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ACTION REQUIRED:

NONE- FOR NOTIFICATION PURPOSES ONLY

The Government Acceptance Decision on the Change Management Strategy v2.0 (Final) 030303 has been submitted to team IBM.  The following documents were enclosed:

1. Government Acceptance Decision

2. The Evaluation Scorecard on the draft document

3. The Matrix containing all comments submitted, their originators and their disposition

4. The final deliverable

No action is required.  This is strictly for notification purposes only.

If you have any questions or concerns, please feel free to contact me.

RM

Rufonda M. Moss

SAF/FMP AF/FMMP Office

703-697-7658-DSN 227

NOTE:  Be advised that this system is only set up to have one OPR and we have selected our office as the OPR; however, all of the OCRs listed have OPR responsibility for all of the inquiries coming from this office.  It is your responsibility to disseminate this information to the appropriate individuals within your directorate.  If you have approval authority for your organization, please state so in the attached coordination form.
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Instructions

		Step 1:		Enter the deliverable information (Call/Task and Document/Date) at the top of the Comment Sheet

		Step 2:		Enter data in the "Comment" spreadsheet as described below:

		Column		Title		Action

		A		Report Number		Self-Explanatory

		B		Call No.		Self-Explanatory

		C		Task No.		Self-Explanatory

		D		Sub-Task No.		Enter Sub-Task Number or, if not applicable, enter "0"

		E		Deliverable No.		If multiple deliverables under the same sub-task, enter a unique identifier (e.g., a, b, c)

		F		Version No.		Enter version number of deliverable

		G		Comment No.		Enter unique number for this comment

		H		ID		Formula in this cell produces a unique identifying number from first five columns

		I		Category		Enter 1, 2, or 3 (See descriptions in separate tab)

		J		Page #		Enter referenced page number

		K		Para/Line		Enter paragraph number of the deliverable commenting upon and related line number, if applicable

		L		Comment		Self-Explanatory

		M		Organization		Enter the comment originator's organization

		N		POC, Telephone, E-mail		Enter the Point of Contact for this comment along with phone and E-mail information

		O		Accept		Use for recording PMO acceptance

		P		Reject		Use for recording PMO rejection of comment

		Q		Duplicate		Use for recording fact that comment is duplicate with another comment

		R		Cross-Ref #		Enter any related comment number(s)

		S		PMO Comment to Team IBM		Enter transmittal data on Team IBM notification

		T		Team IBM Action		Team IBM enters comment disposition

		U		Recommended Status		Enter comment's current status (e.g., Open, Closed)

		V		PMO Assessment		FMMP PMO's assessment of Team IBM's disposition





Comments-Chg Mgmt Strategy

																Call/Task:						Call 1001/Task C1001-4

																Document/Date:						Change Management Strategy v1.0 (Draft), 2/5/2003										PMO

		Number		Call No.		Task No.		Sub-Task No.		Deliverable No.		Version		Comment No. (Sequence No.)		ID		Category		Page		Para/Line		Original Comment		Organization		POC, Telephone, E-Mail		Accept		Reject		Duplicate		Cross-Ref #		PMO Comment to Team IBM		Team IBM Action		Status: Open or Closed		PMO Assess-ment

		1		C1001		4		0		1		1		1		C1001-4.0.1.1-1		2		7		3.2		recommended near-term strategies should include feedback assessment loops to identify effectiveness of actions, development of messages addressing 'what's in it for me?', key audience identification, and identification of sponsor who will be executing the near term strategies (visible leadership is key).  near term strategies should be revisited periodically.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Accepted		Closed		Closed

		2		C1001		4		0		1		1		2		C1001-4.0.1.1-2		1		18		4.4.1		It appears the Dept of the Air Force (Financial Management-FM) was omitted from the matrix.  It should read SAF/FM and Audit Agency.		SAF/FMP-1		Bill Barlow, (703) 697-2906, williamj.barlow@pentagon.af.mil		X						C1001-4.0.1.1-12				Accepted - note:  the stakeholder matrix has not been finalized.  It is evolving and has not been reviewed with the domains, services, or agencies.  It is premature to include a work in progress.		Closed		Closed

		3		C1001		4		0		1		1		3		C1001-4.0.1.1-3		1		21		second para.		This paragraph indicates that the "performance measurement working group" would document the recommended sets of roles and responsibilities and then the "BMSI governance team" would present the recommendations to the FMMP Steering Committee.  Who is the BMSI governance team?  Who serves on this team?  In the governance documents currently under review, there is no discussion of a BMSI governance team.  The "P" is left off of FMMP in the last sentence of this paragraph.		USD(P&R)/CPMS		Cheryl Fuller, (703) 696-1760, cheryl.fuller@cpms.osd.mil		X								Please clarify.		Accepted - In addition, the following is provided for clarification:  The BMSI team members who are establishing overall FMMP governance with domain owners are Bob Benbem and Jennifer Schultz reporting to Lydia Moschkin.  The correct delineation is FMM Steering Committee (no "P").		Closed		Closed

		4		C1001		4		0		1		1		4		C1001-4.0.1.1-4		1		23		4.7		Recommend revise purpose of connecting with other DOD Transformation Initiatives . In addition to leveraging Lessons Learned for use with future CMC efforts, consider more current and near-term goals and benefits to be gained from establishing  strategic alliances and coalitions between other dod leadership and change and communication teams and programs. Increases FMMP visibility by optimizing other dod transformation forums and relationships.  Also allows FMMP CMC team to immediately  leverage existing communication channels, stakeholder relationships, communications media, knowledge bases and forums for use by current CMC on-going TP support and overall FMMP support efforts.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X								Recommend revision of the focus and approaches to connecting with other DoD Transformation Initiatives.		Accepted		Closed		Closed

		5		C1001		4		0		1		1		5		C1001-4.0.1.1-5		1		23-24		Para 4.7.3		This paragraph lists various transformation initiatives in DoD that should be examined for lessons learned.  The Regionalization of civilian human resources operations and the development and implementation of the Defense Civilian Personnel Data System (DCPDS) are not listed.  These are two of the largest, most innovative, and successful transformation initiatives that DoD has ever undertaken.  The initiatives together save the Department over $200M annually and are driving transformational change in the DoD HR business.  DCPDS is the largest automated HR system in the world.  DIMHRS is listed, but misspelled.		USD(P&R)/CPMS		Cheryl Fuller, (703) 696-1760, cheryl.fuller@cpms.osd.mil		X										Accepted		Closed		Closed

		6		C1001		4		0		1		1		6		C1001-4.0.1.1-6		1		3		2.0 Introduction, pars. 1 and 2		Document continually refers to "FMMP leadership" and "BMSI leadership", sometimes interchangeably when it refers to government management decisions affecting approval or authorization for CMC actions. Recommend document  clearly delineate up front in the Introduction whether these are two separate leadership groups or is it the same group. Par. 5.1.1 designates "BMSI leadership" as one of a larger group of formal senior leadership of FMMP. Please clarify.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted - note:  Please see Section 1.0, 2nd paragraph (executive summary) for delineation.  Also reviewed entire document for appropriate context, updating BMSI/FMMP reference as appropriate.		Closed		Closed

		7		C1001		4		0		1		1		7		C1001-4.0.1.1-7		1		53		5.7.3.4, 1st bullet		The last sentence of the first bullet states "…the transformation office is the general contractor for FMMP and will coordinate all acquisition activity and manage all parties involved in FMMP/FMEA implementation."  Because the FMEA affects so many people that will be involved in its implementation, it is not logical for an office to "manage" all parties involved in its implementation as that would usurp the authority and responsibilities of thousands of DoD managers.  Additionally, this is not consistent with the Compliance Plan's Governance Structure in which the Domain Owners have many of the management responsibilities.  Suggest re-wording to state, "...transformation office...will coordinate all acquisition and management activities involved in FMMP/FMEA implementation."		MITRE		Art Hicks, (703) 607-2064, art.hicks@dfas.mil		X										Accepted		Closed		Closed

		8		C1001		4		0		1		1		8		C1001-4.0.1.1-8		1		6 & 43		3.1 and 5.4.1		The document stresses that effective communications is an essential change management element at every stage of change management activity. However, although the linkage of communications to recommended near and long-term strategies and plans is visibly made, it is not as clear how the strategic approach for  "Current Communications activities"  has been prioritized, integrated  or tied to  the  most urgent, essential FMMP communication needs and weaknesses. As the document references from a recent GAO report,  many issues with stakeholder communications (internal and external) have been left not been addressed or received no priority because change and communications were not incorporated from the beginning of the program.   Recommend the document be revised to more clearly  articulate how the listed current  communication efforts adequately address the most urgent current FMMP communication needs and deficiencies.  Suggest addressing what communications support is being leveraged to assist and augment the Ongoing Change Management Activities in support of Transition Planning and Support of Overall FMMP.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X								Recommend tieing the Communications Activities on page 43 with the current Change Management information on page 6.		Accepted - also, note that an integrated Change Management and Communications plan will be delivered which will provide specific detail for the overall communications, how they support the most critical FMMP communication needs, and what the approach will be to prioritize change management and communications requirements.		Closed		Closed

		9		C1001		4		0		1		1		9		C1001-4.0.1.1-9		1		8		Para 3.3		Long-term FFMP stategies should be aligned with Domain Owner strategic plans.  This document has extensive discussions of strategies to obtain stakeholder involvement, commitment, and support.  It does not once address FMMP review of stakeholder strategic plans and visions.  These strategic plans represent the long-range vision of the senior leadership of the domain owners and must be considered in any development of an FMMP strategic plan.		USD(P&R)/CPMS		Cheryl Fuller, (703) 696-1760, cheryl.fuller@cpms.osd.mil		X								Please incorporate.		Accepted		Closed		Closed

		10		C1001		4		0		1		1		10		C1001-4.0.1.1-10		2		36		5.2.3.7		Will these sessions be held outside the National Capital Region (NCR) to get input from the user level?		SAF/FMP-1		Bill Barlow, (703) 697-2906, williamj.barlow@pentagon.af.mil		X								Please clarify.		Accepted		Closed		Closed

		11		C1001		4		0		1		1		11		C1001-4.0.1.1-11		2		1		3d par, 2d sentence		Recommend sentence be revised to include the broader community of FMMP stakeholders who will be impacted not just "...civilian and military employees…".  Reference CMC PMP par 2.1 definitions of stakeholders and par. 5.2 views of "who are stakeholders".		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted		Closed		Closed

		12		C1001		4		0		1		1		12		C1001-4.0.1.1-12		2		1		para 5		Continue to support activities currently underway:  suggest some assessment occur as to whether these are the 'right' activities:  are they reaching  desired audiences, is there a feedback loop to assess effectiveness, are key audiences missing?		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X										Accepted		Closed		Closed

		13		C1001		4		0		1		1		13		C1001-4.0.1.1-13		2		10		4.1.1		Recommend clarify which "senior leadership" is referred to here. Also provide a definition for the phrase "tag lines" in 1st and 2d sentences.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted		Closed		Closed

		14		C1001		4		0		1		1		14		C1001-4.0.1.1-14		2		10		4.1.1		Please define Tag Lines		TP Team		Ada Kyle, (703) 607-2397		X								Recommend a separate section be added to the document to define terms.		Accepted - note:  tag lines was deleted as opposed to defined.  Rationale: clear messages are the same as tag lines (see document for context).		Closed		Closed

		15		C1001		4		0		1		1		15		C1001-4.0.1.1-15		2		10		4.1		Suggest scope be defined prior to 'promote understanding of FMMP scope'.  Name change to reflect expanded scope is appropriate.  Communication plan should also be developed to identify audience groups, messages needed, communication vehicles, feedback mechanisms.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Accepted		Closed		Closed

		16		C1001		4		0		1		1		16		C1001-4.0.1.1-16		2		11		Section 4.2.1		Regarding "…….a widening circle of stakeholder groups:", why is this a widening circle of groups?  How do you know and who are they?  Please explain.		SV Team		Deedee Akeo,		X								Please consider.		Accepted - note:  "widening circle of groups was deleted.  Rationale: it does not provide additional meaning.  Also, specific names of individual stakeholders are not provided in deliverables.		Closed		Closed

		17		C1001		4		0		1		1		17		C1001-4.0.1.1-17		2		12		Section 4.2.2		Regarding "The vision.", this paragraph appears out of place.  Recommend this entire section on vision be rearranged.  Vision objectives and Guiding Principles should be presented first.		SV Team		Deedee Akeo,		X										Not Accepted - note:  this is consistent with the overall format of the document.  Will be changed in the Change Management Plan.		Closed		Closed

		18		C1001		4		0		1		1		18		C1001-4.0.1.1-18		2		12		4.2.2		suggest a third desired outcome:  commitment on part of leadership/sponsors (as defined above) to communicate, carry messages and visibly support desired changes.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Accepted		Closed		Closed

		19		C1001		4		0		1		1		19		C1001-4.0.1.1-19		2		15		para 2		recommend adding 'baseline' to 'interviews'		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Accepted		Closed		Closed

		20		C1001		4		0		1		1		20		C1001-4.0.1.1-20		2		18		Table 4-3		Add the Assistant Secretary of the Army for Acquisition, Logistics and Technology to the block that intersects with Organization: Army  and Domain Area: Acquisition and Procurement		OUSD (AT&L)		Diane Morrison, (703) 607-3334		X						C1001-4.0.1.1-12				Accepted - note:  the stakeholder matrix has not been finalized.  It is evolving and has not been reviewed with the domains, services, or agencies.  It is premature to include a work in progress.		Closed		Closed

		21		C1001		4		0		1		1		21		C1001-4.0.1.1-21		2		18 & 32		4.4.1		Recommend deleting "Domain Areas" at top of figure 4-3 and Figure 5-4. C4I is not a domain area. Not all the column headings match the domain areas suggested in the proposed governance structure or domain areas shown in section 5.2, par 2.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted - note:  the stakeholder matrix has not been finalized.  It is evolving and has not been reviewed with the domains, services, or agencies.  It is premature to include a work in progress.		Closed		Closed

		22		C1001		4		0		1		1		22		C1001-4.0.1.1-22		2		18, 32		Figures 4-3 and 5-4		Entries in this sample stakeholder table should be reviewed for logic/correctness especially in the OSD row.  Listing USD/AT&L (Acquisition, Technology and Logistics) under C4I seems incorrect.  I would expect that entry to be CIO.  It seems AT&L would be in the Acquisiton and Procurement cell and/or the Logistics cell instead of the DoD IG and the Director, Defense Reform Act that are in the cells now.  It's understood that this is a sample table but these are key players, and even examples should be updated.		MITRE		Art Hicks, (703) 607-2064, art.hicks@dfas.mil		X						C1001-4.0.1.1-11		Please work with the Government to clarify the Domain Areas.		Accepted - note:  the stakeholder matrix has not been finalized.  It is evolving and has not been reviewed with the domains, services, or agencies.  It is premature to include a work in progress.		Closed		Closed

		23		C1001		4		0		1		1		23		C1001-4.0.1.1-23		2		19		4.4.2, 5th sentence		Recommend sentence be revised to reflect a  longer timeline encompassing FMEA development, transition and implementation as well as the ongoing progress toward achievement of FMMP goals and objectives.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted		Closed		Closed

		24		C1001		4		0		1		1		24		C1001-4.0.1.1-24		2		19		4.4.2		relationships with the services need to be strengthened:  how about defense agencies?		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Accepted		Closed		Closed

		25		C1001		4		0		1		1		25		C1001-4.0.1.1-25		2		19		4.4.3		recommend consideration of mentoring or coaching as way to build individual relationships		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Accepted		Closed		Closed

		26		C1001		4		0		1		1		26		C1001-4.0.1.1-26		2		2		para 1		ensure near term activities support overall approach and include assessment loops above		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X										Accepted		Closed		Closed

		27		C1001		4		0		1		1		27		C1001-4.0.1.1-27		2		20		4.5		Recommend adding a 3d bullet:  Define and establish performance measurements aligned with DOD enterprise and FMMP transformation strategic goals and objectives.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted		Closed		Closed

		28		C1001		4		0		1		1		28		C1001-4.0.1.1-28		2		23		4.7		suggest  participation in OSD-sponsored Enterprise Integration groups as another way to connect with transformation initiatives		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Accepted		Closed		Closed

		29		C1001		4		0		1		1		29		C1001-4.0.1.1-29		2		25				Key concepts:  change will need to be driven in an organized, structured fashion throughout DoD.  (reflects a more active role than 'change will need to occur'); tailored change management strategies for each domain need to contain common elements with overall strategy (cascade, not independently developed), specific packages and segments need to support overall  program direction;  briefing of key stakeholders (sponsors) should also set expectations for their active participation (we need your active, visible leadership to make this a success)		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Accepted		Closed		Closed

		30		C1001		4		0		1		1		30		C1001-4.0.1.1-30		2		26		5.1.2		Articulating a compelling need for the effort to be undertaken:  making a case for change needs to happen at various levels…defining the importance for the enterprise, as well as defining the importance for a specific domain, business  area or individual		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Accepted		Closed		Closed

		31		C1001		4		0		1		1		31		C1001-4.0.1.1-31		2		27 & 28		5.1.1 & Figure 5-2		Recommend validate 3d bullet "leaders of package and segment implementation" against proposed governance structure. Lead agents and leaders of package and segment implementation may be redundant.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted		Closed		Closed

		32		C1001		4		0		1		1		34		C1001-4.0.1.1-34		2		29				all actions should be in support of the goal, strategy or vision		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Not Accepted - note:  initial attempts to clarify intent of comment were unsuccessful.  Will try at a later date to get more information.		Closed		Open. (Team Lead comment, 3/10/03: Will ensure Team IBM works with govt team counterparts to clarify comment intent & appropriate disposition during CM&C Plan development.)

		33		C1001		4		0		1		1		35		C1001-4.0.1.1-35		2		30		5-3 figure		Add 'Keep promises, practice what you preach' to the 'create trust' column		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X										Accepted		Closed		Closed

		34		C1001		4		0		1		1		36		C1001-4.0.1.1-36		2		30		5.1.3.3		individual coaching or participation in Enterprise Integration groups are also ways to grow/support leadership		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Accepted		Closed		Closed

		35		C1001		4		0		1		1		37		C1001-4.0.1.1-37		2		30		5.1.5		Add:  Although we are addressing a major transformation effort, the elements are adaptable to any type or size of change.  The skills learned and put into practice through this change management strategy will benefit any organization well into the future.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Accepted		Closed		Closed

		36		C1001		4		0		1		1		38		C1001-4.0.1.1-38		2		33		5.2.1		I believe we need to add a paragraph to discuss the integration concept		TP Team		Ada Kyle, (703) 607-2397		X						C1001-4.0.1.1-17				Not Accepted - note:  initial attempts to clarify intent of comment were unsuccessful.  Will try at a later date to get more information.		Closed		Open. (Team Lead comment, 3/10/03: Will ensure Team IBM works with govt team counterparts to clarify comment intent & appropriate disposition during CM&C Plan development.)

		37		C1001		4		0		1		1		39		C1001-4.0.1.1-39		2		33		5.2.1		recommend creation of specific action plans and following up to ensure necessary actions are occurring and are effective.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Accepted - note:  there is no action necessary in the document.  These plans will be addressed in the integrated Change Management and Communication plan.		Closed		Closed

		38		C1001		4		0		1		1		40		C1001-4.0.1.1-40		2		34		5.2.1		I believe we should add one additional filled in bullet titled 'within single initiative across domain'		TP Team		Ada Kyle, (703) 607-2397		X										Accepted		Closed		Closed

		39		C1001		4		0		1		1		41		C1001-4.0.1.1-41		2		43		5.5		Recommending setting specific milestones (behaviors or activities) that will be assessed by a readiness activity (survey or focus group).  First survey is a baseline.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Accepted		Closed		Closed

		40		C1001		4		0		1		1		42		C1001-4.0.1.1-42		2		45		para 1		consider socializing questions with a broader group; this may lead to better understanding and acceptance of results.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Not Accepted - note:  questions are already reviewed and validated with BMSI staff and FMM Steering Committee		Closed		Closed

		41		C1001		4		0		1		1		43		C1001-4.0.1.1-43		2		48		5.5.4		May need to do interim assessment to ensure audience groups are building awareness and understanding.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Accepted - note:  the interim assessment recommended in the comment is already addressed in the strategy under 5.5.3.3 "conduct on-going change readiness assessments".   This could also be addressed as part of "measuring user satisfaction" under 5.5.3.5.  This does not require changes to the Change Management Strategy document.		Closed		Closed

		42		C1001		4		0		1		1		44		C1001-4.0.1.1-44		2		52		Section 5.7.3.2		Bullet 1, need to define/describe what FMEA/FMMP 101 is.		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		43		C1001		4		0		1		1		45		C1001-4.0.1.1-45		2		53		para 3		be prepared to address very specific questions (what will happen to my job? What's in it for me?) either with a specific answer or letting audience know when an answer will be available (organization design will happen at xxx time)  also develop key messages or value propositions that will be delivered consistently across the entrerprise.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil		X								Please consider.		Accepted - this will be addressed in the Change Management and Communications Plan and also the Transition Plan Education and Training Plan and does not require changes to the Change Management Strategy document.		Closed		Closed

		44		C1001		4		0		1		1		46		C1001-4.0.1.1-46		2		6		3.1.1		Bullet 1 and 5 have intermingled 2 separate activities: the Transition Plan "Organizational Change Readiness assessments" and the Organizational Impact Assessments. Recommend the bullets be revised to address each assessment separately and delete the phrase "analysis". Bullet 3 should reflect the "...education and training Support Plan using organizational change readiness and organizational impact assessments..." Also need to confirm if the draft version is due 2/23 or 2/24 IAW POA&M. 4th bullet: POA&M shows Transition Support requirements due 3/19/03; documents shows February 28th. Pls verify correct date.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X								Please address the original comment.  In addition, recommend removing the dates in the body text and place them in a table or in a format that will be easy to track and update.		Accepted		Closed		Closed

		45		C1001		4		0		1		1		48		C1001-4.0.1.1-48		2		Section 4.2				The message for change management should also describe the "leveraging of existing initiatives" as a means to change to negate any thoughts that the FMEA effort is trying to start from a clean slate.		ASN(FM&C) Office of Financial Operations		Ed Johnson, (202) 685-6703, johnson.edward@fmo.navy.mil		X										Accepted		Closed		Closed

		46		C1001		4		0		1		1		49		C1001-4.0.1.1-49		2				Sections 3.0, 4.0, and 5.0		The cited GAO report in section 3.0 indicates that change management should begin at the beginning phases of the project to both educate the domain owners to gain their support and prepare them for change; and equally as important, use the process to incorporate their concerns/ideas into the architecture.  The tone of the document seems to convey the message that FMMPO is dictating the way the change will happen instead of conveying the idea that change requires a partnership.  Section 5.2.5 attempts to convey this message, and even re-iterates my concerns, but it falls short.  This two-way communication must be stressed and explicitly stated throughout the near and long term strategies.  The FMEA must will be developed and “tweaked” by the stakeholders after the deadline, and it is imperative that the stakeholders realize that their opportunity for greater input will come after the April deadline—otherwise you risk alienating them.		SV Team		Deedee Akeo,		X						C1001-4.0.1.1-3/6				Accepted		Closed		Closed

		47		C1001		4		0		1		1		50		C1001-4.0.1.1-50		3		1		Para 2, Line 3		"The Financial Management Enterprise Architecture (FMEA)" should be followed by another word (e.g. program).  Use of the word "…..its…" requires the use of a noun or the sentence needs to be rewritten.		SV Team		Deedee Akeo,		X								Replace the current words with, "The…is scheduled to be completed by April 2003; ….		Accepted		Closed		Closed

		48		C1001		4		0		1		1		51		C1001-4.0.1.1-51		3		10		Figure 4-1		The figure and its caption are on different pages.  Need to paginate correctly.		MITRE		Art Hicks, (703) 607-2064, art.hicks@dfas.mil		X										Accepted		Closed		Closed

		49		C1001		4		0		1		1		52		C1001-4.0.1.1-52		3		10,11,12, 28, 38		Figure 4-1		OUSD(C) memo of Oct 12, 2001 established the FMM Executive and Steering Committees. Document appears to refer sometimes to the  Executive Committee as "Executive Board" in a number of instances. Recommend verify and correct thruout where appropriate.  Also recommend Figure 4-1 and Figure title be reformatted to appear on the same page.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted		Closed		Closed

		50		C1001		4		0		1		1		53		C1001-4.0.1.1-53		3		13				"Flexible" bullet needs to be left justified.		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		51		C1001		4		0		1		1		54		C1001-4.0.1.1-54		3		15		4th bullet, 3d sentence		Document continually refers to "..the senior stakeholder" of an organization.  Because it is not always clear who this is intended to be in terms of organizational chain of command, power or influence recommend consider providing some examples or categories of "senior stakeholders" i.e. senior executives, OSD principal deputies, CEOs, Service/Agency personnel at the Undersecretary level, etc.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X						C1001-4.0.1.1-3/6		Please provide definition and/or examples as requested.  Generally, a context is required to define groupings such as "senior."		Accepted		Closed		Closed

		52		C1001		4		0		1		1		55		C1001-4.0.1.1-55		3		16		4.3		Recommend phrase "domain executing agents" be changed to "lead agents" IAW proposed governance structure. Also recommend verifying if governance roles and responsibilities are pending further review and approval by both the FMM Steering and Executive Committees.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted		Closed		Closed

		53		C1001		4		0		1		1		56		C1001-4.0.1.1-56		3		17		4.3.4		Recommend capitalize "component" thruout when referring to a military Service or Defense Agency as a "Component".		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Not Accepted - note:  component is not a title and therefore not capitalized		Closed		Closed

		54		C1001		4		0		1		1		57		C1001-4.0.1.1-57		3		17		Section 4.3.3		Last bullet, recommend sentences be reworded to "After approval, communicate to all the stakeholders who contributed to the decision making process.  Prepare wider communications strategies targeted across the FMMP."		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		55		C1001		4		0		1		1		58		C1001-4.0.1.1-58		3		20		4.5.3, 1st bullet		Recommend revising working group members to reflect BMSI, all Domains, Services and Agencies. Finance/Accounting is within the Finance, Accounting Operations and Financial Operations Domain and doesn't need to be called out separately.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Not Accepted - note:  F&A representation is not from a domain perspective but rather from an overall measurement perspective (e.g. Greg Kulchler)		Closed		Closed

		56		C1001		4		0		1		1		59		C1001-4.0.1.1-59		3		21		2.		Second bullet, last sentence, recommend reword to "The process would establish the steps……….".  Otherwise, the sentence is in bullet form.		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		57		C1001		4		0		1		1		60		C1001-4.0.1.1-60		3		21		2.		Last bullet, recommend inclusion of the word "and" between "developed aligned".		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		58		C1001		4		0		1		1		61		C1001-4.0.1.1-61		3		22		4.6.3		4th bullet, 2d sub-bullet: Recommend revise to "..interdependencies and intradependencies..."		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted		Closed		Closed

		59		C1001		4		0		1		1		62		C1001-4.0.1.1-62		3		23		4.7.3		I believe it would be beneficial to collect data from private industry EA undertakings.		TP Team		Ada Kyle, (703) 607-2397		X						C1001-4.0.1.1-2				Accepted		Closed		Closed

		60		C1001		4		0		1		1		32		C1001-4.0.1.1-32		2		28		Section 5.1.2		Second bullet, title should be "There will be………." vice "The will be……….".		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		61		C1001		4		0		1		1		63		C1001-4.0.1.1-63		3		28		Section 5.1.2		Third bullet, word "exist" should be "exists".		SV Team		Deedee Akeo,		X										Not Accepted - "exist" is correct		Closed		Closed

		62		C1001		4		0		1		1		64		C1001-4.0.1.1-64		3		28		5.1.2		2nd Bullet (Bold) needs to be re-written - Probably should read "There will…"		SAF/FMP-1		Bill Barlow, (703) 697-2906, williamj.barlow@pentagon.af.mil		X										Accepted		Closed		Closed

		63		C1001		4		0		1		1		33		C1001-4.0.1.1-33		2		29		5.1.3.2		I belive all three should read 'Build an effective leadership coalition within and across each…'		TP Team		Ada Kyle, (703) 607-2397		X										Accepted		Closed		Closed

		64		C1001		4		0		1		1		65		C1001-4.0.1.1-65		3		3		2.0 2nd para		Capitalize Plan Of Action and Milestone  (POA&M)		TP Team		Ada Kyle, (703) 607-2397		X										Not Accepted - POA&M was deleted		Closed		Closed

		65		C1001		4		0		1		1		66		C1001-4.0.1.1-66		3		3 and thruout		General		Section heading 2.0 is bolded; section headings for 2.1 thru-2.4 is not; 3.0 is bolded, 3.1 is not, 3.1.1 is bolded, etc. Recommend Section Headings and Subheadings be consistently bolded.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted - note:  this bolding is consistent with the overall document structure…please see the specific formats for different header levels.		Closed		Closed

		66		C1001		4		0		1		1		67		C1001-4.0.1.1-67		3		34				Under "Within a single domain area" bullet, sub-bullet 4, need to remove the word "the" between "together" and "all".		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		67		C1001		4		0		1		1		68		C1001-4.0.1.1-68		3		38		5.3.3.1		What is meant by 'financial hurdle analysis?		TP Team		Ada Kyle, (703) 607-2397		X								Please clarify.		Accepted		Closed		Closed

		68		C1001		4		0		1		1		69		C1001-4.0.1.1-69		3		39		Section 5.3.3.2		Para 1, line 2, need to reword sentence.  Unclear what it's really try to say.		SV Team		Deedee Akeo,		X								Please re-word.		Accepted - note:  confusing sentence was deleted		Closed		Closed

		69		C1001		4		0		1		1		70		C1001-4.0.1.1-70		3		4		2.3, last para		Please explain reference to "……..and possibly, SV documents……….".  Why wouldn't SV documents be prioritized for review since some of them are critical to the transition plan?		SV Team		Deedee Akeo,		X								Please delete words, "and possibly,"		Accepted		Closed		Closed

		70		C1001		4		0		1		1		71		C1001-4.0.1.1-71		3		4		2.3, par 2, 2d sentence		Recommend revise to "..The FMEA/FMMP work products and  deliverables reviewed…".  Not all documents on the list are formal program documents, some are only work products or sections of other documents or deliverables.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X								Please revise to "...work products, formal and informal, …"		Accepted		Closed		Closed

		71		C1001		4		0		1		1		72		C1001-4.0.1.1-72		3		44		Section 5.5.3.1		Bullet 1, should read "An assessment…….." vice "As assessment……….".		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		72		C1001		4		0		1		1		73		C1001-4.0.1.1-73		3		5				Section 2.4 is listed twice.		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		73		C1001		4		0		1		1		74		C1001-4.0.1.1-74		3		50		Section 5.6.2		Line 2, add the word "it" in front of "enables a stakeholder………." for a more complete sentence.		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		74		C1001		4		0		1		1		75		C1001-4.0.1.1-75		3		52		Section 5.7.3.2		Bullet 2, line 3, add the word "the" in front of "overall communications plan." for a more complete sentence.		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		75		C1001		4		0		1		1		76		C1001-4.0.1.1-76		3		6		Para 1, line 3		Need closed parenthesis after 2008.		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		76		C1001		4		0		1		1		77		C1001-4.0.1.1-77		3		6		3.1		Last sentese shoud read 'The current activities listed below in the next  section'.		TP Team		Ada Kyle, (703) 607-2397		X										Not Accepted - stylistic preference		Closed		Closed

		77		C1001		4		0		1		1		78		C1001-4.0.1.1-78		3		6 and throughout document		3.1.1, 3.1.2, etc		Many near-term dates are included in various sections of the strategy which will make those sections appear outdated very quickly.  Although this approach may be desirable for developing the subsequent plan, it does not seem wise for a strategy or for keeping the document current while supporting a dynamic program.  Suggest  considering the use of a date summary table or another approach that will allow easy modifications to the data as activities and dates change.		MITRE		Art Hicks, (703) 607-2064, art.hicks@dfas.mil		X						C1001-4.0.1.1-24				Accepted		Closed		Closed

		78		C1001		4		0		1		1		79		C1001-4.0.1.1-79		3		6 and thruout		1st par., end of 4th sentence		Recommend revise to "...recommended long-term strategies" thruout document. Maintains document consistency that this strategy document is in "draft" and near-term and long-term strategies at this point are subject to management approval and longer term planning as further addressed in sections 3.3 and 5.0.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X								Please be consistent.		Not Accepted - Noted in beginning that the strategies are all recommended all the strategies are recommended at this point		Closed		Closed

		79		C1001		4		0		1		1		80		C1001-4.0.1.1-80		3		7		3.1.2		3d bullet. Recommend delete phrase "…Ongoing through March".  Believe this support was assumed by other Team IBM resources. Pls verify.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted - note:  CMC team continues to provide this support, however reference to timeline deleted		Closed		Closed

		80		C1001		4		0		1		1		81		C1001-4.0.1.1-81		3		7		3.1.2		4th bullet. Recommend provide a short description of "stakeholder outreach program" (or cross-reference to a more detailed description if available in another section of document. This program may be unfamiliar to readers not familiar with new CMC tasks or initiatives.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X						C1001-4.0.1.1-24		Please provide definition.		Accepted		Closed		Closed

		81		C1001		4		0		1		1		82		C1001-4.0.1.1-82		3		7		3.1.2		9th bullet. Recommend correct "FM Working Group" to "FMM Working Group" and ensure consistency thruout  the document.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted		Closed		Closed

		82		C1001		4		0		1		1		83		C1001-4.0.1.1-83		3		8		Last sentence		Recommend including "i.e. current, near term, and long term).  Otherwise, this last statement appears out of place after the preceding paragraph.		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		83		C1001		4		0		1		1		84		C1001-4.0.1.1-84		3		8		1st par., 1st sentence		Recommend revise to "…FMMP leadership" management decision/approval is indicated.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted		Closed		Closed

		84		C1001		4		0		1		1		85		C1001-4.0.1.1-85		3		8		Section 3.3, para 2		Recommend rewording sentence to "The long-term change management strategy is comprised of seven key areas that are widely identified as essential for achieving a successful………….".  Insert "is" and delete "the".		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		85		C1001		4		0		1		1		86		C1001-4.0.1.1-86		3		9		Figure 3-2		Recommend revise bar titled "FMEA Support" to " Support Overall FMMP" for consistency with section 3.1.2		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted		Closed		Closed

		86		C1001		4		0		1		1		87		C1001-4.0.1.1-87		3		General		1		Recommend someone give this document another “once over” to ensure proper grammar and naming conventions (i.e., FMMP vice FMM Program, and adding Honorable to Mr. Rumsfeld’s name in the Executive Summary).		SV Team		Deedee Akeo,		X								Please use FMMP as the acronym for the program.  Please reference the SECDEF as the Secretary of Defense Donald Rumsfeld.		Accepted		Closed		Closed

		87		C1001		4		0		1		1		88		C1001-4.0.1.1-88		3		v		List of Figures		All page numbers listed are incorret.  Need to update all entries for the proper page numbers.		MITRE		Art Hicks, (703) 607-2064, art.hicks@dfas.mil		X										Accepted		Closed		Closed

		88		C1001		4		0		1		1		89		C1001-4.0.1.1-89		3		vi		Acronym List		Many of the acronyms on this list are not used in the document. Recommend a more accurate acronym list be developed which is directly relevant to acronyms contained in this document.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil		X										Accepted		Closed		Closed

		89		C1001		4		0		1		1		90		C1001-4.0.1.1-90		3		vi		Acronyn List		DIHRMS is incorrect this should be DIMHRS  = Defense Integrated Military Human Resources System		TP Team		Ada Kyle, (703) 607-2397		X										Accepted		Closed		Closed

		90		C1001		4		0		1		1		91		C1001-4.0.1.1-91		3		vi		BMSI		Text uses the word Management vice Modernization (see page 1, paragraph 2, line 2).		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		91		C1001		4		0		1		1		92		C1001-4.0.1.1-92		3		vi		DeCA		Commissary should be capitalized.		SV Team		Deedee Akeo,		X										Accepted		Closed		Closed

		92		C1001		4		0		1		1		93		C1001-4.0.1.1-93		3		vii		PERCOMM		This acronym should be checked for correctness.  It is spelled differently in Figure 4-3, page 18, where it is appears as "PERSCOMM" and refers to the Army Personnel Command.  Unless recently changed, the correct acronym for the Army's Personnel Command was PERSCOM.  Please verify and correct.		MITRE		Art Hicks, (703) 607-2064, art.hicks@dfas.mil		X										Accepted		Closed		Closed

		93		C1001		4		0		1		1		94		C1001-4.0.1.1-94		3				Section 3.1.1		The first two sentences do not make sense, and convey the message that the first effort was a failure, supported by the previously mentioned GAO report.		SV Team		Deedee Akeo,		X								Please re-word per comment.		Accepted		Closed		Closed

		94		C1001		4		0		1		1		95		C1001-4.0.1.1-95		1		15		Para 4.2.3		As this document points out, key stakeholders have not been involved in developing the FMMP vision or strategic planning.  Support of domain owners will not meet the level of commitment necessary for success without their participation in developing the FMMP vision.		USD(P&R)/CPMS		Cheryl Fuller, (703) 696-1760, cheryl.fuller@cpms.osd.mil				X						Duly noted.		N/A				Closed

		95		C1001		4		0		1		1		96		C1001-4.0.1.1-96		1		18		Figure 4.3		This chart indicates that the Domain Owner for human resources in OSD is the ASD for Health Affairs and the Director, Tricare.  The Domain Owner for HR in OSD is the USD(P&R).  This chart is supposed to repesent individuals who are key stakeholders in the functional areas and lists USD(AT&L) but does not list USD(P&R).  This is a major oversight.		USD(P&R)/CPMS		Cheryl Fuller, (703) 696-1760, cheryl.fuller@cpms.osd.mil						X		C1001-4.0.1.1-11				N/A				Closed

		96		C1001		4		0		1		1		97		C1001-4.0.1.1-97		1		19		Para 4.4.2		This paragraph states that during the development of the architecture, establishing relationships with the key stakeholders was not the primary purpose.  That was a mistake.  An effective and meaningful architecture can not be developed or executed without key stakeholder involvement.  The last statement indicates that, "In particular, relationships with the services need to be strengthened."  The Domain Owners are not the services and the key relationships that must be strengthened are those with the domain owners and their agents.		USD(P&R)/CPMS		Cheryl Fuller, (703) 696-1760, cheryl.fuller@cpms.osd.mil				X						Need to strengthen all relationships.		N/A				Closed

		97		C1001		4		0		1		1		98		C1001-4.0.1.1-98		1		19		Para 4.4.5		This paragraph reasons that the the BMSI needs to solidify relationships with key stakeholders because, "These are the organizations that will bear the brunt of the changes…"  That is true and the reason that the FMMP/BMSI needs to look at the strategic visions and plans of stakeholders to address and resolve conflicts.		USD(P&R)/CPMS		Cheryl Fuller, (703) 696-1760, cheryl.fuller@cpms.osd.mil						X		C1001-4.0.1.1-89				N/A				Closed

		98		C1001		4		0		1		1		99		C1001-4.0.1.1-99		1		32		Figure 5-4		This matrix is the same as Figure 4.3 (erroneously lists ASD Health Affairs as the Domain Owner for HR) and includes an additional line for "Ongoing Relevant Systems Initiatives."  DIMHRS is listed under HR, but DCPDS is not.  As discussed above, DCPDS is the largest automated HR system in the world and one of the great success stories for DoD.  It should definitely be included on this or any other matrix that lists ongoing HR systems initiatives.		USD(P&R)/CPMS		Cheryl Fuller, (703) 696-1760, cheryl.fuller@cpms.osd.mil						X		C1001-4.0.1.1-12				N/A				Closed

		99		C1001		4		0		1		1		100		C1001-4.0.1.1-100		1		38		Para 5.3.3.1		This paragraph discusses the need to develop a business case for FMMP changes.  We concur that a business case is absolutely necessary before undertaking work and expending DoD resources on changes contained in the FMEA.  Many of the "To Be" changes contained in the FMEA were included in the architecture based on the thinking of a small group of individuals.  These changes have not been vetted through the Domain Owners and no business case has been developed to support their implementation.  The FMMP should not initiate implementation of any changes until a business case has been developed and should be prepared to change the FMEA if the business case does not support the change.		USD(P&R)/CPMS		Cheryl Fuller, (703) 696-1760, cheryl.fuller@cpms.osd.mil				X						Duly noted.		N/A				Closed

		100		C1001		4		0		1		1		101		C1001-4.0.1.1-101		1		53		second para.		A hotline for FMEA/FMMP information and updates would be valuable, but calling it WIGO (What Is Going On) sounds like a bad take on an old Marvin Gaye song.		USD(P&R)/CPMS		Cheryl Fuller, (703) 696-1760, cheryl.fuller@cpms.osd.mil				X						Duly noted.		N/A				Closed

		101		C1001		4		0		1		1		102		C1001-4.0.1.1-102		2		14		vision'		chart containing vision, objectives and guiding principles:  all content needs to be crisper, sharper, shorter, more concise.  Recommend developing  a value proposition or short message for audiences that will reflect key areas but is crisp and understandable enough that speaker can relay to audience quickly (example:   if you have three minutes in an elevator with a key leader, what do you want them to know and convey?)		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil				X						Noted for Communications Plan.		N/A				Closed

		102		C1001		4		0		1		1		103		C1001-4.0.1.1-103		2		15		para 8		senior stakeholder':  recommend redefining as 'sponsor' to indicate active role  in  leading change.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil				X						Stakeholders are defined IAW the PMP.		N/A				Closed

		103		C1001		4		0		1		1		104		C1001-4.0.1.1-104		2		16		para 8		strongly recommend consultation with  Services and Agencies leadership to achieve support		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil				X						Duly noted.		N/A				Closed

		104		C1001		4		0		1		1		105		C1001-4.0.1.1-105		2		17		para 3		several committees are mentioned (i.e., FMM steering committee):  recommend defining membership, charter and expectations		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil				X						Out of scope.		N/A				Closed

		105		C1001		4		0		1		1		106		C1001-4.0.1.1-106		2		18		para 1		in the long term, need to consider/address final decision authority if consensus cannot be achieved		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil				X						Out of scope; will send to Governance Team.		N/A				Closed

		106		C1001		4		0		1		1		107		C1001-4.0.1.1-107		2		18		chart		DLA role as a stakeholder?		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil						X		C1001-4.0.1.1-12				N/A				Closed

		107		C1001		4		0		1		1		108		C1001-4.0.1.1-108		2		18, 32		4.4.1		I do not understand the importance of the matrix, and there are organizations that do not belong in certain columns.  I need a better understand of the point being discussed.		TP Team		Ada Kyle, (703) 607-2397						X		C1001-4.0.1.1-11/12				N/A				Closed

		108		C1001		4		0		1		1		109		C1001-4.0.1.1-109		2		20		4.5		performance measurements should establish clear outcomes (may be behavior based), clear milestones to be achieved, methodology for measurement, and review/adjustment of actions		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil				X						Addressed in later sections of document (Ref Section 5.3)		N/A				Closed

		109		C1001		4		0		1		1		110		C1001-4.0.1.1-110		2		22		4.6.2		need to launch an extensive internal communication effort to ensure relationships are clarified, communicated, questions and answers addressed.  Clear understanding of internal roles will provide additional resources to use as communicators and agents for change.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil						X		C1001-4.0.1.1-116				N/A				Closed

		110		C1001		4		0		1		1		111		C1001-4.0.1.1-111		2		27		Para 1		Don't believe this paragraph should be included in the document.  Non-essential for making their point.		SV Team		Deedee Akeo,				X						Paragraph makes a good point.		N/A				Closed

		111		C1001		4		0		1		1		112		C1001-4.0.1.1-112		2		27		5.1.1		there needs to be a planned approach to identifying and involving leaders in order to create a network for change, with specific expectations, roles,  activities, and feedback loops.  The better defined expectations are, the more all elements of the network will be working together to drive change.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil				X						Applies to Change Mgmt Plan.		N/A				Closed

		112		C1001		4		0		1		1		113		C1001-4.0.1.1-113		2		28		5.1.2		Not just a 'wealth of communications':  need to ensure a communications plan exists to identify audiences, messages, delivery methods and feedback loops.  Unstructured, constant communications may lead to irritation on the part of the audience. A planned, multimedia, consistent approach with feedback loops to assess effectiveness and understanding is needed.   'Domain owners and others are empowered to act':  by having all participants understand their role and how they support the overall strategy, their empowered actions will achieve forward progress without hampering others.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil				X						Applies to Change Mgmt Plan.		N/A				Closed

		113		C1001		4		0		1		1		114		C1001-4.0.1.1-114		2		29		5.1.3.1		Both formal and informal leaders neeed to be identified.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil				X						Concept included in broader term used.		N/A				Closed

		114		C1001		4		0		1		1		115		C1001-4.0.1.1-115		2		31		5.2		Use of 'best and brightest'  implies that anyone else is NOT.  Suggest you use 'team members'.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil				X						Use of term "B&B" is the actual description.		N/A				Closed

		115		C1001		4		0		1		1		116		C1001-4.0.1.1-116		2		32		figure 5-4		should DLA BSM be included under the logistics domain as well as Acquisition and Procurement?		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil						X		C1001-4.0.1.1-12				N/A				Closed

		116		C1001		4		0		1		1		117		C1001-4.0.1.1-117		2		38		5.3.3.1		Business case process:  not sure that this belongs in a change management strategy; perhaps as a management controls or program management issue.  Are there threshholds for requiring a business case?		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil				X						An accepted part of the methodology.		N/A				Closed

		117		C1001		4		0		1		1		118		C1001-4.0.1.1-118		2		4		para 5		ensure specific approaches are consistent with overall direction of change management plan		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil				X						Requires clarification.		N/A				Closed

		118		C1001		4		0		1		1		119		C1001-4.0.1.1-119		2		44		Para 5.5.3.2		The first bullet indicates that a "FMEA Transition Planning Organization Assessment" was due Feb 10th.  Has that assessment been completed and will it be released to Domain Owners?		USD(P&R)/CPMS		Cheryl Fuller, (703) 696-1760, cheryl.fuller@cpms.osd.mil				X						This is a work product only.  The results will be included in the Final Transition Plan for distribution.		N/A				Closed

		119		C1001		4		0		1		1		120		C1001-4.0.1.1-120		2		6		3.0, 2d sentence		Recommend provide reference for the "recent GAO report…" which expressed FMMP change and communication concerns.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil				X								N/A				Closed

		120		C1001		4		0		1		1		121		C1001-4.0.1.1-121		2		6		Para 3.0		Do not recommend using the analogy, "The FMEA program can be characterized as a train moving down the tracks at 500 miles per hour."   As you know, any train moving 500 miles per hour is going to wreck and characterizing the FMEA as a train wreck waiting to happen does not help engender support for the program.		USD(P&R)/CPMS		Cheryl Fuller, (703) 696-1760, cheryl.fuller@cpms.osd.mil				X						Duly noted.		N/A				Closed

		121		C1001		4		0		1		1		122		C1001-4.0.1.1-122		2		7		3.2		recommend re-definition of stakeholders:  many activities are targeted at leadership group that will be actively engaged in driving communications and sponsoring change.  Recommend they be clearly defined as 'sponsors' with specific roles, expectations, and activities to support change efforts.  'Stakeholders'  would be defined as those who are affected by the change (and can affect it), but without the active role of a sponsor.  Need to consider the role of unions if present.		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil				X						Stakeholders are defined IAW the PMP.		N/A				Closed

		122		C1001		4		0		1		1		123		C1001-4.0.1.1-123		2		General				Recommend someone look at the Life Cycle Management documentation that DFAS IT developed and incorporate the phases and other documentation into the strategy.  Baselining the Architecture should take precedence in all changes.  Architecture change packages should reflect some of the documents that systems do.  The Capstone Requirements Document (CRD) from 3712 series should also lend some guidance.		SV Team		Deedee Akeo,				X						Out of scope for this task.		N/A				Closed

		123		C1001		4		0		1		1		124		C1001-4.0.1.1-124		2		Section 4.3				Notwithstanding that efforts have been targeted to a specific end date schedule, the document should stress that the process of governance (at any level) should not be arbitrarily constrained to schedule, whether that schedule is to complete the "to-be" architecture and its associated deliverables or the ultimate execution of the final target architecture.		ASN(FM&C) Office of Financial Operations		Ed Johnson, (202) 685-6703, johnson.edward@fmo.navy.mil				X						Out of scope.		N/A				Closed

		124		C1001		4		0		1		1		125		C1001-4.0.1.1-125		2		Section 4.4				Agree that the relationships between the key stakeholders may be supportive or non-supportive for various reasons.  This effort started out as a "FM-oriented" architecture and because of confusion/evolution is now to be called a "Business-oriented" architecture.  Domains were established to "cover" key functional areas.  What is still unclear or not truly articulated in either case (and could be discussed in the document) is the stakeholder relationship of Financial Management to all the Domains.  Under a "FM-oriented" architecture, the FM aspect appeared to be the glue between the other Domains.  Now it may be less clear.  This has been a key element missing from inception.		ASN(FM&C) Office of Financial Operations		Ed Johnson, (202) 685-6703, johnson.edward@fmo.navy.mil				X						Out of scope for this document; will send comment to Governance Team.		N/A				Closed

		125		C1001		4		0		1		1		126		C1001-4.0.1.1-126		2		Section 4.6				Section 4.6.4:  Comments for Section 4.4, above, seem to be applicable to the internal aspects of the FMEA.  If the overarching FM role in the architecture is not fully articulated internally, it will not be externalized very well.		ASN(FM&C) Office of Financial Operations		Ed Johnson, (202) 685-6703, johnson.edward@fmo.navy.mil												N/A				Closed

		126		C1001		4		0		1		1		127		C1001-4.0.1.1-127		2		throughout document		title		suggest revising name to reflect additional 'non-financial' scope		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil				X						Duly noted.		N/A				Closed

		127		C1001		4		0		1		1		128		C1001-4.0.1.1-128		2		vi		FMM		Suggest removal and consistent use of FMMP throughout the document (I.e. replace all occurences of FMM Program).		SV Team		Deedee Akeo,						X		C1001-4.0.1.1-28				N/A				Closed

		128		C1001		4		0		1		1		129		C1001-4.0.1.1-129		2				Section 4.2		Perhaps the verbage should be re-worked from “clarifying the vision” to something like reflecting external changes that are being made to the scope of FMMP.  It does not make a favorable impression, even if factual, to redefine the vision in the middle/late (relevant to the April deadline) stages of the FMEA.		SV Team		Deedee Akeo,				X						Continual clarification is required.		N/A				Closed

		129		C1001		4		0		1		1		130		C1001-4.0.1.1-130		2						Use of acronym FMMP should be consistent through the document.		TP Team		Ada Kyle, (703) 607-2397				X				C1001-4.0.1.1-31				N/A				Closed

		130		C1001		4		0		1		1		131		C1001-4.0.1.1-131		2						Approved Final Governance Concept is an important document to create the Change Management Strategy and subsequent plan for change management and communications and performance measurement.		TP Team		Ada Kyle, (703) 607-2397				X						Duly noted.		N/A				Closed

		131		C1001		4		0		1		1		132		C1001-4.0.1.1-132		3		1		last par.		Recommend providing some context or reference to "…domain owner workshops..".  Concepts like "domain owner" may not be familiar to all readers or may need clarification provided later in subsequent sections of document which address proposed governance structure and "domain areas"		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil						X		C1001-4.0.1.1-3/6				N/A				Closed

		132		C1001		4		0		1		1		133		C1001-4.0.1.1-133		3		11		First sentence		Figure 4-1 label needs to be with the picture on the previous page.		SV Team		Deedee Akeo,						X		C1001-4.0.1.1-40				N/A				Closed

		133		C1001		4		0		1		1		134		C1001-4.0.1.1-134		3		15		4.2.3, 7th bullet		Recommend 2d sentence be reworded.  "..responsibility to modify" may be misconstrued to seem less aligned with the  idea of "refining the vision" and more about changing the vision.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil				X						Not the intent of the document.		N/A				Closed

		134		C1001		4		0		1		1		135		C1001-4.0.1.1-135		3		21		bullet for Gain Approval		The "P" is left off of FMMP.		USD(P&R)/CPMS		Cheryl Fuller, (703) 696-1760, cheryl.fuller@cpms.osd.mil						X		C1001-4.0.1.1-28				N/A				Closed

		135		C1001		4		0		1		1		136		C1001-4.0.1.1-136		3		24				Correct acrnym - DIMHRS		TP Team		Ada Kyle, (703) 607-2397						X		C1001-4.0.1.1-32				N/A				Closed

		136		C1001		4		0		1		1		137		C1001-4.0.1.1-137		3		41		third para		Left the "P" off of FMMP.		USD(P&R)/CPMS		Cheryl Fuller, (703) 696-1760, cheryl.fuller@cpms.osd.mil						X		C1001-4.0.1.1-28				N/A				Closed

		137		C1001		4		0		1		1		138		C1001-4.0.1.1-138		3		5		2.4		Paragraph is duplicated. Second instance should be deleted.		MITRE		Art Hicks, (703) 607-2064, art.hicks@dfas.mil						X		C1001-4.0.1.1-21				N/A				Closed

		138		C1001		4		0		1		1		139		C1001-4.0.1.1-139		3		5		2.4		the paragraph is dupicated, delete one paragraph		TP Team		Ada Kyle, (703) 607-2397						X		C1001-4.0.1.1-21				N/A				Closed

		139		C1001		4		0		1		1		140		C1001-4.0.1.1-140		3		5		Para 2.3		This paragraph is repeated.   Eliminate the second iteration.		USD(P&R)/CPMS		Cheryl Fuller, (703) 696-1760, cheryl.fuller@cpms.osd.mil						X		C1001-4.0.1.1-21				N/A				Closed

		140		C1001		4		0		1		1		141		C1001-4.0.1.1-141		3		5		2.4		duplicate paragraph on page		DLA J-641		Denise Young, (703) 767-1622, denise_young@dla.mil						X		C1001-4.0.1.1-21				N/A				Closed

		141		C1001		4		0		1		1		142		C1001-4.0.1.1-142		3		Executive Summary				The executive summary seems to focus mainly on the history and current organizational structure of FMMP and not on the content provided by the document.  Since most people will probably read the Executive Summary and only glance at the rest of the 57+ page document, you may want to consider using that space to get your main points across and state the main recommendations of your change management strategies.		SV Team		Deedee Akeo,				X						Duly noted.		N/A				Closed

		142		C1001		4		0		1		1		143		C1001-4.0.1.1-143		3		General				Section headings should be bolded.		SV Team		Deedee Akeo,						X		C1001-4.0.1.1-57				N/A				Closed

		143		C1001		4		0		1		1		144		C1001-4.0.1.1-144		3		ii		2.4		The paragraph title is duplicated in the Table of Contents.  Second instance should be deleted.		MITRE		Art Hicks, (703) 607-2064, art.hicks@dfas.mil						X		C1001-4.0.1.1-21				N/A				Closed

		144		C1001		4		0		1		1		145		C1001-4.0.1.1-145		3		ii &5		Section 2.4		Recommend delete one  of the duplicate Section 2.4 from Table of Contents and document text.		ChgMgmt&Comms Team		Renay F. Reeves, (703) 697-2233, renay.reeves@dfas.mil						X		C1001-4.0.1.1-21				N/A				Closed

		145		C1001		4		0		1		1		146		C1001-4.0.1.1-146		3						Format - Titles, Paragraph Numbers…		TP Team		Ada Kyle, (703) 607-2397						X		C1001-4.0.1.1-21/57/etc				N/A				Closed

		146		C1001		4		0		1		1		147		C1001-4.0.1.1-147		3						Be consistent with FMMP rather than FMM Program		TP Team		Ada Kyle, (703) 607-2397						X		C1001-4.0.1.1-28				N/A				Closed

		147		C1001		4		0		1		1		148		C1001-4.0.1.1-148				1		3		Why is 'change management' entering the picture at this late date?  This should have been a part of the FMMP from day 1 - not 90 days prior to conclusion of the project.		DISA		Linda Ward, (703) 681-0232, ward2L@ncr.disa.mil				X						Duly noted.		N/A				Closed

		148		C1001		4		0		1		1		149		C1001-4.0.1.1-149				15		3		Conduction 'visioning' workshops might be a good idea.  The main problem is that the 'vision' is still under construction at the same time an implementation plan is being devised.  It is hard to implement something that is not in existance yet.		DISA		Linda Ward, (703) 681-0232, ward2L@ncr.disa.mil				X						Duly noted.		N/A				Closed

		149		C1001		4		0		1		1		150		C1001-4.0.1.1-150				20		4.5.3		How can you define performance measurement roles and responsibilities before there is anything to measure?		DISA		Linda Ward, (703) 681-0232, ward2L@ncr.disa.mil				X						Duly noted.		N/A				Closed

		150		C1001		4		0		1		1		151		C1001-4.0.1.1-151				4		2.2		The plan won't be available until April 1st.  FMMP has been underway for a LONG TIME without a change plan.  Organizational Change is what this project is all about.		DISA		Linda Ward, (703) 681-0232, ward2L@ncr.disa.mil				X						Duly noted.		N/A				Closed

		151		C1001		4		0		1		1		152		C1001-4.0.1.1-152				6		3.0		I agree that this project is moving down the tracks at 500 miles per hour.  Unfortunately, no one bothered to look ahead to see if the tracks were under construction around the next bend.  This train is headed towards a spectacular crash!		DISA		Linda Ward, (703) 681-0232, ward2L@ncr.disa.mil				X						Duly noted.		N/A				Closed

		152		C1001		4		0		1		1		153		C1001-4.0.1.1-153				7		3.2		You state that the key activities to making this a success are to 'promote understanding of the FMMP scope', Clarify the FMMP vision', 'Connect with other DoD transformation initiatives for lesson learned'.  Having attended one of the Domain stateholders meetings, it is very clear that the stateholders don't understand the vision at all and that the FMMP team leaders have not learned anything from other DoD transformation efforts.		DISA		Linda Ward, (703) 681-0232, ward2L@ncr.disa.mil				X						Duly noted.		N/A				Closed

		153		C1001		4		0		1		1		47		C1001-4.0.1.1-47		2		General				The document is at a very high level and does not contain specified points of linkage to the intermediate (and lower level range of) staff working levels and data architectures.  The document does not provide a data architecture or model for tracking funds during the Life Cycle of the Initiative or Capability.  Thus, the specific objectives of the text are not linked to the concept of a working set of software system and database architectures.  When the plan is implemented, the future staff may wonder what they are tracking.  The transformation documents being prepared by USD ATL and JCS in response to DODD 5000 series and Chairman Joint Chiefs of Staff Instructions (CJCSIs) for acquisition are not identifiably linked to this management strategy at this point.  The data for management originates outside of the FMMP and is not envisioned in this version of the publication.		SV Team		Deedee Akeo,				X						Out of scope for this task.		N/A				Closed
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1.0 Executive Summary


The Department of Defense is undertaking an unprecedented transformation of the business operations of the entire Department.  The Secretary of Defense (SECDEF), Honorable Donald Rumsfeld, initiated this effort, which he named the Financial Management Modernization  Program (FMMP).  His initial description was:  “The Department of Defense will be managed in an efficient, business-like manner in which accurate, reliable and timely financial information, affirmed by clean audit opinions, is available on a routine basis to support informed decision-making at all levels throughout the Department.”  In order to make the Secretary of Defense, Honorable Donald Rumsfeld’s description a reality, the FMMP is leading a comprehensive DoD-wide business transformation initiative encompassing both non-financial and financial business operations, with the potential to greatly impact people across the Department.  


Under the leadership of Dr. Dov Zakheim, the Undersecretary of Defense (Comptroller), the program established a senior leadership structure consisting of: Executive Council, Executive Board, FMM Steering Committee, CIO Advisory Council, and working groups.  To support the program, the leadership established a program office, known as the Business Modernization and Systems Integration (BMSI) office that currently is responsible for developing the enterprise architecture and for providing overall program support.  The Financial Management Enterprise Architecture (FMEA) program is scheduled to complete its work on the architecture by April 2003; currently they are engaging stakeholders to vet the enterprise architecture and approve the Transition Plan.  


From previous efforts to transform Federal organizations, the FMMP and BMSI leadership understands the enormous impacts that are implied by this program: changes to business processes, information systems, Department policies, and organizational structures.  Significant changes to roles and responsibilities; learning new processes and systems; developing new working relationships; and adapting to shifts in power will impact civilian and military employees as well as other stakeholder groups affected by FMMP.  The Change Management and Communications (CMC) team from Team IBM was directed by BMSI leadership to develop a strategy and subsequent plan for change management and communications and performance measurement.  The FMMP  can be characterized as a train traveling at 500 miles per hour; considering that the Change Management and Communications team has recently come aboard, it had to accommodate the change management activities already in motion.  BMSI directed Team IBM to provide two types of support to the FMMP.  The first type of support is to immediately deploy change management and communications professionals to work with the FMEA leadership as they finish and validate the Transition Planning work products with key stakeholders.  The second type of support is to develop an approach to managing the enormous change that the FMMP envisions for the Department of Defense.  


The change management strategy proposes a three-tiered approach to change management:


1. Continue to support the change management and communications activities currently underway.  Such as support for the series of Domain Owner Workshops in which participants are reviewing and commenting on the Transition Plan products.  Current support will be assessed and evaluated by BMSI staff and members of the CMC team on a regular basis.  The activities will be updated to reflect FMMP priority needs and to align with the overall approach.

2. Undertake a set of near-term activities that can be launched within the next sixty days that will provide a needed basis for the long-term change management strategies.  These near-term activities will comprise feedback loops to evaluate needs and align with the overall approach. 

3. Agree on an overall, long-term change management strategy to address the change management issues at multiple levels within the Department.  


The purpose of this Change Management Strategy – Draft is to document the recommended change management strategy, focusing on specific strategies that apply to the FMMP’s present situation and long-term challenges.  It recommends strategies at multiple levels, such as the FMMP, the set of Domain Areas, a single Domain Area, a specific implementation project within a Domain Area, and within a Service or Defense Agency impacted by the implementation activities.   


Based on discussions with the FMMP leadership and the resultant decisions concerning priorities and preferred approaches, Team IBM will revise this document and produce the Change Management Strategy – Final.  The subsequent change management plan will depend on government concurrence on the strategy. 


2.0 Introduction 


The Change Management Strategy – Draft is a first in a series of documents intended to assist the government in their effort to transform the Department of Defense as envisioned by the Financial Management Modernization Program (FMMP).  This document contributes to achieving the objectives of the FMMP by engaging the leadership of FMMP in discussions of the challenges, issues, and opportunities to be faced as they strive to manage this historical transformation within DoD.  As the FMMP leadership engages in discussions of this Change Management Strategy – Draft, they will deepen their understanding of the enormity of the task ahead, consider their alternatives, and come to agreement on the approach they wish to pursue.  Based on these discussions and the resultant decisions concerning priorities and preferred approaches, Team IBM will revise this document and produce the Change Management Strategy – Final.  

When the BMSI leadership approves the final strategy Team IBM will create the details needed to turn the strategy into a plan; this will be documented in the Change Management Plan – Draft.  This  will be a  plan of action and milestones, plus a narrative.  The first cut will be a draft, which will again be reviewed and discussed with the FMMP leadership to gain agreement on priorities, time frames, and responsible parties.  Once agreement is reached, Team IBM will produce the Change Management Plan – Final.  The PWS Call 1001 stipulates the dates for each of these four steps, as agreed to by the Government and Team IBM. 


2.1 Background 

A major goal of the Department of Defense is to operate in an efficient, business-like manner. In July 2001, the Secretary of Defense, Honorable Donald Rumsfeld, established the Financial Management Modernization Program (FMMP) to lead a comprehensive DoD-wide business transformation initiative encompassing both non-financial and financial business operations.  This business operations and financial management transformation involve an ongoing effort to standardize and streamline financial and operational processes, correct long-standing financial management weaknesses, and help provide that investments in information technology effectively support performance of the Department’s mission.  


From April 2002 to January 2003, the focus of the FMMP has been on the development of the Financial Management Enterprise Architecture (FMEA), the plan for the transition to the new architecture, and definition of the business transformation initiatives that will be undertaken to facilitate the transition.  These activities are expected to be finalized by April 2003.  


It has been recognized that to be successful, FMMP must embrace a change management strategy and begin implementation immediately.  The change management strategy must provide both the strategies and actions to start immediately and a strategic roadmap for ongoing change management actions.  The change management strategy will address the approach for managing change across all the key stakeholder organizations.  It leverages lessons learned from Industry and similar DoD-wide transformation initiatives, as documented in the FMEA Transition Strategy – Appendix B.  Each of these elements is addressed in this Change Management Strategy – Draft. 


2.2 Contents of this document


This document contains recommended FMMP change management strategies.  It is intended to provide the foundation from which the change management plan will be developed.  The change management plan will be delivered on April 1st, 2003.  


2.3 How this document was developed


Many resources were used in developing this strategy.  Two primary categories are:  


· Industry/leading practices and research from the field of change management


· Specific FMEA/FMMP related documents 


The industry/leading practices and research are referenced throughout the document.   The FMEA/FMMP work products (formal and informal) and deliverables reviewed as part of developing this strategy are outlined below.   The primary objective in reviewing these documents was to understand and determine FMMP change management implications.


· FMEA Transition Plan Strategy


· FMEA Transition Plan Strategy – Appendices


· A – Transition Constraints


· B – Lessons Learned


· C – Transition Plan Goals


· F – Major Stakeholder Communities


· FMEA Transition Planning High-Level Organizational Readiness and Impact Analysis


· FMEA Transition Plan Stakeholder Engagement Plan


· FMEA Transition Plan Stakeholder Data Gathering/Analysis


· FMEA Transition Plan Communication Plan


· FMEA work products: AV-1, AV-2, AV-3, OV 1 to OV5, Transition Plan 


· FMMP Call 1001 (the “narrative”)


· FMMP Change Management Strategy Framework


· FMMP Communications Strategy Framework


· FMMP Communications Strategy - Draft


· FMMP Stakeholder Engagement Approach


· FMMP Organizational Change Readiness Approach


· The Freidman Report: Transforming Department of Defense Financial Management


· Draft BMSI Governance Roles and Responsibilities


The change management strategy integrates and builds on relevant change management ideas, concepts, and approaches contained in the documents noted above, as well as the experience of Team IBM in other government and commercial change and communications engagements.    Time constraints for this deliverable did not allow review of all FMMP related documents.  However, the OV, AV, TV, and  SV documents will be prioritized for review in support of preparing the change management plan.   Particular attention will be paid to the change management implications in these documents.  Specific approaches to address identified challenges will be appropriately reflected in the change management plan.  


2.4 How this document is organized


This document is organized into three major sections:  current activities in support of change management, near-term recommendations for beginning change management activities, and long-term strategies for supporting FMMP change management.


Each of the activities, in current and near term, support and align with the long-term strategies.  The near and long-term strategies seek to provide the reader with insight into:


· Who should be involved in the strategy?


· What are the desired outcomes for the strategy?


· How is the strategy executed and achieved?


· When should the strategy be implemented?


· Why is the strategy important for FMMP transformation?


Because the communications strategy will be delivered separately on February 13, 2003, section 5.4 (Communicating) provides a high level overview and will not address the same level of detail addressed by other strategies.  








· 

· 

· 

· 

· 

 


3.0 Overview of FMMP Change Management Strategy
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The FMEA program can be characterized as a train moving down the tracks at 500 miles per hour.  A recent GAO report expressed a concern that change management and communications have not been incorporated from the beginning of the program. Developing the change management strategy midway into the development of the architecture means that the recommended strategies must consider three timeframes: the present, the near term (60 days), and the long-term (the rest of 2003 through 2008).  Therefore the FMMP Change Management Strategy documents the actions taken in the present; the recommended priorities for actions in the near term; and the recommended long-term strategies; all of which require a partnership.  Over the course of implementing changes associated with FMMP, stakeholder groups will determine what support is needed and how to best provide that support.  This document proposes an approach that can be used as the basis for working collaboratively with FMMP stakeholders to customize the change management strategies and support for their organizations.  Each group of strategies is discussed briefly in this section.  Figure 3-1 depicts the three groups of strategies and provides examples.  

Figure 3‑1 - Alignment of Activities and Strategies



3.1 Current Change Management Activities


Change management activities are currently supporting both FMEA and FMMP. Insights gained through the current change management activities are being incorporated into the development of both the near-term and long-term strategies.  The current change management activities are listed below in section 3.1.1 and detail for current communications activities will be provided in the integrated Change Management and Communications Plan.

3.1.1 Current Change Management Activities in Support of Transition Planning


From the beginning of the FMEA Program there was a change management component, as part of Transition Planning.  BMSI leadership recognized the need to augment the FMEA change management and communications support to encompass the overall FMMP.  The change management support for FMEA Transition Planning and the overall change management and communications support for FMMP are (now) integrated into one team.  This integrated CMC team continues to support both FMEA and FMMP.  Specific support for the FMEA Transition Plan comprises the following activities:



· Develop Transition Plan Organizational Readiness. 

· Develop Transition Plan Organizational Impact Analysis.

· Develop incentive plan.


· Provide inputs to education and training support plan using organizational change readiness and organizational impact analysis.

· Develop transition support requirements.


· Develop organizational readiness assessment.  Results of the organizational readiness assessment will be used as input to develop the FMMP change management plan.  This will help to prioritize communications activity and develop the approach for on-ongoing readiness assessments.


3.1.2 Current Change Management Activities in Support of Overall FMMP


Under the Change Management and Communications (CMC) Team, change management activities are underway that support current needs of both FMEA and FMMP.  These current activities are consistent with the overall Change Management Strategy, but are being carried out now because of the immediate need for them.  Throughout the course of the effort, these initiatives will be assessed for effectiveness and updated.  Updated activities will be further developed in the Change Management Plan. These current change management activities are:


· Facilitate and support domain owner workshops.   

· Develop and conduct ½ day facilitation skills training mini-workshop to enable government employees to facilitate government-only workshops. 

· Provide facilitation support for Business Scenarios workshops. 

· Develop approach and “story” for stakeholder outreach program and execute with key stakeholders.  The outreach program is designed to communicate with and engage stakeholders about FMMP.  The Communications Strategy provides detail about the stakeholder outreach program.

· Provide “real ad hoc” support – Support consists of on-going ad hoc support for BMSI PMO outreach.  Ad hoc provides ongoing support of executive speaking engagements for conferences, panel discussions, and professional seminars.  Ad hoc team members are working with DoD executives to prepare the message, specifically tailored for each speaking audience, and develop the presentation or document to support each speaking engagement.  Ad hoc support varies from professional council presentations, to Senate status reports, to Q&A panel sessions.  Audiences range from internal DoD stakeholders to external Industry experts.  Specific upcoming speaking engagements are:


· 

· 

· 

· 

· Facilitate and support Industry Days. Support consists of conducting preliminary focus groups to determine what industry wants and needs to know, as well as providing support in designing the session.


· Develop a process for interviewing key stakeholders in the short term.


· Support in the development of tailored briefing to key stakeholder forums. 


· Conduct focus groups with various stakeholder groups, such as with the FMM Working Group.

3.2 Recommended Near-Term Strategies 


In addition to the current activities, the Change Management Strategy also has key activities that should be started prior to the approval of the overall Change Management Strategy and subsequent Plan.  These near-term strategies will be assessed for effectiveness and updated, as necessary.  Updated near-term strategies will be further developed in the Change Management and Communication Plan. Based on an analysis of the immediate challenges facing FMMP, the following near-term strategies are essential and are described in detail in Section 4.0:


· Promote understanding of FMMP scope.


· Clarify FMMP vision.


· Enhance FMMP governance.


· Solidify relationships with key stakeholders.


· Commence establishing performance measurements.


· Clarify internal BMSI working relationships.


· Connect with other DoD transformation initiatives for lessons learned.


It is recommend that BMSI leadership consider this list of recommended short-term strategies, prioritize them, and provide authorization to begin executing.  In the interest of traveling on a ‘moving train,’ each recommended near term strategy is presented as an action oriented plan in the next section of this document.  


3.3 Recommended Long-term Strategies


Looking at FMMP over a five-year horizon requires a long-term change management strategy.  Current change management activities address immediate needs.  The near-term activities provide a positive and supportive environment for the long-term strategies.  Although there is immediate interest in the current and near-term strategies, the overall success of FMMP will be determined in large measure by the success of the long-term strategies stipulated in the approved Change Management and Communications Plans.  The change management strategies will be aligned with other relevant plans such as domain owner strategic plans and an FMMP strategic plan, if they exist.

The long-term change management strategy is comprised of seven key areas that are widely identified as essential for achieving a successful outcome with a transformation program are discussed in detail in Section 5.  They are the following:


· Leading Change


· Engaging Stakeholders


· Measuring Performance


· Communicating


· Monitoring Readiness for Change


· Organizing for Change


· Planning for Transition


Figure 3-2 depicts the relationship among these three sets of activities: current, near-term, and long-term.


[image: image3.wmf] 


Vision


 


The Department of Defense will be managed in an efficient, business
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making at all levels throughout the Department.


 


 


Objectives


 


This vision is supported by t


he following objectives: 


 


1.


 


Continually transform Defense business operations in support of the Warfighter.


 


2.


 


Leading practices will be adopted where appropriate to optimize business operations.


 


3.


 


Common business processes will be established across all componen


ts in the DoD.


 


4.


 


Knowledge will be a “corporate” asset driven by standard shared information.


 


5.


 


Business processes will be enabled by systems and technology.
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Policies will enable efficient and effective business operations.
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The DoD will have a workforce of inf


ormation managers who make effective business decisions.
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All business processes throughout the enterprise will be interoperable.
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The overarching Enterprise Architecture will effect changes through increasing efficiency and economy of 


scale.


 


10.


 


FMEA will compl


y with applicable federal financial management requirements.


 


 


Guiding Principles


 


Achievement of these objectives within FMEA will be guided by the following principles:


 


1.


 


Enable efficient and effective business operations.


 


2.


 


Promote the use of industry leading


 practices.
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Eliminate duplication, incompatibility, and redundancy of systems and business processes.
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Provide information integrity.
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Capture and validate information once, then reuse it across the enterprise.
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Place greater significance on cooperative strat


egies for satisfying the common needs of multiple business 


units across the enterprise.
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Incorporate standards that promote “open systems”, provide a seamless integration, and establish an 


enterprise


-


wide perspective.
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Create consistent Enterprise Architectu


re products that are at a sufficient level of detail to be 


implementable.
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Accelerate sound decision
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making.
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Provide security and protection of sensitive information.


 


11.


 


Reduce the total cost of ownership.


 


12.


 


Reuse before buy; buy before build, utilizing industry


 standards.


 


13.


 


Standardize business rules, processes, and information across the enterprise.


 


 


 




Figure 3‑2 - Transition to Long-term Strategic Plan



4.0 Near-Term Strategies 


The following are the recommended near-term strategies to be undertaken within the next sixty (60) working days.  The key audience for this document is familiar with the current issues facing FMMP and is in agreement on the need to undertake near-term strategies.  Each strategy will feature the action oriented steps needed to implement it.  The steps answer the questions: 


· Who should be involved?


· What are the desired outcomes?


· How to execute the strategy?


· When should it begin? 


· Why should DoD do it? 


Team IBM is aware of the finite resources available to implement.  It is anticipated that the BMSI leadership will have to analyze, prioritize and estimate the level of effort associated with each within the limitations of current resources.  


4.1 Promote understanding of FMMP Scope


The scope of FMMP is in question by those who have not been involved in the program.   Historically it started with a focus on financial management, but has evolved to encompass functional areas that trigger financial transactions.  Stakeholders have expressed confusion as to the scope of FMMP.  Even the program name – Financial Management Modernization – implies a financial focus.  In January 2003 FMMP and BMSI leaders discussed a name change from “Financial Management Modernization” to “Business Management Modernization.”   There appear to be questions around what will change: Is FMMP’s scope comprised just of systems, processes, and people’s jobs or does it also contain changes to organizational structure, culture, and people’s behavior? A clearly defined and articulated scope is important for guiding the overall effort and providing a basis for key programmatic decision-making.  A clear statement of scope will affect the understanding of the vision and provide the basis for communications.  


4.1.1 Who should promote understanding of the scope?  


BMSI and FMMP  senior leadership, specifically members of the Executive Council, Executive Board, the FMM Steering Committee and the FMM Working Group, as well as other leaders, need to revalidate and communicate the scope of FMMP.  Development of  clear messages will be done by the CMC Team, in conjunction with BMSI.  BMSI should gain agreement on these  messages from DoD senior leadership.  As indicated by Figure 4-1, other key stakeholder groups can provide input to this process.  


Figure 4‑1 - Stakeholders Participating in Promoting Understanding of FMMP Scope[image: image4.wmf]Building a Coalition That Can Make Change Happen
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4.1.2 What are the desired outcomes from promoting understanding of the scope? 


A scope should state what is ‘in’ the scope of FMMP and what is ‘out’ of scope.  This strategy also needs to develop a process to address questions concerning the scope, develop an effective way to communicate the scope to stakeholders, and provide “frequently asked questions” (FAQs) about the scope. 


4.1.3 How does BMSI promote understanding of the scope? 


· Document the scope.  BMSI should document the scope in a clear and concise manner.  It should develop a communications package that has FAQs about the scope.  This information will be presented in the communications plan. It will be a critical element in setting and managing expectations.


· Communicate the scope.  The FMM Steering Committee can provide to all key stakeholder groups a clear statement of the scope.  Leaders and key stakeholders for FMMP will participate, along with designated Change Agents in their organizations, in communicating the scope across DoD.


4.1.4 When should BMSI begin to promote understanding of the scope?  


It already has.  For those not close to FMMP, there is a need to communicate the scope as soon as possible and to engage them in discussions in order to understand their questions.  The workshops to clarify the FMMP vision (Section 4.2) cannot be conducted until the scope can be clearly articulated.  


4.1.5 Why does the scope need clarifying?


Without a clearly articulated and understood scope, the transformation effort will not succeed.  The implication for FMMP is significant, given the complexity and length of the transformation as well as the resources already expended.  Powerful stakeholder organizations, such as Congress, OMB, and GAO are all “watching” to see if the FMMP can be successful where other similar DoD-wide transformation initiatives have failed.  A clearly understood scope is mandatory for managing the program and measuring progress against goals.  


4.2 Clarify FMMP Vision


Some key stakeholders believe FMMP does not have a vision, whereas others feel that FMMP does.  Many key stakeholder groups have indicated that, although they are aware of “something like a vision”, they do not understand the vision or do not know how to share the vision with others.  Rather than debate whether or not there is a vision, it is recommended to leverage existing FMEA data and material that talks about vision and take the key stakeholders through a structured visioning process.  The desired outcome will be for stakeholders to understand and be able to discuss a common FMMP vision.   

4.2.1 Who should be involved in clarifying the vision?  


Representatives of all key stakeholder groups should be involved in clarifying the vision.  Figure 4-2 depicts FMMP stakeholder groups:


· Senior Executive Council


· Executive Board


· FMM Steering Committee


· Working Groups 


· Other key stakeholder groups
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Individuals from each of these levels need to be identified.  


Figure 4‑2 - Stakeholders Involved in Clarifying the Vision



4.2.2 What are the desired outcomes of clarifying the vision? 


There are two desired outcomes: first, the clarified vision itself, and second, a deepened understanding of the key stakeholders who participate in the process of clarifying the vision.  Both are equally important.  


The vision.  BMSI and FMMP leaders need to clarify and expand the vision to reflect the current FMMP and provide additional detail so that its usefulness is increased for the overall FMMP effort, especially for change management and communications.  


Vision refers to a picture of the future with some implicit or explicit commentary on why people should strive to create that future.  In a change process, a good vision serves four important purposes.

1. Clarifies the direction for change


2. Facilitates major changes by motivating action that is not necessarily in people’s short- 


    term self-interests


3. Helps coordinate the actions of different people in a remarkably fast and efficient way

4. Builds commitment from leaders and sponsors to communicate, carry messages, and 

    visibly support desired changes

		A vision should have the following characteristics
:


· Imaginable - conveys a picture of what the future will look like

· Flexible - allows individual initiative and alternative responses in light of changing conditions

· Desirable  - appeals to the long-term interests of stakeholders 


· Feasible - encompasses realistic, attainable goals

· Communicable – communicates easily; can be successfully explained within five minutes

· Focused - provides guidance in decision making







Lessons learned from both the private and public sectors indicate that reengineering, restructuring, and other change programs seldom succeed over the long run unless they are guided by visions that appeal to most stakeholders.  John Kotter admonishes: “If you cannot describe your vision to someone in five minutes and get their interest, you have more work to do in this phase of a transformation process” 
.  

The following objectives and guiding principles, taken from the FMEA AV-1 will be used to promote common understanding among stakeholders about the FMMP vision.
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Deepening the understanding of the key stakeholders. By participating in the visioning process, whether through interviews or participation in vision workshops or focus groups, stakeholders will begin the process of learning about FMMP first hand.  Those who participate will have a higher interest and be more invested in the outcome.  An old change management adage is: people buy-in to what they help create!  The more the change strategies engage key stakeholders during these early phases, the more support and buy-in there will be over the long term. 


4.2.3 How does BMSI clarify the vision? 


Clarifying the vision will consist of conducting interviews with key stakeholders, facilitating visioning sessions with a subset of key stakeholders, and holding focus groups with a cross section of stakeholders.   The output from this effort will be a refined understanding of the vision, which will provide input to the communications plan.  The refined approach will encompass interviews, workshops and focus groups.  The specific activities required are:


· Interview members of the FMM Steering Committee.  Baseline interviews are conducted to gauge their level of understanding and commitment to the current vision.  Determine what this senior leadership thinks is the vision for FMMP.  (Note: these interviews are currently being scheduled.)  

· Conduct visioning workshop(s).  The objectives of the visioning workshops will be to have the participants explore what FMMP means to them, clarify what is intended to change, and discuss the current vision.  The workshop provides a framework and examples of effective visions.  Vision workshops are highly participatory and encourage open communications and sharing of ideas.  There are several alternative approaches to conducting visioning workshops and are presented in the order of preference.  


· Alternative 1 - One large visioning workshop: lasting one day; attended by a cross section of all key stakeholder groups.


· Alternative 2 – A series of smaller visioning workshops: half day each; participants will be different for each workshop and one workshop will build on the work of previous workshops.


· Alternative 3 – A subset of the FMM Steering Committee named to participate in a series of smaller visioning workshops. 


· Document the proposed vision.  After the conclusion of the visioning workshop(s), the vision will be documented in briefing slides, and a story articulated in textual format.  


· Conduct focus groups.  Key stakeholders who did not participate in the vision workshops will be invited to participate in focus groups.  The objective of the focus groups will be to “validate” the vision, invite feedback, and begin to “socialize” the vision.  The senior stakeholder in each organization will be critical to communicating the importance of participating in the focus groups.  Senior stakeholders might comprise the domain owners, senior executives, OSD principle deputies, CEOs, Service/Agency personnel at the Undersecretary level, etc…Ideally, the invitation to participate should come from the senior stakeholders.  Given the size and complexity of the DoD, the vision must be relevant to all key stakeholder groups.  ”Socializing” the vision from the outset is critical to success.  Communicating the vision begins the process of having stakeholders understand FMMP.  Understanding is a first step in involving people in the change process to secure their “buy-in”.  The focus groups can be used in conjunction with the current “outreach” effort and, in alignment with the communications plan, generate initial awareness for FMMP.  


· Provide feedback to the FMM Steering Committee.  Provide the FMM Steering Committee feedback from the focus groups.  This feedback will help leaders gauge the relative level of understanding and support for the vision.


· Document the vision.  Document the vision in all communications materials and develop multiple media for use in all communications.


· Establish a process for reviewing and refining the vision.  As part of the governance, determine who has the authority and responsibility to modify the vision.  


4.2.4 When should vision clarification begin?


The clarification of vision needs to be undertaken once the scope can be clearly articulated and commonly understood among senior stakeholders.  As soon as the scope is clearly articulated and understood, visioning workshops can be held.  The lack of common understanding around scope would inhibit discussion of vision.

4.2.5 Why does the vision need clarifying? 


The stated vision for FMMP is “The Department of Defense will be managed in an efficient, business-like manner in which accurate, reliable and timely financial information, affirmed by clean audit opinions, is available on a routine basis to support informed decision-making at all levels throughout the Department.”  This statement of vision evolved, in part, from the Freidman report, Transforming Department of Defense Financial Management, dated April 13, 2001.  In this report, financial information was defined as:  accounting records and reports; financial records and reports; cost-based performance metrics related to mission; and budget and appropriation data.  


While this vision articulates the specific and desired goal related to financial management, it does not reflect the evolution from a financial focus to a broader context that comprises all Defense business operations.  Assuming an expanded focus of FMMP, the current vision may not appeal to the long-term interests of all key stakeholders.  Finally, not all key stakeholders affected by the change have had an opportunity to provide input to the vision.  


There are several implications of not having a clear and commonly understood vision:


· If the vision does not accurately reflect the scope and intention of the FMMP, key stakeholders, whose support is critical for the transformation, may not be able to play a leadership role in supporting the transformation. 


· If key stakeholders have not had an opportunity to provide input and feedback to the vision, they are less likely to support the transformation.  


· If communications are developed around an incomplete vision, people across the DoD will not receive valid data.  The vision is a foundation for developing key communications themes and messages.  


4.3 Enhance FMMP governance


BMSI has developed proposed FMMP governance roles and responsibilities for the FMM Steering Committee, BMSI, domain owners and lead agents.  The governance roles and responsibilities are not approved and are pending further review and approval by the FMM Steering Committee.  A set of actions is designed to promote enhancement of the governance. 


4.3.1 Who should be involved in enhancing the FMMP governance?


The proposal for the governance roles and responsibilities were developed by BMSI and are waiting approval by the FMM Steering Committee.  BMSI should consider consulting other key stakeholders, such as the leaders in the Services and Agencies, whose agreement, support and buy-in would be critical.  


4.3.2 What are the desired outcomes of enhancing the FMMP governance?


Ultimately, FMMP needs a management system focused on transformation.  In the near term, the objective of enhancing the governance is to manage expectations of what a management system would be and to gain agreement, commitment and sponsorship around a set of comprehensive and clearly articulated roles and responsibilities.  The roles and responsibilities need to be clearly spelled out with sufficient detail so that the various stakeholders understand their own roles and responsibilities and those of others.  Key stakeholders need to know how to operate within the FMMP governance structure and can serve as communicators between FMMP and their respective communities across the DoD.  


4.3.3 How does BMSI enhance the governance?


BMSI is currently pursuing this task.  Here are recommendations in support of their effort near term, but much more needs to be done long term.


· Enhance the governance model.  The governance model proposed does not recognize cross-domain architecture implementations and issues. DoD should enhance the governance in the near term to recognize the concept of stewardship.  At a recent FMM Steering Committee meeting BMSI was asked if the governance was “comprehensive.”  Some members wished to have additional details in the descriptions and definitions of roles and responsibilities.  BMSI is currently soliciting feedback from the members of the FMM Steering Committee and has indicated that they will address any issues or concerns that are raised.  


· Understand supporters and non-supporters concerns and issues.  Identify the FMM Steering Committee members, domain owners and other key stakeholders whose support for the governance is required.  Identify who is supportive and who is not.  Review the more detailed governance roles and responsibilities with those who do not yet support the governance to share the additional details with them and to hear and understand their issues and concerns.  Establish a two-way communications process with these stakeholders.  Solicit feedback on the long-term management system and governance.


· Draft and review revisions to address issues.   Draft changes to the governance to address the issues and concerns that are expressed.  Provide explanations for changes that were incorporated and for those that were not incorporated.  Revise the documentation to reflect these changes.   


· Gain approval and communicate.  Review with FMM Steering Committee.  After approval, communicate to the all the stakeholders who contributed to the decision making process.  Prepare  wider communications strategies targeted across the FMMP. 


4.3.4 When should BMSI begin to enhance the governance?


Governance will continue to evolve and improve.  Moving toward a management system and governance model that provides for component involvement, enterprise integration, common data and issues resolution is critical in the longer term.  


4.3.5 Why does the governance need enhancing?


The governance roles and responsibilities are a foundation in establishing the management system for FMMP.  A major shift in roles and responsibilities is being undertaken.  For key stakeholders to fully understand both their roles and everyone else’s roles and responsibilities, the governance has to be comprehensive and have sufficient clarity, definition and detail.  Issues expressed by key decision makers and stakeholders need to be understood and addressed prior to the next decision-making meeting.  BMSI can set the tone in its role as a consensus and collaboration builder.


4.4 Solidify Relationships with Key Stakeholders 


As the FMEA effort evolved, the architecture team interacted with various key stakeholder organizations.  As a result, some of the existing relationships appear to be supportive and some do not.  For example, key stakeholder organizations, such as the Services and Agencies, provided personnel, referred to as the Best and Brightest, or B & Bs, to assist in the development of the architecture products.  Data collected by the Transition Plan Change Management team indicates that the B & Bs have made significant contributions to the architecture products and have acted as spokespersons back to their home organizations.  Other key stakeholder organizations have experienced frustration trying to have their perspective reflected in the architecture.  Today, the relationships with key stakeholder organizations are a mixture of supportive and non-supportive.  


4.4.1 Who should be involved in solidifying relationships with key stakeholders?  


There are two sets of people to involve in this strategy: the FMMP leadership and the key stakeholders whose support is needed by FMMP 




4.4.2 What are the desired outcomes of solidifying relationships with key stakeholders? 


During the development of the architecture, key stakeholders were engaged from a content and information exchange perspective – information was requested from them and information was provided to them for feedback.  Establishing relationships with the key stakeholders was not the primary purpose.  This strategy is seeking to establish a personal relationship between key leadership in the FMMP and key stakeholders.  The purpose of developing the relationships is to have an open channel of communications for two-way communications enabling key stakeholders to contact FMMP leadership and share their ideas, offer suggestions and advice, express their concerns, or provide a different perspective.  These relationships will need to be regularly maintained.  In particular, relationships with the services and agencies need to be strengthened.  


4.4.3 How does BMSI solidify relationships with key stakeholders? 


· Identify key stakeholder relationships.  First, identify key stakeholder organizations that have a relationship with FMMP and FMEA and identify who the key individual stakeholders are in each of these organizations.  Identify the “touch points” when the engagement has taken place and identify who was involved.


· Assess existing relationships.  Using stakeholder data already collected, develop an assessment of existing relationships.  Collect input from experience such as from the domain owner workshops.


· Develop mitigation strategy.  For each key stakeholder organization, develop a mitigation strategy to solidify the relationship.  For example, for each key stakeholder organization, identify a senior individual in FMMP who has, or can develop, a supportive relationship with a senior individual in the key stakeholder organization.  


· Begin with a one-on-one meeting.  One way to begin the relationship building is to discuss what has happened in the past, what impact that had on the relationship, and how to craft the relationship in the future to be more supportive.  Together they can develop a set of goals for how to work together. 


· Expand relationships to lower levels.  Additional relationships will need to be developed at lower levels in the key stakeholder organization and specific relationships may be required as the key stakeholder organizations participate in the development and implementation of specific packages and segments.  


· Provide coaching and mentoring.  As a way to develop and build individual relationships, provide coaching and mentoring among stakeholders and stakeholder groups.

4.4.4 When should BMSI solidify relationships with key stakeholders?  


This work is already underway.  One-on-one interviews between senior FMMP and BMSI leadership and key stakeholders are being scheduled.


4.4.5 Why does BMSI need to solidify relationships with key stakeholders?


Relationships with key stakeholder organizations are critical to the success of FMMP.  Without the support and commitment from these key stakeholder organizations, FMMP will not be successfully implemented.  For example, in the upcoming years, FMMP will ask the key stakeholder organizations to: provide information, people, and other resources; replace existing systems with new proposed systems or make changes to current initiatives; revise specific business processes, and reeducate or retrain their people.   These are the organizations that will bear the brunt of the changes; having supportive relationships with stakeholders and leaders in the FMMP will facilitate their support for these changes.  A key lesson learned from similar change initiatives is the importance of involving stakeholders, specifically senior leadership, user communities, and end users “early, often and clearly
”.


4.5 Commence establishing performance measurements


Today FMMP lacks a performance measurement process and associated measures and metrics.  Team IBM recommends both near-term and long-term strategies to establish performance measures.  The near-term strategies are:


· Develop and institute a consistent measurement process that both measures and promotes action toward identified goals.


· Define and establish performance measurement roles and responsibilities aligned with FMMP governance roles and responsibilities.  


· Define and establish performance measurements aligned with DoD enterprise and FMMP transformation strategic goals and objectives.


There are long-term strategies in support of performance measurement that are described in section 5.0.  


4.5.1 Who should be involved in establishing the performance measurements?  


Initially, the performance measurements will be used across BMSI in support of FMMP.  BMSI should take the lead in these initial stages of establishing performance measurements.  BMSI should seek participation across all the key stakeholder groups required to develop performance measures in support of FMMP.   


4.5.2 What are the desired outcomes of establishing the performance measurements?  


Developing a performance measurement program for FMMP is a large and long-term undertaking.  For the next sixty (60) days, the goal is to begin two critical steps: defining the process for establishing and managing performance measurements and identify the associated roles and responsibilities associated with the process.  The process, roles and responsibilities will provide an important foundation for the long-term performance measurement strategies.    


4.5.3 How does BMSI establish performance measurements?  


There are two initial steps in establishing performance measurements:


1. Define and establish performance measurement roles and responsibilities aligned with FMMP governance roles and responsibilities.  


To accomplish this strategy the following steps would be taken:


· Form a Working Group.  Identify performance measurements working group members representing BMSI, Domains, Services, Agencies and Finance/Accounting who are knowledgeable and have a vested interest in establishing a consistent performance measurement process.  This group would be sponsored by the FMM Steering Committee and would report its recommendations to the FMM Steering Committee for review and decision.  


· Define performance measurement governance roles and responsibilities.  Conduct facilitated working session(s) to define performance measurement governance roles and responsibilities; seek to align these with the overall FMMP governance structure.  The defined roles and responsibilities would encompass all pertinent levels and organizations and have a defined set of assumptions and dependencies. 


· Establish roles and responsibilities.  The performance measurement working group would work closely with the BMSI to document the recommended set of roles and responsibilities.  The BMSI team would be responsible for aligning the roles and responsibilities with the overall FMMP governance.  The BMSI team members who are coordinating FMMP governance would be responsible for presenting the recommendations of the working group to the FMM Steering Committee for approval.  


· Establish communications strategy and execute.  A communication strategy would be developed and aligned with the overall communication strategy for FMMP governance to inform identified stakeholders of the roles and responsibilities associated with performance measurement.  


2. Develop and institute a consistent measurement process that both measures and promotes action toward identified goals.


To accomplish this strategy the following steps would be taken:


· Define the Performance Measurement Process.  Conduct facilitated working session(s) to define the performance measurement process with the performance measurement working group.  This workshop would be coordinated and synchronized with activities to establish the roles and responsibilities for performance measurement.  


· Design the process.  Prior to the session, prepare a straw-model of the process to stimulate discussion.  The process would be aligned with the roles and responsibilities and define the activities, rules and flow of information for establishing measurements, validating, collecting, reporting, monitoring, consolidating, decision-making, taking action and generating feedback loops. The process would encompass all pertinent governance levels.  The process would define the timing and frequency of the collection and reporting of metrics and the steps for defining measurements using a set of standards.   To accommodate future changes to the performance measurement process, procedural steps and rules would also be established.    


· Gain approval.  The BMSI team members who are coordinating FMMP governance would be responsible for presenting the performance measurement process recommendations of the working group to the FMM Steering Committee for approval.  


· Establish a communications strategy and execute.  A communication strategy would be developed and aligned with the overall communication strategy for FMMP governance and the performance measurement roles and responsibilities to inform key stakeholders of the process.    


4.5.4 When should BMSI begin to establish performance measurements? 


The identification of the working groups should begin immediately.  There are some preliminary measurements that could be defined and measurements collected while the other work is underway.


4.5.5 Why does BMSI need to establish performance measurements? 


Performance measurements are the window to view the progress toward success of FMMP.  To achieve a unified and meaningful picture - a prime FMMP principle - instituting commonality and consistency across DoD processes, needs to be adopted for all FMMP management activities.


4.6 Clarify internal BMSI working relationships


BMSI consists of several sub-organizations working on different aspects in support of the FMMP.  For example, FMEA is focused on developing the architecture and the transition plan, while the CMC group is working to develop the change management and communications strategies and plans.  BMSI is the central support organization for FMMP.  BMSI needs to clarify how its sub-organizations work together.  BMSI also needs to clarify how its sub-organizations coordinate working with external stakeholder organizations.   


4.6.1 Who should be involved in clarifying the internal BMSI working relationships?  


BMSI senior leadership and a cross section of key stakeholders across BMSI should be involved to provide an internal perspective.  In addition, select a few key stakeholders outside of BMSI whose work is integrated with BMSI.  This will be the set of people to explore how BMSI works internally and with key external stakeholders. 


4.6.2 What are the desired outcomes of clarifying the internal BMSI working relationships? 


Once the internal working relationships are clarified, all the sub-organizations that make up BMSI will understand: roles and responsibilities of each of the sub-organizations; dependencies between sub-organizations; processes for key functions, such as communications, problem solving, and decision making.  


4.6.3 How does BMSI clarify its internal working relationships? 


· Identify who should participate.   Select a cross section that has senior leadership internal to BMSI, both government and contractors, and external stakeholders.


· Collect data. Collect data about the current state of the working relationships within BMSI and between BMSI and its external stakeholders.  Identify what is working well and what is not.  There are indications of disconnects due to differing expectations; these disconnects, if not addressed now, will cause larger disconnects going forward and potential rework. 


· Provide results of analysis to participants.  In a working session, provide the results of the analysis; discuss and gain agreement on what needs to be done.


·  Establish a plan.  Based on the results of the analysis, establish a plan for developing missing pieces.  BMSI should anticipate developing the following: 


· Roles and responsibilities among the various sub-organizations


· Identification of interdependencies and intradependencies 

· Processes to support communications, problem solving, decision making, and risk management


4.6.4 When should BMSI clarify its internal working relationships?


BMSI is currently supporting FMMP.  However, there are indications that its internal sub-organizations are focused on their own set of tasks; hundreds of people are producing dozens of work products.  Everyone knows that they are not working in isolation and that there is a need to coordinate their work.  However, that coordination is not easy to accomplish.  In the absence of clear guidelines for how all these groups work together, people are figuring it out for themselves.  


This clarification needs to be undertaken within the next sixty (60) days.


4.6.5 Why does BMSI need to clarify its internal working relationships?


By clarifying these working relationships in the near term, BMSI will be positioned to model effective coordination and be an example for how to establish supportive working relationships in diverse organizations. 


4.7 Connect with Other DoD Transformation Initiatives for Lessons Learned


The FMEA Transition Plan Strategy, Appendix B, lists eight (8) DoD transformation initiatives, along with lessons learned.  This information could be considered as DoD-unique inputs to developing the Change Management Plan that will be delivered subsequent to the Change Management Strategy.  In addition to the initiatives listed in Appendix B, other DoD transformation efforts and forums offer lessons learned; they are referenced below.

4.7.1 Who should be involved in connecting with other DoD transformation initiative?  


Members of the CMC Team, along with government staff from BMSI should be involved in connecting with other DoD transformation initiatives (in the near term).


4.7.2 What are the desired outcomes of connecting with other DoD transformation initiatives? 


The desired outcome of connecting with other DoD transformation initiatives is to understand the detail behind the stated lessons learned.  In other words, how have other successful DoD transformation initiatives “operationalized” the lesson learned for example, of “engaging senior leadership?”  We can also leverage lessons learned from less successful initiatives.  

In addition to leveraging lessons learned, there are additional benefits to be gained such as establishing strategic alliances and coalitions between other DoD leadership and change and communication teams and programs.  This increases FMMP visibility by optimizing other DoD transformation forums and relationships.  It also allows BMSI staff and CMC team members to immediately leverage existing communications channels, stakeholder relationships, communications media, and knowledge basis and forums for on-going Transition Plan support and overall FMMP support efforts.

Appropriate insights and details from connecting with other DoD transformation efforts will be considered in the detailed Change Management Plan, along with building upon the strategies already recommended in this document.


4.7.3 How does BMSI connect with other DoD transformation initiatives and other sources for lessons learned? 


· Collect detailed information about lessons learned from other DoD-wide initiatives.  The FMEA Transition Plan Strategy Appendix B provides a list of DoD-wide transformation initiatives.  Additional DoD-wide transformation initiatives can also be considered and are listed below.  From this list, BMSI staff and CMC team members can draw additional lessons learned for FMMP.  Lessons learned from private industry enterprise architecture undertakings can also be leveraged.  This information is used as input in developing the detailed Change Management Plan.  This will begin with research into the following:


· Y2K – Year 2000


· DLA BSM (Defense Logistic Agency Business System Modernization)


· SPS (Standard Procurement System)


· DoD Audit Report (2000 DoD Financial Management Improvement Plan)


· DoD End-to-End Cross-functional Procurement Process Model


· DFAS Defense Cash and Accountability System (DCAS)


· Joint Logistic System Center (JLSC):  The Depot Maintenance Management Information System (DMMIS)


· DoD Corporate Information Management (CIM)


· DIMHRS (Defense Integrated Military Human Resource System)

· Regionalization of Human Resources Operations

· Defense Civilian Personnel Data System

· Leading Practices Study (PWC) provided to FMMP in 2002


· OSD sponsored Enterprise Integration groups


· Interview leaders from other DoD-wide transformation initiatives.  Subsequent to researching lessons learned, specific questions will be developed.  These questions are to be used to interview leaders from a sub-set of DoD-wide transformation initiatives having the most applicability to FMMP. The objective of the interviews is to understand, in a pragmatic way, how they “institutionalized” the(ir) lessons learned.  The information is then used as input to developing the FMMP Change Management Plan, leveraging lessons learned to increase the success for FMMP.


4.7.4 When should BMSI connect with other DoD transformation initiatives?


The work should begin immediately to allow for appropriate detail to be incorporated into the Change Management Plan.


4.7.5 Why does BMSI need to connect with other DoD transformation initiatives?


Several DoD-wide initiatives have been attempted with some being successful and some less successful.  DoD has already expended significant resources to launch FMEA and FMMP and appropriate lessons learned from similar efforts must be leveraged to increase the level of FMMP success. 


5.0 Recommended Long-term Strategies 
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In developing a set of long-term strategies for transforming the Department of Defense through support for the FMMP, change management professionals use a conceptual framework to help structure the change management strategies that are relevant to a specific organization and change situation.  Figure 5-1 is the chosen Change Management Model for FMMP.  It depicts seven key areas in which to develop specific change management strategies.


Figure 5‑1 - Change Management Model




Team IBM has developed the recommended long-term strategies within these seven strategy areas.  These long-term strategies will build on the change management activities undertaken to date and on the recommended near-term strategies.  It is anticipated that these long-term strategies will be reviewed by the Government, prioritized, and incorporated in the final Change Management Strategy.  It is then anticipated that these long-term strategies will be detailed in the subsequent Change Management Plan.  


The following are key concepts reflected in many of the long-term strategies.  They have implications across many of the proposed strategies. 


· The communications strategy and the stakeholder engagement strategy are key to building commitment for the FMMP transformation initiative.


· A focus is on centralized guidance through a well defined governance structure. 


· Change will need to be driven in an organized, structured manner at multiple levels across DoD.  


· Domain owners will need to develop tailored change management strategies for their domains that contain common elements with the overall strategy.


· Specific packages and segments when implemented will require change management strategies specific to their project and aligned with overall program direction.


· Brief key stakeholders on the change management strategy using the Change Management Draft Strategy as an early mechanism to solicit feedback,  establish relationships, and set expectations for active stakeholder and sponsor participation.


5.1 Leading Change 


Senior leadership support and buy-in is critical to the success of any organizational transformation.  The critical role of senior leadership is one of the top lessons learned in similar transformation initiatives
 across DoD.  However, leadership at the most senior levels of DoD is essential but not sufficient in and of itself.  


Visible leadership must exist at all levels of the organization.  Leaders exist across DoD, from the Service secretaries and Agency heads to members of the Executive Board and the FMM Steering Committee; to leaders in the Services, Agencies, and domain areas; to leaders of those directly affected by the change.  Whoever these leaders are, four imperatives exist for those who provide leadership for FMMP:

1. Creating, personalizing, and communicating the vision.


2. Articulating the compelling need for the effort to be undertaken.


3. Aligning resources and removing barriers so the vision can be achieved.


4. Motivating and supporting those who make the vision a reality.

The beginning is a clarification of what is meant by leadership, who these leaders are, what outcomes you seek from their leadership, what leading change looks like, when do they lead change, and why leadership of change is important.  


What is leadership?  Everyone has their own definition of leadership, so the following definitions are presented to stimulate discussion among those who desire to be leaders within FMMP.  Leadership scholars and practitioners have recorded at least 850 definitions of leadership; here are several:  


· “Leadership is the process of influencing others to understand and agree about what needs to be done and how it can be done effectively, and the process of facilitating individual and collective efforts to accomplish the shared objectives.”


· Leadership is a process whereby an individual influences a group of individuals to achieve a common goal.”


· “Leadership is the wise use of …power” where power is “the basic energy needed to initiate and sustain action or ….the capacity to translate intention into reality and sustain it.”


· The elusive nature of leadership is captured in the final definition from Bennis, a business professor and consultant: “leadership is like beauty: its hard to define, but you know it when you see it.”
 


Like the multiple definitions of leadership, there are multiple leadership behaviors and styles.  However, John Kotter cautions that there are two types of individuals to avoid putting in critical leadership roles in a transformation effort: those with egos that fill up a room, leaving no space for anybody else and those he characterizes as “snakes”, people who create enough mistrust to kill teamwork
. 


5.1.1 Who should be involved in Leading Change? 


There is a need for a large number of leaders throughout FMMP. To be successful, FMMP needs leaders at all levels:


The formal senior leadership of FMMP:


· Members of the Senior Executive Council


· Members of the Executive Board

· Members of the FMM Steering Committee


· BMSI leadership


· Domain owners


· Heads of all Services and Defense Agencies


· Members of FMMP Working Groups


· Members of the CIO Advisory Council


The formal leadership within Domains:


· Domain owners


· Lead Agents


· Leaders of packages and segments

The “user community”:


· Leaders within services and agencies being affected by implementation projects


· Leaders within the user communities affected by the implementation projects


Figure 5-2 presents a simplified view of the various elements involved in FMMP.  Having such a large number of leaders will require a high degree of communication and coordination to promote consistency and alignment across all the leaders and from top to bottom of the leadership hierarchy.  

Figure 5‑2 - FMMP Stakeholders




At each level, the leadership needs to develop a charter and determine their leadership focus.  It is critical that there be synergy across the multiple leadership levels.  


5.1.2 What are the desired outcomes of Leading Change? 
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The ultimate desired outcome is to create a future for DoD as described in the FMMP vision. The journey from where DoD is today to the envisioned DoD, will have many interim outcomes.  For example, if the FMMP and BMSI leadership are effective, there will be visible signs along the way:


· Stakeholders will understand the urgency for undertaking FMMP.  Leaders help identify the challenges and major opportunities.  They engage various levels of stakeholders to articulate the compelling case for enterprise change, as well as the importance for specific domains, business areas, and individuals.

· There will be a Guiding Coalition.  This team works together and models the behavior expected of others.  There is a value to have this ‘guiding coalition’ at multiple levels of the change structure. 


· A visible vision and strategy exist.  Leaders articulate a compelling vision that helps direct the change effort and develop strategies for achieving that vision. 

· A wealth of communications exists.  Leaders use every vehicle possible to constantly communicate the new vision and strategies; their actions communicate their commitment more loudly than their words.


· Domain owners and others are empowered to act.  Leaders work to get rid of obstacles that impede progress, such as existing systems, structures, or behaviors that undermine the change vision.


· Risk taking and nontraditional ideas are encouraged.  Leaders encourage and support creative ideas, activities, and actions.  Leaders focus on generating quick wins and work to encourage the individual.

· Performance is measured and progress is tracked.  Leaders plan for visible improvements in performance; leaders visibly recognize and reward people who made the progress possible.


· FMMP stays the course.  Leaders consolidate gains to produce even more; they use their increased credibility to change all systems, structures, and policies that do not fit together and do not fit the transformation vision.  They reinvigorate the process with new projects, themes, and change agents.


· New Approaches are anchored in the culture.    Using the vision and lessons learned, leaders articulate the connections between new behaviors and organizational success and develop means to enable leadership support going forward.


5.1.3 How do you Lead Change? 


The following are the recommended long-term strategies to achieve the leadership necessary to transition DoD to a future as described in the current FMMP vision. 


5.1.3.1 Identify the leaders of change

At every level, identify the leaders.  For example, although the governance should provide high level guidance for roles and responsibilities within a domain, a specific domain owner will need to identify the leaders for that domain and clarify their roles and responsibilities.  Offer support to clarifying roles and responsibilities.

· Identify the leadership team within each domain area.


· Identify the leadership team within each Service and Defense Agency.


· Identify the leadership team within each implementation effort.  


5.1.3.2 Build an effective leadership coalition at every level

In accordance with the Governance structure, build a ‘guiding coalition’ at every level.  A coalition has the power, vision, and commitment to lead its part of the overall FMMP. Figure 5-3 provides a high level description of a ‘guiding coalition.’  Offer support for forming and developing the coalition as an effective team.  


· Build an effective leadership coalition within and across each domain area.


· Build an effective leadership coalition within each and across Service and Defense Agencies.


· Build an effective leadership coalition within and across each implementation effort.  
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Figure 5‑3 - Building a Coalition




5.1.3.3 Train leaders in transformation

Those who lead organizational transformations play a critical role.  If this is a new role, these leaders should expect to undergo training for this new role, just as they would if they were assuming a new technical role.  Leaders of large-scale transformations need to understand the complex nature of transformation.  As part of this strategy, Team IBM recommends determining the appropriate level of education at each of the leadership levels.  For example, the Industrial College of the Armed Forces offers a program for leaders who are undertaking organizational transformation. [http://www.ndu.edu/icaf/departments/leadinfosystems/slmc/20_21.htm]  Participation in the Enterprise Integration groups is an additional way to support leadership and transformation.

5.1.3.4 Offer professional change management support

In support of a leadership team at any level, offer professional change management support.  One possibility is to identify professional change management support to work with a given domain area, Lead Agent, or Implementation team.  The members of the change management support team help tailor the change management strategy for that specific team.


5.1.4 When should you Lead Change?  


Leading change is an ongoing change management strategy.  It has been going on at the senior leadership levels and within the BMSI office.  As the FMMP begins its implementation phase, many more leaders will be needed.


5.1.5 Why do you need to Lead Change?


Effective leadership is critical to the success of the changes envisioned by FMMP.  This section discusses the four imperatives for effective leadership, which are adaptable to any type of change, regardless of size:


· Creating, personalizing, and communicating the vision.


· Articulating the compelling need for the effort to be undertaken.


· Aligning resources and removing barriers so the vision can be achieved.


· Motivating and supporting those who make the vision a reality.

Leaders are in a unique position to have the largest impact on FMMP by keeping these four imperatives central to their thinking.  One way to undermine FMMP is to have leaders behave in ways that are inconsistent with these imperatives.  Leaders will be the role models for others who are engaged in supporting FMMP.  In addition, the transformational leadership skills developed during FMMP implementation will benefit any organization well into the future.  


5.2 Engaging Stakeholders 


Who are stakeholders?  Stakeholders are any group or individuals who can affect or are affected by the achievement of the organization’s objectives. Key stakeholders are a subset of all stakeholders
.  Stakeholders typically are a variety of people of widely varying backgrounds, values, abilities to absorb information, and tendencies to interpret situations differently.

Who are FMMP’s stakeholders?  FMMP Stakeholders are a vast and diverse collection of organizations and people.  For example, DoD has 3 million employees, all of whom are potentially FMMP stakeholders.  In the fall of 2002, under the auspice of FMEA, the Change Management sub-team of the Transition Planning team undertook the identification of the FMEA stakeholders.  The participants in this process were the FMEA team members, many of whom had prior experience in the various services - the Best and Brightest (B&Bs) who were assigned to the project from all major stakeholder groups, and the Transition Planning Change Management sub-team.  In a series of facilitated sessions, the Transition Planning Change Management sub-team identified about 165 stakeholder organizations and sorted them into groups, or segments, based on two views:


1. By major collection of organizations (e.g., a Military Service)


· Army


· Air Force


· Marines


· Navy


· Office of Secretary of Defense (OSD)


· Other Defense Agencies (ODA)


· Other (internal and external organizations)


· Ongoing relevant systems initiatives segments 


  
2. By functional areas, now called domain areas (e.g., Logistics)


· Strategy, Planning & Budget


· Collection, Receivable and Cash Management


· Logistics


· Accounting


· Human Resources


· Procurement, Payables, Acquisition & Disbursing


· Financial and Management Reporting


· Real Property








Why are stakeholders important?  Stakeholders can posses any of three elements that can put them in a position to influence FMMP: power, legitimacy, and urgency.  Figure 5-4 depicts one framework for characterizing the relationship between the stakeholder and the organization.  The three relationship attributes are power, legitimacy and urgency.
  Key stakeholders are described as possessing two out of three relationship attributes.  It is proposed that the stakeholders who possess all three are the “definitive stakeholders” and should receive the most attention.  Stakeholders possessing only one relationship attribute require the least attention.  
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Figure 5‑4 - Relationship between Stakeholder and Organization



5.2.1 Who should be involved in Engaging Stakeholders?  


Engaging stakeholders is a primary focus of the leadership of FMMP.  Leaders at any level should know who their stakeholders are and what they need and want.  The leadership at every level needs to understand that they are expected to engage their stakeholders.  


Levels of leadership relative to stakeholder engagement:


· DoD/FMMP level.  Focusing on the governance structure and engaging the key stakeholders in clarifying critical elements, such as:

· FMMP vision, goals, strategic imperatives.


· Governance strategy, structure, and process.


· Decision-making process.


· Clarification of concerns.


· Commitment to become spokespersons for FMMP.


· Service/Agency level

· Identify the leaders within each service/agency.

· Develop, deploy, and analyze a change readiness survey.


· Identify existing forums where stakeholders meet and interject discussions of FMMP and what it will mean for them.


· Identify potential forums, if needed.


· Understand the perceptions about FMMP and collecting suggestions, and concerns.


· Enlist their commitment to be spokespersons for FMMP.


· Across domain areas/within single initiative across domain.  There will be a leader for each of the domain areas and a supporting team with leadership from each of the services and agencies.

· Convene a conference of all domain owners and their key teams to clarify their understanding of FMMP, the governance structure, the overall Transition Plan, and the role of the domain areas vice services/agencies.


· Establish a forum for sharing progress, processes, leading practices, and lessons learned.


· Clarification of concerns.


· Enlist their commitment to be spokespersons for FMMP.


· Within a single domain area. 


· Convene the leaders within the domain area together to clarify their understanding of FMMP, the governance structure, the overall Transition Plan, and the role of their domain area.

· Understand the domain area enterprise architecture and how it relates to the total architecture with respect to:


-     Data strategy


· Transition planning


· Change management


· Identify the different parts of the domain area, such as real property within logistics.


· Identify and bring together all the domain communities within one domain area.


· Clarify their concerns.


· Enlist their commitment to be spokespersons for FMMP.


· Within a single initiative within a domain area. 


· Understand how a single initiative (a package/segment combination) within a domain area could:

· Relate to one community within a domain area - e.g., Real Property within Logistics.


· Relate to multiple communities within a domain area - e.g., Real Property and base operations.


· Cross all communities within a domain area - e.g., Shore Installation Management for the Navy.


· Cross multiple domain areas - e.g., Real Property and financial management.


· Hear and understand their concerns.


· Enlist their commitment to be spokespersons for FMMP.


Engaging with stakeholders will mean communicating, negotiating and contracting with stakeholders; managing relationships with them; and motivating stakeholders to act in ways that are beneficial to the FMMP and other stakeholders.  Leaders should also focus on providing information to stakeholders on how the organization is responding to their ideas, needs and desires.  The trust, loyalty, and respect created by this approach can be a positive force for change.


NEED A GRAPHIC HERE 


5.2.2 What are the desired outcomes of Engaging Stakeholders? 


If FMMP is successful in engaging its stakeholders, then stakeholders at all levels will be knowledgeable about FMMP, will understand what role they play, and will demonstrate that they are committed to achieving transformation.  Stakeholder theorists caution not to restrict the assessment to quantitative measures of stakeholder engagement, but also provide qualitative measures
. 


5.2.3 How do you Engage Stakeholders? 


Every level of FMMP may have a different set of stakeholders.  Stakeholders at every level need to engage.  Here is the basic set of actions to engage stakeholders:  


5.2.3.1 Identify stakeholder organizations

Identify who are the stakeholder organizations and posit what are their perceived ‘stakes.’  Build upon the FMEA list of stakeholders.  Verify that the list of stakeholders is applicable for FMMP, not just FMEA.  Represent them in a stakeholder map.  


5.2.3.2 Identify key stakeholders

Drill down to determine the specific offices within each stakeholder organization and identify individuals who currently hold those offices.  


5.2.3.3 Analyze stakeholder perceptions

Through a variety of means, such as interviews, meetings, workshops, and focus groups, determine stakeholder perceptions.  Validate the stakeholder map with stakeholders.  


5.2.3.4 Develop stakeholder database

Develop a relational database to contain pertinent information on stakeholders, such as:


· Organizations name and demographics


· Positions within the organization


· Individuals


· Existing fora where they participate


· New fora


· Existing programs


· Stakeholder feedback


· Internal transformation projects 


Provide access by domain area or organization.  


5.2.3.5 Identify existing stakeholder processes

Identify and document the processes FMEA or FMMP has used or is using to manage relationships with its stakeholders.  Assess the existing process in light of the stakeholder assessment. 


5.2.3.6 Identify additional stakeholder processes 


Determine if new processes are needed, if so establish them.  


5.2.3.7 Develop stakeholder specific strategies

For a set of stakeholders, develop mitigation strategies to influence their perception of and support for FMMP. Understand the set of transactions or bargains between the FMMP and its stakeholders


Types of fora for engaging stakeholders:


· One-on-one meetings

· Formal briefings 


· Focus groups


· Feedback sessions


· Listening posts


· Town-hall meetings


· Large group workshops 


· Educational workshops


Types of stakeholder Interventions


· Large Group Interventions

· Visioning sessions


· Problem resolution sessions


· Conflict resolution sessions


· Feedback sessions


· Tailored communications


· Coaching


· Balanced Scorecard workshops


The stakeholder interactions, where necessary, and with approval from the government, will be held in geographic locations to get input from the field and user levels.


5.2.4 When should you Engage Stakeholders?  


A better question is: when are you not engaging stakeholders?  Every interaction you have with stakeholders is an opportunity to engage them—even sending out a data call.  The point to stress here is that whether or not FMMP looks at each interaction as an opportunity to engage stakeholders or merely as accomplishing a task, the stakeholders have an experience of FMMP with each interaction.  Each experience provides another impression.  FMMP should look at each interaction from the stakeholder’s perspective in order to see what the stakeholder is experiencing.  


5.2.5 Why do you need to Engage Stakeholders?


One of the critical constructs in a transformation effort is to promote people buy-in to the change(s).  Chris Argyris writes that for people to “buy-in” they need three things: valid information, free and informed choice, and internal commitment to the change
.  In order to secure key stakeholder buy-in, people must have an opportunity to provide feedback in clarifying the vision that affects them.  At the completion of these visioning workshop(s), there will be a new vision that has been co-created by all participants.  In addition, all the key stakeholders who have participated will have a good understanding of the vision and therefore will be able to communicate it to others.


In one of the few DoD wide change initiatives, Standard Procurement System (SPS), there were insightful lessons learned regarding stakeholders
:

· If stakeholders do not understand ‘why’ the change is important, they will fight to protect the status quo.


· New systems alone cannot bring about organizational change, only people can.


· Mandating a new system does not make change happen, people do.


· If stakeholders do not embrace the change, it will be expensive in terms of time and money.


5.3 Measuring Performance 


5.3.1 Who should be involved in establishing performance measurements?  


The performance measurements will be generated and used across the organizations participating in FMMP.  Thus, participation would encompass all groups generating or using performance measurements. 


5.3.2 What are the desired outcomes of establishing performance measurements?   


A process and governance would be developed that establishes, monitors, reports and manages performance measurements.  The performance measurements are coordinated and synchronized across domains and services and agencies, are comprised of available and accurate information, focus on the goals and targets set within FMMP, and support decision making through the organizations involved in FMMP.   


5.3.3  How are performance measurements established?


The first two steps to establish performance measurements have been discussed in section 4.5.  These are:


· Develop and institute a consistent measurement process that both measures and promotes action toward identified goals.


· Define and establish performance measurement roles and responsibilities aligned with FMMP governance roles and responsibilities. 


5.3.3.1 Establish a business case process 


A business case is an articulation of what is anticipated to be achieved and how undertaking a set of defined actions would impact an organization.  Dependent upon the objective and purpose of undertaking the business case, the design can contain a variety of items such as:


· Alignment to strategic goals


· Capability analysis


· Identification of benefits


· Dependencies


· Assumptions


· Quantification of benefits both tangible and intangible and financial and non-financial 


· Identification of risks and impacts to the organization both internal and external


· Financial impact such as investments


· Development, implementation and operating costs


· Cost and expense savings


· Financial hurdle analysis (set of parameters necessary to move forward with a project, such as ROI and payback)

· Appropriation requirements


· Financial roll-ups from supporting and impacted organizations 


· Funding requirements and approvals


· Approvals needed 


· Resource levels and costs 


· Organizational impacts and changes 


· Timing of cost, benefits and actions


· IT analysis that could comprise acquisition, development, testing, implementation, migration, conversion


· Legacy sun-setting, maintenance, and operations  


Many of these items form the base for establishing the balanced scorecard, defining the performance metrics, establishing the baseline metrics, and establishing the target and goals.  To accomplish this strategy, the following steps would be taken:


· Form working group and gain sponsorship.  Form a working group comprised of members from the performance measurement working group and measurement community, Finance representation and other identified stakeholders from BMSI, Domains, Services and Agencies.  This group will develop a process, rules and standards for developing business cases for FMMP packages and segments.  Obtain FMM Steering Committee support and sponsorship.  Communicate findings and results. 


· Design strawman.  Utilizing existing approaches and methods from across DoD, other government departments, and industry, compile leading practices, processes, standards and rules.  Design a strawman for these components.


· Conduct facilitated sessions.  Through facilitated session(s), validate and revise the strawman to establish agreed to process, rules and standards that will be adopted by all domain owners and package and segment leaders.  


· Gain Executive Steering Committee agreement.  Present and gain approval for process, rules and standards by the FMMP Executive Steering Committee.  


· Establish implementation approach.  Establish ownership and design process for implementation of education and training, on going monitoring and modification of process, rules and standards.  


· Establish communications strategy and execute.  Develop communication strategy in collaboration with the Communications Team for awareness of business case objectives and value, process, rules and standards, implementation rollout, education and training, and on-going management of process.  


5.3.3.2  Define key performance measurements for each governance level  


The objective of this strategy is to define a series of performance measurements using a balanced scorecard approach for each level in the governance structure.  To accomplish this strategy the following steps would be taken:  


· Create initial strawman set of domain and Services/Agency measurements.  Beginning with the FMMP level, identify the set of performance measurements and decision-making information to successfully manage and monitor progress, to make informed decisions and to take action.  Alternative approaches will be explored to find the most appropriate vehicles to define these measurements.  The alternatives are focus groups comprised of representatives from BMSI, the FMM Steering Committee, and working groups and/or interviews with those groups.  The information would be synthesized and a strawman for FMMP developed.  


· Create subsequent strawman.  The process would be repeated for each domain area and for the Services and Agencies.  For the domain, area representatives from the domain owner and from the Services and Agencies functional areas within the domain would be grouped.  Each Service would be assessed to ascertain the measures from both a domain support view and an end-to-end Services and Agency view.  


· Develop package and segment measurement.  Each domain will have a portfolio of initiatives (packages and segments).  At the current time, these are being defined.  As they evolve, the measurements for each significant portion of the domain’s portfolio would be defined and correlated to the domain’s overall measurements.  (See Performance Measurement Strategies for linkage with establishing an initiative portfolio performance management process.)


· Create balanced scorecards.  The information on each of the governance level’s measurements would be synthesized and correlated.  Strawmen for balanced scorecards would be developed and defined.  These scorecards would address Domain, Service and Agency, and FMMP goals.  A set of criteria would be established as principles and guiding concepts to develop the portfolio of scorecards.  The scorecards would be based on each governance level’s goals and be aligned with the Capability Measurement Model (CMM).  Each Domain’s scorecard and goals would also be correlated to the FMMP Transition packages and segments.  Cross domain strawman scorecards will also be developed.


· Validate scorecards.  The strawmen for the balanced scorecards would be validated with BMSI, domain owners, Services and Agency representatives, working groups and the FMM Steering Committee.  Commitment and agreement to the scorecards would be undertaken.  This may take the form of focus group, presentations or one-on-one meetings based on an assessment of the audience.  


5.3.3.3 Establish measurement sources, access and availability  


Prior to validation and seeking agreement on the balanced scorecards, an assessment on the availability, accessibility and quality of the data underlying the measurements would be undertaken to validate what source data is available and accessible for the balanced scorecard.  To accomplish this strategy the following steps would be taken:


· Identify sources of information.  Working with the Domains/Services and Agencies, identify the sources of information for the items on their respective balanced scorecards.  


· Define information components.  For each item on the domain scorecards, create a definition of the content and parameters of the metrics.  For each Service and Agency within the Domain, define the content and parameters of their information.  Create a variance analysis to ascertain if the metrics are the same across Services and Agencies within a Domain.   Develop a plan to align, mitigate or manage differences.  


· Determine availability of information.  For each information item on the balanced scorecard, determine the availability of such items as timeliness of the information and how the information can be accessed for inclusion in the scorecard for each Domain, Service and Agency.  Analyze the output and create a variance analysis.  For items where availability or accessibility is an issue, develop a plan to mitigate or manage the variances.  


· Determine interim actions.  If information is not readily available, inaccessible or differs in definition, establish interim measures and processes as required.  


· Establish program for dashboard.  Establish a program to define and develop an e-dashboard for reporting of measurements.  Align it with other information management initiatives.   


5.3.3.4 Establish domain segment and package initiative portfolio measurement process  


Each domain has a portfolio of segment and package initiatives that comprise the transformation activities to achieve the “To Be” state.  The domain segment and package initiatives are generally executed by the Services and Agencies, thus the primary level of control and monitoring is at the Services and Agency level within a Domain.  Consolidation and overall monitoring and tracking of the segment and package initiatives are at the domain level.  To institute and maintain consistency and discipline within and across Domains, a process to establish, monitor and manage the measurement associated with portfolios of segments and packages needs to be established.   To accomplish this strategy the following steps would be taken:


· Establish process and rules.  Leveraging members of performance measurement working groups, bring together representatives of Domains, Services and Agencies and BMSI in a facilitated workshop.  The purpose of the workshop is to review and come to closure on a strawman process and rules for the domain segment and package initiative portfolio.  Topics to be discussed are the role of a segment or package business case in setting measurements and goals, alignment across Services and Agencies for segment and package initiative measurements, establishing standards, and developing a process for establishing and monitoring measurements.  The process, rules and standards would be documented and agreement secured from the domain owners.   


· Align with governance.  The performance measurement working group would work closely with BMSI staff to align performance measurements with the governance.  The overall on-going responsibility for process, rules and standards maintenance and updating would be established.  


· Gain FMM Steering Committee approval.  The BMSI team would be responsible for presenting the recommended initiative portfolio process, rules and standards to the FMM Steering Committee for approval.  


· Establish communications strategy and execute.  A communication strategy would be developed that is aligned with the overall communication strategy for FMMP that would inform identified stakeholders of the process.    


5.3.3.5 Establish baseline performance measures  


Performance measures formally assess the progress and success in achieving targets/goals from a specific baseline or starting point.  The baseline will differ between Services and Agencies within a domain in many cases.  The transition paths to achieve common goals for packages and segments for the Services and Agencies may differ due to such factors as magnitude, complexity, linkage of processes and systems, data and information, organizational and operational complexities, and culture.  Establishing the baseline provides a foundation for understanding the transition paths to achieving the goals captured on the balanced scorecards.   To accomplish this strategy the following steps would be taken:


· Form teams.  Working with domain owners form teams from the domains, Services and Agencies to identify existing baselines for established balanced scorecard measurements by Service and Agencies supporting domains.    


· Validate and document baselines.  Validate identified baselines for definition, content of information and correlation to goals and benefits. Document baselines.


· Populate balance scorecards.  Incorporate baselines into balanced scorecards.  


5.3.3.6 Align performance measurements with Capability Maturity Model 


The Capability Maturity Model (CMM) as defined in FMEA AV-3 provides an approach for assessing the maturity of processes associated with achieving the goals of the Financial Management Enterprise Architecture.  The CMM is based on an alignment to domains, IT processes and management processes.  This is designed for implementation at the FMEA level.  To accomplish this strategy the following steps would be taken:


· Align with CMM.   Incorporate into the design of the performance management process and the performance management scorecards an alignment to the defined structures and goals contained in the CMM.  Work with the BMSI team chartered to establish and maintain the CMM for concurrence on the alignment.


· Establish and execute communications plan.  Develop a communications plan jointly with the CMM BMSI team and correlated with the overall Communications Plan that articulates the purposes of the measurements, their alignment and their value to the success of FMMP.  


· Establish ongoing management.  Establish an ongoing process and rules for the teams to maintain alignment due to changes in either set of measurements.  


5.3.3.7 Establish performance measurements for Quick Wins


The FMEA Transition Plan is identifying a list of “Quick Win” projects; that need to be finalized and the owners identified.  Quick Wins are those projects that can be undertaken to rapidly produce value for the DoD.  As progress on the Quick Wins occurs, a series of actions is recommended to establish performance measurements and a process for capturing and reporting metrics for the Quick Wins.  The following steps would be undertaken:  


· Establish guidelines.  The performance measurement working group would establish parameters, scope and approach for establishing performance measurements for Quick Wins.  The creation of this guidance would leverage and correlate these to the strategies to define key performance measurements (5.3.3.2), establish measurement sources, access and availability (5.3.3.3) and establish baseline measurements (5.3.3.4).  Guidelines would be established and communicated to the Quick Win owners.   Correlate all activities with roles and responsibilities defined for Quick Win owners. 


· Determine business case and targets.  Determine the need for and scope of establishing a business case for Quick Wins.  If a business case is not recommended, define the approach and methodology for establishing targets for performance measurements.


· Establish pilot(s).  Identify one or more Quick Wins to pilot. Members of the performance measurements working group would work with the Quick Win owner to establish the balanced scorecard for performance measurements, establish the baseline with relevant Services and Agencies and establish a process for capturing and reporting metrics.  Capture and document results of pilot.  Revise guidance as appropriate.  Communicate results and lessons learned to other Quick Win owners.   


5.3.4 When should the establishment of performance measurement begin?  


The strategies described in this section can begin immediately after the foundation of a process and governance are established.  As discussed in section 4.5, an initial set of metrics can be established now and will contribute to the more robust measurements described above.  


5.3.5  Why do performance measurements need to be established?  


Performance measurements are the window to view the progress toward success of FMMP.  To achieve a unified meaningful picture, a prime FMMP principle, instituting commonality and consistency across DoD processes, needs to be adopted for all FMMP management activities.


5.4 Communicating


Overview of Communications Program 


Consistent communications will play a vital role in the success of FMMP.  Communications is one of the primary enablers of a successful Change Management program.  Overall, the Communications Program will deliver the FMMP vision and other relevant content to key stakeholders via a series of proven vehicles.  The integrated Change Management and Communications Plan will provide the detail for the communications program.  Below is an overview of the Communications Program, which will be divided into three (3) distinct phases.  

5.4.1 Current Communications Activities


The goal of current communications activities is to build general awareness of FMMP among key stakeholders.  The focus will be on delivering general FMMP knowledge (what it is and why it is) and articulating the FMMP vision, mission and objectives.  The current communications phase is a vital part of the Communications Program because it will serve as the foundation for the more detailed communications efforts to follow.  Current communications begin with the formation of the Key Stakeholder Outreach Team, and their commencement of activities such as:


· Supporting speaking engagements


· Coordinating data gathering activities


· Establishing an internal project newsletter


5.4.2 Near-Term Communications


The goal of near-term communications is to establish a viable system of two-way communications, and support the Change Management Program in building consensus among key stakeholders and manage organizational resistance.  It will also continue efforts to deliver FMMP knowledge, vision, mission and objectives.  The near-term communications phase is the time when the working structure of the Communications Program will be created.  This working structure will define the “To Be” state operational picture of the overall Communications Program and establish how FMMP will support related communications efforts throughout DoD.  Activities during this phase will be:


· Building a Communications Toolkit to help guide related DoD communications efforts


· Contributing core content to communications vehicles such as newsletters, articles and websites


· Delivering detailed information via briefings, discussion fora and all-hands meetings


5.4.3 Long-term Communications


It is critical that the FMMP Communications Program be reviewed and refined on a regular basis.  The beginning of the long-term communications phase is planned to coincide with the end of the FMEA pilot phase.  Therefore, FMMP priorities and issues at that time will define the structure of this communications phase.  Regardless of its specific goals, the long-term communications phase will continue to deliver the compelling FMMP story via the working structure established during the near-term communications phase.  For more details, please refer to the FMMP Communications Draft Strategy to be delivered February 13, 2003. 


5.5 Monitoring Readiness to Change 


The FMEA Organizational Impact analysis identified 95 roles associated with the FMEA.  Out of the 95 roles, 87% are estimated to experience some change as a result of the enterprise architecture.  


Monitoring readiness for the change involves conducting a formal Change Readiness Assessment early in the change initiative.  Additional assessments are performed throughout the implementation of the Enterprise Architecture and other related FMMP changes.  The surveys will measure progress toward specific milestones and ask questions such as:  what are the change issues, challenges and inhibitors.  Assessments will be designed to gauge key stakeholder knowledge and attitudes, to identify barriers to change and explore opportunities for creating buy-in   Results of the assessments will be used to modify and tailor change strategies to prepare the organization for change.  Results of the assessments will also be used in preparing for the Alignment Conferences (See Planning for Transition 5.7).


5.5.1 Who should be involved in Monitoring Readiness to Change?


Ultimately all stakeholders are involved in monitoring readiness to change.  Primary responsibility for assessing readiness belongs to BMSI staff, the CMC team, Change Agents within the various stakeholder groups, domain owners, and other senior leaders. 


5.5.2 What are the desired outcomes of Monitoring Readiness to Change?


The primary desired outcomes of assessing readiness are to: monitor progress of the program, detect shifts in attitude, identify pockets of resistance or acceptance, and recognize change overload.  Monitoring readiness on a continual basis allows the CMC team and BMSI staff (and others) to make adjustments to the change management.


5.5.3 How do you Monitor Readiness to Change?


The following are key strategies for FMMP to assess readiness:


5.5.3.1 Senior-level change readiness assessment


· Analyze current data.  An assessment of readiness to change will be part of the analysis of stakeholder interviews, focus groups and other stakeholder interactions.  This provides non-quantified yet valuable insights into readiness of stakeholders.  


· Analyze data from domain workshops.  As domain owners begin to develop project and program plans, this early assessment will be replaced by a more comprehensive, quantified assessment.    


5.5.3.2 Conduct initial comprehensive change readiness assessment 


· Conduct initial comprehensive change readiness assessment. Conduct initial change readiness assessments using an instrument based upon the Burke Litwin model (see the Change Management Narrative Program Plan) and considering results from the FMEA Transition Planning Organization Assessment (due Feb 10th).  The initial change readiness assessment will be conducted in conjunction with the pilot and prior to any major implementation of the enterprise architecture or other major change associated with FMMP to gauge overall DoD-wide readiness for changes.  


· Identify survey participants.  A cross section of representatives from the major stakeholder organizations will be represented in this survey.  They will be:  OSD, domain owners, and Services and Agencies.  The CMC team and BMSI staff will determine whether to engage additional stakeholder groups in the initial assessment.  For instance, should any of the oversight agencies, suppliers, or customers be represented?


· Select assessment tool.  An electronic assessment/survey tool is recommended given the very large DoD stakeholder community.  These tools are commercially available if DoD does not already have a preferred electronic survey method (not email).  In addition, members of the CMC team and BMSI staff will work with domain owners to identify any stakeholders in their organizations who will require an alternate survey method.


· Develop questions to be asked in the assessment.  The objective of the initial assessment is to gauge the level of understanding and commitment and overall change readiness across DoD communities affected by FMMP.  To meet this objective members of the CMC and BMSI staff will develop questions for the initial assessment.  These questions are validated with domain owners and the FMM Steering Committee prior to administering the survey.  There will be several types of questions, such as: 


· Scaled questions (agree/disagree)

· Change-focused questions


· Communications-focused questions


· Background/demographic questions


· Open-ended questions 

· Develop process, along with resources and timeframe, for administering the survey and analyzing the data.  Using an electronic tool will facilitate more rapid administration of the survey and speed analysis of data.   However, another consideration is: who will be dedicated to analyzing the data and creating summary reports?  This is a critical element to the success of assessing change readiness and must be a full time job during the assessment period.  Change Agents (see Section 5.7 - Planning for Transition) within each domain area and stakeholder group could be dedicated during the assessment period.  They would then have key insights critical for helping to prepare their organizations for change.


· Analyze survey data and develop action plan.  Data from the assessment will be analyzed to develop change readiness themes which will be used to:


· De-brief results about readiness for change to domain owners and other senior leaders. 


· Identify “act now” opportunities (anything that presents a threat to successful implementation and requires immediate action). 


· Conduct “take action” workshops, if necessary.  “Take action” workshops are facilitated sessions with leaders in the surveyed organization and their designees/change agents to address any issues reflected in the survey data that are not addressed as part of the overall change, communication, and education and training strategy.  


· Update and tailor change strategies. Change strategies for the specific stakeholder organization(s) are updated based on results from the assessment and take action workshops.


· Provide survey feedback.  Incorporate themes from assessment data (any actions taken as a result and plans for addressing outstanding issues) to feedback to those involved in the process. Feedback may take a different form for each assessment, depending on the number of people surveyed and the preference of the domain owner or senior leader.  Some ways to feedback themes are: letter on domain owner letterhead, briefing, all-hands meeting, and newsletter.


· Update key messages.  Using data from the change readiness assessment, key messages are updated in the communications plan and other related material.  This information will also alert to the need for additional, targeted stakeholder communications to address change readiness needs.  For instance, the assessment might show people with certain roles do not feel they have information needed for the change.  In this case, there is a targeted effort to provide to them the information they require.


· Refine assessment process.  Subsequent to the initial change readiness assessment, members of the CMC team, BMSI staff, and appropriate senior leaders will determine if any changes are required to improve the assessment process.  Any changes will be reflected in an updated approach.  The updated approach will become the standard methodology for conducting change readiness assessments for FMMP.   


5.5.3.3 Conduct “on-going” change readiness assessments


On-going change readiness assessments will be conducted.  They will be conducted based on the overall plan for rolling out changes associated with FMMP.  For instance, FMEA assessments will be in accordance with the schedule for implementing enterprise architecture packages and segments.

The process for on-going assessments will be the same as the initial assessment, except for minor changes, unless the process changes significantly due to a refinement in the initial change readiness assessment process.


· Determine timing of assessments.  Assessments will be conducted far enough in advance of the implementation to allow for ad hoc action to be taken.  Ad hoc action is anything not already planned as part of the overall change management and communication plans.  The period for the assessments will be determined based on the scope and schedule of the FMEA Transition Plan release for specific packages and segments, well as the schedule for implementing other changes associated with FMMP.  


· Identify participants for on-going assessments.  BMSI staff, members of the CMC team, and domain owners will identify appropriate levels between DoD-wide, Service/Agency-wide, domain-wide, transitioning planning segment, and specific initiative.  For these assessments, group systems, focus groups, and individual interviews may be used to collect data, in addition to the electronic assessment tool. 

· Evaluate need for alternate survey delivery.  The CMC Team and BMSI staff will collaborate with domain owners to determine if people in their organizations require “paper and pencil” as opposed to an electronic survey.  


· Develop tailored assessment. 


The process is the same as in 5.5.3.1 – “Develop questions to be asked in the assessment.”


· Validate questions with domain owners.  Prior to administering the survey, these questions are validated with domain owners, and appropriate senior leaders in organizations receiving the survey.  Domain owners may make changes such as:


· Add scaled questions.

· Add open-ended questions.


· Add additional demographic questions.


· Add question(s) around change management and communications issues unique to domain area.


· Clarify questions (reword) if language considered awkward within domain area.


· Analyze survey data and develop action plan.  


      The process is the same as in 5.5.3.1 – “Analyze survey data and develop action plan.”


· Identify need for additional change support.  Target specific groups within impacted organizations who may require additional change readiness support and determine how to provide it. (e.g., if data shows a particular “role” group is less ready for change).

· Provide input for alignment conferences.  Results of the readiness assessments provide input to develop designs for alignment conferences (see section 5.7 Planning for Transition).  


· Provide survey feedback.  


The process is the same as in 5.5.3.1 – “Provide survey feedback.”


· Update key messages.  


The process is the same as in 5.5.3.1 – “Update key messages.”


5.5.3.4 Using the baseline developed during the pilot, periodic reassessments are performed and the results compared 


· Conduct reassessments.  Using the baseline developed during the pilot/initial assessment, periodic reassessments are performed and the results compared. These reassessments are conducted on a yearly basis and measure stakeholder groups (to date) impacted by the changes.  


· Calibrate change and transition.  Information collected from the reassessments will provide the FMM Steering Committee, BMSI staff, CMC team, and other leaders with the information and analysis required to calibrate change and transition.  This is critical so that plans stay on course and resistance does not increase disproportionately.  


· Measure FMMP progress.  Reassessments help to track performance against defined measures.  This will demonstrate program success(es) to communicate to FMMP stakeholder groups, external constituencies, and oversight agencies such as Congress, OMB, and GAO.


5.5.3.5 Measure User satisfaction 


User satisfaction will drive the initial, timely acceptance of changes associated with FMMP, and will determine the pace and degree of acceptance across DoD. In turn, user satisfaction will determine the rate and degree of efficiency that DoD desires as a result of associated with FMMP changes. 


· Develop approach to measure user satisfaction.  A user satisfaction survey will be developed to measure end user and stakeholder satisfaction following the release of segments, packages, and implementation of other FMMP change elements.  The approach will explore ways to measure satisfaction while demonstrating leadership commitment.  Members of the CMC team and BMSI staff will research leading practices, speak with other similar DoD initiatives, and work together to incorporate them into the approach.  


· Execute approach for measuring user satisfaction.  The approach will be integrated with the reassessments and conducted subsequent to each release of the enterprise architecture and other elements of FMMP.  The intervals must allow sufficient time between implementation of changes and the satisfaction survey/reassessment so things “settle” and people adjust to the new way of doing things.  Once things have settled the survey will be administered.  

· Evaluate feedback.  Data from the approach will be evaluated and shared, in the form of a briefing with BMSI staff, the Executive Council, FMM Steering Committee, domain owners, and other senior leaders.  The feedback will be used to determine any necessary changes to the change management and communication strategy, or overall transformation approach.  It is anticipated to encompass recommendations, risks/issues, and success stories.


· Update stakeholder map to assess progress in moving stakeholders to positions of support.  Results of the user satisfaction survey will be measured against results of the corresponding change readiness assessment to determine changes in support (or lack of) for FMMP.  The stakeholder map will be updated to reflect changes in position.


· Communicate results.   As part of communications program communicate the results to demonstrate progress, especially the “success stories”.


5.5.4 When should DoD Monitor Readiness to Change?


An initial assessment to baseline the overall measure of readiness will be performed prior to implementation of any major changes.  Major changes might be roll-out of new roles and processes associated with the domain owner model, or implementation of the enterprise architecture, to name just two.  Additional assessments will be conducted based on the overall transition plan schedule and in alignment with implementation of other major elements of the FMMP transformation.  These additional assessments will target specific stakeholder groups.  


Members of the CMC team and BMSI staff will work to time assessments carefully:  people may become frustrated with too frequent assessments.


5.5.5 Why does DoD need to Monitor Readiness to Change?


Stakeholder acceptance of FMMP changes is critical to the success of the transformation.  Understanding how people view FMMP changes and whether they have the capacity to embrace the change are key questions to be addressed in monitoring readiness.  

Failure to monitor readiness to change may result in unidentified or unaddressed stakeholder needs.   Left unanswered, people might use these issues as excuses to not support the transition.  


5.6 Organizing for Change 


Transforming DoD is an enormous undertaking.  Some stakeholders are skeptical that it can be achieved within their lifetimes.  Even key supporters are wondering if the scope is too large.  DoD has never undertaken a change effort of this magnitude.  The leadership of FMMP recognizes that the existing management system, although sufficient to operate the Department, is not able to assume the additional responsibility for the transformation.  Other large, complex organizations, also facing high amounts of change, found that establishing a transformation management system was critical to their success.  For example, IBM established a “Business Transformation Management System” (BTMS) to enable them to meet their goal of being “One IBM.” IBM’s BTMS is governed by a cross-functional, cross- line of business group. DoD is seeking to learn from the private sector, and this is one area where the private sector has relevant experience.


BMSI has proposed a new governance structure, however, it does not address the need for a new management system to focus on managing the transformation and preserving the information at the enterprise level.  The existing organizational elements proposed in the governance structure would be a part of the new management system, however, some cross-organizational body, which would include BMSI, would need to assume an expanded leadership role. This ‘transformation core’ would be at the heart of the transformation management system and would have the authority and accountability for the successful transformation.  In addition, it would be expected to develop a program wide perspective and measure performance across all the Domains and across all activities within Domains.  Therefore the recommendation is to establish a comprehensive transformation management system to have the power and authority to manage the whole transformation.  For example, the transformation management system would focus on getting very specific answers to the following questions:


· How will the FMMP operate? 


· What are the roles and responsibilities (governance) of the FMMP change agents? 


· What is the organization’s structure? 


· What are the rules that govern the operations?

· What FMMP strategic plan needs to be developed that integrates any existing or future domain strategic plans?


· How would the FMMP strategic plan be aligned to the vision and utilized in an overall management system?

· How are the FMMP and the Domain Owner project offices designed and how do they operate? 


· What is the role of enterprise architecture? 


· What is the decision-making process? 


· What is the process for managing conflict among Domains?


· What are the escalation processes? 


· How do components within FMMP work together? 


· How is funding achieved, controlled and monitored? 


· Who and how are priorities set? 


· How are cost and expenses of the FMMP established and budgeted? 


· How are performance measurements utilized?


· What performance measurements are utilized? 


· What are the leadership structures? 


· How are risks managed? 


· What are the IT processes? 


· How is IT managed for FMMP?  


· What are the FMMP communications vehicles and strategies?  


Two near-term strategies have been recommended as first steps in creating a comprehensive transformation management system.  They are:


· Finalizing FMMP governance roles and responsibilities (4.3)


· Clarify internal BMSI working relationships (4.6)  


5.6.1 Who should be involved in organizing for change?  


All key stakeholder organizations laid out in the proposed governance structure should be involved in developing and establishing the transformation management system.  Establishing a ‘transformation core’ will facilitate engaging stakeholders at the right time during development.  


5.6.2 What are the desired outcomes of organizing for change? 


The transformation management system provides a comprehensive picture of how all components needed for transformation management work together. By having all the rules and processes spelled out, it enables a stakeholder to understand the various dynamics of the organizations that they encounter and operate within.    


5.6.3 How does DoD organize for change?


The actions necessary to develop a FMMP transformation management system are:


· Form a ‘transformation core’ team and define the project.  Identify an initial core team and owner.  Define the scope.  Identify and document existing FMMP, FMEA and DoD components that could be parts of the transformation management system.  Examples are FMMP governance roles and responsibilities and FMEA processes.    Identify and bring to the table examples of transformation management systems and leading practices to leverage in developing a FMMP model.  


· Conduct initial work session.  Conduct a work session with the core team to develop a high level FMMP strawmodel framework and its member components.    


· Educate key stakeholders.  Educate the Domain Owners and other influential stakeholders and review the strawmodel to gain both feedback and their support for the development of the transformation management system.   


· Gain support and sponsorship.  Gain sponsorship from the FMM Steering Committee.  Communicate to key stakeholders the value, objectives, team, their role, the schedule and end products for the transformation management system.    


· Conduct analysis.  Analyze the existing components and leading practices.  Determine the gaps and overlaps in the framework and establish a prioritization of those items that need to be developed or modified.  Identify working teams to develop components.   


· Conduct workshops.  Identify requirements and design for workshops, and conduct workshops.  Document and validate outputs of workshops with Domain Owners, BMSI, and other impacted stakeholders.  


· Synthesize workshop outputs and other inputs.  Core team synthesizes components into framework aligning components and establishing relationships.    


· Communicate.  Communicate the framework and the components as they are developed to an identified stakeholder audience through the formal communications program.   


· Review documentation and communications vehicles.  Review use of a web based tool as a repository for the “To Be” state operational picture.   Review examples in use.  


· Establish on-going management system process.  Develop processes for changes in components and improvements in operations of the management system. 


5.6.4 When should DoD organize for change?  


As the governance roles and responsibilities are matured within the next sixty days, the Executive Board or the FMM Steering Committee should consider the management model of a transformation management system.  Expertise from the private sector could assist with this analysis.     


5.6.5 Why does DoD organize for change?  


Similar transformation initiatives in the private sector cite as a critical success factor establishing a transformation management system.  There is too much at risk for DoD not to have, as part of its operations, an organizational structure to manage the transformation.  


5.7 Planning for Transition 


Planning for transition prepares the organization to integrate change into ongoing operations.  It enables prioritizing implementation for new processes, systems, and timing; what resources are needed at each stage of implementation; and the order for all transformation activities.


5.7.1 Who should be involved in Planning for Transition?


The Transformation Management System body is all involved in planning for transition.  In addition, members of DoD and the vendor community who participated in developing the FMEA Transition Plan are all critical to developing a comprehensive plan for transition, as well as stakeholders who will work in the ‘To-Be’ environment.


5.7.2 What are the desired outcomes of Planning for Transition?


The desired outcomes are to align transformation roll-out with FMMP objectives and relative value to the DoD.  Transition Planning can be one of the most difficult times for an organization undergoing change.  A solid transition plan helps provide stability and ease fears caused by the unknown by clearly outlining the changes, when they will occur, what will be different, and what resources will be available for those affected by the change.


5.7.3 How does DoD Plan for Transition?


Planning for transition involves integrating all elements of the change strategies to come together as a foundation for transitioning to the “To Be” state.  If one element of the strategy is not solid, the program may be at risk.  Leaders must be leading, communications must be ongoing and effective, measurements must be in place/being established, stakeholders must be engaged, the organizational construct and governance must be implemented, and readiness for change must be assessed with appropriate strategies in place to respond to change needs.


The following are key strategies for FMMP to lay the foundation for a successful transition to an enterprise view of DoD.


5.7.3.1 Conduct alignment conferences that coincide with the segment and package implementation approach outlined in the Transition Plan   


· Agree on and develop approach.  The alignment conferences will bring together a cross-section of representatives from domains and organizations to bring about transformational change and increase acceptance of FMMP.  Principles from the Axelrod Conference Model™
 are recommended to bring together large groups of stakeholders to collectively engage them in the process.  In addition, these conferences allow stakeholders to perform real work related to FMMP.  The methodology differs from more traditional change models in that it employs the following four principles:  


1. Widening the circle of involvement (representatives from across DoD)


2. Connecting people to each other and ideas (connecting the Domains and Services/Agencies to the mission)


3. Creating communities for action (domain areas)


4. Embracing democracy such as open decision-making processes


· Design alignment conferences.  The conference will be designed with guidance and direction from the domain owners to agree on objectives and desired outcomes.  The conference design will consider data from the readiness assessments, stakeholder analysis, and communication strategy.  In addition, input from those who have detailed knowledge of the architecture, such as subject matter experts and members of the working groups, will be invaluable.  Members of the CMC team, BMSI staff, and change agents from specific stakeholder groups will work as an integrated team to prepare the design for each alignment conference.  


· Clarify objectives, desired outcomes, and timeframes.  Domain owners may have unique objectives that will be considered in tailoring designs. The general objectives of these conferences will be to promote the essential understanding and acceptance of the FMMP changes across the DoD.   Each conference will be conducted prior to implementation of releases.  Objectives from successful conferences conducted with other DoD customers:


· Provide an opportunity for leadership to engage stakeholders and demonstrate commitment to FMMP.


· Provide an opportunity for stakeholders to provide feedback and input and voice any concerns about the changes.


· Promote common understanding of the FMEA/FMMP program and Transition Plan schedule such as what will be different and what support will be available to stakeholders during the transition.


· Provide information and education to stakeholders as well as highlight what training will be available to support them, and when, in doing work in the new way.


· Address themes from the readiness assessments.


· Secure support from key stakeholders.


· Facilitate buy-in, generate momentum and highlight Quick Wins.   


· Explore the barriers to success and develop risk mitigation strategies.


· Explore major (business) drivers that could impact the success of FMMP.


5.7.3.2 Establish infrastructure for implementing Transition Plan support requirements 


· Develop and conduct FMEA/FMMP 101.  Establish a weekly "FMEA/FMMP 101" that would communicate the vision/objectives of the program as well as provide an overview of the architecture to sufficient level of detail that stakeholders can then go to the program web site and understand products and communications posted to the web site.  

· Implement quick wins.  Members of the FMEA Transition Planning team identified a list of quick wins.  BMSI staff, members of the CMC team, and FMEA Transition Planning team will identify which quick wins will be implemented and the timeframe.  The quick wins will be used to communicate success and alignment with the FMEA as part of the overall communications plan.  Quick wins could be highlighted at the Alignment Conferences to demonstrate progress and generate enthusiasm.  


· Track communications.   Develop a process and identify mechanisms for tracking all stakeholder communications – similar to a customer relationship management process.  Also track communication with external constituencies, oversight agencies, and other groups where there is communication about FMMP.


· Develop an integrated calendar.  Develop an integrated calendar for all FMEA/FMMP related activities, events, milestones, training, etc…


· Identify a process for stakeholders to ask questions.  Establish WIGO (What Is Going On?) FMEA/FMMP hotline where stakeholders, and others can find answers to questions.  This may be developed in conjunction with other supporting communications mechanisms such as a website, FAQs, help desk, etc…The WIGO hotline could be established quickly.


· Encourage active stakeholder participation.  Create a “suggestion box” to facilitate and encourage active engagement among stakeholder groups.  As part of the process, identify rewards for those who submit ideas selected to be incorporated into the FMMP program.  Feature the suggestion and submitter in the FMMP newsletter, (along with the senior leader in the stakeholder’s organization) or other communication vehicle.  Report detail about what they received for their “winning idea” (this helps to demonstrate that active stakeholder engagement is valued and rewarded).


5.7.3.3 Select common database to track all FMMP CMC related activities and store documents


· Currently there is no collaborative tool to facilitate project activities among FMMP PMO, vendor partners, and other related groups.  Moving forward this is a critical component to managing a transformation initiative.  There are commercially available tools or some vendors bring proprietary best practice tools that could be used.  


5.7.3.4 Establish FMMP Transformation Office


· A transformation office must be established for FMMP, to include the current BMSI organization.  The transformation office will serve as the “business aggregator” for all FMMP related activity.  In effect, the transformation office is the “general contractor” for FMMP and will coordinate all acquisition  and management activities involved in FMMP/FMEA implementation.  


· Identify, as part of Governance structure, the charter for various groups (e.g., FMM Steering Group), such as their roles and responsibilities and scope of authority.  Then, develop picture to illustrate relationship between various groups.  


· Conduct off-site for all parties involved to agree on rules of engagement.


5.7.3.5 Identify Change Agents across all DoD stakeholder groups impacted by FMMP to support the transformation initiative 


· Develop an approach to provide necessary change management coaching and training to Change Agents.  Develop an approach for identifying Change Agents and determine selection criteria.


5.7.4 When should DoD Plan for Transition?


A Transition plan will be delivered with the architecture.  More specific planning for transition should begin as soon as there is enough information about what the changes are that resources and dates can be identified, detailed plans developed, and communications can begin.  In effect, planning for transition has already started.  Laying the groundwork now for transition will effectively support what can be a difficult process and experience.  Once the FMEA Transition Plan is finalized, specific plans can be developed around the implementation of the architecture.  In the meantime, continuing the momentum already developed is a step in the right direction.


5.7.5 Why does DoD need to Plan for Transition?


Planning for transition occurs during “business as usual”, for most organizations.  For some organizations, they might have the option of slowing work, to prepare for transition – not DoD.  For the DoD ongoing operations have national security implications.  The importance of planning for FMMP transition cannot be underestimated, as national security cannot be compromised.  Planning for transition allows DoD’s mission to remain uncompromised while transforming to a vision for business modernization that ultimately supports the warfighter.


6.0 Next Steps  


The Change Management Strategy - Draft and the subsequent government approved Change Management Strategy - Final are the foundation for developing the Change Management Plan.  The plan will articulate the planned activities and schedules that are recommended to execute the strategies.  The schedule for the Change Management Plan - Draft as described in the Call 1001 PWS calls for Team IBM to deliver a draft plan 25 working days from the scheduled delivery date of this document.  Team IBM will immediately begin to develop the Change Management Plan - Draft based on this Change Management Strategy - Draft.  When inputs and comments are received from the government, Team IBM will make the appropriate changes which will be reflected in the Change Management Strategy - Final and incorporate those changes into the Change Management Plan - Draft.


The timeframe for development of the Change Management Plan - Draft allows for 18 working days after the submission of government comments to Team IBM regarding the draft change management strategies.  Then there are 11 working days after Team IBM delivers the Change Management Strategies - Final to develop the Change Management Plan - Draft.  To provide that the Change Management Plan - Draft incorporates and reflects the expectations and requirements of the DoD, a series of actions have been designed to facilitate dialogue and understanding.   


The following are the recommended next steps in the change management process in support of the FMMP.


6.1.Engage FMMP leadership in reviewing the draft strategy


Once delivered, a key next step is to engage the leadership of the FMMP in discussions concerning the draft strategy.  In these discussions the leadership will:


· Discuss expectations for how change management integrates with the overall FMMP

· Review the approach to change management in the near term and long term


· Agree on the approach they wish to pursue


· Review the challenges, issues, and opportunities they face


· Deepen their understanding of the enormity of the task ahead


· Consider their alternatives


· Establish priorities for near-term strategies


· Provide approval to Team IBM for those near-term strategies they wish to pursue


This review of the Change Management Strategy - Draft will be conducted per established FMMP processes.  Other key stakeholders should review the draft strategy.  This is an excellent opportunity to engage them, understand their concerns, and get their feedback on the strategy.  


6.2 Gain approval to execute near-term strategies


The government has made provisions to have Team IBM execute activities prior to the completion of and approval of the Change Management Plan - Draft.   Some members of the Change Management and Communications team can be tasked with participating in the execution of the approved near-term strategies, while other members of the team will be focused on refining the draft strategy and developing the Change Management Strategy – Final and the Change Management Plan.   


6.3 Execute approved near-term strategies


The following near-term strategies have been recommended:


· Promote understanding of the FMMP scope


· Clarify FMMP vision


· Enhance FMMP governance 


· Solidify relationships with key stakeholders


· Commence establishing performance measurements 


· Clarify internal BMSI working relationships


· Connect with other DoD transformation initiatives for lessons learned


As part of the leadership’s review of this draft strategy, any near-term strategies that are approved should be placed into the existing approval process established by BMSI.  


6.4 Continue coordination with other change management activities


As the government reviews the Change Management Strategy - Draft, Team IBM will continue to work on the developing the Communications Strategy - Draft.  As the review process unfolds, pertinent information will be shared across the change management efforts.
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