1.  What are the institution’s current cost and performance management decisions and decision making processes? 
•How is the organization being managed now/what is the current framework?

MCB Camp Lejeune’s current cost and performance management system has been developed in support of the installation Strategic Plan.  The system consists of a balanced scorecard for strategic performance management, Activity Based Costing Model for financial performance, SABRs (USMC Financial System) for financial management.   The information derived from this system provides relevant information from which decisions may be made to all levels within the organization.  

–Where is the cost and performance management managed in your organization?

The current cost and performance management system is managed within the Business and Logistics Division (BLSD).   Strategic Planning responsibility rests within BLSD with ABC model maintenance being provided by the installation Comptroller’s Office.  BLSD is also responsible for all command strategic sourcing decisions and plays the primary role in orchestrating the resulting studies.

–Are there incentives in your organization to manage cost and performance?  When the Balanced Scorecard was developed, the Assistant Chief of Staff from each base functional area entered into a contract with the base Commanding General thus committing their organization to support the achievement of MCB Camp Lejeune’s strategic objectives.  As a result, face-to-face quarterly scorecard review meetings occur between the Commanding General and each respective Assistant Chief of Staff.  Resulting performance is reflected on Officer Fitness Reports.

In some of the functional installation organizations, annual organizational performance awards are tied to performance on the balanced scorecard

Within the A-76 process, scorecard requirements are reflected within the study Performance Work Statement, as well as the corresponding Management Plan

•What are the institution’s current cost and performance management practices and principles? What actions has your institution taken? 

–What kind of written cost and performance policies do you have now? 

–What kind of cost and performance management skills and training are we developing?

Headquarters Marines Corps funds for and provides a variety of cost and performance training each year for base and station personnel at all levels of the echelon.  For example, all new base Commanders are invited to and required to attend a week of sessions provided on an annual basis at Penn State.  One portion of this week is dedicated to business issues to include cost and performance management.  

At Camp Lejeune, both formal and informal training in support of Activity Based Costing and Activity Based Management is ongoing with formal classes offered at the very least on a yearly basis.  Business Process Reengineering training is also offered on an annual basis.   In the near future, mandatory training centered around the Balanced Scorecard will be offered to all base personnel. 

–How are we organized to implement cost and performance management?

In an effort to increase efficiency in both cost and performance , MCB Lejeune has been completely re-aligned around processes and shared services.  There are clear delineations of authority and accountability for processes and services to customers.  Cascading balanced scorecards from Corporate through departments to divisions indicate this accountability.  Goal is to pass this accountability all the way to the individual.

–What cost and performance management practices and tools are being used (focus on Value Quest’s seven) 

Asset Management 

Extended Enterprise 

Capacity Management

Process Management

Integrated Performance Management

Activity-Based Cost Management

–How is data integrity being assured?

As the cost and performance management systems migrates to a one that is fully automated in nature, in depth review of the results being generated by the system is taking place to insure data accuracy.

–What are the key concepts/diagrams/PowerPoint illustrations that are used to inspire your organization to use cost and performance management.

Explanation of how Execution of Strategy relates to employees and how the individual employee relates to overall execution

•What kind of relevant cost and performance management decisions are our leaders making and how are cost and performance management practitioners helping? 

–What other impact is cost and performance management having now?

· Significant improvements in customer satisfaction and cost competitiveness 

· Change in Organizational Culture 

•What are the key processes influenced by Cost and Performance Management?

The Marine Corps as an organization has identified 37 major standard processes.  All processes are influenced by the management of Camp Lejeune’s cost and performance.

–Installation management?

–Systems acquisition?

–Operations?  Depots?

2.  How did the current process evolve?

•What were the internal driving factors influencing implementation of Cost and Performance Management practices?

Threat of outsourcing, budget constraints

•What guiding principles and environmental factors influenced these decision making processes?

Community of Quality

Long Term Viability

Management Excellence

Support Combat Readiness 

–Guiding principles and concepts
–The intent (Mission, objectives, purpose)

Installation of Choice as the 5th Element of the Marine Ground Tactical Assault Force

–Why

Meeting increased threats at reduced costs

–Requirements, policies, dates who issued?

Three successive Commanding General issued directives.  In alignment with total USMC vision for quality service to troops

–Statutory

GPRA

–Chain of command

–PPBE and accountability

•How did your organization implement Cost and Performance Management?

Efforts began with “As is” Activity Based Cost models to show where money is flowing and to what services (at what cost) provided to whom.

The output of this exercise was a cross-functional process listing.

Our next step was to complete a total Business Process Re-engineering and competition of each process.  The final product is an automated Activity Based Costing and Performance Management System to manage fully the hundreds of initiatives and goals to be achieved.
– what tools?


Activity Based Costing


Balanced Scorecard

– what process was used?

–What is the estimated cost for these current process evolution?

• Highly standard driven/funded from above?

–What level within organization was current process implemented?

•Local effort?

•Headquarters?

•Who were the key people in your organization who brought the program this far and where are they in the organization?

The Installation Business Manager, who is also the Assistant Chief of Staff for the Business and Logistics Department, and the Assistant Chief of Staff Comptroller

•What are the significant results your organization has achieved?
For the first time ever, managers have clear understanding of what goals and effort are required.

This has caused significant focused effort for

A. Significant Improvement in customer satisfaction

B. Significant Improvement throughout in quality, cycle times etc

C. Significant improvement in Safety

D. Signficant improvement in costs of service

E. Signficant involvement and improvements in the area of training and HR

2.  How did the current process evolve? (continued)

•What were the governing requirements?

Comprehensive Strategic Plan
–Requirements

–Policy  

•Who issued it? 

•When was it issued?

How have cost and performance management practices changed?

Consolidation and sharing of performance management and accomplishments (peer pressure)

•What revolutionary changes did occur during the same time?

Accountability for things that are IMPORTANT
•What were the enablers to the evolution?

Realization by executive management that a Status Quo advance was not going to get the job done.  Some true visionaries willing to stand up and take a short risk.

•What were the enablers to the evolution?

–Funding

Re-invest savings into improvements in performance management

–Time

Completed over a 3 year period

–People – Resources

–Leadership buy-in

Top Down driven through successive Generals

–Systems integration

Key conversions to Oracle based systems

•What were the constraints to the current process evolution?

Evolving management software.  Most of the thoughtware and software already built.  Look to build enhanced rewards for accomplishment

–Skill sets

–Funding 

–Resources

–Leadership buy-in

–Systems integration

–Home land security (war) 9/11

2.  How did the current process evolve? (continued)

•How long have the current processes been in place?

Three years ago

–When did they start?

–Estimated time?

–Estimated costs? Approximately $4 Million

•What is the current status?

–Mature process 
–Implementing 

Just completing implementation
–Planning

•What are the triggers that caused / created/ influenced the processes to evolve?

External pressure, aging workforce, customer demands

–External changes

–Internal changes

3.  What are the desired practices (future practices)? 

•What are the key Cost and Performance Management practices that should be emphasized?

–What CAMI and other strategic business processes should we concentrate on in the future?  More automated, more integrated, standardization (same measurement, same format for comparison), enterprise enabled, web based

Within Marine Corps, all of the above mentioned practices need to be applied across the enterprise.  Prior to that point in time, an enterprise level strategy needs to be published so that all elements of the enterprise will be in alignment on matters regarding strategy, cost and performance.  Enterprise performance management goals and strategies need to exist and be executed through an enterprise level balanced Scorecard with valid data from transactional systems with business rules in alignment with strategy.

–
–Why?

–What kind of cost and performance management tools should we be concentrating on?

Enterprise Level Web based Performance Management System consisting of a Enterprise Balanced Scorecard with Activity Based Costing Models

•What are the necessary guiding principles?

An Enterprise Level Strategy

•What are the outcomes/decisions that these practices will enhance? (Gap that will be filled)

Managers will be more focused, costs reduced, accountability enhanced

•What is the framework? What kind of decisions should leaders be making?

Managers and leaders within an organization need to engage in making the types of decisions that will allow an organization to meet and be successful in the achievement of its strategies and vision.  In doing so it is the responsibility of management to make those decisions to initiate change where needed while insuring that the change does not negatively impact either cost or performance.  

–What kind of outcome should cost and performance management be making on management processes?

–What kind of common cost and performance management frameworks are needed?

–What kind of skill sets are required? What kind of education do we need?

Initially, the skill sets required may not reside within an organization thus requiring the organization to seek out contractor support until in-house skills can be developed.  

–How should we organize to achieve these practices?

•What kind of planning has/is your organization doing to achieve desired future state?

Mature

•Should your organization re-organize to enhance Cost and Performance Management?

Already accomplished, continuing to refine over time.

What are the principles that need to be adopted/or emphasized in the ideal future state?

BEST BUSINESS PRACTICES – This will evolve by business area

–CAMI Concepts?

–Case study concepts?

4.  How will the institution get there?

•What Change Management Concepts will facilitate future state?

Do not even attempt to get to make changes unless management is willing to acknowledge change is necessary.  To do so will only serve to make people angry.  Response best to external forces.  Best avenue is continued pressure by the White House through Service Secretaries.

–Must make CAMI concepts (already discussed in cases) resonate with Armed Services 

List Presidents Agenda by area and how Performance Management can help each Service Secretary align and execute to that strategy

–CAMI change management tools

•ADF tool (assessment and risk mitigation)

•Change Management CAMI group

5.  How will this future state be sustained? 

•How will Cost and Performance Management influence the success of the organization?

Lejeune has solid strategic themes that re-enforce continued improvements and long term viability in uncertain times

•What are the key actions you think need to be taken to influence success of Cost and Performance Management in your organization for the future?

Continue efforts to align individual performance and compensation to Installation Performance

–Have business objectives been identified?

–Have funding and buy-in been obtained at each level?

–Has a champion and core team supporting the effort been identified?

–Who will communicate the business objectives supporting Cost and Performance Management at each level of organization?

•What are the tactical and strategic implementation enablers?

Highly trained and motivated senior leadership

Technology tools available

Personnel trained in required skill sets

–Top level buy-in obtained?

–Have defined resources, skill sets, methodology, and training requirements been identified?

–Has the appropriate tools/technology for organization been implemented?

–Development of consistent language and policies?

–Integration with other management processes?

•How are those enablers developed and implemented?

Long term plan adequately supported and funded

•What metrics do we use to measure the degree of Cost and Performance Management success?

Balanced Scorecard

–Use of data is systemic to organization at all levels.

–Customer of satisfaction.

