	CC
	Ad hoc
	Director
	Briefings, memos, verbal

	Mission/Vision update by Director and EC
	DMB Chief
	During EC meetings, as required
	Director
	Verbal direction; recorded in EC meeting minutes

	Mission/Vision, Plans/Direction, Advocacy, Progress, Schedule, Budget, Contract Status, Success Stories, Lessons Learned, History
	EC, DSG, PRC, PRTs
	During  EC, DSG, PRC, PRT meetings
	DMB Chief for EC; Chairs for DSG, PRC, PRTs
	Briefing

	Mission/Vision, Progress, Advocacy, Plans, History, Success Stories
	personnel
	Periodically
	DMB Chief (approves content)
	Newsletter, website

	Agendas
	EC, DSG, PRC, PRTs
	Before meeting
	DMB Chief for EC; Chairs for DSG, PRC, PRTs
	Word document, sent out by Email

	Meeting Minutes, Action Item Updates
	EC, DSG, PRC, PRTs
	After meeting
	DMB Chief for EC; Chairs for DSG, PRC, PRTs
	Word document, sent out by Email

	Action Item Responses
	DMB Ops
	As agreed
	EC, DSG, PRC and PRT members
	Email

	Policy/Procedures, Training
	DMB personnel
	Weekly staff meetings and ad hoc
	DMB Chief
	Emails, manuals, briefings


CC = DMB Commander

DMB = Transformation Office

EC = Executive Council (DMTB Tier 1)

DMB Ops = DMB Operations Manager

DSG = Division Steering Group (DMTB Tier 2)

DMTB = Depot Maintenance Transformation Board

PRC = Program Review Council (DMTB Tier 3)

PRT = Program Requirements Team (DMTB Tier 4)

Appendix B: Example Meeting Agenda

DMB Meeting Agenda
	MEETING:

Lean and/or Cellular Repair Team

Date:
Time:
Location:

	REQUESTED ATTENDEES:
	

	
	
	

	
	INFO:


	

	CHAIRMAN:

	MINUTES:



	MEETING OBJECTIVES:
 1. Discuss progress and status of Lean and/or Cellular Repair effort.
 2. Assign additional actions required to advance the Lean and/or Cellular Repair effort. 

 3. 

 4. 

 5. 

	Proposed Agenda



	
	Start
	Finish
	Ttopic:

	1.
	1:30
	1:35
	Opening remarks (Mr. )

	2.
	1:35
	1:55
	Review of Open Action Items

	3.
	1:55
	2:30
	Open Discussion

	4.
	2:30
	
	End of meeting

	5.
	
	
	

	6.
	
	
	

	7.
	
	
	

	8.
	
	
	

	9.
	
	
	

	10.
	
	
	

	

	


Appendix C: Example Meeting Minutes and Action Item Update

Lean and/or Cellular Repair Team

Meeting Minutes

Date of Meeting: 

Meeting Location:
Meeting Chair:
Purpose:  
Advance all actions necessary to implement the Lean and/or Cellular Repair on agreed schedule. 

Discussion:

Mr. Dxxx Sxxxx opened the meeting by addressing the open Action Items from previous meetings; a number of action Items were closed (see Action Items below for details).

Mr. Mxxx Wxxxx opened discussions about the installation of new steam coils in the chemical cleaning area.  The coils are now physically located in the cleaning area awaiting installation.  Mr. Wxxxx will initiate a work order to install the new steam coils (Action Item 03.06.21.01).  

Mr. Mxxx Cxxxx suggested that, in consideration of the complexity of the nozzle repair process, a planner should be resident in _______.  Mr. Jxxx Hxxxx will contact Mr. Bxxx Kxxxx to discuss placement of a Planner, as well as a Material Planner (Action Item 03.06.21.02).  At this meeting a workload transition plan will also be discussed.

Mr. Hxxxx discussed the necessity of ____ involvement in the startup and maintenance of the chemical cleaning line as well as the lean cell.  Mr. Hxxxx will contact Ms. Axxx Txxxx and arrange a meeting to discuss support (Action Item 03.06.21.03). 

The next meeting is scheduled for Monday, 10 July, at 1:00 p.m. in Mr. Hxxxx’s office.  Direct questions and comments to _________________________.

Requested Attendees:

	
	Organization
	Name

	*
	
	

	*
	
	

	*
	
	

	
	
	

	*
	
	

	
	
	


* Denotes attendance at the meeting

Additional (information) distribution of minutes:

	Organization
	Name

	
	

	
	

	
	


Action Item Update:

	Action Item Number yy.mm.dd.xx
	Due Date    (dd-MMM-yy)
	Task Description
	Owner
	Status
	Comments

	
	
	Arrange for conference center for training.
	Closed
	Conference center has been reserved for _____.

	
	
	Document a schedule/plan for briefing appropriate offices/personnel at DMB.
	Open
	An initial draft has been put together, including brief to __________ week of _______.

	
	
	
	
	


	Note:  The user may wish to move “Closed” action items to a separate table as the program progresses for better readability.
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