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Introduction

Hitachi Consulting has been a leading provider of business and IT services to
major Aerospace and Defense (A&D) companies for over a decade. In working
with major A&D companies, Hitachi Consulting recognizes that Program
Managers have common program data visibility needs and challenges. Based on
this common issue faced by many Program Managers, Hitachi Consulting

developed a new approach to disseminate necessary program information

across A&D organizations. The team utilized significant Business Intelligence
technology expertise to develop an approach to implementing Program Visibility
solutions as well as a template Program Visibility solution designed to jumpstart
dashboard and analytics projects. This solution approach is focused on
addressing those information needs of the CEO, SBU, PMO leadership, and for
Program Managers to quickly and easily gain visibility into key program metrics
across and within programs.

Business Problem

As a result of customer pressure to more closely track programs, Aerospace
and Defense organizations have an increasing need to more quickly and
accurately track program status, enable timely decision making, reduce manual
reporting efforts, and ensure common program analysis procedures and metrics.
Many A&D companies struggle with the ability to meet this need based on a
variety of process and infrastructure related issues, including data housed in
disparate applications.

Key challenges faced by A&D leadership, including Program Managers, when
trying to understand, analyze and report on the real-time status of a program
include:

Increasing customer program reporting requests causing increased program

management costs

The inability of Program Managers to deliver timely information to executives

and customers resulting in potential program overruns and low customer
satisfaction ratings

Lack of a standard Program Visibility environment due to:
o Silo’d business systems and
o Disparate reporting environments and toolsets
o Lack of a standardized Bl/enterprise reporting infrastructure
o Lack of data management policies and procedures

o Diverging metrics definitions for the same measurement within
different programs

Inaccurately reported statuses
Unrepeatable processes

Lengthy manual processes, resulting in increased costs for maintenance
and program tracking

These challenges cause significant business problems. A&D companies are
committed to increasing revenues, decreasing program costs and, most
importantly, improving program performance. It is imperative that A&D
companies solve their Program Visibility issues and improve their ability to
accurately track and report on program data.
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Solution Approach

Given that many of the pain points, requirements and business systems are the

same across Aerospace and Defense organizations, a quick review of the

current state of an organization’s access
can be conducted. This current state assessment is then used to perform a gap

analysis on differences that may exist between the template Program Visibility

solution requirements and architecture in order to architect an overall solution

that meets company-specific requirements.
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Hitachi Consulting has gathered significant Intellectual Property (IP) surrounding
Business Intelligence (BI) solutions focused on A&D program management,
including a Program Visibility solution template, requirements, Extract Transform
and Load (ETL) processes, data models, and a robust Bl methodology. Hitachi
Consulting brings this IP to each A&D Program Visibility project, which greatly
increases the overall speed at which a useful solution can be implemented.

Current State Assessment

The current state assessment consists of the following steps:

e Identify current program visibility pain points: In an organization without
a properly deployed Bl solution, there will be many problems gathering,
processing and reporting valuable information. In order to effectively meet
user needs, it is important to identify and understand all the existing pain
points

e Further define and customize business requirements: Business
requirements for Program Management reporting are similar across A&D
organizations. As part of the current state assessment, it is important to
validate common business requirements and identify new requirements
where gaps may exist

e Identify and map necessary data sources: A&D organizations have many
different choices in terms of managing their transactional data within Cost,
Schedule, Technical and Risk areas of their business. Each organization will
need a fully documented data source environment prior to being able to
establish a Program Visibility solution capable of delivering the necessary
reporting/dashboard metrics to users

e Identify integration points: As part of the Bl solution, there is usually a
need to integrate certain processing and data sources with one another.
These integration points will, eventually, need to accurately map necessary
data to the corresponding reporting environments, such as Data Marts, on a
scheduled basis

e Understand the appropriate reporting infrastructure: Depending on the
existing skills and toolsets existing within the company, it is necessary to
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pick toolset(s) that will fulfill the needs of the entire program management
community. This may require the retirement/merging of some toolsets with
more robust Bl tools

e Implementation Plan: A key deliverable of the current state assessment is
a detailed plan on how to move forward with improving the Program Visibility
solution. The implementation plan will contain scope, schedule, resource
requirements, dependencies, high-level solution architecture and cost
estimates

Current State

(" Define Pain Points
» Overall Program Visibility
« Lack of Timely Information
+ Problems Delivering on
Schedule
\_* Functional Limitations

/ﬁenne Requirements
* Define Roles and Visibility
Requirements

+ Define KPIThresholds

* Define Ad-hoc/Analytical

Reporting Requirements
» Define Bl Infrastructure

Implementation Plan

+ Define Scope

* Create Schedule

« Identify Resource
Requirements

Infrastructure

+ Data Warehouse

« Data Marts

* OLAP

« Dashboarding/Reporting
« Ad Hoc Analysis

= Gap Closing Roadmap

Data

* Identify necessary data
sources

+ Ensure quality of data

» Establish common data
metrics/rules

Skills

» Knowledge to deliver

+ Technical ability to deliver
+ Business context

Implement

* Best Practices Based

* Build on Quality Data

* Ensure Solution
Integrity

Consume

+ Common Business
Rules

* Intuitive

+ UserTraining /
Education

Transition

» Solution Layers
+ Extensibility

« Govemnance

* Estimate Cost

Gap Analysis and Solution Design

This phase focuses on analyzing any functional gaps which may exist between
defined requirements and Hitachi Consul tir
Visibility solution and design of the full solution. This phase includes:

e Metrics: Establishing common business metrics, including definitions and
calculations

e Data Mapping: Identifying and mapping PMO data sources and elements
necessary to populate the pre-defined PMO Data Mart in support of defined
metrics

e Data Quality: Determining the overall data quality of the identified data
sources

e Data Architecture: Identifying and designing the necessary data
architecture necessary to deliver the overall reporting solution

e Data Loading: Designing the necessary Extract Transform and Load (ETL)
procedures

e Report Delivery: Designing user experience elements, including dashboard
design, report layouts, Bl tool usage for analytical reporting, etc.

e Infrastructure: Designing the necessary Bl infrastructure required to
support the planned Program Visibility solution

e Support Staff Training: Identifying support and development staff,
analyzing overall Bl capabilities and toolset experiences and creating
necessary custom training and transition materials to give Bl staff the
necessary knowledge to support and maintain the Program Visibility solution
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Solution Implementation

This phase focuses on the development, testing and deployment of the Program
Visibility solution. In addition to the typical development, testing and deployment
activities, Hitachi Consulting recommends several additional activities common
in many Bl projects:

e Implementation of Data Quality procedures: Most organizations require
data cleansing procedures to eliminate poor quality data which may have
been introduced in transactional systems. The Bl environment should take
advantage of Extract Transform and Load procedures to eliminate and/or
reduce data quality issues

e Common rules-based calculations and metrics: By utilizing common
calculations and metrics to implement reporting environments, accurate
information is delivered to the program management users

e End-User training: Depending on the end-state reporting solution, users
will likely require additional training to interface with reporting tools. As part
of the implementation phase, training materials should be developed and
user training should take place prior to deployment of the solution. This will
help to increase adoption of the Program Visibility solution

e Transition and Governance support: While implementing the Program
Visibility solution is the prime objective of this phase, this phase will also
focus on defining and implementing a governance team to help maintain the
solution during and after implementation as well as fully defining a support
model which will ensure the solution is maintainable and extensible

Platform

Hi t achi Consulting’s template Program Vi si
using a Best Practices based Business Intelligence platform, leveraging highly

functional capabilities that exist in most Aerospace and Defense corporate

environments. By developing the template Program Visibility solution on a

common technology platform, Hitachi Consulting was able to:

e Provide an easy-to-use, integrated and common set of development tools
based on common functionality and development environment

e Put the power in the hands of Program Managers by exposing data cubes,
enabling the user to slice and dice the data many different ways to answer
guestions quickly

e Automating data integration procedures, which re-load reporting data on a
scheduled and close to real-time basis that matches the data needs of
program managers

e Consolidate many disparate reporting systems and reduce operational
costs. Utilize tools that will satisfy static reporting needs and analytic tools to
provide a more integrated and dynamic reporting environment

e Increase employee productivity by reducing the number of reports/systems
needed in the review process, making information easier to find, and
introducing better data analytics capabilities

e Ensure appropriate performance SLAs are met by defining common
dashboard scorecards

e Improve reliability of systems through disaster recovery planning and
automated backup processes enabled through portal and database
technologies

e Provide a consistent architecture to support Bl best practices and encourage
extensibility leading to more reuse of existing reporting data
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The Benefits

Benefits experienced by implementing a robust Program Visibility solution within
an organization are separated into two categories:

e Program Visibility business benefits introduced via more real-time access to
actionable program status data

e Information Technology (IT) benefits introduced by having a robust,
integrated Bl platform with which to continue to extend to other groups within
the organization

Program Management Benefits

There are several Program Management benefits associated with implementing
a robust Program Management Visibility solution. Organization-wide, improved
program visibility enables CEO, SBU, PMO and Program Managers to better
manage programs and resources, improving program performance. This
improvement can be experienced through increased visibility, accurate and
timely reporting, and risk-assessment capabilities using common program data.

Gain Visibility into Key Program Metrics

Having the ability to deliver key program metrics at different levels of granularity
depending on the audience enables each management user group within the
organization to act on information rather than react to issues surfacing as a
result of program budget overruns, supply and build issues, and customer
perception.
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Accurate and Timely Information

By providing accurate and timely information to CEO, SBU and PMO leadership,
and Program Managers, an organization can improve overall program
performance by:

Providing a one-stop dashboard environment for program managers:
The Program Management Visibility solution provides a dashboard

di splaying an *
Schedule, Technical and Risk categories. If one area of the dashboard is

trackinga “red | ight,” a program manhager

more details about the potential problem

Identifying potential problems before they become issues through
leading indicators: Program Managers need to have the ability to identify
potential issues quickly and prior to issues causing program overruns or
delivery problems. For example, if a Program Manager is automatically
notified that there were materials ordered that have not been received and
the need date for the materials is approaching, they would be able to react
to that issue by researching what is causing the material delay and
potentially resolving the problem

Automatically reporting status to executive management: In advanced
implementations of Program Visibility solutions, monthly data on program
health is reported in monthly PMR meetings in an automated, streamlined
fashion. This improves executive-level confidence in the quality of the data
and the program management functions

Providing Consistent Reporting of Data across Programs: By reporting
program health data in a consistent fashion that is based on a common set
of sources and a common platform, the program management team can
ensure their attention is focused on those programs in greatest need of
attention. This ensures maximum resource utilization across programs

Manage Financials and Assess Risk

The ability to analyze the financial health of a program and assess the potential
risk of program overrun, schedule impacts and scope control is the key to the

at a glance” view of

overall success of a program. For example, without the ability to accurately
identify which program is at risk

and

engineering, materials, and manufacturing areas to identify what is causing the

problem, a program manager is subject to relying on individuals within the

program delivery group to manually identify the problem, accurately report the

issue and then act on a proposed return-to-green plan.

Implementing a Program Visibility solution that has the ability to report program

health at a summary level and then enable the users to drill into the at-risk
programs to identify detailed issues causing the problem(s) gives program
management the ability not only to identify a problem(s), but also propose a
solution and delegate the correction of program issues to the appropriate
program team members.

Reduced Manual Labor

Customers are demanding additional program health information, driving up
program management costs within the A&D industry. In programs without a

robust, integrated Program Management Visibility solution, personnel are forced
to perform many manual and, oftentimes, unrepeatable steps to produce reports
that fulfill customer and program management information demands. By creating

a robust, integrated Program Management Visibility solution that is based on

common metrics and business rules across the organization, users are no longer
forced to manually reconcile report information or question the overall integrity

that often accompanies manually produced reports. As a result, program

leadership has more time to act on valuable information rather than determining

S umn
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if the reported data matches what they are seeing in other systems throughout
the organization and continually reconciling potential differences.

Information Technology Benefits

As a result of a well-implemented solution, the Information Technology team can

begin to work on value-added data integration and overall architecture efforts

rather than reacting to data integffity i ss:s
data requests, and system performance problems. This is achieved through

enabling Program Managers and other business users to self-serve their data,

information and analytic needs while IT focuses on the data integration,

architecture and change management. IT resources can truly shift from a lower

value support role to a solution implementation role within the organization.

Similar to their business counterparts, IT will experience reduced maintenance

and deployment costs, improved productivity and better controls.

Lower Cost Deployment and Support

Many organizations grow their Program Visibility solutions organically based on

the business need for data at a given point in time. These solutions are then

modified and reused over time based on additionalb usi ness need or a
approach to development based on the need to support high-profile programs.

While functional, these types of Bl solutions eventually cause an influx in

maintenance costs as well as inability to support the increased business demand

for accurate timely data.

By building a Bl solution based on pre-defined business needs, tried and proven
Bl Best Practices, and an enterprise-wide roadmap, IT organizations can
significantly lower deployment and support costs.

Standardized Platform

In addition to having disparate visibility solutions, many organizations also have
various Bl toolsets and platforms existing in their organization. This leads to the
need for additional skills for development and support activities, a reporting
environment that is not integrated and confusing to users and an increased cost
for software licensing and hardware.

By standardizing on a single technology platform or reducing the number of BI
tools required within an organization, IT departments can eliminate the cost of
maintaining additional software licenses and hardware. In addition, the overall Bl
solution will appear more integrated to users and reduce the need for
development and support resources that specialize in multiple Bl platforms.

Centrally Maintained and Consolidated Data

As mentioned in the business benefits, a well-architected Bl solution will pull all
necessary data from one source of truth. This ensures that when data is created,
updated or deleted within the transactional business system, that data will
automatically update the central reporting environment displaying the
corresponding business data.

Also, by pulling data from a single source and putting that data into one central
location for consumption, that data can be reused by future projects without the
need to re-create the data retrieval process. When all Bl solutions are being built
on the same business data, accuracy and common business rules are also
inherently enforced at the base level.
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Summary

As pressure increases for Aerospace and Defense organizations to provide
accurate program health metrics to customers as well as internal program
management resources, there is increasing need for robust Program
Management Visibility platforms able to quickly and easily scale to meet the
needs of the organization, drive down costs and improve program performance.

Many Aerospace and Defense organizations are turning to Hitachi Consulting to

provide the expertise to plan and implement a Best Practices-based Program

Management Visibility solution. With the template Program Management

Visibility solution, Hitachi Consulting has created a program-focused Bl solution

which enables Aerospace and Defense organizations to plan and implement a

“quick win” solution, enabl i nognorBtimelgr am Mar
key program data.

About Hitachi Consulting Corporation

Hitachi Consulting is the global business and IT consulting company of Hitachi
Ltd., and a recognized leader with deep industry, business, and technology
experience.

From business strategy development through application deployment, we are
committed to helping clients quickly realize measurable business value and
achieve sustainable ROI.

We offer the agility of a smaller firm, the stability of larger firms, and the
innovation that comes with being part of Hitachi.

About our Aerospace and Defense Community

Hitachi Consulting has management consultants with Aerospace and Defense
experience, working in the following areas:

e Business Intelligence

e Enterprise & Strategic Application Integration

e  Procurement Sourcing Solutions

e Proposal Pricing Automation

e Strategic Enabler Application Development

e Enterprise Applications (Microsoft, SAP, Oracle, Lawson, etc.)
e Business Process Redesign

e  Supply Chain Optimization

e Enterprise Information & Knowledge Management

e Materials & Manufacturing
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