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?


At Navy Region Hawaii, cost and performance management is being managed at the Program Managers’ level.  These programs include Air Operations, Port Operations, Community Support, Housing, Facilities/Environmental/Safety, Fire and Security, Command Administration, Resource Management, and Business Operations.  

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


The incentive is success in obtaining approval of budget submittals, i.e., use of cost and performance management information is generally required to support budget increases, to illustrate the impact of budget cuts, or to present the impact of mission changes.  However, managers are still prone to relying on more traditional financial systems and methodologies to obtain the required supporting data.  This obviously demonstrates their lack of “buy-in” or confidence in the use of ABC data for these purposes. 

•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?  


Region Hawaii currently has a COMNAVREG HI Instruction which requires Program and Functional Managers to utilize ABCM information to manage activity cost, determine the impacts from budget and mission changes and for allocating resources to adjust the performance of activities to the appropriate services levels.

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


Currently, on request by Program Managers, Functions Managers and other key personnel are being trained to view their data in the ABCM Report Viewer (COGNOS), identify and correct anomalies, and validate proper data entries and allocations. 

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


The current organization is conducive to implementing cost and performance management.  Hierarchically, the Regional Commander is at the top with a Chief of Staff who directly reports to him and is responsible for the day-to-day operations of the region.  Ten Program Managers report to the Chief of Staff, and together they form the Program Managers Board (PMB).  The PMB is responsible for ensuring the quality and timeliness of delivering base operating support services to all its customers (internally and external - ships, tenant commands), within budget.  

–How is data integrity being assured?  


Two secured web-based tools, an on-line ABC data collection tool (DCT) and an on-line ABC report viewer (COGNOS Powerplay) are in use to collect and display ABCM data.  Access to these two sites is via user id and password.  Program and Functional Managers use both these tools to validate accuracy and report completion to the Business Office once a month.  The ABCM Team is also performing random checks.

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


One of the key concepts/diagrams used in our illustrations is the CAM-I cross.  Other diagrams/Power Point illustrations come from macro/micro metrics, which were developed by OPNAV, sponsored Integrated Process Teams (IPTs). 

•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?


On a case basis, managers are using cost and performance information to assess the closing of operations in a certain area of the region, the impact of potentially new work to be assigned to the region, and whether or not they are charging the right price on a certain reimbursable.  The ABCM Team is facilitating discussions using the ABC Report Viewer and generating custom reports in assisting their evaluations. 

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

-Installation management, Systems acquisition, Operations, Depots?

The primary processes are those listed in the Navy’s Shore Installation Management Core Business Model by which all Navy Shore Installations are measured.  These core processes include, Air Operations, Port Operations, Operations Support, Personnel Support, and housing, Facility Support, Environmental, Public Safety, and Command & Staff.

2.  How did the current process evolve?

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

–Guiding principles and concepts, the intent (Mission, objectives, purpose), Why, requirements, policies, dates who issued, Statutory, Chain of command, PPBE and accountability?

There were several driving factors influencing implementation of Cost and Performance Management practices in the region:

a. COMPACFLT (CPF) partnered with the Royal Australian Navy (RAN) several years ago and implemented an Activity Based Costing/Management program in each PACFLT region.

b. An increasingly austere budget environment requires identification of all cost in order to make informed management decisions on resource allocations.

c. Corporate Navy Headquarters directing all shore installations to perform at certain service levels to be measure with prescribed macro and micro metrics for each shore installation business function.

d. Special briefings by IBM (ABCM consultants) and RAN representatives on the uses of ABCM information to support the budget process, proper reallocation of resources, and in pricing reimbursables.  

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

There was direction from the claimant (CPF) to implement ABCM.

There was Initial direction from the previous Regional Commander for Program Managers to ensure participation in ABCM and validation of their own data.

 A regional instruction was issued to outline the goals and objectives of ABCM and the responsibilities for supporting the program.

Navy Headquarters support of cost and performance management through their participation in CAM-I, visits to the region promoting ABCM, and promulgating a draft policy for using ABCM information.

•How did your organization implement Cost and Performance Management?

– What tools, what process was used, what is the estimated cost for these current process evolution, highly standard driven/funded from above, what level within organization was current process implemented, Local effort, Headquarters?

An implementation team comprised of CPF, CNRH, and ABC consultants was put in place to begin implementing ABCM in the region.

ABCM briefings and training sessions were held for personnel at each level in the organization.

ABCM implementation team members visited each area/command in the region to meet with functional managers who developed and validated the list of their activities.  The list of activities was later aligned to the Navy’s Shore Installation Core Business Model to allow comparison of program/functional costs across regions.

The primary tools used for ABCM are web based data collection tool which was installed for individuals to input labor and non-labor allocations; then, this data is pushed to a (OROS) modeling software once a month and data cubes are subsequently built and pushed to the report viewer (COGNOS).  

The program essentially took a year to implement and as of July 2003, 20 months of data has been collected. 

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


The key people who were initially involved with implementing the ABCM program starting in March 2001 have since left the region.  They were the former Regional Commander on whose “watch” the program was instituted, the former Business/Knowledge Management/Regional Requirements Officer, the former Regional Comptroller and the former ABCM Program Manager.  All departed the Region between March and May 2003.  This abrupt change in stewardship for the program has had a significant impact on the program’s continuing momentum and forward progress. 

•What are the significant results your organization has achieved?


To date, there has been no significant, measurable, result for ABCM.  The Region is still working towards achieving its goals and objectives of utilizing ABCM information to manage activity cost, determine impacts from budget and mission changes and for allocating resources to adjust the performance of activities to the appropriate service levels.  The ultimate goal is to use the information to support a fully operational Performance Management initiative.
•What were the governing requirements?

–Requirements, Policy, Who issued it, When was it issued?


The Regional Business Office issued a Region Note (dated 16 Jul 01) promulgating requirements and responsibilities for supporting the implementation of ABCM in Navy Region Hawaii.  


On 21 Mar 03, after a full year of maturity in the program, the Business Office subsequently issued a COMNAVREG HAWAII INSTRUCTION for Navy Region Hawaii’s ABCM Program outlining the program and the actions required by program managers for supporting the goals and objectives of ABCM by timely input and validation of data.  In addition, they are required to utilize ABCM information to manage activity cost, determine impacts from budget and mission changes and for allocating resources to adjust the performance of activities to the appropriate service levels.  The Regional Business Office ABCM Branch would provide full-time ABCM analysis and information technology support for the program managers to ensure their success in carrying out the ABCM goals and objectives.
•How have cost and performance management practices changed?


Unfortunately, there has not been any significant change in cost and performance management practices.  Regional managers are still relying on traditional financial methodologies for tracking costs.

•What revolutionary changes did occur during the same time?  


There were none to speak of.

•What were the enablers to the evolution?

Despite the lack of success in the program thus far, the enablers for change would be Funding, Time, People/Resources, initial Leadership buy-in and stewardship for the program, and Systems integration.

•What were the constraints to the current process evolution?

Skill sets, Funding, Resources, Leadership buy-in, Systems integration, Homeland security (war) 9/11.

•How long have the current processes been in place?

–When did they start?  

Planning for ABCM started in Sept 2000 with a planning team comprised of CPF, RAN, and Region Hawaii personnel.  The Implementation project started in March 01 with IBM (formerly PWC), the RAN contractor, ABM Technologies, and organic region representatives.

–Estimated time?  

The implementation project completed approximately a year later, in March 02.  However, ABC data collection started about six months earlier, in Oct 01. 

•What is the current status?

 –Mature process, Implementing, Planning?

The ABCM process is in place, data collection and reporting are at a mature stage, but full-maturity will be realized when the information is used with performance management.  The implementation of the latter is currently being worked on.

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

–External changes, Internal changes?

External changes: An initiative by the claimant (CPF) to institute ABCM in across PACFLT (Hawaii, Northwest, Southwest, Japan, and Guam) regions, budget cuts, and additional consolidations.

Internal changes:  Initially, the direction was from the Region Commander who directed that all program managers use ABCM in conjunction with determining their minimum essential requirements.  Visibility was initially provided in the weekly program managers meeting where the status of each programs’ performance was reviewed using ABCM information.  ABCM program status and changes are made available to region personnel through the Report Viewer (COGNOS), the Regional Business Newsletters, emails sent out by the ABCM Branch to program and functional managers and their key representatives (ABM Deputies) on status of data collection, process changes, training schedules, and special meetings to discuss and resolve common ABCM issues   

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

–
–Why?

In order to facilitate networking between the different services.

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

A unit cost/metric management tool.

•What are the necessary guiding principles?

ABCM should be the management tool of choice in supporting the budget process, assessing the impacts of mission changes and budget cuts, and tracking performance measures which are linked to the strategic plan.

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


 It’ll provide well-founded supporting data for the budget process, more accurate assessments of the impacts of mission or operational workload changes, validating reimbursable charges, and a more accurate measurement towards meeting the goals and objectives in the strategic plan. 

•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?

Managers should be conducting frequent trend analysis of their ABM information and use this information to decide on whether to increase or decrease their budget from the previous year, resource reallocations, deciding which activities or services will be reduced in the wake of budget cuts, determine the cost of unscheduled/unpredicted increase in services due to external influences such as a war or a 9/11, assess the cost of changing service level performance, review the impact of services on new home-porting of ships, mission changes, and pricing of reimbursables.

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

A common cost and performance management framework that’s needed is a balanced scorecard methodology.

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

The skill sets and education needed is basic understanding of ABCM methodology and web based data collection and report (ABC and Performance Measures) viewing tool.  Initial and periodic refresher briefings and classroom sessions on the demonstration and use of the web tools are necessary to sustain proficiency and for new employee/manager indoctrinations.

–How should we organize to achieve these practices?

We should have this framework imbedded in organization instructions so that the policies and language are part of the daily management of operations.  Also, the practices should be supported from the top level of management down and ABCM methodologies should be incorporated into the standard training curriculum for individual departments.

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


Planning is completed.  It’s the execution that is prolonging realization of benefits.   The effects of corporate level restructuring (CPF to CNI) may impact continuance of current ABCM program and whether or not the Performance Management initiative, piloted in Navy Region Southwest, will be carried through. 

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


Reorganization is not required.  

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

–CAMI Concepts, case study concepts?  


Yes.

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?


Cost and Performance Management will have a direct impact on achieving OPNAV service level requirements from actions taken by program managers to adjust unsatisfactory performance service performance levels.

•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, have funding and buy-in been obtained at each level, has a champion and core team supporting the effort been identified, who will communicate the business objectives supporting Cost and Performance Management at each level of organization?

Business objectives have been identified, funding has been obtained, buy-in has not yet been obtained at each level, a champions and core team supporting the effort have come and gone, and program and functional managers ensure communication of business objectives supporting Cost and Performance Management at each level of organization has either been lacking or ineffective.

•What are the tactical and strategic implementation enablers?

–Top level buy-in obtained, have defined resources, skill sets, methodology, and training requirements been identified, has the appropriate tools/technology for organization been implemented, development of consistent language and policies, integration with other management processes?

All of the aforementioned are considered tactical and strategic enablers.

•How are those enablers developed and implemented?


Of the enablers mentioned above, all are developed for ABCM.  The Performance Management piece is still being worked on.  At this point, resources, skill sets, methodology, training, and tools and technology have not been fully defined for the Performance Management side of the initiative.  Our top-level buy-in still remains to be our biggest obstacle.

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

Use of ABCM data is systemic to the organization at all levels, all our customers, external and internal, are satisfied, and we can quickly and proficiently identify and improve on our performance issues.

Another possibly metric is the time to respond to data calls, answer questions, and to make informed management decisions. 
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