JOINT ABC/PERFORMANCE/BUDGET/FINANCE MEETING
MEETING MINUTES
ON PLAN FOR DEVELOPING A WORKING MODEL

OF ACTIVITY BASED COST/MANAGEMENT IN FBMS

	DATE: 

	SPEAKERS: Nina Rose Hatfield, Dianne Shaughnessy, , John Walbert ,Richard Beck, Dot Sugiyama, Deb Carey, Stan Curtis, facilitated by Grant Thornton LLP (Bob Misch and Kathryn East)

	DETAILED MINUTES

	    Topic 1: Welcome (Nina Rose Hatfield)

	· Why the meeting is important
· Critical to improve delivery of programs across interior
· Present a working model 

· Having one system/solution for the entire department

· recognizing need to be flexible to capture individual bureau reporting requirements
· Will hear about the functional operating of the system

· Business rules still need work; will do at a later date – not at this meeting

· Process will be flexible – the system must be able to adapt to those business rules

· High level requirements

· budget information

· core financials
· Gain feedback

· Demonstrate what we’ve learned about SAP

· department has been working with the SAP system for over a year – still learning its capabilities
· Reason that we are where we are today

· BearingPoint proposal for ABC/M took a top down approach – was not what we wanted to pursue

· questions of whether we could afford what BP was proposing to build
· looked at what we could use within the system; think you will be impressed with the capabilities

· Need to work together to describe what the functionality of the working model should be

· Confident that FBMS ABC/M can be configured to meet bureau needs for management information, and to support budget formulation
· Legacy systems that the bureaus are using will be turned off once FBMS ABC/M is operational

	    Topic 2: Introduction/Purpose of Joint Meeting (Dot Sugiyama)

	· Introduction:

· Here to learn about a concept that we have put together for developing the FBMS/ABCM system

· You are all the stakeholders in this solution

· We will present to you what we believe this solution may look like

· Actively seeking your feedback on the working model
· Research to demonstrate that SAP is robust enough to do the things an ABC/M  system should do

· Show you some of the things we have learned about SAP
· Cross – coordination: Understand the capabilities of the FBMS modules that have been built and what the ABC/M solution will do; begin to identify the nexus of ABC/M, performance, budget formulation, and financial management modules.
· Sharing information among the communities

· Rather than making assumptions about what the modules do, find out by cross-communicating between communities 
· Start thinking about how all this should work as an integrated whole?  
· Update on development of the FBMS ABC/M Solution 
· Could not afford the original solution; look for alternatives
· In working that alternative, researching SAP capability to learn for ourselves what SAP can/can’t do

· Research led to concept of developing working model for ourselves. 

· Identify what we want that tool to do and how it can provide for our needs

· We need to translate our business needs into SAP terminology and functionality
· Easy to create input screens for inputting  workload and performance information and tracking our accomplishments

· Robust enough to provide different views of cost: want to find out specific information on a particular work/project that you have done – can write specific queries

· Can use the tool to track performance/ accomplishments
· Should be able to use the cost, performance, accomplishment data to inform the budget build
· Hypothesis Testing

· Will be involved in hypothesis testing over the next months

· Believe working model will work
· Full unified solution for FBMS

· Just begun to scratch the surface of the SAP tool – must continue to research capabilities
· Need your full participation so that we may satisfy your needs for activity based cost management


	    Topic 3: FBMS Presentations: Budget Formulation (Dianne Shaughnessy)

	· Overview of budget formulation module

· Go-live for BLM, MMS, OSM, and portion of POB November 18

· Applicant Pool and Labor Planning deferred to October 2007

· ABC/M deferred

· Overview of implementation

· Budget formulation and planning : where the numbers are (BW-BPS), portal, and text (no technical solution for text yet)

· Extract/retract funds management data

· Develop the data in one module and send it over

· Think about targets like you think about your dollars

· Functionality within budget formulation – in terms of the metrics

· Production requirements and budget execution

· Link to the core financials allows analysis of obligation, cost, and spending information to improve budget decision-making.

· Link to eGrants help respond to policy, OMB and Congressional inquiries

· Link to property helps determine if we are effectively managing property and  assists in preparing budget exhibits

· Link to project systems allows effective project planning to meet basic Departmental and OMB requirements for project planning below funds control, and assists in preparing required exhibits.

· BF address budget formulation and planning processes: request to the department, OMB estimate, OMB Pass back, President’s Budget, Congressional Action, Finalize Budget by Financial Planning; continuing resolutions, initial funds distribution, and budget preparation – bottom up planning

· Fund Management (FM) objects (Extracted from FM):

· Fund

· Functional Area: Budget Activity Subactivity (extension of fund) and ABC Code (not required for BF)
· Funded Program (linked to WBS in Co-controlling)
· Fund Center

· Commitment Item (object class)

· BF: Master data that does not flow into FM:

· Budget fund, budget functional area

· Funding source

· Initiative (program change with defined characteristics)

· Other major resources (captures estimated non-DOI funding resources)

· Cross-cuts (can not be derived through reporting based on standard FM objects)

· State and congressional District

· Reason Code (fund distribution, bottom up planning, documenting rationale for funding changes)

· Portal

· Path to accessing FBMS 

· Publish and approve documents (budget guidance and budget templates)

· Collaborate on document preparation (rooms public, private, restricted; assign tasks; review budget documents)

· BF – BW/BPS

· The numbers – dollars (BA) and FTE

· Lots of data entry (once; many uses; benefits – reporting, budget execution, single source of budget information)

· Automation: copy between bureaus and the department; rules established, automation of State and Congressional District Report; Continuing Resolution Calculations; Retractor (final plan and CRs), etc.

· Budget Formulation: High level, develop through input of initiatives; can go lower – e.g. fund center at NPS
· Funds Distribution: up to 3 levels of distribution below the program level; enacted level in BF serves a control for FD, retracts FM

· Bottom-up planning: detailed financial plan object class estimates; input of line item detail; labor planning deferred

· Demonstration of BEX Report

· Working in BF-Text

· BF Requirement to efficiently allow merging of text with numbers in BW/BPS

· Department has similar requirements for performance metrics
· Existing ABC/M and BF in FBMS
· Not integrated

· Extensive manual efforts

· Incremental measures not captured in ABC/M and Bureau applicant pool systems; not integrated into overall target settings

· No way to capture outyear impacts/future achievement of a requested budget

· Document and summarize at the bureau level building of targets, that reflect all factors influencing targets



	    Topic 4: FBMS Presentations: Financial Management (Deb Carey/John Walbert)

	· Introduction from a financial side:

· FBMS intended to be a complete integrated system

· Business processes (what is cost – when do use cost for what purpose); what data we use, when we use it, what good is it evolve over time
· Training

· Focus on functionality/ how we use it

· FBMS Data fields: Funds Management Module (collect cost against this data)

· Fund: appropriation/fund code

· Functional Area: budget activity/sub-activity/ABC code

· Funds Center: budget organization

· Funded Program: maps 1-to-1 to WBS element (this data cannot be entered into the module it is inferred through other data entered)

· Commitment item: budget object class

· FBMS Data Elements: (cost collector)

· Cost Center (Module – CO): cost organization

· WBS Element (Module – PS): Project

· Real Estate Object (Module – Flexible Real Estate): Building/Rental Unit/Land

· Work Order (Module – Planned maintenance): Maintenance order

· Format of Functional Area

· BAASSPPFF.ABCXXX 

· B – bureau indicator

· AA – budget activity

· SS – budget sub-activity

· PP – budget program element or earmark

· FF – future expansion

· . – separator

· ABCXXX – bureau ABC code

· FBMS ABC Crosswalk table demonstration

· Applicable FBMS interfaces:

· ABC/M interface

· How do we get access to this data? Extract to ABC/M database

· FBMS – one file for all bureaus; daily processes
· Generates extract file in current format of DOI’s ABC system

· Currently unit testing

· BW Extractor – Stan Curtis will cover this

· Hyperion Interface: the departments financial reporting interface
· Monthly process; separate files for each bureau

· Includes allocation process for certain bureaus

· Generate extract file in format of Hyperion

· Some testing done



	    Topic 5: FBMS Presentations: Performance (Richard Beck)

	· Targets/results
· Results data can come in as estimated data

· Report on results data (3 different ways)

· Different performance ($, miles acres)

· Can translate performance data 

· To degree that we have an integrated strategic plan

· System that performs configuration control: have system determine if reporting the same actuals through the project

· Setting targets (when doing the performance report are you reporting the same target?)

· Track and maintain the targets through the performance budget process

· Same thing with actuals
· If reported the estimated and preliminary values take track – maintain consistency 
· Combine different bureau inputs – work through the logic change

· If one bureau meets the goal/preliminary – integrate all goals across bureaus

· Switch between bureau and the department as a whole – input data once and use it for multiple projects

· Use data for putting together the budget and assessing programs

· Hoping to reduce time – rather than putting performance data in ABC – take budget info from one system and the performance data from the other to appear in one table

· Store multiple timeframes of data

· Various data types

· Separate target and actual aggregation
· Audit trails so know where the data is coming from 

· Accommodate those in the system - numbering format so can create index

· Configuration control – restrict and allow entry to data at the appropriate times

· Centralized administration tool for managing users
· Reports  - produce an integrated budget table – use a system to bring data together; able to store in the various stages – see how it is coming together

· Export to MS Word/Excel – ease flow of data

· Standardized for HR/Budget – other types of comparison for analytical capabilities

· Have data in different forms across fields/bureaus



	    Topic 6: FBMS Presentations: ABC/M Requirements (Dot Sugiyama)

	· FBMS ABC/M Module Capabilities from a cost perspective:
· Use info to make resourcing decisions

· Use info to manage work and programs (inform budget bill)

· Identify what it costs to perform our mission: end-outcome goals (EOG), Strategies by which achieve EOGs, cost of achieving intended objectives (measures) – will use this info to cost out our strategic plan objectives
· Meet bureau needs for management info about programs and work activities: integrated system for department and the bureaus

· What the ABC/M Module Should do from a cost perspective

· Display cost information by DOI work activity and bureau work activity

· Bureau work activities aligned against DOI activities

· Department and bureaus drill up/down through the activities
· Support both the program view and activity view of cost

· Show cost of support activities aligned against direct program work activities

· Show cost of support activities as support activities – irrespective of who is doing the work and where it gets done
· Calculate unit cost by activity 

· Do marginal costing: e.g. knowing what it costs to treat an acre of land for weeds – should be able to answer the question what would it cost to treat 3,000 acres of lands for weeds 

· Calculate minimal efficient workload: when is it no longer cost effective to continue performing a particular work activity

· Do trend analysis: how cost /workload changed by different time periods



	    Topic 7: Presentation of Plan to Develop ABC/M Working Model (Stan Curtis)

	· Bureau Involvement
· Involvement based on FBMS’s deployment schedule
· Identify a key contact person per bureau

· Keep the various partnerships informed and receive recommendations

· Keep FBMS bureau leads informed/bring budget community together and keep FBMS informed

· Keep the FBMS Executive Steering Committee informed and obtain their approval when needed

· Timeframe to configure

· Meet with each bureau starting mid-November through the end of February; look at systems and translate functionality from bureau to department
· Obtain 1-2 personnel with SAP BW-BPS, Business Warehouse, and ABAP programming skills

· Brief the various partnerships quarterly

· Complete model 6 months after go live of 2A bureaus

· Detail of plan content

· Determine current vs. future state for ABC/M and BPI at high level
· Create functional design specifications documents (FDS)

· Configure BW and BW-BPS

· Use existing master data from R/3

· Load appropriate test data

· Validate FDS

· Test the working model

· Document the test results

· Demonstrate the working model

· Identify lessons learned

· How deep will FBMS ABC/M working model reach – down to field office level/park/region?

· Down to field office level/park/region
· How far do we go and still provide financial flexibility to the bureaus

· Obtain bureau input on functionality of the system
· Do not want this process to be done in a vacuum
· Be flexible and structured – use structured process to build model; model must be flexible enough to meet business needs of Dept and bureaus

	    Topic 8: Demonstration of SAP Functionality (Stan Curtis)

	· Creating input screens and populating with data 

· Target setting/tracking/analysis of accomplishment

· Display of cost views and budget views

· Attributing ABC/M and performance records/fields

· Trend analysis



	    Topic 9: Questions and Answers (Panel – Dianne Shaughnessy, Richard Beck, Dot Sugiyama, Deb Carey, Stan Curtis – facilitated by Grant Thornton LLP)

	· When and how will performance data be entered and how will it be tied to the cost? 
· Will report expenditures on a quarterly basis; look at the performance during the fiscal year.  
· Concerns re: the timing differences between cost and performance. (When you have grants – the performance could be over 3 years – the expenditures will not be in synch with the performance of the grants?) 
· There are three different time frames of concern: 1) annual basis – target over 12 months, 2) cumulative value over multiple years, 3) looking at a future result of something that may happen in 5 – 10 years. (This refers to performance measures collected) 
· Concerns about quick timeframes. (What would be the usefulness of the system if you don’t have all the data?)

· We envision a system that brings information/data together over time; it will be up to the users to set up the right time frames
· As we go through the specifics we will make sure that we set targets for the appropriate time frame as we design tables how do we bring this information together 
· Need to understand what data in the system will need indicators

· Up to us [DOI and bureaus] to identify the right criteria for reporting; match up the right cost with the right performance time frame – that’s our job to give you that apple to apples comparison
· There is no single answer
· Identifying analytics that will work for individual bureaus
· Today’s presentation was meant to show you the choices that we have available to us.  We will work collaboratively with the bureaus to figure out the best solution for you

· Stan showed the system capabilities; he only showed one of many options that are available to us.  OSM, for example, will need to sit down with the department and decide and input into the system those capabilities needed for analysis.  
· With this system “going live” 6 months after BLM will “go live” – will we need to modify our existing system for those 6 months, or do we let our system languish during these 6 months?  This puts BLM in a quandary as to what to do with our existing system.
· Our goal is not to go live with the system until this system meets the requirements of the bureaus

· Need to determine this answer don’t know whether or not you will have to update your system

· What are plans going forward for incorporating the DOI strategic plan and the bureau strategic plans/measures? 
· Developing them in ABC/M –our intention is to bring all this information together to make these determinations; bring that information closer to our financial construct

· When will performance data be available? 
· These are not yet in the system; this meeting is a kick-off; right now the budget formulation module is not capturing any metrics

· Will FBMS allow for automatic extraction of performance data or will it be manually entered?
· We think we have the capability for the bureaus to feed the information.  

· Look at legacy systems, see if there is data can be used; summarized to some degree

· We need to understand what data the bureaus are currently using 

· Some of this data may need to be translated

· Hopefully there will not be a great deal of manual entry

· Idea will be to get to an integrated system and phase out the legacy system

· Will not operate the same way the bureau legacy systems do
· When will ABC code be entered? 
· Will come in through posting on core financial side

· Applicant pool and labor planning deferred until when? 
· October 2007 for the 1st 3 bureaus; captures financial transactions no performance metrics  

· When will ABC/M go live? 
· Working model will go live 6 months after 2A bureaus are up on FBMS
· How do ABC outputs and performance measures link up? How will costs and out year issues be handled?

· Are taking into consideration that the ABC outputs may or may not be the same as they are on the performance side; need to address how the ABC/M outputs marry up to the performance outputs
· Need to determine how to address out years and unit costing
· There are business rules and interrelationships that have to be addressed

· All the bureaus will be apprised; want the bureaus to be engaged in the process

· Will Hyperion be used? Frequency of data and reporting? Will Crystal be used?

· Hyperion will stay in place as it is now 
· growing consensus that we will need to lay a consolidation tool onto the BW

· easier to buy this off the shelf than construct this; as it stands now, will be mapping the data into Hyperion
· Crystal may be useful for in some instances – the process of producing reports will be more difficult than they are today; don’t want to do something more inefficient than our current process
· We have 3 basic reporting tools:

· can report using a web analyzer (benefit – no footprint)

· BEX analyzer using excel; will need if you don’t have web access

· Crystal reports; will use if your reports require specific formatting

· What is the date for the system to be up and running? (ABC module for all bureaus) 
· March 2007 for working model; need time to test the functionality of the working model, no specific date set yet.
· How will ABC/M module be deployed (FM, FFS, other)?

· The intent is to develop the FBMS/ABC/M system to move out from Calibre.
· The working model will be up in March 2007 given current FBMS deployment schedule; that being said we may still need to enter some robustness into the model

· Don’t want to impact FBMS; it may become a business decision to send files directly to FBMS from FFS.  This is beyond this community here.

· Can we generalize/combine activities/measures across bureaus?

· What I think is missing from this discussion is how we address the difference between the department and program changes.  Use the model in performance metrics – there is a lot to think about at the high level

· Look at performance at the working level; the degree that we have bureaus participating; we have to link from the program level to the department to the policy level – want to find some perspective.  Not only demonstrate information at the policy level – helps law makers see national goals.  This is something that can be very powerful for us.  Bring projects up to the policy and department perspective.
· Different managers need different things; will provide us different views of the data; the user of the data will understand what aspect of the data he is looking at.  We can get the data we need for the needed purpose 
· Is there going to be any type of workload analysis to support this system?

· Don’t think it will create any additional workload; should be able to leverage a lot of work that has already been done; 
· Place your budget information in once, performance information in once.  

· Have to put performance info in an ABC module – will improve consistency; not sure how long it will take; will integrate info/ enter data once
· If you have any further please post them on the website: www.doiu.nbc.gov/abc/; all questions must be in at the end of this week



