1.  What are the institution’s current cost and performance management decisions and decision making processes? 
•How is the organization being managed now/what is the current framework?

–Where is the cost and performance management managed in your organization?


Have a strategic Management Office responsible for training all managers in the use of cost and performance data.  (Huachuca July 03)

–Are there incentives in your organization to manage cost and performance?


Yes.  Current policy of the Garrison Commander is to allow subordinate organizations to retain all savings identified.  This has opened a floodgate of new cost and performance initiatives.  Over 200 initiatives valued at $12 million so far this year. (Huachuca July 03)

•What are the institution’s current cost and performance management practices and principles? What actions has your institution taken? 

–What kind of written cost and performance policies do you have now? 


No formal written guidance.  The Key is continuous command leadership at staff meetings, quarterly cost management meetings.  (Huachuca July 03)

–What kind of cost and performance management skills and training are we developing?


Every new manager is provided training on our cost culture, expectations for cost and performance initiatives, and ABC models.  (Huachuca July 03)

–How are we organized to implement cost and performance management?


The Chief of the Strategic Management Office is on the personal staff of the Garrison Commander.  He has the authority to speak for the commander in matters of cost and performance.  (Huachuca July 03)

–What cost and performance management practices and tools are being used (focus on Value Quest’s seven) 


Cost and performance issues are reviewed at staff meetings at all levels of the organization.  Cost reduction targets are included in all managers’ performance standards. Performance evaluations include an assessment of how the manager has performed against these targets.  (Huachuca July 03)

–How is data integrity being assured?


Resource data is electronically extracted from our accounting system.  Some off-line adjustments are made and an audit trail is maintained.  Only the ABC model sustainer has authority to enter data into the ABC model.  (Huachuca July 03)

–What are the key concepts/diagrams/PowerPoint illustrations that are used to inspire your organization to use cost and performance management.


Continual command leadership and the policy of allowing subordinate organizations to retain the savings.  (Huachuca July 03)

•What kind of relevant cost and performance management decisions are our leaders making and how are cost and performance management practitioners helping? 

–What other impact is cost and performance management having now?

•What are the key processes influenced by Cost and Performance Management?

–Installation management?

–Systems acquisition?

–Operations?  Depots?

2.  How did the current process evolve?

•What were the internal driving factors influencing implementation of Cost and Performance Management practices?


•What guiding principles and environmental factors influenced these decision making processes?

–Guiding principles and concepts

Strong leadership with a recognition that budget cuts were going to be a way of life.  Dedicated Strategic Management Office staff that provided continuity from one commander to the next.  (Huachuca July 03)

–The intent (Mission, objectives, purpose)

–Why

–Requirements, policies, dates who issued?


–Statutory

–Chain of command Visit to Ft. Huachuca by Chief of the Army Staff GENERAL Riemer in 1996. (Huachuca July 03)

–PPBE and accountability


No. (Huachuca July 03)

•How did your organization implement Cost and Performance Management?

– what tools?


OROS software, Consulting from Dr. Dale Geiger,  (Huachuca July 03)

– what process was used?


Started with rapid prototyping on our logistics directorate.  After we gained experience with build ABC models in all major organizations.  Models have been refined continually.  Garrison Commander started quarterly meetings with every front line managers and above.  He expected managers to understand their cost and identify ways to improve. (Huachuca July 03)

–What is the estimated cost for these current process evolution?

• Highly standard driven/funded from above?

For the last six of seven years the local garrison commanders has been the driving force.  No strong leadership for cost management from above.  With the establishment of the Army Installation Management Agency, we now have strong chain of command leadership of cost management.  (Huachuca July 03)

–What level within organization was current process implemented?

•Local effort?

•Headquarters?

•Who were the key people in your organization who brought the program this far and where are they in the organization?


Strategic Management Office has been the strong continuity.  We now have several directors that are strong supports and leaders within their organization.

•What are the significant results your organization has achieved?


Over 200 initiatives valued at $12 million so far this year. (Huachuca July 03)

2.  How did the current process evolve? (continued)

•What were the governing requirements?

–Requirements

–Policy  

•Who issued it? 

•When was it issued?

•How have cost and performance management practices changed?

•What revolutionary changes did occur during the same time?
•What were the enablers to the evolution?

–Funding


Continuing budget cuts inspired the need for cost management.  (Huachuca July 03)

–Time

–People – Resources


Initially the staffing to support the program was taken out of the Internal Audit office.  Two support personnel were hired to sustain the ABC models and build supporting automation systems.  (Huachuca July 03)

–Leadership buy-in


New Garrison Commanders were brought to Huachuca prior to taking command.  They sat in on cost management meetings.  Dr. Geiger, retired LTG Tom Carney, and the Chief of Strategic Management office provided training to the commander prior to taking command.  As a result the first topic at the new commander’s first staff meeting was cost management.  (Huachuca July 03)

–Systems integration


Automation tools have continually been developed to make it easier for managers to collect and report resource assignments and activity driver data.  Now being collected via the installations network.  A very user friendly Garrison Management System was developed that allows all managers to drill down into their ABC data a quickly identify where unit cost are increasing.  We have also created a productivity index that creates an index for every manager.  This index is based on the change in the unit cost of every activity owned by a manager weighted by the costs of the activity.  (Huachuca July 03)

•What were the constraints to the current process evolution?

–Skill sets

–Funding 

–Resources

–Leadership buy-in


Prior to the creation of the Army Installation Management Agency, there was no command buy-in above the garrison commander.  (Huachuca July 03)

–Systems integration

–Home land security (war) 9/11

2.  How did the current process evolve? (continued)

•How long have the current processes been in place?

–When did they start?


1996.  (Huachuca July 03)

–Estimated time?


Seven years.  (Huachuca July 03)

–Estimated costs?


Initial startup costs of $300,000 plus annual salaries of $160,000.  (Huachuca July 03)

•What is the current status

–Mature process


We have a great process, but we believe we on only 60%.  (Huachuca July 03)

–Implementing 

–Planning

•What are the triggers that caused / created/ influenced the processes to evolve?

–External changes

–Internal changes


Definitely internal.  (Huachuca July 03)

3.  What are the desired practices (future practices)? 

•What are the key Cost and Performance Management practices that should be emphasized?

–What CAMI and other strategic business processes should we concentrate on in the future?  More automated, more integrated, standardization (same measurement, same format for comparison), enterprise enabled, web based


Leadership training. Strongly disagree with standardization.  ABC should be used as a baseline tool.  Trying to compare specific costs from one organization to another waists time in explaining why the models are build and populated differently rather than on looking for real improvements. (Huachuca July 03)

–
–Why?


ABC is just a tool.  Cost management and results are the real issues.  (Huachuca July 03)

–What kind of cost and performance management tools should we be concentrating on?

•What are the necessary guiding principles?

–Should link to strategic plan


Strategic plans should be the driving force in looking at cost structures.  (Huachuca July 03)

•What are the outcomes/decisions that these practices will enhance? (Gap that will be filled)


Free up existing resources to fund unfinanced requirements. (Huachuca July 03)

•What is the framework? What kind of decisions should leaders be making?

–What kind of outcome should cost and performance management be making on management processes?  Continually changing / improving processes.  (Huachuca July 03)

–What kind of common cost and performance management frameworks are needed?


Common costs are unproductive.  Managers will waste time defending why their costs are structured differently that another manager.  They should spend their time seeking ways to improve their own processes.  Then new process ideas can be shared, not the cost data.  ABC should be a tool for local managers, not an external reporting tool.  (Huachuca July 03)

–What kind of skill sets are required? What kind of education do we need?


Some automation and accounting skills are useful.  The critical skill is coaching manager in the need for cost information, and then teaching them how to analyze their cost data.  (Huachuca July 03)

–How should we organize to achieve these practices?


People developing and sustain ABC cost information are clearly support people. The line managers must be the owners and user of cost information.  (Huachuca July 03)

•What kind of planning has/is your organization doing to achieve desired future state?


Training all new managers on the culture of continuous cost and performance management.  Challenging and evaluating all managers on their results.  (Huachuca July 03)

•Should your organization re-organize to enhance Cost and Performance Management?


The Army has just established a staff office in every garrison to champion cost and performance management.  (Huachuca July 03)

What are the principles that need to be adopted/or emphasized in the ideal future state?

–CAMI Concepts?


Making every public sector manager a true cost and performance manager.  This would be an environment that focused on the cost and quality of the service provided instead of the competition of resources and internal organizations.  (Huachuca July 03)

–Case study concepts?

4.  How will the institution get there?

•What Change Management Concepts will facilitate future state?

–Must make CAMI concepts (already discussed in cases) resonate with Armed Services 

–CAMI change management tools

•ADF tool (assessment and risk mitigation)

•Change Management CAMI group

5.  How will this future state be sustained? 

•How will Cost and Performance Management influence the success of the organization?

•What are the key actions you think need to be taken to influence success of Cost and Performance Management in your organization for the future?

–Have business objectives been identified?


Yes.  The newly created Army Installation Management Agency has developed an aggressive plan to make cost management the “primary weapon system” for the Agency.  Every one of the 80,000 employees was required to personally receive the IMA directors Cost management briefing.  Every first line supervisor and above have targets for cost improvements in their performance plans.  The first office to b e established at every one of the 180 garrisons in the Army was the office responsible for cost and performance management.  .  (Huachuca July 03)

–Have funding and buy-in been obtained at each level?

–Has a champion and core team supporting the effort been identified?


At Ft. Huachuca a champion has been in place for the past seven years.  We were very fortunate to have four garrison commander in a row that believed in and lead the culture change to cost management.  .  (Huachuca July 03)

–Who will communicate the business objectives supporting Cost and Performance Management at each level of organization?

•What are the tactical and strategic implementation enablers?

–Top level buy-in obtained?


See comments above.  

–Have defined resources, skill sets, methodology, and training requirements been identified?


Every garrison in the Army has been required to establish an office dedicated to cost and performance management.  IMA Headquarters has developed missions and functions statement for the office.  Training for the new office staff has already started.  

–Has the appropriate tools/technology for organization been implemented?

–Development of consistent language and policies?

–Integration with other management processes?

•How are those enablers developed and implemented?

•What metrics do we use to measure the degree of Cost and Performance Management success?

Success should be measured by results.  How many processes have been changed and how much have cost been reduced and performance been improved.  (Huachuca July 03)

–Use of data is systemic to organization at all levels.


IMA is currently working on a plan to integrate cost management into the management process at all levels of the organization.  They have started with the requirement to hold Productivity Improvement Review at every director and garrison level in the Army.  These meetings require garrison directors to identify cost and performance initiatives and develop an expenditure plan.  ABC costing models are not required to be developed for another year.  This will give garrison directors time to understand what they want from an ABC model.   (Huachuca July 03)

–Customer of satisfaction. 


Has customer satisfaction increased (is customer satisfactions realistically measures?  (Huachuca July 03)

