
Support Services Specific Information – REF80XXG

Scope

This document facilitates utilization of the PMBP for all support service organizations.    In connection with support services, ER-5-1-11 defines two types of work.   First, a program is comprised of recurring services for external customers or internal support services.  Second, a project has a defined scope, quality objectives, schedule, and cost.  Internal services are discrete projects when they are non-recurring or of special significance.   
Policy

ER 5-1-10, Corps-Wide Areas of Work Responsibility [http://www.usace.army.mil/inet/usace-docs/eng-regs/er5-1-10/entire.pdf]

ER 5-1-11, U. S. Army Corps of Engineers Business Process [http://www.usace.army.mil/inet/usace-docs/eng-regs/er5-1-11/entire.pdf]

ER 37-1-24, Operating Budgets [http://www.usace.army.mil/inet/usace-docs/eng-regs/er37-1-24/entire.pdf]

ER 37-2-10, Accounting and Reporting – Civil Works Activities [http://www.usace.army.mil/inet/usace-docs/eng-regs/er37-2-10/part1.pdf]

Responsibility

The Program/Project Delivery Team (PgDT) is responsible for  

· Monitoring the performance and management of their organization's budget; these PgDT members will normally be individuals often referred to as a Director, Office Chief, Resource provider, or Program manager  

· Developing and executing an annual budget to deliver quality services and support; the PgDT may also consider the development of a separate PMP for individual missions or initiatives in order to better define a specific scope/project, schedule and budget/resources required

Distribution

Program Delivery Team (PgDT)*
Ownership

The BP/P2 Configuration Manager is responsible for ensuring that this document is necessary, that it reflects actual practice, and that it supports corporate policy.

System References
Acronyms and Glossary – REF8000G [REF8000G]

Activity/Schedule Development – PROC2030 [PROC2030]

CEFMS Users Manuals Online [http://rmf31.usace.army.mil/cefmsdoc/]

Operating Budget – PROC6001[PROC6001]
PMP/PgMP Development – PROC2000 [PROC2000]
Resource Estimate Development – PROC2040 [PROC2040]

Methodology

This document describes the foundation required for PgDTs to operate within the PMBP utilizing corporate automated information systems, such as P2 and CEFMS.    This document supports the goal that ‘all work’ will be accounted for within P2, allowing for an accurate picture of a District’s projected workload and regional roll-up capability.  

Work Breakdown Structure (WBS) Concept

A Work Breakdown Structure (WBS) is an outlined approach to completely define the scope of a project or program.  The WBS is created by breaking down the scope of the work into definable work elements.  This provides a hierarchical structure that serves as the basis for defining scope and deliverables, estimating needed resources, developing the schedule, and collecting resources/costs incurred.  The WBS also becomes a planning tool which is used in developing and evaluating other project information, such as project risk and performance measurement.   

As part of the nationwide PMBP effort, a WBS template for Support Service projects/programs has been developed.  This template is subdivided according to the five phases of a project lifecycle:  Initiation, Planning, Execution, Control, and Closeout.  These major categories are subdivided into lower tier elements for further assistance in the work breakdown.  A project (a non-recurring effort with a defined start and finish) should have at least one element of each of the five project phases.  A program (day to day job responsibilities; recurring activities) should also have each of the five phases with the primary emphasis being on the execution phase.  

The support services WBS template was developed as part of an effort to assure consistency across projects and to try to give the Support Services organizations a “model” for initiating and tracking their projects/programs within P2.  This tool will allow for a more methodical, detailed mechanism to assist in the management of these efforts.

WBS

	Initiate
	

	
	Work Acceptance
	

	
	Receipt of Funds
	

	
	
	

	Planning
	

	
	PMP/PgMP
	

	
	CY Planning/Programming/Budgeting
	

	
	FY Strategic Planning/Programming/Budgeting and Evaluating Core Competencies
	

	
	Identify Performance Measurements/Tools (Examples:  TAPES, CMR, etc.)
	

	
	All Other
	

	
	
	

	Execute 
	

	
	Policy/Procedure/Practice
	

	
	  Develop
	

	
	  Review
	

	
	  Disseminate/Implement/Execute
	

	
	  Issue Additional Guidance (Examples:  Consultation, interpretation, waiver, or variance to requirements)
	

	
	  All Other
	

	
	Acquisition and Purchasing (Examples:  VISA program, CT acquisition plan and contract awards/modifications, IM IT equip purchase plan, etc.)
	

	
	Collecting, Interpreting and Disseminating Data (Examples: Access to Enterprise Management Information available to USACE & Stakeholders)

	
	Functional/Technical Expertise - Day to Day duties, Performing Project Scope and Customer Consultation (Examples:  job duties, monthly meetings [PBAC, PRB. team], etc.,)
	

	
	Liaison with Other Public and Private Sector Offices/Agencies/Organizations (Examples:  field/site assistance visits, IG, QAA's, GSA, etc.)

	
	Admin Support (Examples:  Filing Systems, Personnel issues [hiring, retiring, counseling, etc.)
	

	
	Property Management (Examples:  hand receipt holders, personal/real property managers, reconciliations, asset management, etc.)

	
	Training (Examples:  labor, tuition, on-site training or travel cost while on training)
	

	
	Travel & TDY (Examples:  labor or travel cost while on TDY status)
	

	
	All Other
	

	
	
	

	Control-Performance Measurements - Operational and Strategic
	

	
	Assess/Execute/Interpret Measurements (Examples:  TAPES, CMR, etc.)
	

	
	Lessons Learned Captured throughout the entire Business Process (Examples:  initiate, plan, execute, closeout)
	

	
	All Other
	

	
	
	

	Project Closeout Activity
	

	
	Execute Closeout Processes 
	


DESCRIPTION

The idea was to provide a list of activities that would were common across all the support offices, not provide an activity for each office.  The following further defines each activity and example listed above. 
INITIATE

Work Acceptance – This would be used as a milestone to identify the work that has been accepted either by approval of the Operating Budget or through the work acceptance process.

Receipt of Funds – This would be a milestone for support services when funding is received upon approval of the command operating budget or by the acceptance of customer orders.
PLANNING

PMP/PgMP – according to the ER 5-1-11 all work is a project in the USACE.  All projects must have a project/program management plan in order for work to be accomplished, support services included.  Cost scheduled and associated with preparing or reviewing these documents may be costed here.

CY and FY Planning/Programming/Budgeting and evaluating Core Competencies – all offices have some sort of planning/programming/budgeting requirement.  Operating budgets are submitted, Manpower reports are completed, workload analyses are completed. IM offices provide plans for replacing IT equipment so that offices may budget and schedule for them.  

Identify Performance Measurement/Tools – each office is measured individually or collectively by some process, such as CMR.  Employees are measured annually via their TAPES.  RM offices report monthly on CFO issues via online matrix and scorecard.  

EXECUTE

Policy/Procedure/Practice  – all offices either develop, review, disseminate/implement/execute or issue additional guidance.  Guidance may come from many avenues such as HQ policy, ER’s, or a local district/lab/office SOP.   

Acquisition and Purchasing – all support offices do some type of acquisition and purchasing, not just contracting.  Usually each office has a VISA card holder.  There’s also an acquisition planning team that includes members from G&A and technical offices that work together to provide an acquisition strategy for the entire district/lab/etc.
Collecting, Interpreting and Disseminating Data – providing customers/stakeholders information enterprise-wide either electronically or verbally.

Functional/Technical Expertise – this was added to capture day to day activities for all support offices.  RM functional and technical expertise may be certifying funds or balancing a cost share project.  CT may sit on a board or committee where contract knowledge is essential.  IM may be installing new servers.  All of these things are each support offices functional/technical expertise. 
Liaison w/ Public – there are times when individuals in support offices other than PAO could have interaction with the public.  Most project teams now incorporate team members from the support offices.  Sometimes public meetings are held.  Contracting personnel interface with the public often.

Administrative Support – all support offices do some type of administrative work.  We were providing a place to capture this cost for all type of administrative work – not just personnel related issues.  Some offices have secretaries devoted almost completely to this type of work.  Administrative support could encompass everything from timekeeping to completing personnel actions.
Property Management – every office has some sort of property management.  Every hand receipt holder has to inventory their property yearly.  RM personnel have to do bi-annual real and personal property reconciliations working with both RE and LM.  This general heading “property management” encompasses everything from asset management to inventories.
 
Training – this was given due to the changes with P2.  It is our understanding that P2 will not require WCE’s to be utilized.  Currently the WCE “TRNG” is available to track all cost associated with training (tuition, travel, TDY, etc).  We also have the ability to track training tuition cost via resource code “Tuition” however, the travel and TDY cost associated with the training would be lost without the use of the WCE because the system automatically uses resource code “Transper” for travel and TDY cost.  With the possibility of not all district’s choosing to continue the use of WCE codes we added the Training WCC (Activity) to continue capturing the cost.

Travel & TDY – this was added so that cost for travel and TDY could be distinguished from the travel and TDY cost associated with training.  As explained in the example above, if you would pull cost based on resource code “Transper” the travel and TDY cost associated with the training would be included. 

CONTROL-PERFORMANCE MEASUREMENTS – OPERATIONAL AND STRATEGIC

Assess/Execute/Interpret Measurements – Operational and Strategic- This was added to include individual TAPES assessments and items that provide a means of performance measurement like Command Management Review (CMR), etc.

Lessons Learned Captured throughout the entire Business Process (initiate, plan, execute, closeout)

CLOSEOUT

Execute Closeout Process – this item was added for support services to cover some items that may not be reoccurring but performed by a support service.  There are some support service offices that have standard close out process that must be followed for end of year.

All Other – this was added to catch something that cannot fit into the above areas.
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