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Business Area:  Civilian Human Resources

Cost Management/ABC Implementation Plan

Section I:  Define the Business Area

1.01.1  Description


  1.011  Business Area Name:  Civilian Human Resources


  1.012  Address:  Department of the Army, Office of the Secretary, Manpower and Reserve Affairs, Civilian Personnel Policy, Washington, D.C.  20310-0111


  1.013  HQ POC (phone, fax):  Primary:  phone:  703-695-2112, fax:  703-614-0360.  Alternate:  703-614-1583,  Fax:  703-614-0360.

1.02      Mission Statement


  The Office of the Deputy Assistant Secretary of the Army (Civilian Personnel Policy) (ODASA (CPP)) is responsible for setting long-range, strategic direction and policy governing the management and utilization of Department of the Army appropriated and nonappropriated civilian employees.  It is responsible for the management and oversight of program and policy development, management and operation of civilian personnel operations centers, evaluation of the management of employees, and administration of civilian personnel programs Army-wide.

1.03      Organizational Structure


  1.031  Number of employees (Total by End Strength Mil/Civ):  By the end of FY00, there will be 1,630 notionally authorized Civilian Personnel Operations Center (CPOC) employees and 1247 Civilian Personnel Advisory Center (CPAC) employees.  Total:  2,877 CHR employees.


  1.032  Management Structure/Chain of Command:  Secretary of the Army; Assistant Secretary of the Army (Manpower and Reserve Affairs); Deputy Assistant Secretary of the Army, (Civilian Personnel Policy)


  1.033  Organizational Chart (by location):  see attached.
1.04
  Business Area funding sources (provide last three years of funding by NAF, APF, Obligation Authority).  Although our business area has oversight over nonappropriated fund programs, we will be foucsing our ABC/M initiative on appropriated fund positions, activities, manpower, and programs.  Amounts budgeted for appropriated fund activities for the last three years are as follows:
Appropriated Fund

Organization


     FY 97

    FY98

     FY99
CPOCMA/CPOCs

46,247,420

90,663,132

103,577,630

CPACs


72,300,000

53,538,912

  99,510,135


CPO (pre-regionalization)
      TBD

      TBD

      TBD


Nonappropriated Fund
      TBD

      TBD

      TBD

1.05
  Products and services:  our CPOCs and CPACs produce a large number of products and provide a wide variety of services.  A sample of the products produced and services performed are related to the following CHR functional areas:

Mobilization:  Administer staffing planning, administer information services execution, and administer the mobilization TDA.

Recruitment and Placement:  External recruitment; internal recruitment; conduct outreach; administer preference programs; administer reductions-in-force and transfers of function; provide advice and assistance to customers; develop and maintain plans, policy, and guidance; process personnel actions; manage production.

Employee Benefits:  Process forms, advise, and assist on benefits programs, e.g., Federal Employee Health Benefits, Federal Employee Group Life Insurance, Thrift Savings Plan, Retirement, Worker’s Compensation, and death cases.

Position Management and Classification:  Establish/change/classify positions, conduct or participate in A-76 studies, administer wage and benefit development, process realignment actions.

Labor and Management Employee Relations:  Administer leave program; develop local labor relations program; participate in contract negotiations, midterm bargaining, partnerships, unfair labor practices, and union elections; administer performance appraisal program; administer performance-based actions.; administer disciplinary/adverse action program; administer civilian awards program; administer grievance programs; coordinate Merit Systems Protection Board appeals.


Human Resources Development: Assess annual training needs; develop and execute the fiscal year training plan; develop and provide training; evaluate training program.
1.06
  Major Customers:  Primary (direct) customers are CPAC and CPOC directors, MACOM Civilian Personnel Directors, the CPOCMA Director, and key ODASA (CPP) personnel.  Secondary (indirect) customers are appropriated fund civilians, nonappropriated fund civilians, family members, contractors, military officers, enlisted personnel, job applicants located within DoD, HQDA, MACOM-level staff, installation personnel, private corporations, and business entities.

Section II:  Baseline Your Cost Management/ABC Efforts – (explain your existing Cost Management program, ABC/M or otherwise)

2.01
  Overview of your current Business Area Cost Management/ABC initiatives if


  any (include location, size, purpose, software, and POC, etc.)


  2.011  Current ABC efforts (by site):  None of DA’s ten CPOCs have implemented an ABC program to cost products, services, or activities.  A few Civilian  Personnel Advisory Centers (CPACs) have implemented an ABC/CBM program to support local installation/MACOM requirements.  However, based on our review, the depth, breadth, and complexity of their ABC/CBM initiatives do not meet the goals, objectives, and requirements that the ODASA (CPP) seeks to achieve.  Thus, for all practical purposes, we are stating that no organizations within our business area are pursuing ABC initiatives as we envision them.


  2.012  Existing MIS used to manage costs:  Not applicable.  Our business area, on a macro (agency-wide) level, is not using ABC/CBM methodologies, as we envision them, to cost activities, products, and services.  We are in the conceptual phases now of determining an appropriate MIS to help support our goal of more effectively managing costs.


  2.013  Other Cost Measurement methodology (Job Order, Process, Target, etc.):  Not applicable.  See responses to Sections 2.011 and 2.012 above.

2.02
  Assessment of Employment Cost Management Skills


  2.021  Management Level Skills Trained to do ABC/M



  2.0211  Number with ABC Training (Certification):  None


  2.0212  Number with On-the-Job Training:  None

  2.022  Staff-Level Cost Management Skills Trained to do other CM Technologies



  2.0221  Number with ABC Training (Certification):  None


  2.0222  Number with On-the-Job Training:  None
2.03
  Existing Cost Accounting Systems


  2.031  Location:  None

  2.032  Type System:  None

  2.033  Methodology:  None

  2.034  Does it Feed a Cost Management or Decision Support System?:  Not applicable.
2.04
  Describe Current Performance Management System(s)


  2.041  What performance metrics do you use?  The ODASA (CPP) uses a productivity reporting system called CIVPRO to provide monthly statistics on operating-level personnel work load.  The data are (or will be) compiled from appropriated fund records in the HQ ACPERS, MDCPDS, and PERSACTION systems.  The reports include Army-wide, regional, CPAC, MACOM (command), and unit breakouts.


  2.042  How do you use your performance metrics to manage?  Data and reports from CIVPRO are used to make a myriad of decisions related to management of productivity; improvements in efficiency and customer service; and corporate CHR business and policy decisions (e.g., business processing re-engineering proposals, potential changes in missions, potential changes in organizational structures, etc.).


  2.043  How and what performance measures support the Government Performance Results Act?  The GPRA of 1993 calls for vigorous implementation of performance measurement across federal agencies.  By law, federal agencies must measure their programs by results or outcomes, not intentions or processes.  In part, we are currently meeting the spirit and intent of the GPRA by measuring the performance of our CHR community through CIVPRO (see Section 2.041 above).  The CIVPRO system provides data on the number of personnel actions processed, CHR strength figures, etc.  Unfortunately, the CIVPRO system does not provide cost information, from which we can use to justify future business management decisions.  With the implementation of our ABC CAS initiative, and keeping within the spirit and intent of the GPRA, we will be able to more accurately measure performance by costing key CHR activities performed by our CPAC and CPOC employees.  


  2.044  Are your performance measures aligned with your cost management systems?   No.  Not until we implement our ABC initiative.

Section III:  Describe Full Implementation of Cost Management/ABC  (Based on the Army’s Strategic Cost Management Plan (Appendix A), describe your vision for implementation)

3.01 
  Describe your end-state vision for Cost Management/ABC (from both Strategic and  Operational Perspective)



  3.011
   Cost Management (How will you use Cost Management to drive continuous  and process improvement?  How will you create a cost management culture?)  Our business area will use ABC/CBM data to help determine production-related (vis-à-vis budget-related) costs of goods and services; costs of previously-identified key CHR activities performed by employees; potential business process reengineering proposals; ways to improve efficiency and customer service; and benchmarks for comparison purposes (the processes and procedures of those organizations that have achieved excellent results can be used as standards for benchmarking purposes).  By reducing costs, increasing efficiency, improving customer service, doing more with less, and recognizing individual and group achievements, we want to create a cost-management culture that will promote continuous self-directed improvement.

  3.012
  ABC (If ABC is a cost measurement choice, how will it be used – cost / product improvement, A-76 support, pricing, etc.?  And how will you report with it.)  See response for subsection 3.011 for a discussion on how our business area plans to use ABC/CBM data.  In terms of reporting, we envision that our ABC/CBM CAS will produce a variety of reports, in both hard-copy and electronic (i.e., capable of being transmitted to designated users via email) formats.  The CAS must generate specific and ad-hoc reports, when requested by authorized personnel.  The reports will identify totals of time and costs (direct labor, indirect labor, and overhead activities and costs) by type of activity, customer, and RPA identification code for different echelons within our business area.  The reports will help us make recommendations and decisions identified in Section 3.011 above.


  3.013
  Performance Measurement for Management (will you incorporate performance measures with the Balanced Scorecard?  Show linkages of operational performance objectives to Business Area Strategic Objectives).  The balanced scorecard, as introduced by Kaplan and Norton (1992), is a concept used to motivate and measure the performance of an organization.  Using its four perspectives – financial, customer, internal business processes, and learning and growth – can help provide our business area with a balanced picture of our current operating performance as well as the drivers of future business area performance.  As our manpower and budget resources (financial perspective) dwindle, we plan to reduce business area costs and improve customer services (customer perspective) by re-engineering internal business processes, modifying missions, possibly changing organization structures (internal business processes perspective), and studying the possibility of shifting responsibilities to key players in the CHR process.  These objectives will help us to build strategic information, develop strategic skills, focus resources, streamline operations, and enhance employee effectiveness and well-being (learning and growth) so that leaders within our business area can create opprotunities for long-term growth and improvement.


  3.014
  Quality Program (will your performance measures support your APIC  program or other if you have one)?  The ODASA (CPP) has not required the Army-wide application of APIC program requirements for its business area.  However, the ODASA (CPP) supports the desires of MACOMs and/or local installation commanders who want their local CPACs to support local total quality management efforts and initiatives.  Thus, MACOM/local installation performance measures will be the primary vehicles used to support organizational APIC programs.

3.02
  Describe how your Cost Management / ABC program will be integrated vertically and horizontally (in your reporting/authority responsibility).  Our ABC/CBM system will be top-down driven and will collect, cumulate, and report data that can be integrated both vertically and horizontally.  Vertical uses of data involve the use by key CHR leaders (key management officials) who work within Civilian Personnel Operations Centers, MACOMs, and Civilian Personnel Advisory Centers.  These leaders will be accountable for evaluating costs of activities, products, and services, and ensure that cost management initiatives are pursued.  Horizontal uses of data involve the use by key program officials within HQDA for benchmarking purposes; compare and contrast good ideas, areas of improvement, etc.; conduct comparative analyses to determine more effective ways of managing costs and improving processes; and determining if customer services can be improved.
3.03
  Provide Statement of Cost Management Goals and Objectives.  The ODASA (CPP) has determined that the outputs of its ABC/CBM CAS should support its goals of providing information that will help to improve business and policy decisions.  It balances Army’s need for operating-level costing information with its commitment to minimize overhead efforts.

The Army has determined that the CAS must meet the following objectives:  

· Calculate and report indirect labor costs associated with the management of the CPOCs and CPACs and their employees.

· Calculate and report indirect labor costs associated with activities other than management which do not support a CHR operational product or service (e.g., various types of leave status, training time, etc.).

· Calculate and report overhead costs, i.e., costs associated with physical operations, supplies, maintenance, and equipment with CPOCs and CPACs.

· Calculate and report direct costs associated with specific CHR products or activities (e.g., specific personnel actions).

· Calculate costs for activities associated with specific fill actions for each of the following:  series, grade, and career program (if applicable).

Section IV:  Describe Plan to Get from Baseline to Full Implementation (Describe your procedures to achieve implementation at the strategic and operational level).

4.01
  Describe your Strategic and Operational-level Plans as follows:


  4.011  Goals and Objectives for Implementation.  Our goal is to initially deploy a prototype of our ABC/CBM CAS no sooner than six months (but no later than 12 months) after deployment of the Modern DCPDS (MDCPDS) at a pre-designated CONUS region (tentatively scheduled for the North Central Region – to include both the regional CPOCs and all CPACs serviced by the CPOC).  Deployment scheduled for the remaining regional CPOCs and their serviced CPACs will be available on or before deployment to the first site.


  4.012  Concept of Operations (include methodologies for managing cost):  We will manage costs by establishing and implementing internal control processes to ensure our short-term and long-term goals and objectives are achieved.  Controls will be finance-, manpower-, and compliance-related.  Such controls will be in the form of operating policies and procedures, value systems (to include effective marketing for buy-in by the business area’s key leaders), empowered management officials who are responsible and accountable for work processes, shared business information through top-down and bottom-up communication channels, and a chain-of-command (within and outside of the CHR business area) that supports the entire ABC/CBM program.


  4.013  Size and Scope.  The Army will create and deploy an automated CAS for key operational-level CHR activities.  These activities are performed in Army CPACs and CPOCs scattered throughout Continental United States (CONUS) and Outside of CONUS (OCONUS).  The CAS will perform labor cost accounting on an actual “bottoms-up” activity-level basis for CHR operational level products and services rather than a “top down” allocation of total costs.  Approximately 3700 employees at ten regional CPOCs and approximately 110 CPACs worldwide in over 120 different geographical locations and spanning several time zones will self-report their time in the performance of both direct labor and indirect labor activities.

  4.014  Roles and Responsibilities:  Employees will be responsible for self-reporting their time in the performance of both direct labor and indirect labor activities in 15-minute increments.  Employees must account for all hours spent during their duty day (both compensated and uncompensated).  Individual employees will self-input their time and activity data, which will then flow to a designated server (either to a regional or a central server).  Designated supervisors and managers (primarily at the local installation level, when required by local commanders) will be responsible for reducing and managing costs, targeting and improving efficiency and customer service, developing corporate CHR business and policy decisions; ensuring that a process of continuous improvement is maintained; and ensuring that sufficient data exists to make appropriate cost-saving decisions.

  4.015  Implementation schedule (a three-year timeline of major actions/events):  The Army plans to create and deploy a prototype of an automated CAS for operational-level CHR activities no sooner than six months (but no later than 12 months) after initial deployment of the MDCPDS to a designated CONUS region (tentatively scheduled for the North Central Region – to the regional CPOC and its serviced CPACs).  If deployment is successful and relatively seamless, then the CAS will be deployed to other Army CHR regions within six to twelve months after deployment of the MDCPDS within their region.  Deployment of the MDCPDS will be at pre-determined intervals, to be specified at a future time. 

  4.016  Identify any planned prototypes:  We project that a prototype of our ABC/CBM CAS will be tested throughout one business area region (see subsection 4.015 above) during fourth quarter, FY00.  Our prototype will consist of two major components.  The first component will consist of a web-based resources and activities data input component that accepts and flows data directly to a single designated (central/headquarters) server or accepts and flows data through one of several regional servers to a single (central/headquarters) server.  Employees or their designees will have the ability to input their time and activity data into an internet site that can be accessed at anytime and anywhere in the world.  The second component will consist of a cost allocation, compensation, and storage component that collects, computes, summarizes, and stores activity costs, organizational costs, and other data based on inputs from the data collection component.  The component will also provide management information displays and produce standard and ad hoc reports.  


  4.017  Describe proposed initial training program – in outline format.  (How many to 

be trained?  How will training resources be leveraged, i.e., train-the-trainer, etc.?)

Initial training on the use of the ABC/CBM CAS, including updating of the CAS’ parameters and its overall maintenance, will be provided on a one-time basis for a core group of CAS administrators who will be designated by the ODASA (CPP).  Training will be at a central location, also designated by the ODASA (CPP).  The trainer(s) will provide any follow-on training necessitated by changes to the software that substantially changes the operation of the CAS.

Initial training on the access and use of the internet-based portion of the CAS (to include output reports), will be provided on a one-time basis for an ODASA (CPP)-designated training team at a central location to be determined by the ODASA (CPP) implementation team chief or appropriate designee.  The training team will then disseminate the training to applicable managers at the ODASA (CPP), CPOCMA, MACOM CPDs, CPOC, and CPAC levels.


  4.018  Identify software requirements (Software to be centrally procured).  As a minimum, we project that we will need a minimum of one, to a maximum of eleven centrally-procured software packages for our ABC/CBM initiative.  One COTS package will reside at the HQDA server.  After we test and evaluate our prototype, we will be able to determine whether or not we will want a COTS package to reside on each of the ten regional servers at each of the ten regional CPOCs scattered throughout the world.  We will need seven seats for up to seven system administrators working at HQDA.  We project that we will need five seats per site (total of 55 seats) for up to five system administrators working within each of the ten regional CPOCs (to access and utilize the COTS package).  


  4.019  Define criteria for assessing ABC as a cost-measurement tool.  Our business area plans to deploy a prototype of our ABC/CBM CAS as previously discussed.  After determining the impact of deployment, we will assess if our prototype meets our cost management needs, e.g., in its effectiveness in targeting and improving efficiency and customer service, helping to make corporate CHR business and policy decisions; and determining if cost savings can be made.

4.02
  Performance Measures


  4.021  Describe how you will develop performance metrics.  Development of performance metrics for our ABC/CBM initiative is currently in its conceptual phases.  We will develop performance measures by identifying outputs (i.e., products and services) for each process, then determine aggregate process performance measures.  Special consideration may be given to regional differences, skill levels of employees, infrastructure constraints, scope and breadth of serviced areas, etc.  The measures will establish a baseline with which to assess process improvements, benchmark external processes, and develop better performance measurement systems.


  4.022  How will performance be measured and evaluated?  Performance will be measured by reviewing regional and DA-wide cumulative reports, determining aggregate costs, making decisions about how to improve processes (e.g., through reengineering business processes), and establishing corporate benchmarks (standards) for core business activities and processes for comparative purposes.  After we establish corporate measures and benchmarks, the productivity, efficiency, and cost-effectiveness of various processes can be evaluated so that key personnel can take appropriate corrective action when required.


  4.023  How will performance measure support continuous improvement, i.e., cost, product/service, and process?  The key to successful improvement is to ensure that we develop a performance measurement system that fosters continuous improvement in targeted/deficient areas.  First, we plan to do this by communicating/marketing our objectives and standards, and then develop our measures.  Next, we will determine the key objectives considered important to profitably meet our customers’ needs.  The objectives, in turn, will articulate a vision of how what we are to focus on to improve our efforts.  Second, by communicating our objectives, we will try to ensure that each person understands the importance of the business area’s mission and how each objective relates to their activities.  With this understanding, comes the possibility of a collective focus on a common goal.  Finally, we will develop our measures as indicated in Section 4.021 above.

  4.024  How will performance measures be linked to strategic goals and objectives (i.e., Balanced Scorecard or other)?  We will give feedback on activities and outputs (products and services) to all levels of operations.  At the senior management level, Army’s key CHR leaders will ensure that our business area’s work force meets customer and mission requirements now and at some time in the future.  These current and future requirements can then be used to develop our business area’s strategic goals.  Furthermore, we can translate the same requirements into strategic critical success factors (CSFs), i.e., those few areas that we must do right if we are to successfully meet customer requirements.  Based on the CSFs, we can create key performance indicators that quantitatively measure our efficiency and effectiveness.  Managers and employees can understand how their activities contribute to CSF performance through performance measurement links.  Thus, they can meet strategic goals by honing in on performance measures important to controlling and improving their specific operations.
4.03
  Indicate how your Cost Management / ABC program will be sustained and improved.


The data that we obtain from our ABC/CBM CAS will be used to find ways to reduce and manage costs, target and improve customer services, develop CHR business-area decisions, and ensure that we maintain a process of continuous improvement.  To ensure that we sustain and improve our need to effectively manage costs, local management officials will be required to strive to achieve CSFs by tying their accomplishments and performance to our business area’s strategic goals.  

4.04 
  Explain how you will provide training support for, model building, implementation, and sustainment (In-house, Army Audit Agency, or contractor support, etc.)

We project that initial training on the use of the ABC/CBM CAS, including updating of the CAS’ parameters and its overall maintenance, will be provided by a group of contract employees (centrally funded by CEAC) on a one-time basis for a core group of Federal CAS administrators (to be designated by or with the permission of the ODASA (CPP)).  Training will be at a central location, also designated by the ODASA (CPP).  The trainer will provide any follow-on (sustainment) training necessitated by changes to the software that substantially changes the operation of the CAS.  

Section V:  Special Considerations

5.01
  List Business-Area-unique requirements (software/hardware/training)


We are in the process of requiring a responsible party to build a web-based resources and activities data input component that accepts and flows data directly to either a single (central) designated server or through one of several regional servers to a single (central) server.  If we pursue plans to have all ABC/CBM data flow to a single (central) server, then we will need only one COTS package for our initiative.  However, if we pursue plans to place have a COTS package reside on a regional server, then ten additional (or a total of 11 for the DA CHR business area) COTS packages will be required.  Business-area-unique hardware and training requirements will be required and have been previously discussed (see subsection 4.04).

5.02
  Identify any implementation constraints or obstacles specific to your Business Area


The Office of the Secretary of Defense requires that our business area, in compliance with the Clinger-Cohen Act, develop a business case/economic analysis to support requests for modifications and/or the new development of component-unique human resource systems.  We are currently trying to determine the nature and extent of the business case/economic analysis justification that we must prepare for submission to OSD.  We are also trying to obtain sample formats and justifications to simplify the data collection, presentation, and approval process.

5.03  
  Specifically describe how your Cost Measurement/ABC or other Cost Management activities that will relate to and support VAMOSC.  Not applicable.  Our business area is not associated with the operating and support of Army weapon systems.
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