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	US Army
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	703.695.5768
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	703.693.9346
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	Matt.beekman@rgsinc.com
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	IBM/CNI
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	Pat Toomey
	USMC
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	toomeypf@lejeune.usmc.mil

	Norm Frause
	Boeing
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	Norman.l.frause@boeing.com
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	305.415.6710
	smersel@d7.uscg.mil
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	USCG
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	gagnier@comdt.uscg.mil

	Mike Sim
	USCG
	510.437.5717
	msim@d11.uscg.mil

	Sylvester Worthen
	US Army, Alaska
	907.384.1181
	Sylvester.worthen@us.army.mil

	Bob Misch
	IBM
	703.653.3663
	Rmisch@us.ibm.com

	Ramsey Tanbam
	IBM
	703.201.6837
	rtanbam@us.ibm.com

	David Robinson
	Navy Aviation Force Element Group, Royal Australian Navy
	(02) 4424.1572
	Dave.robinson@defence.gov.au

	Michael McCain
	USAF
	8520-882-5104
	michael.mccain@eglin.af.mil

	Thaddius Panik
	Grant Thornton
	703.837.4478
	Thaddius.panik@gt.com


Introduction

· Dave presented the Time Line

· It’s important to think about next steps (e.g., web site vs. book or blue book) now because our approach will change depending on the outcome we want to achieve

· Comment: we need to put the September meeting on the agenda. 

· Location in DC is perfect for inviting senior service cost leaders. 

· Since it is piggybacked on with the Cost Summit, may want to present there.

· Navy and Army efforts have consolidated and are now enterprise-wide

· Previous Coast Guard reps are rotating out (replacements are in attendance)

· Please read Catherine Stenzel’s report on the web site if you haven’t yet

· Reviewed guiding principles

· Message for survey participants: please continue

· Lit search: folks from NPS are not here this quarter. Dave will email them to see what they have

· Team structure reviewed. Team leads meet with Dave to confirm members on Wednesday (Complete)
· Survey/Case Study teams are different from writers

· Dave reviewed “March ASIG Outline” presentation and competition for Federal $$ as the biggest reason to do CPM. We need to be focused up front and ahead to be ready when the time comes

· Performance is everywhere – GPRA, rebuilding title 5, etc. Key question is that now that we have performance information, what will we do with it?

· Jason presented “Q1 04 Implementation Study Team Presentation”. An updated version is included in “March ASIG Outline V3.ppt”
· Bob Little Survey Team:

· Decided to go with survey

· Deadline for survey 15 March for responses

· Functional level survey: 7 from Army, 7 for AF, 13 CG, 26 MC, 0 from Navy (IBM/RGS push to right people). 13% Army, 13% AF, 49% MC, 25% MC

· Commercial website is good for six more months for survey completions

· We need to come up with a recommended approach to move forward

· Biggest hurdle (development and dissemination) is over

· Data goes into Access and can be exported into Excel. We have good raw data. Need manipulation to get cross sectional data and query capability

· When do we cut off respondents and move forward?

· Dave: we want information from old initiatives that died or got superseded just for information. No negative or potentially embarrassing results will end up in the book. We need to encourage getting a balanced survey that includes “non-successes”.

· We have an hour per chapter and then move on.

Chapter Review (See March ASIG Outline.ppt)
· Skipping the introductory chapter

Chapter Two Readiness Before Cost

· Thad will take over survey data manipulation

· Will provide a case study that was recently completed for the Coast Guard over the last 6 years. He will ask for approval to provide to the ASIG

· Do ASRC for Coast Guard implementation study

· Comments: 

· Idea was to alleviate fear that this is a cost cutting initiative

· Readiness means ability to deploy operational forces before we fund it. Taxpayer wants us to be effective before efficient

· The principle is that it is a matter of priorities. Readiness is not dependent on cost. The principles are not linear

· Cost is not the same as budget (because organization budgets may not include all resources spent)

· Don’t be confused with the definition of cost, it is not that money was spent to get ready. It is that we sacrifice cost before we sacrifice readiness if they come in conflict. But expectation is that both are worked simultaneously. We need to include these definitions in the book.

· Cost is a constraint

· If you plan for readiness, cost becomes a side effect. If cost becomes the constraint and one factor driving decisions, then your CPM initiative has failed. One factor in planning for readiness is the art of doing CPM. If you don’t have CPM, cannot be ready.

· Using the accounting system is not costing

· Cost is consumption of resources, it is not the measurement of dollars spent

· Don’t state the obvious. We are talking to a senior level audience so we need a small number of good points
· When we say CPM we need to make a distinction because M for management means making decisions on what we see from the M for measurement. This definition should be in the introduction
· We are OK with overlap – an example is core values and culture. Fits in both Readiness before cost and Passion before productivity

· Readiness before cost slide: please show, with a dashed line, the desired state. Look at RGS systems approach
· Potential Case Study
· Coast Guard Aircraft Readiness Supply Center in Elizabeth City
· Navy costing of service levels (includes LANT link between readiness and ABC)
· We need to find an organization where an implementation was successful because we did not sacrifice readiness for cost
· USMC Camp Lejeune
· USAF Wright Patterson (AFMC-wide case study)
· Exhibits. Shall we think of one exhibit that explain the chapter. In this chapter a bubble of readiness vs. cost
· Case study questions
· We should include failure organizations
· Principles and case study groups need to see surveys to see if the results help them. Get the data in one place and the team can extract what they need
· We have to make sure that the principles are not obvious in our assessments and surveys so that responses don’t get “tailored”.
· We are shooting for mature organizations. Otherwise use Gary Cokin’s CMS development
· Look at Ken Euske’s method
· Process.
· Get data, assess results, identify case study results
· Case study team will review rating system and also incorporate maturity
Chapter Three Meaning before Mandates

· Organizations are doing it because it is the right thing to do, for better business practice instead of because it is a mandate. If there are mandates, they should at least be consistent with the meanings

· We can have mandates but there won’t be success unless there is meaning behind the mandate, that it is internalized

· What’s the true purpose behind the initiative? Not just the mandate, push the meaning, not the mandate. Must believe in what you’re doing

· Value vs. mandate, seat belt analogy (sell the purpose, not the requirement)

· This can be a reason why initiatives can fail. Meaning results in passion

· The objective of strategy is to attain the highest goal achievable with the resources available

· This is a theme that we should pursue

· Some of it is in Katherine Stenzel’s document

· Bring some quotes in from the services

· We must have understanding of the initiative before we have meaning

· Is CPM being embedded in the organization’s value and culture a jump from “Meaning before Mandates”? Embedded value and culture is a measure that the initiative had meaning

· Meaning comes from an initiative being linked to an organization’s mission, values, and culture. Leaders need meaning before they make mandates

· We can use the Federal Cost and Performance Policy slide as examples why mandates do not work unless they are translated into something that has meaning for the organization that is being mandated to do the initiative

· Should we say that mandates are counterproductive (in general) or say that some did not work? How in depth do we go, how do we use this to tell our story?

· Responsibility of top management to take the mandate and add the meaning

· At some point lead agencies will link budget to performance, add “bite” to their mandates (some already have them)

· Another driving force/meaning for doing CPM is because it is the “right” thing, a charge that we have been given as effective stewards of the taxpayer’s money

· We could document failed mandates

· Survey responses could contain examples that were successful because mandates were included

· Were service successful implementations the result of mandates or was there meaning behind it? Ft. Huachuca has a strong CPM culture, Ft. Bragg

· Not successful: NAVSEA shipyards, SAF/FM, USMC Scorecard at Air Station Cherry Point

Passion Before Productivity

· Individual exercise defining passion and productivity

· Productivity: Maximizing value added results relative to available resources

· Passion. Comment on discrimination: Passion is a key discriminator that helps initiatives succeed. Definition: An intense commitment and desire to create energy and excitement in your beliefs and actions

· Comments: Education should be part of change management

· Case Studies: Definitely Camp Lejeune (Pat Toomey), CNI (Matt, Boodi), USCG ISCs (Paul Baca), NAVAIR ABC (Bob Misch), Ft. Huachuca (Lanelle Butts). Comparing and contrasting two different regions within CNI

· How do you overcome passion problem despite turnover? Camp Lejeune and Ft. Huachuca are good case studies for across multiple top leadership changes

· Before we have action we need passion

· Passion exists in successful implementations that met their objectives (and in this manner, were “productive”)

Targets before tasks

· Means translating strategy, objectives, and mission into achievable targets at the execution (middle management) level. 

· Tasks are steps and individual actions to accomplish the target

· Do not execute tasks until you understand the targets

· Definition = aim/fire vs. fire/aim

· This is linked to strategy before work and outcomes before outputs. It is like a step-wise progression that perhaps we need to consolidate. But each of these principles occurs at different levels

· Strategy before work: activities do not define purpose and direction. Just doing work does not mean you are accomplishing anything. Strategy is an alignment issue between the strategy and the work, contains many strategic themes

· Targets before tasks: have to have targets before conducting the tasks (it is a question of level in organization). Targets are just on one strategic theme.

· Outcomes before outputs: most measure outputs instead of outcomes

· Mohan’s definition: Strategy leads to thrusts and themes, that lead to initiatives with measures and targets. We have to have strategy before we do initiatives (work)

· We might struggle with differentiating between these

· Difference between outcomes before outputs and targets before tasks: targets occur prior to the work and outcomes are measured after. Outcomes also brings in the element of performance measurement

· Or merge them all together into strategy before work where work is defined as tasks, outcomes, and outputs

· Keep separate because our principles rate success, and organizations can fail at multiple levels. We can rate organizations on different levels – do they have a strategic plan and how effectively is the organization implementing that plan (targets/tasks)?

· Strategy and targets are planning, tasks and work are current, and outputs and outcomes are historical. But we need to keep them intertwined because exhibiting just one of these principles does not necessarily result in success

· Discuss them separately, but link them together in the book as a “system”

· Decision: remain separate and see what comes back/gets written. We can roll this up later

· Principle wording is not sacred, but we do not want to revisit them all

· Outcomes are the effect of your outputs

· Link: Strategy to targets/performance measures to tasks, to work, outputs, to outcomes

· Visual – web/radar diagram

Tuesday, March 23, 2004
· Facilitated discussion on defining targets before tasks.

· Definitions: 

· Targets: Goals that drive the tactical use of resources

· Tasks: Steps required to achieve the targets

· Work: themes were tasks, outputs, resources, and energy = energy and resources expended to perform tasks in order to achieve an output

· Strategy: themes were top leadership, align, direction, communicate, vision = Top leadership’s plan to communication and align direction and vision. Visual is a compass with pointer between cost and mission (instead of N,S,E,W)

· Outcomes and outputs

· Outcomes: A measurable result

· Output: Product of energy expended

· CAM-I Output definition: Ending point of the process or activity

· If these definitions are superseded by CAM-I definitions, we’ll use them unless it doesn’t fit the armed services. We said we’ll convert definitions into common English. Decision was to go with our definitions
· Three chapters vs. two vs. one

· Strategy vs. work is related to targets before tasks, the former drives the latter

· Decision to compare all six terms

· Strategy drives work

· Work drives outputs

· Strategy drives targets

· Tasks drive work

· Outputs drive outcomes

· Targets drive tasks

· Suggestion for one chapter

· Direction before action

· This is not a CPM principle, it is a change management principle

· Identifying take aways:

· Suggest trying to identify bottom line take away and then decide whether we’ll merge. Group split into subgroups to identify key take-aways from Ben’s slides. These takeaways are related to our principles, they’re what we want our reader to understand

· Strategy before work

· People and organizations need to understand the strategy that is being employed before beginning work

· Understanding the strategy allows leaders to make decisive and rapid tactical decisions

· Organizational performance strategically and operationally aligned with service and planning

· The direction of the organization’s strategy must be targeted toward stakeholders

· Visual: marines or ships with one headed in the wrong direction

· Outcomes before outputs: 

· CPM should be focused on outcomes

· Outputs on their own mean very little until aligned with the service or organization’s strategic, operational, and tactical objectives

· Visual: Strategic planning cycle that ties strategy to activities to resources to actions to measurement to outcomes (see Dave Robinson’s slide)

· Targets before tasks:

· Targets: Better alignment and allocation of resources will result

· Better visibility, common communication of targets and measures, benchmarking

· PCM allows for awareness of areas that don’t achieve performance targets

· Tactical performance goals would be closely aligned to service and command strategic planning

· Tasks:

· Don’t run off doing a bunch of things before understanding the targets

· Center tasks around the desired outcome

· Visual: gun with target in sight, idea is that you aim before you pull the trigger

· Comment: Last meeting we had consensus that we liked the 8 principles. We should continue separately and we have a lot of work done already that can support the case study and see what the data tells us. Wait until writing to see if we merge. Consensus that we’ll keep the chapters separate.
· Decision: We will call this Performance and Cost Management (PCM)
· Don’t want to be seen/perceived as a cost initiative

Wednesday, March 24, 2004

Case studies

· Case study discussion (see March ASIG outline PowerPoint presentation)

· We can send out our final draft as a sample for the bigger group to write to

· Matrix of which initiatives meet which principles

· Option: write case study outlines first and see if we do the assessment

· Workload in assessment is minimal, we should do it

· The questions in the assessment also provide consistency for how to write the case studies

· Concern that we are doing another data call/survey. Perhaps we can do the assessment within our case study group and see if the results warrant a wider distribution of the assessment

· In June meeting Mohan, Dave and Gene will present. This is the presentation deliverable

· Intention to invite senior cost guys from each service to hear presentation at 3Q in Crystal City. Be “on the dot” in September, so we’re fully prepared in June

· Fix actions from June by two weeks prior to September meeting. Blue book due in December, with potential interim meeting in October.

· Have not decided who presents in September. 

· Everyone in this group should be able to give it. 

· It’s about the concepts and principles for PCM in DoD. 

· This briefing should be replicable throughout other organizations. 

· Should have speaker notes so that others can give it too.

· Plan: Start writing case studies now per plan outlined in presentation

Writers Presentation (Writers Logistics.doc)

· There may be some synergy in the area of cases between ourselves and the Change, Adaptation, Learning IG.

· Need to make sure our draft is coordinated through Ron

· Editors will work electronically with teams to do author queries

· Biggest hurdle is writers failing to deliver on time

· Audience: 

· Dave Clifton’s plus or minus one level. Includes the Business Managers, Commanders

· Dave will convert presentation into report for the BIC. He will write a letter for Mr. Rumsfeld to sign that this report is policy for doing PCM in the Armed Services.

· Paul Baca will provide a copy of the Coast Guard policy
· Break out take-aways so readers can get that and proceed to the chapter if they wish

· How long someone will spend on the book depends on the reader and on the book. If book is endorsed and meaningful, readers will spend more time with it.

· We are challenged because this is not a classic CAM-I book that is research and academically driven.

· Do we want a principles book for the higher level or a book that has the detail relevant to a lower level willing to spend more time with it? It has to be pertinent.

· Get Mr. Rumsfeld/David Walker to write the forward. Otherwise we need to write as part of business process, in depth.

· Should it be a “pick up put down” book? A retail “how-to” for dummies or a retail principles book that is validated with case studies. It is a for dummies principles book (the latter)
· ADF tool book was less prescriptive because all organizations are different and readers do not want to be “told what to do.”

· Sizing and format for chapters

· Statement of principle italicized with a good quote. Something that is not time sensitive (withstand the test of time)

· Executive summary (5 bullets)

· Couple of paragraphs for background

· Sub headings to emphasize main points and to break page for reader

· Side bars and visuals to describe sub headings

· Case study points in the chapters

· 1000 words per chapter (write more and editor will streamline)

· Take Aways

· End of book includes survey methodology/approach

· We worry about how to define the principle later

· Catherine Stenzel’s information:

· Joe and Catherine Stenzel

· genesis@visi.com
· 612-871-0042

· 218-425-3106

Continuation of Chapter Discussion

Burning Platforms before politics

· Burning Platforms: set of horizon issues, that if not addressed, would compromise readiness – that is also the key take aways

· Should it be long term or immediate? 

· Or both?

· Politics: what you have to do regardless of whether it solved the looming problems 

· “gotta do what we gotta do”. 

· “can’t do this because that’s the way it’s always been”

· Inhibitors that perpetuate current status. Environmental issues that inhibit progress

· Politics are the items that are fixed in the short term. Idea of our principle is that we structure our PCM initiative to address burning platforms despite the inhibitors, do not let the inhibitors structure the initiative

· An issue is that the policy statement Dave seeks will be signed by a political appointee and we should be careful regarding our statements

· Burning platforms that cross agencies should be addressed despite the politics between agencies or organizational issues

· We need PCM analytics to solve these issues

· Do we want PCM to be the data that makes the audience become our proponents? Yes.

· CAM-I is only interagency group looking at CPM principles, we should market that

Simplicity before Scale

· Simplicity: 

· Get one thing done and don’t try to create a solution for all problems

· Talks to scope

· Stick to the basics

· Don’t over engineer. Is speed inherent in overengineering? We overengineer and then we underresource

· Scale:

· Solve a problem before repeatability, sustainability, and maintainability are decided

· Get going, do something

· Key point

· Comment: Trust the effectiveness of diverse/autonomous implementations. Give them the strategic but not the how to. We captured this in targets before tasks

· Start small and evolve

· Pilot, fix errors, and roll out.

· Timing is important – get to results

· Key is when to enterprise

· Crawl, walk, run. Let the questions that arise drive the project, don’t try to anticipate the questions. Better to be approximately right over precisely wrong.

Assignments (see CAMI armed service IG March 04)

· Do, at a minimum, case study outlines by end of May

· By 15 April, we explain the assessment process to the bigger group in conference call that Stefnie sets up

· Have slides and questions sent out as read ahead

· Stefnie will work on last two principles and set up a conference call to brief it

























