Measures of Effectiveness (MOE)/Post Implementation Review (PIR) Sub-Team

Questions 

For Clinger Cohen Act (CCA) Mission-Oriented Outcome-Based Performance Measures Element

	Question
	Performance Measures 
	PIR

	Who are the customers?
	User; Functional Sponsor

Component CIOs, DoD CIO, MDA
	User; Program Manager; Functional Sponsor

	What are their requirements?
	Defined outcome-based performance measures based on required capabilities

· In this case, the PMO is a product supplier to the CIO’s office.  In turn, we are providing a service to them in helping them. (that is often the as-is)

	Metrics used to assess accomplishment of mission-oriented goals 

Functional Sponsor (Complete PIR Plan), PM (Complete testing required by PIR Plan), Users (User Surveys, Satisfaction)

	Are they measurable?
	Not until metrics are defined to support performance measures

Note that both objective and subjective metrics can be measured


	Metrics must be measurable



	How were customer requirements determined?
	Functional Analysis/Functional Gap Analysis

Approved by JROC in ICD or DBSMC in Business Case
	Metrics developed form performance measures defined by the functional sponsors and users.



	What are the key success factors for requirement being achieved?
	Approval requirements with defined performance measures and path for identifying metrics

Understanding what is required by:
· Issuing a study charter 
· Developing a study plan
· Assembling a competent study team with analytical modeling and experimentation support
· Access to UJTLs, operational and functional concepts and as-is functional area assessment
· Characterizing the need in terms of outcome measures

· Recommending materiel and non-materiel approaches 


	Feasible/Easy collection of metrics

Metric evaluation methodology

Feedback/Improvement process

· Draft PIR Plan is written at MS B, so the PM is aware upfront and early what meets the system requirements.  



	What is a requirements defect (What can go wrong?)?
	Capability/functionality need may change

· Getting the PMO to see the larger picture beyond immediate program concerns
Outcome measures are missing in JROC approved ICD; are not solution independent(are KPPs/KSAs); do not reflect the scope of the problem/needed capability.


	Metrics too costly to collect

Metrics don’t adequately measure outcomes

Inadequate feedback/improvement processes

PIR Plan is not written until FRPDR, by then it is too late.

	What is the impact of requirement on the program?
	Basis for Analysis of Alternatives (AOA) and PIR metrics

· Theoretically, a good set of OPMs help the program as well as those with oversight responsibilities.  Practically speaking, the PMO finds the whole thing to be a pain.

· Ensures meeting the requirements under specified conditions.  Tells the PM what he has to do to meet the requirements.

Basis for system engineering development of solution requirements (KPPs and KSAs) 
	Assesses success of program to provide needed capability and the degree to which a needed capability has been achieved

If capability not fully met, informs the Functional Sponsor and PM regarding design options in subsequent program increments



	What is the requirement impact on the customer?
	Makes Functional Sponsor do work up front; provides measures for user and enables the CIO to carry out Title 10 obligations

	Method to document acceptability of program outcomes

Assess continuing capability need

Facilitates statutory requirements

	What is requirement relationship to acquisition process?
	Input to MDD, AOA, Economic Analysis (EA) Acquisition Strategy (AS), and PIR

Milestone decision support
	Defined during development

Implemented after deployment

	What is the process/work flow to determine compliance?
	Availability of approved performance measures and path toward metrics

· From the program to me, from me to our SMEs, back to me, and then to the PMO for revision, as many times as is necessary.  After I have approved, it goes to the Dep CIO for official approval/confirmation. 

· Establish MOE

· Where are we (Did we get what we needed?)

· Where do we want to go (ID areas for Major Change)

· How did we do (Access Outputs and Impacts)

· How do we get there (ID Recommended applications)


	PIR plan in evidence at Milestone B or C and required by statute at final milestone

	Who are the key stakeholders?
	User; Functional Sponsor; Joint Staff, CIO
The key stakeholders are the Functional Sponsor, Operational Test Agency, User Representative, Domain Owners.


	User; Functional Sponsor; Program manager. CIOs

	How long will they be involved in the project?
	During entire program/portfolio lifecycle
	During analysis, development, through deployment and use and various assessments

	Who should be on the team?
	User, Functional Sponsor, Joint Staff, analytic/modelling support and program manager representatives


	User, Functional Sponsor, Joint Staff, and Program Manager representatives

	What have been the key lessons learned to date (if any)?
	Need to start early with functional analysis

· Better guidance needed and stronger approval/oversight up front in JCIDS project. 

· No one knows who the functional sponsor is.  KPPs are used as MOE’s 
	Unknown

.  PIR is not done, because they are not aware of the requirement.

· Planning cursory

· Planning too detailed

· Needed resources not lined up

· Reports written by the #



	What kinds of barriers/obstacles need assistance to be removed?
	Requirements process update

· Probable reluctance on the part of initial reviewers to change/strengthen their processes.

Clarify MOE requirements in the JCIDS


	Costs for metrics collection and evaluation

Restructure process to write draft plan at MS B, and Final Plan at MS C and PIR at FRPDR.
Implement PIR in the JCIDS

	What are the top three issues experienced by those completing the requirement across the product life cycle?
	Lack of early involvement

Lack of defined performance measures in requirements documentation

Lack of understanding of outcome-based performance measures

· MOEs were not developed at project initiation, now they are left years later to the PMO staff.

· Original documentation was approved with inadequate MOEs

· Current PMO staff doesn’t understand what is required, e.g., the difference between MOEs and KPPs, and they weren’t there when original MOEs were developed or when program was conceived.

1. Functional Sponsor is not readily identifiable.

2. KPP’s are used as MOE’s
	Lack of performance measures and metrics to be collected

Lack of plan for PIR

Lack of resources to accomplish PIR

· PIR plan is not completed at MS C

· No Strawman/Outline of what is required in a PIR Plan, lending to a two page document that contains minimal input..



	How often does the issue occur?
	Most of the time

· This problem occurs in almost every CCA Compliance Report that we see,


	Most of the time

	What entity/agency causes the issue?
	Functional Sponsor, Joint Staff and Program Managers

· The initial problem is probably caused by two groups, i.e., the original PMO that was interested in getting the program started, and the office/agency that approved the ICD or other document containing the MOEs.


	Functional Sponsor, Program Manager, and users

	How often does the entity cause the same issue?
	Most of the time
	Most of the time

	What effect does the issue have on the work being conducted (How is the issue felt?)?
	Program managers required to force-fit performance measures into existing approved requirements

· This is the CCA element that takes up most of the time in preparing the CCA Compliance Report.  Most staff/contractors don’t understand it, there is a great deal of back and forth and phone time spent on it, and I am guessing that most PMs could care less as their program is progressing.  As a result, resources are allocated away from other activities that also must get done.

1. Takes time, to identify the functional sponsor, or have the functional sponsor own up.


	PIR not accomplished

· PIR Plan is not developed at MS C, or at all, and unable to determine if the user actually received what they wanted.

Lack of an Outline with explanations of required data fields.  This makes it difficult to know what information is mandatory or required in a PIR.  

Potential PIR activities listed in the DAG do not identify what are mandatory activities, such as ROI data, or which of these activities are required.   

	How long does it take to correct the issue?
	Months…(?)

· It could take weeks and months.

Unknown


	Unknown
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