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Preface

The BMMP Transition Plan is comprised of a number of integrated products, designed to provide a high-level roadmap to assist the Department of Defense (DoD) transition from the "As Is" environment to the envisioned "To Be" Business Enterprise Architecture (BEA) state. As part of the Transition Planning effort, a series of supporting documents have been developed and submitted for review as independent products.  This Transition Plan consists of eight supporting annexes, made up of the previously submitted documents, and as a result, replaces and supercedes the earlier versions.  They are listed in Table 0-1.

Table 0‑1 Superceded Products

	Title
	Status
	Version Date

	FMMP Schedule and Milestone Plan
	Draft Delivered 




	1.0/March 25, 2003

	FMMP Capability Maturity Profile 
	Accepted 

	2.1/March 4, 2003

	Packaged and Segmented Capabilities and Requirements

	Pending Acceptance

	3.1/March 25, 2003

	FMMP Compliance Plan


	Pending Acceptance
	2.0/February 12, 2003



	Incentives Plan
	Draft Delivered
	1.0/March 25, 2003

	FMMP Education and Training High-level Plan
	Pending Acceptance
	2.0/March 21, 2003

	Organizational Readiness Assessment

	Draft Delivered


	2.4/March 25, 2003

	FMMP Resource Plan



	Draft, In-development
	1.0/April 7, 2003


 Executive Summary
The U.S. Military is in an unprecedented state of transformation to create a force that will be “dominant across the full spectrum of military operations – pervasive in peace, decisive in war, preeminent in any form of conflict”
.  Clearly national security is reliant upon the transformation of core combat-related areas.  Less obvious is the importance of transformation in mission essential, non-combat related areas that provide the foundation for military readiness.  In July 2001, the Secretary of Defense established the Business Management Modernization Program (BMMP) (formerly the Financial Management Modernization Program (FMMP)) under the sponsorship of the Office of the Under Secretary of Defense (Comptroller) (OUSD(C)) to transform and modernize the Department of Defense (DoD) business and financial processes and systems.  This initiative has been designated as one of the top ten reform priorities for the Department.  

Critical to the transformation is the design and development of the Business Enterprise Architecture (BEA) (formerly the Financial Management Enterprise Architecture (FMEA)) to modernize and integrate both the processes and systems.  This DoD-wide architecture provides a mechanism to better understand the complex systems and organizational inter-relationships that currently exist in DoD’s financial management operations and will serve as a blueprint to guide the development of the planned, future (“To Be”) solution.  It will provide the basis for the planning, development, and implementation of financial management capabilities and systems necessary to transform business operations.  It will also guide and leverage investments in financial management organization, operations, and systems to facilitate comprehensive change.  

The BMMP Transition Plan is designed to address how to implement this enterprise architecture – how to effectively bring about changes in business process and technology to facilitate the transformation of DoD business and financial processes and systems.  Its summary and eight supporting annexes describe the key concepts, strategy, and methodology required to facilitate successful transition from the current, “As Is” state to the future, “To Be” architecture.  The supporting annexes detail the products or elements and their inter-relationship and integration, necessary to support the transition.  

DoD Domain expertise is a critical factor for the success of the transition.  In order to successfully implement enterprise solutions it is critical to understand warfighter requirements and incorporate these requirements in the Domain solutions.  Given the scope and complexity of DoD, business solutions often do not satisfy these needs.  Therefore, implementing the BEA has been assigned to the seven Domains functionally responsible for DoD’s business and financial processes and systems.  Because these Domains will be accountable for the scheduling and execution of the various process and system changes, the BMMP Transition Plan has been developed to provide a high-level outline to guide and assist the development of Domain-specific transition plans tailored to suit the particular business areas but retain the framework, concepts, and requirements necessary in an enterprise approach of this magnitude.

The BMMP Transition Plan and the initial “To Be” architecture is a culmination of phase one activities.  The Transition Plan gives an overview of the timeframe, resources, governance, impacts, and critical success factors associated with the transition.  It consists of a summary document and eight annexes that highlight the key elements for developing Domain-specific transition/implementation plans.  
· Schedule and Milestone Plan defines the specific tasks and actions necessary to achieve the transition, including the Project Schedule, Capability Schedule, and SV-8 System Evolution Description.

· Capability Maturity Profile describes the maturation of processes and systems and provides the framework to set targets, measure progress, and align associated plans and materials.

· Packaged and Segmented Capabilities and Requirements provide the structure for organizing the transition into implementable components.

· Compliance Plan provides the mechanism for compliance with, and alignment to, the relevant internal and external directives that govern the architecture.

· Incentives Plan provides an overview and framework for applying incentives to assist in motivating desired behaviors to facilitate organizational changes.
· Education and Training High-Level Plan identifies the overall training goals, design principles, and training templates required to assist the transition.

· Organizational Readiness Assessment identifies challenges to the transformation as well as potential enablers.
· Resource Plan provides a framework and methodology with and a time-phased cost estimate of the potential resource requirements for the implementation.

During the next phase of the transition, DoD will maintain, extend, and integrate the architecture and transition plans.  Following this, DoD will enter the implementation phase.  Implementation of the architecture is a significant undertaking and requires sustained resources until the target capabilities are implemented across the DoD.  In the early phase of implementation (2003-2004), a number of parallel efforts take place: Quick Wins; Pilots; the initial design and implementation of the technical infrastructure; and the initial rollout of enterprise standards and services that facilitate later Domain-specific solutions.

1.  Introduction


In July 2001, the Secretary of Defense (SECDEF) established the Business Management Modernization Program (BMMP) (formerly the Financial Management Modernization Program (FMMP)) under the sponsorship of the Office of the Under Secretary of Defense (Comptroller) (OUSD(C)) to transform and modernize DoD’s business and financial processes and systems.  This initiative has been designated as one of the top ten reform priorities for the Department.  

BMMP is a broad and comprehensive reform initiative – its scope encompasses the defense policies, processes, people, and systems that guide, perform, and support all aspects of financial management within the Department.  The inability of the DoD to provide reliable, accurate, and timely financial information needed to make informed business decisions has been widely documented. Transforming the DoD business and financial management environment encompasses financial and non-financial operation and systems across the Department’s business activities and infrastructure.  It requires changing habits, re-inventing processes, and leveraging relationships to achieve optimal performance.  

Critical to the transformation is the design and development of the Business Enterprise Architecture (BEA) (formerly the Financial Management Enterprise Architecture (FMEA)) to modernize and integrate both the processes and systems.  This DoD-wide architecture provides a mechanism to better understand the complex systems and organizational inter-relationships that currently exist in DoD’s financial management operations and will serve as a blueprint to guide the development of the planned, future (“To Be”) solution.  It will provide the basis for the planning, development, and implementation of financial management capabilities and systems necessary to transform business operations.  It will also guide and leverage investments in financial management organizations, operations, and systems to facilitate comprehensive change.  

The BMMP Transition Plan (the “Plan”) is designed to address how to implement the enterprise architecture – how to effectively bring about changes in business process and technology to facilitate the transformation of DoD.  Its summary and eight supporting annexes describe the key concepts, strategy, and methodology required to facilitate successful transition from the current, “As Is” state to the future, “To Be” architecture.  The supporting annexes detail the products or elements and their inter-relationship and integration, necessary to support the transition.  

Implementing the BEA has been assigned to the seven Domains functionally responsible for the DoD business and financial processes and systems.  The seven domains are: 

· Logistics

· Acquisition

· Finance, Accounting Operations, and Financial Management Operations 

· Strategic Planning and Budget

· Installations and Environment

· Human Resource Management

· Technical Infrastructure  

Because these Domains will be accountable for the scheduling and execution of the various process and system changes, the Transition Plan is necessary to provide a high-level outline to guide and assist the development of Domain-specific transition plans tailored to suit the particular business areas but retain the framework, concepts, and requirements of this overall Plan.

1.1 Purpose

The purpose of the BMMP Transition Plan is to provide DoD, and in particular the Domain Owners, with an overview of the key elements necessary to successfully transition from the current “As Is” state to the “To Be” environment in a cost effective, efficient, and timely manner, while minimizing the impact of the transition on current operations, organizations and personnel.  It provides an outline of the framework, structure, and initial planning that Domain Owners will need to develop detailed and Domain-specific transition and support plans in order to effectively implement, maintain, and manage the BEA.  

The Plan provides a high-level “roadmap” to assist DoD and the Domain Owners in transitioning from the “As Is” to the “To Be” state.  For purposes of this Plan, a “roadmap” is defined as the actions and various components required to achieve the desired “To-Be” state.  It reflects the BEA architecture products and is based on the “Operational View (OV)-System View (SV) “To Be” Master Build”, dated 30 April 2003, and contains the Transition Requirements derived from the constrained "To Be" architecture, and the associated packages and segments that they fall into.  It also provides an overview of additional Change Management and Communications (CMC) components required for a successful transition, such as organizational readiness analysis; incentives; and education and training requirements.  

1.2 Criteria for Acceptance/ PWS Requirements

Call C0006-A, Task 4, Transition Plan Development, Call 0006-A Performance Work Statement (PWS), identifies Team IBM activities specified in the approved Program Management Plan.  Table 1‑1 Error! Reference source not found.maps the Call 0006-A requirements to the related sections in the BMMP Transition Plan.

Table 1‑1 Traceability to Call 0006 Performance Work Statement

	PWS C0006-A
	BMMP Transition Plan 

	3.1.4.1.1  Team IBM shall deliver two updates to the Enterprise Transition Plan.  The first update to the plan will reflect changes to the architecture (April 30, 2003 delivery), governance decisions, additional knowledge of systems to migrate, and constraints and performance requirements, but will not include Annex H (Resource Plan).
	BMMP Transition Plan, June 6, 2003


1.3 Organization

The BMMP Transition Plan consists of a summary document and eight annexes that highlight the key elements of the transition.  The organization of the annexes is as follows, and a detailed explanation of each can be found in Section 3:   

· Annex A:  Schedule and Milestone Plan

· Annex B:  Capability Maturity Profile

· Annex C:  Packaged and Segmented Capabilities and Requirements

· Annex D:  Compliance Plan

· Annex E:  Incentives Plan

· Annex F:  Education and Training High-Level Plan

· Annex G:  Organizational Readiness Assessment

· Annex H:  Resource Plan  (Not Provided in this Version in accordance with PCR 99)

1.4 Audience

The BMMP Transition Plan has been written for the following audiences that will, in some manner, be involved in transitioning DoD from its current “As Is” state to the “To Be” BEA environment.

Table 1‑2 Intended Audience

	Audience
	Description
	Purpose

	Steering Committee / Executive Committee
	Provides executive oversight of the BEA development and execution, and the transition plan.
	To provide an overview of the BEA transition.

	External Regulatory and Oversight Authorities
	Responsible for oversight of Enterprise Architectures and Compliance Matters related to Enterprise Architectures, (e.g., Treasury, OMB, GAO, DoD IG).
	To plan for government-wide EA alignment and leading practice promulgation.

	BMMP PMO
	Responsible for the BEA as well as PMO and domain integration.
	To plan, communicate, schedule, coordinate, and monitor the implementation of the BEA.

	Business Modernization & Systems Integration (BMSI) Organization
	Responsible for maintaining configuration control of the enterprise architecture.
	To direct DoD’s transition to a “To Be” BEA, and evaluate the process area maturity over time.

To facilitate DoD’s transition to compliance with a “To Be” BEA.

	Domain Owners
	Guide BEA implementation within their Domains.
	To provide a planning baseline from which to create more detailed Domain Area transition plans and schedules.

	Lead Agents
	Execute BEA initiatives and compliance tasks under the framework of the Domain Owners.
	To obtain information about the need for incentives and understand how they fit into managing change; to understand responsibilities related to incentives; to develop a plan of action for incentives, and to support the Domain Owners in implementing incentives.

	DoD Program Managers
	Responsible for program execution.  Assigned by Domain Owners.
	To provide an overview of the BEA transition.

	BEA End Users
	Responsible for confirming and maintaining process improvement across the BEA on a day-to-day basis.
	To understand the scope, pace and success of the BEA transition and the impact that process improvement has on financial management improvement.

	BMMP Transition Planning Team
	Responsible for development of the BMMP Transition Plan.
	To develop, coordinate, publish and maintain the BMMP Transition Plan.

To develop packages, segments and enterprise capability groups that depict the alignment of the BEA requirements.


2.  BMMP Background and Overview 

The Business Management Modernization Program encompasses all aspects of financial management within DoD.  Transforming and modernizing the way DoD conducts business will contain the policies, processes, people, and systems within this realm.  

Central to BMMP is the design and development of the Business Enterprise Architecture (BEA) that will modernize and integrate DoD’s financial processes and systems.  The BEA is a high-level blueprint intended to guide the transformation of DoD’s business activities and provide DoD with a set of standards and a detailed guide to effectively identify, select, control, and evaluate its management processes and system investments.  The BMMP Transition Plan describes the various elements required to successfully transition DoD from its current environment to the proposed architecture.  

In order to fully understand how the transformation of DoD’s business activities will hinge on the successful transition from the “As Is” state to the “To Be” BEA, it is necessary to understand the impetus surrounding the BMMP initiative and the identified opportunities where significant business and financial process and system improvements can be effected.  

2.1 Background

In The President’s Management Agenda for Fiscal Year 2002, President George W. Bush presented three principles for guiding his vision of Government reform, stating that it be “citizen-centered, results-oriented, and market-based.”  Specifically addressed in this Agenda is the President’s firm commitment to improved financial management.  Since the passage of the Chief Financial Officers (CFO) Act in 1990, the need for improved financial management has produced a wave of Federal legislation and initiatives demanding timely and reliable financial information.  The Government Performance and Results Act (GPRA) of 1993 requires Federal agencies to document their budget performance. It also requires DoD and other Federal agencies to prepare a strategic plan based on performance objectives.  The Government Management Reform Act (GMRA) of 1994 expanded the CFO Act requirements by mandating consistent financial reporting standards for all Federal agencies. 

In January 2001, DoD issued the 2000 Financial Management Improvement Plan (FMIP) which created the strategic framework for DoD financial operations and identified a number of initiatives to address Department shortcomings and the current business needs of critical financial systems and processes.  On 27 June 2001, DoD requested $100 million of FY2002 funds for the development of a DoD-wide BEA and a corresponding transition plan.  On 19 July 2001, the Secretary of Defense issued a memorandum establishing the BMMP.  OUSD(C), in coordination with the Office of the Undersecretary of Defense for Acquisition, Technology, and Logistics (OUSD (AT&L)), and the Chief Information Officer (CIO) were designated to provide policy guidelines and to oversee program execution.

The commitment to this effort was reiterated in the 2001 Quadrennial Defense Review Report.  In this, the Secretary of Defense concluded that DoD must transform its outdated support structure, including the decades-old, often not interconnected, financial systems.  The report summed up the challenge: “While America’s businesses have streamlined and adopted new business models to react to fast-moving changes in markets and technologies, the Defense Department has lagged behind without an overarching strategy to improve its business practices.”  Transforming DoD’s financial management operations has been designated as one of the Department’s top ten priorities.

The inability of DoD to report financial results in a timely and accurate basis has been widely documented.  The situations and problems creating the current financial management environment were summarized in the 13 April 2001 document, Transforming Department of Defense Financial Management – A Strategy for Change, also known as the Friedman Report.  The report identified the following impediments to DoD providing reliable financial information needed to make informed business decisions:

· Inability to consistently provide reliable financial and managerial data for effective decision-making.

· Lack of an overarching approach to financial management – disparate systems (accounting, financial, and feeder) hampered by lack of integration and standardization.

· Overly complex data requirements driven by appropriation funding rules, elaborate policies and procedures, and outdated guidelines for excessively detailed tracking of expenditures.

· Convoluted business processes that fail to streamline excessive process steps, sometimes driven by accounting, operational, and organization structures, further complicated by aged and disparate systems.

· Changing federal financial management standards that have provided a moving target for compliance.

· Difficulty in obtaining financially based, outcome-oriented management metrics.  Many metrics reflect yearly goals and outputs with little link between financial management and DoD goals.

· Inability to produce CFO-Act compliant annual financial statements.

· Disproportionate budget dollars appear to support non-value added activities.  Since valuable information is hard to extract, useful corrective action is difficult to implement. There is a lack of widespread understanding of how financial information can help.

· Cultural bias toward the status quo, driven by lack of incentives for change, and short timeframes of political appointees who otherwise might serve as agents of change.

· Requires an infusion of personnel with technical and financial skill sets necessary to achieve integrated financial management systems.

2.2 Opportunities for Improvement 

In response to the documented problems with DoD business practices, BMMP evaluated the business models that, as the Secretary of Defense noted, allowed industry to respond quickly to changes in markets and technologies.  This analysis provided the approach for developing the BEA.  Additionally, the Friedman Report describes a vision of DoD financial management focused on the objective of delivering relevant, reliable and timely financial information on a routine basis to support management decisions which will, in turn, produce a transformation of DoD business practices across the board as the following opportunities indicate.
· Provide visibility to cost incurred a critical underpinning of efficiency improvement

· Institutionalize the use of performance metrics tied to cost and relevant to the DoD mission and management process.  This process is key to establishing benchmarking standards and raising the level of performance

· Identify and take action, on an on-going basis, on performance improvement (cost and effectiveness), including private sector partnering as appropriate 

· Provide clean audits and routine compliance with federal financial standards and related accounting and financial regulations

· Increase the credibility of DoD’s financially based information with Congress, the Office of Management and Budget (OMB) and other oversight agencies that have critical input into DoD operations.

2.3 Developing the “To Be”

The BMMP Program Management Office (PMO) was established, under the auspices of OUSD(C), to oversee and direct the development and execution of the Department’s vision, the “To Be” financial environment.
2.3.1 BMMP Vision, Scope and Approach

The primary objective of the BMMP is to enable DoD to deliver relevant, reliable, and timely financial information on a routine basis to support all DoD’s business management decisions.  To this end, DoD will be managed in an efficient, business-like manner in which accurate 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.

The financial information required to manage DoD’s business is a product of virtually every action taken by DoD.  The scope of the BMMP, and the resultant BEA, encompasses those defense policies, processes, people, and systems, which guide, perform, or support all aspects of financial management within the DoD; from the formulation of budget estimates to the preparation of management reports and financial statements. The Transition Plan is intended to provide a high-level comprehensive view of planned transition activities divided into manageable pieces from which supporting Domain-specific detailed plans can be developed.

Figure 1 outlines the BMMP vision, scope, and approach.
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Figure 1 BMMP Vision, Scope, and Approach

2.3.2 BMMP Chronology

The National Defense Authorization Act for FY2003 (P.L. 107-314) required that the “To Be” architecture and BMMP Transition Plan be developed in parallel.  

BEA development has taken place in two phases.  In Phase I, the architecture teams documented the high-level current “As Is” state and produced a “To Be” architecture based on public and private sector leading practices.  This “To Be” architecture was “unconstrained”, inasmuch as it was not limited by laws and regulations that govern DoD financial management.  Concurrently, through a series of workshops and group assignments between the Transition Planning, Operational View (OV), Systems View (SV), and Technical View (TV) teams, the FMMP Transition Plan Strategy, delivered 31 October 2002, was developed.  It details the framework, guiding principles, high-level processes, and methodology for developing the transition plan.  It also outlines the individual work products, and their associated guidelines and processes, necessary to build a complete transition plan.  

In Phase II, the “To Be” architecture was validated and the constraints (laws and regulations) were applied.  During this time the BMMP Transition Plan was developed.  Collaboration with the architecture teams and Domain Owners was necessary to facilitate development of a viable transition plan.  Components of the Plan were shared with Domain Owner representatives in a series of seven workshops where the opportunity to provide input and feedback, especially on the Packaged and Segmented Capabilities and Requirements Annex and the Schedule and Milestone Plan, was provided.  The input from these workshops is reflected in the Plan. 

All BEA products (OV, SV, and TV products) comply with the Command, Control, Communications, Computer, Intelligence, Surveillance, and Reconnaissance (C4ISR) Architecture Framework, Version 2.0.  The BMMP Transition Plan is based on the “To Be Master Build” dated 30 April 03.

2.3.3 Methodology

To develop the “To Be” architecture, the approach identified key financial management initiatives in both the public and private sectors through literature reviews, input from subject matter experts (SMEs) and establishing process action teams (PATs) to review and document the various activities involved in the DoD financial management arena.  Early in the initiative, a data call was conducted to review what innovative practices exist in the public sector that may influence or be reflected in the proposed architectural solution.  

In addition, when developing the BEA, the government looked to the private sector to identify candidate management capabilities and systems to incorporate into the new enterprise architecture.  As part of the approach, Team IBM conducted a review of applicable industry and DoD leading practices, evaluated against the identified problems in DoD and their applicability to the validated “To Be” solution.  Leading practices are defined as strategies and processes both quantifiably and qualitatively demonstrated to be top performing.  Incorporating leading practices into an organization’s business strategy and processes helps create an atmosphere of top performance and ongoing improvement, especially important for organizations wanting to remain “cutting edge” in both thinking and execution.  Over 100 leading practices are the genesis of the BEA approach and have been incorporated in the activity models and mapped to the “To Be” architecture.  They are, categorized as: leadership and vision, standard policies and processes, and architecture and tools.  Table 2.1 provides an explanation of each.  

Table 2‑1 Leading Practices

	Leading Practice
	Description

	Leadership and Vision

	Shared vision of financial statements as a management and decision-making tool
	· Strong executive leadership that recognizes the importance of timely and accurate financial management reports as decision-making tools

· Support and buy-in from executive leadership

· Shared information and analysis to produce both financial and management reports integrating financial and non-financial data

	Continuous process improvement
	· Ongoing, transparent process for identifying and implementing lessons learned

· Meetings to identify potential or actual problems, processes, and technical improvements resulting in timely feedback and corrective actions 

· Review of practices allows organization to compare with industry best practices (benchmark) and develop realistic and achievable goals

	Collaboration across the financial process
	· Collaboration among departments discourages information hoarding and contributes to common goals, a collective vision, achieved performance measures, and accountability

· Contribution to transparency across the financial process

	Ownership of administration and changes to structure and content
	· Clear governance, accountability, and authority for policy, process, or technology changes

· Clear roles and responsibilities with authority vested in the Chief Financial Officer (CFO) or Information Technology (IT) Director, (Chief Information Officer (CFO))“gatekeepers” 

	Competency-based organization
	· Visible career paths aligned with competency requirements

· Personnel equipped with tools and training (process and technology) to perform jobs

· Ongoing learning and development

· Encouragement to participate in extra-curricular activities based on specialized knowledge

· Rotational assignments to learn full business process and procedures (cross-functional training)

· Retention of staff monitored – performance measures/scorecards provide visibility of staff turnover

	Business rules that standardize information across the organization


	· Implementation of business rules that standardize financial data elements, accounting structures, and controls across all entities and financial systems

· Standard format and content for financial reports and statements

	Business rules that facilitate the consistent application of methodologies and assumptions
	· Consistent, institutionalized approach and procedures that establish clear business rules

· Procedures and policies in place to handle missing or late information develop estimates, etc.

	Established performance measures
	· Balanced set of financial and non-financial measures to assess performance at all levels are identified through agreed upon objectives and targets 

· Financial and non-financial measures are used to assess corporate performance and represent leading and lagging predictors of business performance 

· Clearly communicated goals and how results will be measured against them

· Performance monitored and results analyzed in continuous timely manner and measured against plan

· Provide measurement against other industries supporting improvement, and moving towards best in class

· Scorecard used to maintain visibility

· Deviations of performance from target levels trigger exception-based reporting and analysis

· Establish visible rewards and incentives 

	Standardized, integrated schedule management
	· Integrated schedules, with schedule management available in one place across the organization

· Roles and responsibilities are clearly defined

· Predicts impacts, dependencies, and rule inputs to other parts of the process
· Calendars with activities, responsibilities, and timeline schedules strictly enforced across all departments – accountability aligned with performance measures

	Elimination or streamlining of inefficient processes
	· Increased efficiency through reduction of processes that do not produce viable results

· More output with less input

	Reports with the correct information aggregated
	· More accurate focus on necessary data 

· Reports designed to address client/stakeholder needs

· Internal reports equal external reports

· Better align monthly report data to production of annual reports

· Ability to produce ad hoc reports and perform queries and routine analysis through query and analysis tools

	Soft close process for interim periods, hard close process on year-end close activities
	· Revamp accounting processes to speed data collection and reporting
· Implement a interim closing process plans

· Accrual accounting and estimations of balances

	Architecture and Tools

	Enterprise-wide systems embody business requirements


	· Single financial database to collate information from various sources with data integrity

· Process improvement and reengineering enabled by technology

	Single point of data entry with validation and correction of data at source


	· Information is collected and validated through a single source which establishes controls to mitigate data manipulation

· Problems are resolved at the data source

· Corrections are automatically made at the source, eliminating the need for manual handling, crosswalks, etc

	Real-time ability to research and query data
	· Data repository provides decision support and analyses

· Facilitates drill-down capability, ad-hoc queries, operational analysis, and efficient reporting

· Provides day-to-day management tools that enable forecasting, trend, and risk analysis 

· Focus on analyses and interpreting results
· Access to source transactions

	Application of leading technologies
	· Application of technologies such as Extensible Business Reporting Language (XBRL), which automatically and transparently translates business information, including numbers and words, so each segment of data is identified when viewed by a Web browser

· Workflow tools for passing and tracking of information, such as automated data collection instrument (DCI) (Department of the Navy) that captures required financial information from non-financial feeder systems, identifies information requirements to the source provider, provides an audit trail, and integrates into financial statement process

· Electronic dissemination of reports, data visualization, provides self-service of required reports, standardized formats and presentation

· On-line analytical processing tools, flexible query tools, such as rotational on-line analytical processing (ROLAP) tools, multidimensional databases (MDBs)


2.3.3.1 Other BMMP Initiatives

In conjunction with development of the “To Be” architecture and BMMP Transition Plan, two “deep dive” initiatives were conducted for Financial Statements and Real Property to provide additional detail in these specialized business areas currently experiencing significant challenges.  Detailed “To Be” architectures and corresponding transition plans were developed for both of these deep dives and are integrated in the “To Be” BEA and the BMMP Transition Plan .  

2.3.4 Transition Snapshot

Utilizing a real world Logistics Domain process is helpful to illustrate the concepts of  “As Is” business process, the potential “To Be” BEA business process, and the value of the transition plan.  The journey from a current DoD business process to the “To Be” state is documented in the transition plan.  The value to the enterprise as well as the Logistics Domain is also categorized and measured.  A Supply Transformation example from the Logistics Domain was selected because it also highlights adoption of commercial leading practices.

DoD leaders are committed to achieving world-class business and financial management as defined by decision-support, interoperability, compliance, operational/cost efficiencies, and ultimately better support to our military.

The transformation of the DoD’s outdated support structure is a key step to achieving a more capable military force.  Many of  DoD’s business processes and much of the infrastructure require modernization.  The following snapshot highlights key changes and benefits stemming from improvements in the Logistics domain. Comparable benefits are expected in each of the additional BMMP domains.

Supply Transformation  

DoD Logistics has always been responsive to the Combatant and Joint Task Force Commanders requirements, but has not necessarily provided goods and services using the most effective and efficient means.  Increased employment of Joint Operations serves as a catalyst – accelerating the efforts to develop more reliable and timely logistics information to support the commander’s increased flexibility and agility on the battlefield. However, the commander has little influence over other aspects of the DoD’s logistics business operations and pipeline.
Logistics business operations have great potential to become more efficient and effective and provide the ability to reallocate resources on a near real-time basis according to need.  A more effective logistics business operation is a combat multiplier reducing uncertainty and supporting better risk qualification on the battlefield. A synopsis of today’s conditions, or the “As Is” architecture, for the DoD’s Logistics Business Operations can be summarized as:

· Service-based logistics concepts

· Commodity-based supply concepts

· Non-standardized data and information

· Inflated requisition priorities

· Logistics requirements not linked to financial implications

· Problematic asset visibility and accountability
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Figure 2 Current Logistics Support

Figure 2 illustrates the current nature of theater Logistics Support.  The burden of managing multiple supply chains is placed on the warfighter commander, with limited information to support decision-making.  

The benefits of “To Be” Logistics Business Operations are:

· Supply chain integration across the DoD enterprise

· Real-time total asset visibility and accountability

· End-to-end seamless logistics delivery focused management

· Accurate, reliable, timely logistical and financial management information and data

· Performance-based logistics operations
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The BEA-supported vision of Logistics, as shown in Figure 3, promotes End-to-End distribution management across an integrated supply chain, removes much of the management burden from the warfighter commander, and provides total asset visibility from requisition to delivery.

Figure 3 Logistics Visions 

 The DoD’s Business Operations improvements, embodied in the BEA, promote a shift from supply-based logistics to a leaner distribution-based logistics system.  These improvements are directed toward streamlining military support by providing materiel from the source of supply or origin, to the point of use or disposal on a worldwide basis.

3.  Transitioning to the “To Be”

3.1 Background

This Transition Plan incorporates and builds upon relevant transition planning ideas, concepts, and approaches contained in the BMMP Transition Plan Strategy as well as the experience of Team IBM in other government and commercial activities.  In addition, the Transition Planning Team has worked closely with the BMMP PATs to coordinate and develop the necessary Operational View (OV) products, leading practices, and products associated with the call.  

3.1.1 Traceability to BMMP Transition Plan Goals

The BMMP Transition Plan Strategy, detailed the approach and methodology used to develop this BMMP Transition Plan and outlined the goals (or final outcome) that the Plan must meet.  Table 3-1 documents the traceability between these goals and the Plan.
Table 3‑1 Traceability to BMMP Transition Plan Goals

	Goal
	Transition Plan Goals
	Traceability to BMMP Transition Plan

	1
	Communicate the Transition.
	Provides the communication plan, communication objectives, and a plan to engage key stakeholders.
· Annex A Section 3-5
· Annex B Section 3.1.3

· Annex B Appendices A-D

· Annex C Section 3.0

· Annex C Appendices A-G

· Annex D, Section 3.1.2

· Annex F Sections 2, 3, and 5 

	2
	Specify Required Funding.
	Provides the basis from which the Resource Plan is able to cost homogeneous pieces of the architecture. 

· Annex B Section 3.1.1, 3.1.2, 3.1.3, 

· Annex B Appendix A

· Annex C Section 2.0

· Annex H, Section 4.0

	3
	Provide Traceability.
	Provides traceability between the architecture, leading practices, and requirements, plus the transition plan goals.

· Annex C Appendices A-G

· Annex D, Section 1.5

· Annex H, Section 1.8

	4
	Provide Program Planning Information.
	Provides program planning information for the "To Be" identified by the BMMP/BEA, including schedules and capabilities for implementation of packages and segments.
· Annex A Section 3-5
· Annex B Section 2.0, 2.1.4, 

· Annex B Appendices A-B, D

· Annex C Section 3.0

· Annex C Appendices A-G

· Annex D, Section 3.1

· Annex F

	5
	Define the Governance Structure.
	Provides a description of the governance components defined to date.

· Annex D, Appendix A

	6
	Define the Scope of the Transition Plan.
	Consists of the high-level components necessary to develop Domain-specific Transition and Support Plans.
· Annex A Section 3

· Annex C Section 3.0

· Annex C Appendices A-G

· Annex D, Section 1.2

· Annex H, Section 1.2

	7
	Identify Key Stakeholders. 
	Identifies the stakeholders key to achieving a successful transition to the “To Be” environment.
· Annex B Section 3.1.3

· Annex C, Section 2.0

· Annex D Section 2.0

· Annex F Sections 2, 4, and 5

	8
	Synchronization with the BMMP Change Management and Communications Plans.
	Provides the BEA Change Management and Communication Plan and its various sections and contributes to the BMMP CMC Plan.
· Annex F Sections 2, 4, and 5

· Annex H, Sections 1.5, 1.6, 2.0 and 4.4

	9
	Define Criteria for Prioritization of Requirements.
	Defines how the order in which requirements should be transitioned was determined.
· Annex B Section 2.0

	10
	Use a Grouping Mechanism to Manage the Transition Plan.
	Shows the Packages, Segments, and Transition Elements.
· Annex A Section 3-4 and 
· Annex F Sections 2 and 3

	11
	Address Organizational and Role Transition.
	Identifies the organizational changes to assist in implementation of the BEA.
· Annex F Sections 2 and 3

	12
	Address Maintenance of the Transition Plan.
	Describes how  the Transition Plan will be maintained. 

· Annex B Section 3.0

	13
	Manage Program Risk. 
	Discusses risk management approaches proposed for the duration of the program.

· Annex B Section 2.0

	14
	Implement Snapshots of Time-Phased “To Be” Architecture.
	Describes a proposed segmented approach for implementing the architecture.

· Annex B Section 2.0

· Annex H, Section 4.0

	15
	Provide Estimated Cost Savings and Return on Investment (ROI). 
	Provides specific opportunities for realizing eventual cost savings as architecture implementation is completed. 

· Annex H

	16
	Define and Report against Transition Progress Metrics.
	Offers a proposal for how the success of the transition can be gauged.

· Annex B Section 2.0, and 3.0

· Annex F Sections 4-5


3.2 Transition Plan Methodology

The “To Be” architecture was developed, based on the observations from the workshops, ongoing dialogue and input from SMEs, team member experience from other commercial and government activities, and the application of industry leading practices.  A gap analysis to assess the differences between the current and future states was conducted which identified what is required to bridge the differences and transform DoD financial management – people, processes, and technology – from the “As Is” to the “To Be.” The results of this analysis were used to develop the architecture products.  Figure 4 demonstrates the relationship between the architecture products that have a direct impact on the “To Be”(and from which all other architecture products are derived) and the elements of the Transition Plan contained in the annexes – how the packaged and segmented requirements, derived from specific OV, SV, and TV architecture products, are the foundation for the resource plan, project schedule, capability schedule, AV-3, and SV-8.   
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Figure 4 Relationship Between the Architecture Products and the Transition Plan

From the architecture products requirements were derived which form the basis for the transition and are further described in this Transition Plan overview.  The architecture requirements are organized into packages, segments, and segment types to facilitate the implementation of the new architecture.  Categorizing the roll-out of the “To Be” in this manner assists the Domain Owners organize and plan a methodical and reasonable way to accomplish such extensive changes to their process and systems. 

3.2.1 Requirements, Packages, and Segments

In accordance with the BMMP Transition Plan Strategy, requirements have been derived that identify the minimum functionality that the “To Be” architecture must have.  Each of the requirements – such as roles, activities, system entities, standards, and policies –provides traceability to make sure that the business needs are met by the architecture.  The requirements are grouped into packages and smaller divisions, segments.  Packages and segments organize and establish accountability for implementation.  Organizing the transition work into manageable segments enables success and reduces associated risk with the transition and implementation of the recommendations.  Annex C provides a detailed description of the transition requirements, packages, and segments. 

3.2.1.1 Requirements

Requirements define something that the solution must do, a property that the solution must have, or a constraint on the solution.  The need to transform and modernize DoD’s business and financial processes and systems is the driving force in developing the BEA.  Requirements are either imposed on or derived from the architecture.  Requirements imposed on the architecture such as laws and regulations are external requirements. Requirements derived from the architecture are transition requirements.  Developing requirements provides a way to communicate and validate the architecture.  

Approximately 3,400 external and 2,600 transition requirements are stored in a requirements management and repository tool called the Dynamic Object Oriented Requirements System (DOORS).  This tool links with the architecture products to provide traceability that the architecture meets the business needs. 

3.2.1.2 Packages and Segments

The BMMP Transition Plan Strategy describes the methodology of packaging, segmentation, and sequencing to subdivide the work associated with the BEA transition into manageable pieces.  Organizing the transition work into packages and segments facilitates the BEA being implemented in a measured and controlled manner.  

The Plan organizes and categorizes the requirements into packages and segments. A transition package is a portion of the architecture that combines requirements that can be advantageously developed and deployed as a unit.  A Package consists of one or more smaller units called Segments.

A segment is a release of people, process, and technology capabilities in a manageable form to facilitate implementation.  Because each segment represents a collection of requirements from an implementation and accountability perspective, they will be scheduled and executed as a project or program during the transition.  

The components that make up the BEA transition segments are dependent on each other in order to deliver DoD their full business value.  Given this, segmenting the packages must be both realistic and practical – not only in the way it dissects the blueprint for design and construction, but also in the way it reconnects and integrates the segments to provide the greatest benefit to DoD business practices.  

Each segment varies by size, complexity, and duration.  To help DoD transition the business processes and systems and develop the various Transition Plan products contained in the annexes, segments are grouped according to “type.”  Segments that share similar attributes such as Work Breakdown Structure (WBS), task duration, or costing methodologies are considered of the same type and fall into two categories: Non-system and system segment types.  Non-system segment types are changes to business process and policies that affect the way DoD manages financial operations.  System segment types relate to the technical segments necessary to implement the BEA.  Table 3-2 provides a description of the segment types that will guide the transition to the new architecture.

Table 3-2:  Description of Non-System and System Segment Types

	Non-System Segment Types

	Policy Change
	· Enables process changes by modifying existing statutory or regulatory guidance.  

· Can focus on internal or external factors that influence the current environment.  

· Changes to the way policies are interpreted, completed, partially rewritten, or removed.

	Business Process Re-Engineering (BPR)
	· Focuses on fundamentally changing business processes.  

· Begins with an understanding customer business goals and objectives, business activities, processes, and workflows.  

· Develops a holistic set of customer-focused changes to provide efficiency to business activities.

	Outsourcing
	· Provides an opportunity for a commercial entity to perform activities previously accomplished by the government.  

· Portions of initiative may be categorized as an “A-76” process, named after the OMB Circular A-76. 

	System Segment Types

	Modification of Existing System
	· Modifies an existing system to provide a BEA business capability, such as quick fixes and rewriting an existing system’s software to create a functionally equivalent information system based on modern software techniques and hardware.  

· BPR may be required to accompany the existing system change.

	Modification of Existing Procurement
	· Modifies an ongoing information system acquisition effort amended to address new processes or requirements.  

· Requires a thorough examination of the ongoing effort and carefully planned modification of existing plans, schedules, and performance measures.  

· BPR may be required to accompany this effort.  

	New Acquisition Solution
	· Acquires a new information system or application to provide a critical business capability.  

· Require extensive analysis, planning, and management to provide the required capability within established schedule and cost guidelines.

· BPR is a critical component within the acquisition process in order to integrate business processes with the new product or application.  


3.2.1.3 Sequencing

To achieve the maximum benefit to DoD business processes and systems , the priority and sequencing of the roll-out of segments have been organized so they can be most effectively and efficiently implemented and provide the highest value and immediate positive results to DoD.  The sequencing and early deployment of the transition segments are expected to provide DoD the opportunity to capitalize on early successes, highlight the benefits, and reinforce the Plan’s business value.  

3.3 Transition Timeframe

During the implementation of the BEA, it will be necessary for the BMMP to integrate the architecture and transition plan criteria with ongoing DoD information technology initiatives and budget processes.  This will require, in particular, collaboration with the Office of the Assistant Secretary of Defense for Network and Information Integration/Chief Information Officer ASN (NII)/(CIO)) and the Director of Program Analysis and Evaluation (PA&E) 

During the short-term phase of the implementation, a number of parallel efforts are scheduled to take place.  As indicated in the high-level project schedule in Figure 4, the pilots, the initial design and implementation of the underlying technical infrastructure – foundation segments, data management enhancements, and the analysis and rollout of Domain-specific core business solutions will begin.  

The pilots are designed to test a portion of the architecture and confirm industry leading practices.  Early deployment of the pilots are intended to provide immediate positive results that will assist in developing credibility and highlighting early benefits of the BEA.   
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The initial design and implementation of the underlying technical infrastructure-foundation segments and data management enhancements are planned to begin in 2003.   The Domain core business segments implemented during the short-term phase will facilitate the rollout of later business segments.  Early analysis of these segments will be incorporated in the foundation data management efforts.   

By implementing the segments in this manner, it is expected that by 2005 BMMP will have piloted key target capabilities with real systems.

3.4 Transition Resources

The DoD resources required during transition fall into three categories:  1) Resources necessary to sustain existing systems, 2) Resources supporting the programs/projects implementing the BEA, and 3) Resources supporting BMSI Architecture and transition support efforts.  Annex H discusses the proposed cost methodology and models used to develop the initial segment cost estimates.  These estimates are strictly planning estimates.   An update to Annex H will be provided in a later Version.

3.5 Transition Governance

Successful transition to the BEA requires a robust governance structure to provide leadership and management and establish the boundaries, roles and responsibilities of the various parties involved, including the BMSI PO, the Domain Owners, Services, Agencies, and implementation program managers.
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A proposed governance structure is provided in Figure 5.  This organizational chart is currently being refined and validated, however this proposed structure describes the relationship of BMSI and BMMP with OUSD(C) and the associated working groups and steering committees that will be required to provide the necessary guidance and management for ongoing development and implementation of the BEA and the Transition Plan.

Figure 6 BMSI/BMMP Organization

As part of the BMMP governance structure, the  seven Domain Owners identified by DoD will be responsible and accountable for FMMP implementation within DoD’s business areas.  The Domains are similar to the PATs established to document the “As Is” and design and develop the “To Be” to transform and modernize DoD’s business and financial processes and systems.  

· Finance, Accounting Operations and Financial Management 

· Strategic Planning and Budgeting 

· Human Resource Management 

· Acquisition and Procurement


· Installations and Environment 

· Logistics 


· Technical Infrastructure

The governance structure assigns stewardship to packages and segments.  Stewardship clearly assigns the responsibility for BEA compliance of initiatives.  It also identifies the degree of participation one Domain Owner will have in another Domain’s package and/or segment.  Stewardship encompasses program management activities, design and development activities, and funding and milestone decision support through the Defense Acquisition Management Process and Planning, Programming, and Budgeting System (PPBS).

3.6 Transition Impacts 

Transitioning to the “To Be” architecture will involve massive change and affect nearly everyone involved in DoD’s financial management and business operations.  The full impact of these changes is not fully known at this time, but will be better understood as the architecture and Transition Plan evolves.  Initial analysis indicates that the following major changes will occur and in anticipation, preparation to accommodate and adapt to them should begin: Requirements for training will increase as management roles change and evolve (See Annex G); Many existing business activities will change (See Annex G), as will many policies (See Annex G); Dozens of existing systems will be modified (See Annex A), over 1,000 will be phased out (See Annex A), while over 100 new systems will be implemented (See Annex A).

3.7 Critical Success Factors

The intent of the BEA transition is to move the DoD to the “To Be” architecture in a cost effective, efficient, and timely manner, while minimizing the impact of the transition to current operations, organizations and personnel.  This effort represents a major challenge that goes beyond the initial step of developing an enterprise architecture.  Successful implementation of the “To Be” solution requires a robust Transition Plan and strategy that will facilitate changes in business operations, information standards, technology, management practices, and cultural norms.

The BMMP has identified fourteen factors critical to the success of this transformation, each building on the other to accomplish genuine participation in the effort.  These critical success factors have been incorporated in the development of this Transition Plan. 

	Pervasive Sponsorship
	Leadership must be visible, aligned in their support for the change, and demonstrate understanding of the associated challenges and decisions.  Senior leadership must set the standard for leaders at all levels in the organization, key sponsors, change agents, and champions.  By forming coalitions, leaders at all these levels need to take ownership for driving the change into the organization. 

	Compelling Vision
	The vision must tell a story of where DoD is now, why it must change, what must change, and paint a picture of life after this change.  It must be founded in today’s reality and demonstrate a deep understanding of the challenges facing DoD.  The vision must be endorsed at the highest levels and must be clearly communicated throughout the organization on an ongoing basis.  The purpose of the vision is to show all the stakeholders where they are headed, how to get there, and what life will be like when they arrive.

	Coordinated Project Management
	The transition must be led by a dedicated and integrated project team to provide the structure, continuity, and process to implement the new architecture.  The project management is the link between the strategic thinking behind the vision and the day-to-day practical actions that must take place to coordinate all the organizations, people, and efforts to make the vision materialize.

	Broad-based Training and Knowledge Transfer
	All the stakeholders who will be affected by the change need to know specifics about what will change for them.  Do they have the requisite knowledge and skills to function in the changing environment?  Employees need to be effective at using new systems and operating with new processes in new organizational roles.  To be as comfortable as possible with these changes, employees need clear goals for themselves and must be confident that those goals will be supported throughout the transition.  As changes become known, a comprehensive education and training plan must be developed to address the skill acquisition requirements of the user community.  In addition to managing new processes, DoD managers must be comfortable with new decision-making models, and using these models to make informed business decisions.  Properly assessing new job competency needs and educating to fulfill those needs is necessary to make the transition effective.

	Open Communication and Feedback
	The Achilles heel of change initiatives is poor communication.  Leaders at all levels need to establish clear channels to facilitate two-way communication – to provide a feedback process for stakeholders in the process and to effectively share goals and concepts to the right personnel at the appropriate time.  A communication plan must identify the messengers, messages, and target audience(s), consistent with the overall transition strategy goals. 

	Resource Alignment
	To help the change process, DoD will need to evolve all aspects of the business resources (processes, technology, organization, and knowledge & policy) during a change process.  This element of the strategy is particularly challenging in DoD as the largest, most complex employer in the world.  This element achieves consistent business context, enabling the stakeholder to accept the change. The clear definition of enterprise-wide goals through the “To Be” architecture enables the DoD leaders to evaluate the way the DoD and its sectors have been using resources. Is the DoD funding consistent with the stated objectives? Are person-hours being used in the most effective manner, or are they being wasted trying to patch broken processes?

	Measurable Goals and Objectives
	The process of change becomes more tangible to the stakeholders when they can work towards concrete, measurable goals and objectives.  The process of setting clear goals and posting progress against those goals can be a highly valuable motivator, giving stakeholders visibility and a sense of influence over the entire change phenomenon.

	Rewards and Recognition
	The BMMP transition will require extreme dedication and hard work from many DoD employees over the next several years.  To reward and recognize those who drive the change is both smart and fair.  

	Compelling Reason to Change
	The stakeholders need to understand why the organization is undertaking a material change.  They will need to believe in both “corporate” and personal reasons in order to justify the work and expense required to implement the change.  The reason must be articulated so it is compelling enough to offset the inevitable discomfort that the majority of stakeholders will experience as the landscape drastically shifts to the new architecture.

	Leadership and Collaboration
	The breadth, scope, and resources required to implement the BEA requires that DoD senior leadership work proactively with Congress, OMB, GAO and other key influencers to facilitate change.  Much of what is needed cannot be accomplished without congressional understanding and assistance in implementing change.

	Change Certain Rules
	BMMP will work to streamline, simplify, and remove change barriers.  Current requirements for tracking and funding and providing reports to various Federal entities (Congress, the OMB, Treasury, etc.) place an inordinate burden of complex information reporting requirements on the DoD.  These complex requirements (many self-imposed by the DoD) often drive impractical business processes making it harder to incorporate practices more like the desired leading industry practices.  A focused effort aimed at eliminating non-value added requirements and working with regulatory agencies and Congress to simplify their requirements will ease the burden and shift focus to more value-added activities.

	Architecture Compliance
	Due to the broad impact of the BMMP transition on related legacy and evolving initiatives, compliance is a significant consideration. A well conceived, implemented, and enforced compliance strategy results in compliance issues are being identified, tracked, and managed throughout the duration of the program.

	Adopt Enterprise Practices
	Developing practices based on the goals that the DoD wants to achieve and replacing those that hinder standardization, interoperability, and systems integration reduces waste.  An example is creating a standardized core accounting and reporting practice.

	Genuine Participation
	If stakeholders merely go through the motions of participation, resistance will not be reduced. If people are actively engaged in the process, they develop a real understanding of why changes are being made. When people see their actions provide the vehicle for change, they become active and willing participants. As they engage in discussions with leaders and colleagues, they need to see that their participation is genuinely valued and their input influences the organization future state.  Sharing information about the change with people, engaging them in discussions about the change, and listening to their concerns, are critical steps in getting stakeholders to support a change initiative.


4.  Elements of the Transition Plan


The BMMP Transition Plan is a culmination of the activities undertaken by the Transition Planning Team, such as workshops, identification of relevant industry leading practices, documented analysis of the “As-Is” environment, review of Government Furnished Information (GFI), identification of the key opportunities for improvement, and development of requirements, packages, and segments according to the architecture products.  Together they form the basis for this document and integrate key observations and recommendations to transition to the “To Be” state.  

Section 3.0 described the packages and segments relating to the transition.  Each requirement has been assigned to a package and segment according to the business process or technology component of the initiative.  The packaged and segmented requirements form the basis for this Plan, which is comprised of the summary document and eight supporting annexes.  

The following sections summarize the content of the individual plans, presented as annexes in this document. 

4.1 Schedule and Milestone Plan

The Schedule and Milestone Plan (Annex A) establishes an initial planning baseline for managing the BEA transition.  It provides a basis for decision-making and evaluation of alternatives, and provides the framework for the Department to plan, communicate, and monitor the course of the BEA transition at the enterprise level.  The Schedule and Milestone Plan supports continuous architecture improvement work and enables BMMP to provide governance and stewardship, coordinate resources, and schedule activities to meet BMMP/BEA objectives and achieve BEA implementation and capabilities.  

The Schedule and Milestone Plan is the initial phased schedule for the transition, presenting implementation dates through to 30 September 2004 and general sequencing after that date.  As such, it provides Domain Owners the basis for creating more detailed implementation plans.

The Project Schedule and Milestones Plan is based on packages and segments presented in Annex C of the Plan .  These were reviewed by Domain representatives in Domain Owner workshops.  The resultant segment typing and sequencing provide the basis for the Project and Capability Schedules.  Participants also had the opportunity to review and comment on the initial results of sequencing, cross-domain dependencies, and initial sequencing exercises. 

The Schedule and Milestone Plan consists of three separate products (organized as appendices to the annex), the Project Schedule, Capability Schedule, and the SV-8 System Evolution Description, described below.

4.1.1 Project Schedule 

The Project Schedule is a Plan of Action and Milestones (POA&M) that defines specific tasks/actions to achieve the BEA transition and follow-on tasks/actions. The first 18 months of the schedule reflect the known and agreed path towards transition. Further definition of dates beyond the 18-month horizon, 30 September 2004, will be delivered in a Transition Plan Update at a later date.  The schedule displays the BEA project phases of architecture improvement, transition integration/support objectives, quick wins, pilots, and domain packages and segments.  It also provides a basis for “what if” scenarios as well as more detailed project plans.

In the project schedule is a WBS that establishes the construction of the schedules and demonstrates the approach for organizing implementation of the segments.  A WBS has been developed to provide a thorough understanding of the work that will be involved to achieve a successful transition.  In addition to providing the foundation for the implementation schedule, the WBS also assists in determining task interdependencies, estimating task duration, and identifying critical paths.

The Project Schedule provides the Domain Owners with a high-level indication as to what is planned during the transition.  From this, they are able to develop Domain-specific schedules, with a full understanding of what inter-dependencies exist.  For example, a Domain Owners’ segment implementation schedule may be affected by that of another Domain.  It is therefore necessary to gain, from the Project Schedule, a thorough understanding of the full transition: what Foundation and/or Technical Infrastructure segments need to laid down or rolled out before a Domain-specific segment can be initiated, and how another Domain schedule may impact implementation of a Domain Owners’ specific segments.  

In addition, understanding the full Project Schedule and Domain responsibilities assists in planning for out-year funding through the Program Objective Memorandum (POM) process.  The dependencies within or with other Domains will affect the need and opportunities to obtain funding.  An early and full understanding of what the Domain Owner is responsible for will assist them in this process.

4.1.2 Capability Schedule

The purpose of the Capability Schedule is to provide the milestones for achieving the desired capability targets or outcomes as described in the AV-3.  The Capability Schedule illustrates the sequence for achieving levels of process maturity within a capability area.  The maturity levels are derived from the BEA, and achievement of maturity levels is tied to completion of related segments.  

Similar to the Project Schedule, the Capability Schedule assists the Domain Owners identify the level of functional and non-functional maturity that the Domain is expected to achieve by a certain time.  This is essentially overlaid on the Project Schedule to provide a thorough picture of what is scheduled to be implemented and what capabilities  must be met in order to successfully transition to the BEA according to plan.

4.1.3 SV-8 System Evolution Description

The System Evolution Profile, SV-8 provides an initial inventory of DoD systems that comprise the “As Is” state, and maps them to the BEA.  This inventory details the existing systems currently in use by DoD departments and agencies (including mainframe, client server, and desktop systems) and aligns them, according to segment, with the “To Be” architecture and Transition Plan.

The purpose of the Systems Evolution Profile is to provide Domain owners with a guideline, or high-level roadmap, from which to review their current systems, identify how and when they will migrate to the “To Be” state, and develop detailed transition plans to successfully achieve the migration.  The Domain owners will be responsible for transitioning their system functionality to the “To Be” BEA, and as such, this document provides the high-level information required to transition in a coordinated and successful manner.  Decisions and actions by the Domain owners, such as which systems will be retained and what functionalities will be required, plus provisioning to make sure that current system functions will not be lost or unintentionally suspended during the transition, must be planned in advance.  The SV-8 facilitates this planning by providing an overview of current systems under each Domain owner’s purview, information affecting intermediate actions during the transition, and where the current system functionality will fit and be implemented into the “To Be.”  

4.2 Capability Maturity Profile (AV-3)

The Capability Maturity Profile (AV-3) (Annex B) is organized to support the business focus of DoD within the BEA.  It describes the maturation of the BEA-related business processes, systems, and management support functions and provides a framework within which DoD can set a target, measure current and proposed solutions, and align associated plans, training materials, and appraisal materials. 

The Capability Maturity Profile was built on four elements: 1) the DoD Architecture Framework Version 1.0 work product descriptions, 2) completed Capability Maturity Profiles developed for the US Intelligence Community, US Coast Guard, and the FAA, 3) the Capability Maturity Model Integration (CMMI) guidance developed by the Software Engineering Institute (SEI) of Carnegie Mellon University, and 4) the BEA leading practices and architecture products. The Profile will be integrated with the “To Be” architecture’s vision to provide a framework aligned with leading practices, while recognizing the unique aspects of each Domain's operations.

The Capability Maturity Profile, besides providing an initial “To Be” target profile, delineates characteristics of a mature, capable BEA-related process, function, or system, which in turn, can describe and illustrate the progress of the BEA transition.

The BMMP-tailored Capability Maturity Profile has seventeen capability areas and target profiles.  The five capability levels outline a path for process improvement within each capability area and each increasing capability level reflects improvements to both interoperability and process sophistication.  The result is a high-level overview of related practices that can be implemented to improve process performance.  Provision for the development and implementation of a capability maturity profile assessment process exists and the existing Profile will continue to be updated based upon Domain input and architecture development.  
The appendices to the Capability Maturity Profile contain the “To Be” Capability Maturity Profile (Target Profiles for each of the respective seventeen capability areas) and illustrates a list of Capability targets/goals identified by the BEA OV/SV teams.

Used in conjunction with the Capability Schedule, the Capability Maturity Profile defines the capabilities and maturity that each Domain Owner needs to pursue.  The Profile imparts the level or maturity to aim for while the Schedule tells the Domain Owners when these levels should be achieved. 
4.3 Packaged and Segmented Capabilities and Requirements

The purpose of the Packaged and Segmented Capabilities and Requirements is to provide a structure for organizing the transition to the “To Be” architecture into implementable components.  Section 3.2.1 provides a description of how the Transition Plan has categorized the pieces of the architecture and derived requirements into logical groupings described as transition packages and segments.  Segments represent the architecture from an implementation and accountability perspective, and are a bundling of architecture requirements.  A package is a collection of closely related segments that achieve a set of capabilities and can be managed as a set.  

Annex C contains a complete description of the segmentation methodology , plus the list of segments for implementation.  Most of the packages and segments in the annex implement processes and systems DoD wide.  As an alternative, it provides one package that implements a portion of the architecture within each DoD business line, rather than uniformly across DoD which enables tighter integration of end-to-end processes in each line of business.  Like all segments, these would be fully complaint with the BEA, its activities, business rules, roles, functions, and standards.

For Domain Owners, the Packaged and Segmented Capabilities and Requirements provides the list of responsibilities that they are accountable for achieving.  The requirements, packages, and segments provide the basis for implementation of the BEA, and the various elements that make up the Transition Plan have been developed around these.  As such, the Domain Owners can ascertain not only their transition responsibilities, but the corresponding capabilities to be achieved, schedules to execute, and resources.  In addition, the Domain Owners can identify what other Domains they must collaborate with to facilitate implementation of the BEA.  From the data in Annex C, the Domains will be able to begin to pre-design activities for early segments and update refine, and extend requirements that are within their responsibility.  

4.4 Compliance Plan

The purpose of the Compliance Plan (Annex D) is to provide the mechanism for compliance of the architecture with Federal laws, regulations, and business management improvement efforts as well as compliance of the various initiatives with the BEA.

Accordingly, BMMP compliance measures align in two categories to provide that the BEA standards are met: Compliance with the BEA and compliance of the BEA. Compliance with the BEA, also known as BEA Enterprise Compliance, consists of the measures that address agreement with DoD’s financial and business management operations.  They are, in essence, the rules of engagement that show DoD how to live within BEA.  Compliance of the BEA, also known as External Compliance, encompasses the measures designed to maintain and demonstrate BEA compliance with, and alignment to, the relevant laws, policies, regulations and their respective implementing directives that governing the architecture.  External compliance requirements have constraints placed on the BEA from both Federal sources external to DoD, such as statutory and regulatory authorities, and DoD sources outside of the BMMP such as DoD Financial Management Regulations (FMR) or the Defense Federal Acquisition Regulations Supplement (DFARS).

The BMMP Compliance Plan addresses both compliance with the BEA and compliance of the BEA applying a similar five-phase methodology: 1) Awareness; 2) Evaluation; 3) Remediation and Implementation; 4) Validation; and 5) Operations and Maintenance.  Compliance with the BMMP equates to compliance with its architecture products.  

Implementing the Compliance Plan during the transition to the “To Be” architecture lays out the processes by which the BEA will facilitate or respond to a myriad of influences including changes in laws, standards, technology, internal policies, and rules and policies from other government entities.  As the transition and its components are further defined, refined, and validated, the Compliance Plan will also evolve and mature. For Domain Owners, the Compliance Plan provides the system compliance criteria to perform system self-assessments prior to the BMSI System Review.  It will assist them to develop and implement internal Domain compliance and system review processes and develop a Compliance Plan component to their Domain-specific Transition Plans. 
4.5 Change Management and Communications Products 

Based on the magnitude of this effort as well as lessons learned from other public and private sector initiatives, a comprehensive change management and communication effort is warranted and necessary.  BMMP has developed a Change Management and Communication Plan separate to this initiative, however several CMC products are incorporated in this Plan .  They are an Organizational Readiness Assessment, an Incentives Plan, and an Education and Training High-Level Plan.  During the next phase of the BEA development, these work products and their related initiatives, will be managed by the BMMP CMC team. 

4.5.1 Incentives Plan

The purpose of the Incentive Plan (Appendix E) is to provide an overview and framework for applying incentives to assist in motivating the desired behaviors to facilitate organizational changes. Critical success factors define essential activities and decisions required in establishing a sound change foundation.  Specific incentive recommendations are also documented.

Frequently, change is facilitated through the judicious use of incentives when well-defined goals are achieved. The Incentive Plan provides guidelines across the enterprise that can be applied to support development of initial BMMP performance expectations and measures within DoD, and facilitate successful execution of the quick wins and pilots.  For Domain Owners, it supports the development of detailed Domain-specific incentive plans. It details the role of incentives, an overview of awards in DoD, the overall desired behaviors, an incentives approach framework, critical success factors, and next steps and schedule to implement these.  The Incentives Plan also provides the key incentives principles necessary for successful application.  It will also assist Domain Owners establish mechanisms for evaluation of, and feedback on, incentives.  
4.5.2 Education and Training High-Level Plan

The Education and Training High-Level Plan (Appendix F) identifies the overall training goals, design principles, and training templates required to assist BMMP transition to the “To Be” architecture.  It provides a sample work plan with key milestones for the design, development, and delivery of training, recommends an organizational structure to support BMMP education and training, and enables planning and budgeting for training requirements.  

Continuing education for personnel involved in this transformation is critical.  Lessons learned show that when infrastructure and process changes are made training is necessary to fully achieve desired goals.  Both education and training are critical to the success of the new architecture.  Training refers to the business process, task-oriented training needed prior to the implementation of particular transition solutions, as well as the training of those individual skills that are prerequisite to the task.  Education refers to a longer-term effort focused on the new paradigms and concepts involved in transforming the way DoD does business.  

This document places the education and training needs and the recommended training approaches within the larger context of the BMMP.  The Education and Training High-level Plan recommends new organizations to support BMMP education and training.  The Plan also proposes a method to facilitate training life cycle: planning; design; development; delivery; monitoring; assessment; and maintenance.  The Plan details the most appropriate education and training mechanisms for integrating the user community with the “To Be” environment of the BEA.  It is highly integrated with other change management-related plans and activities for BMMP.  This will assist Domain Owners develop Domain-specific Education and Training Plans, implement plans for early segments, and address additional implementer training needs and group education needs of the Domain.

4.5.3 Organizational Readiness Assessment

The purpose of the Organizational Readiness Assessment (Annex G) is to identify challenges to the transformation as well as potential enablers.  It provides a description of the methodology, assumptions and constraints, and findings by functional area used to identify the specific changes that are anticipated to occur when implementing the BEA.  

Qualitative information that captures how specific activities will be affected has been collected from the BMMP PATs assigned to each business area.  The key findings from this data indicate that: 

· Wide-scale organizational resistance is expected across the enterprise

· The value of the initiative must be clarified to the warfighter in order to leverage the change

· The highest levels of executive leadership must visibly sponsor the changes

· Implementing the BEA will not only change activities and behaviors but also change the way we think and act

· Significant attention and resources will be required for education, training, and change management

· A strong governance system will be needed to reinforce the enterprise-wide strategies for business process and policy changes, systems integrations, and data management

· Changes to roles and functions will require a significant shift in both mindset and culture

· A carefully crafted incentives approach is required

This initial assessment will be used to conduct broader and deeper assessments and develop and execute enterprise-wide action plans to address the findings.  Specifically, the Domain Owners can conduct Domain-specific assessments to further explore the preliminary results of this assessment, and also develop and execute action plans to address the findings.
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