CAM-I Armed services group

4th Quarter Meeting Minutes

December 15-17, 2003

Monday, December 15, 2003

Participants

	Name
	Organization
	Phone Number
	Email

	Jason Heung
	RGS/Commander, Navy Installations
	703.769.5864
	jason.heung@rgsinc.com

	Stefnie Kenny
	
	
	

	Brian Wong
	Navy Region Hawaii
	808.473.3596
	brian.wong@navy.mil

	Will Budover
	US Coast Guard
	410.762.6761
	wbudover@elbalt.uscg.mil

	Ben Berg
	US Coast Guard
	757.628.4453
	bberg@mlca.uscg.mil

	Bob Little
	
	
	

	Mike Sim
	US Coast Guard
	510.437.5717
	msim@d11.uscg.mil

	Marc Knowlton
	US Coast Guard
	202.267.0737
	mknowlton@comdt.uscg.mil

	Ambrose Ilagan
	Navy
	808.473.3594
	ambrosio.ilagan@navy.mil

	Mohan Nair
	Emerge
	503.805.8571
	mohan@2emerge.com

	Paul Baca
	US Coast Guard
	310.732.7520
	pbaca@d11.uscg.mil

	Al Jensen
	BAE Systems
	478.328.6223x4005
	al.Jensen@baesystems.com

	Stephen Pellegrino
	USMC
	703.695.5768
	pellegrinosc@hqmc.usmc.mil

	Chuck Royer
	SAS
	703.414.5212
	Charles.royer@sas.com

	Lanelle Butts
	US Army
	254.288.6260
	lanelle.butts@hood.army.mil

	Janet Lucas
	USAF
	DSN 872.5137
	janet.lucas@eglin.af.mil

	Michael McCain
	USAF
	DSN 872.5104
	michael.mccain@eglin.af.mil

	Paul Trampert
	Grant Thornton
	703.637.2854
	ptrampert@gt.com

	Gene Bacher
	USMC/Bradson Corp
	703.614.5163
	bacherg@hqmc.usmc.mil

	John Miller
	Arkonas
	281.362.8104
	jmiller@arkonas.com

	Dave Clifton
	HQ US Marines
	703.695.5768
	cliftondr@hqmc.usmc.mil

	Dennis Daly
	Metropolitan State University
	612.659.7295
	dennis.daly@metropostate.edu


NPS Presentation (Jamie Stanley)

Double click on the above icon to open the presentation.[image: image1.wmf]Managing Cost and 

Performance


· NPS study concentrated on Camp Lejune and MCLB Albany. Reviewed A-76, GPRA, Marine Corps vision, discussed MC installation plan, installation reform goals, and Installation Process Model. ABCM links all this together because it helps reduce cost while improving performance. However, found that two bases have varying levels of success and need common language/software, adequate resources, and leadership support. 

· Comment: prefer common effort, activity dictionaries etc. that software should support (rather than common software). Also, these problems are common to many initiatives, so the challenge is not ABCM.

· Comment: we need to manage performance and cost but avoid being viewed as a group focused on cost cutting.

· Comment: Key is how we will do CPM 10 years from now, and that’s where this group can help. Don’t focus solely on “financial abstractions” to manage organizations, rather integrate them into mission and objectives. For MC ABC is the source for informed decisions (private sector views asking “ROI” of ABC to be ridiculous). MC ABC effort: 2 modelers at each base. After 1 year 4 or more people. Understanding modeling is critical but a low value skill. MC will concentrate on learning how to manage cost and performance.

· Question about literature search. NPS group submitted a list to the MC website. There are also audits performed in Navy, Army, and AF. Should each service develop a bibliography of ABCM reports/should that be part of our questionnaire?

· At Camp Lejune the ABCM model feeds the Balance Scorecard with unit cost information. ABCM initiative has not yet passed the change of command test (change of command just happened). Each Marine Corps base commander does attend a weeklong training that includes ABC.

Survey Group

· Senior level survey finalized and deployed using the BIC but with some communication problems. Have some answers from Marines and Army

· Functional level survey ready to go

· Will ensure alignment when we also review the guiding principles

Managing Cost and Performance (Dave Clifton)
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Double Click on the icon above to go to the presentation.

· Increasingly hearing about cost and performance management. There is a new personnel system in DoD that will be based on performance

· Information is key to managing performance

· Two part taxonomy – benchmarks and best practices. Benchmark with your peers in the areas of cost and service levels, but understand the differences (e.g., culture, organization etc.) that result in these different performance levels.

· Department of Defense should incorporate value quest.

· Many federal laws to do cost and performance management that we should adhere to, we’ll find that many are consistent with our internal requirements.

· Our TOC should include Ms. Stenzel’s comments and Dave’s Paper outline.

· Dave’s agenda – we will produce a good product that will add to the body of knowledge of CPM. Also Dave has a charter to bring something back to DoD BIC that they will use (every member is about 3 steps from SECDEF). But BIC does not drive the ASIG. BIC Chair = Undersecretary of ATL, CFO, Personnel and Readiness Secretary, 3 Service Secretaries, and Vice Chair JCS.

· Comments: Does everyone agree with the framework for CMP slide? Presentation is mostly Command and Control, and is static – it needs to be adapted to be cyclical with the business cycle.

· Question: Are we one group providing one output to many customers, or split and provide many outputs to a smaller range of customers? A group for high level stakeholders and one for lower level, or stick together? We need common purpose before we consider options.

· Consensus – stay as one group and review principles and TOC. One group, two audiences (and therefore 2 sets of guiding principles). A possible approach is to write each TOC element as a slide presentation and fill in the blue book in that manner. Also we recognize that our guiding principles center on implementation.

GayleForce Consulting Presentation
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· Decision Domain (Strategic Management Process Model chart) = a business hierarchy. Each has to be consistent, in alignment with each other for your organization to be effective.

· Strategic Management Process Model is used interchangeably with valuequest. Each Strategic Management Process has unique information, but many share information, and activity based information is one type of shared information that allows sharing and re-using without recreating information for each analysis/process.

· ABC is “doing the math”, ABM is “using the math”. ABM is looking at the number and evaluating (in the correct framework), whether we can influence the number in the manner we want

· Uses of ABC data (activity view):

· Review costliest activities to see whether they are aligned to mission

· Outsourcing analysis

· Pricing/Profitability on each output

· Best practice and comparative analysis

· Process view

· Process analysis

· Cost Driver analysis – review costly drivers

· Capacity management – use the right amount of the right resources. Understand the costs and time spent at each state of capacity

· Performance Management prevents system being “gamed” because you add metric of how many of each is produced. Look at cost, time, and quality.

· Activity based information from what you do as opposed to what you spend.

· Best practice in delivering skill sets that equip people for ABCM – MC uses mobile training teams visiting each base and using 4.5-day training sessions (GayleForce presentation is a condensed version of this training). Audience is at GS-13 level (and also had a short executive course). Classes were 25-30. This is not basic rollout training.

Guiding Principles

· Group reviewed consolidated comments on guiding principles. As a lesson learned, we should all do our homework and review and comment when taskers are sent to the entire group.  A smaller group reviewed these principles Wednesday and developed new guiding principles; see attachment titled “Guiding Principles” below.

Agenda, Time Line, and Presentation Review
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Meeting

Double click on the icon above to access the file containing team assignments and the group’s time line.

· Small group of core members met to draft an agenda for the remaining of the meeting and a time line. Whole schedule assumes two deliverables: one a presentation and the other a blue book.

· For March, teams should meet and do homework and core members should meet beforehand on Sunday so that Monday is not spent on a first cut. Teams:

· Bob will continue survey team with 4 members

· Jamie and Paul Baca will continue literature search. Services need to provide documents that are not freely available to him via Internet etc.

· Three presentation teams, beginning, middle, and end. Middle is the largest. They will continue for 2 more meetings. This group needs to determine the number of final case studies for the blue book. Presentations will feed into the writing for the blue book (and the time line is sequenced so that writers are a step behind the presentation teams)
· Writing team is separate – led by Chuck and Catherine with Steve. Each part of the TOC has a writer. The writing team has the responsibility of ensuring that each chapter does not sound like it has a separate author. Writing team will start in March and end in December. Early on, a member of the writing team should be involved with each presentation team to stay coordinated and inject awareness of the end state blue book.

· We have no participation from Defense Agencies. Group agreed that we should pursue the big players. Action for Dave: see if we should recruit DLA and DFAS through BIC. Dave will insist that any new players review the materials on the web site and not within the larger group meetings. We should be aware that this may be scope creep and has impact on things already accomplished, such as the survey.

· Action: Dave to send the presentations and files to Jason and he will incorporate into the minutes.
· Group consensus that the framework attached is good for moving forward.

TOC Review
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· The large group (but without the survey team and the principles team) reviewed and edited the TOC. Discussions outside of edits made directly to the TOC are included below

· Comment that our present TOC addresses the second bullet of our group’s mission better than the first.  We may need to coordinate CAM-I’s concepts and principles (ValueQuest) with DoD’s concepts for CPM and the principles and concepts that we establish in our book

· Comment: We should be careful not to repeat principles that are already included in other CAM-I presentations. Response: we put in our principles (they are the ones that resonate with our audience in DoD)

· Discussion on whether to list case studies or to “sprinkle” them as examples in a list of principles. This discussion can close out depending on what we decide are our principles and when we determine what findings we get from our survey.

· Alternative flow presented by Steve and attached to TOC

· One potential for writing the case studies is to have them written by a service outside of the one in which they occurred

· Sidebar: AF ABCM. Ron Orr AF leader in BIC underscored the need to do ABCM. Unfortunately it was almost divested at the lowest level. But leadership sees value and they may be on the verge of implementing enterprise-wide

Team Assignments

· Please see CAM-I December Meeting Presentation

· Action: Writers present next meeting on an approach they will use to ensure consistency throughout the groups and in the blue book
· On Wednesday, 

· Each group determines the presentation contents per Dave’s framework

· Part II teams determine how we will move forward, and meet with the writers to determine what information they need for the book, and determine how we will conduct the case studies.

· Goal: the draft presentation is consolidated on Sunday before the next meeting and we review the draft Monday

Revisit of Guiding Principles
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Double click on the icon above for the guiding principles presentation

· A small group (Lanelle, Brian, Catherine, Mohan, Stefnie) convened to frame the principles for the larger group’s review. The group looked at Dave’s principles and our larger group’s principles from Monday

· Whole idea is think before you do

· The left hand side is an expression of values that come before the actions on the right

· Is there a need for a review of previous guiding principles in the literature? Perhaps not, because we have the experience in the group and knowledge of this literature and thus it is already incorporated.

· How can we order/group these principles?

· Perhaps add a sub bullet under burning platforms is long term vs. short term organizational health

· These new guiding principles may re-frame our TOC:

· Option 1: Continue as before, with an intro, guiding principles, cases, and a close

· Option 2: Intro, a chapter for each principle with a case for each, and close

· Option 3: Intro, each principle with sprinkling of cases (teasers), chapter for cases, and close

· Option 4: Intro, a chapter for each grouping of principles, cases, and close

· This also affects all the teams and the survey. Will review Wednesday a.m. with TOC (see below).

Review of TOC with respect to new Principles

· Discussion centering around whether our book is focused on case studies or the principles. Writing around case studies and sprinkling the cases/stories throughout gives the book more of a “one author” feel but is more difficult to write.

· Definition of case study is in Dave’s presentation. About 5 pages. It’ll be tougher to get failure case studies

· Do we have a “validity assessment” of the material we put into the blue book? CAM-I has no standard pertaining to this except for integrity – authors write what they believe is the truth

· We also need to determine whose names will appear on the book

· The group modified group assignments based on the new principles-based TOC (see December CAMI meeting presentation above). The new proposed outline for the TOC is included in the guiding principles presentation above.

Survey Team Presentation

· When survey will be conducted was tabled

· We already went out with the senior level survey so we do not need to return to the BIC

· It will be an electronic survey or a link to an on-line survey. Functional level survey is at the installation level

· We need permission statement for respondents to do the survey. Put a forward, perhaps from the BIC that we can put on top of a survey OR in the introductory email saying that the respondent can respond. Action: Dave will get such a statement at the DoD level
Next Quarter Discussion

· Action: Each service will provide to Jamie service-specific literature

· Action: Literature team (Paul) will present on literature search at Q1 meeting

· Action: Pat/Stefnie group needs to identify non-attendees and have them read materials, and attend a pre-meeting brief with Dave 0730 meeting

· We need to follow the ground rules for new attendees. Perhaps include them in the agenda or statement in the CAM-I agenda.

· Action: Paul will see how to facilitate a best practices discussion

Team Presentations
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Please double click on the above icon to access the team presentations (additional comments summarized below).

Team 1 (White Team) Presentation

· Action: Team needs to do passion before productivity

· We need to do some good pictures in our deliverable

· Clarity on simplicity before scale – we have enterprise wide implementations without even doing a pilot, or we go too detailed/too fast. We need to maintain simplicity as you scale BUT also be prepared to scale

Team 2 Presentation

· Our book is not just about principles, we need to operationalize them – how do we take the principles and apply them in implementation and sustainment. This may be a stretch goal, because we agreed that the book would at least show how the principles have been demonstrated in organizations through the use of our case studies (but remember that we may not have a real case story for each of our principles and we do not need one to have a principle)

· Introduction and end groups will be a little behind because some of their work is based on the work of the other teams

Case/Implementation Study Presentation

· We need consensus on principle descriptions

Survey Team Review

· About a 60% match between surveys and guiding principles. Some are over/underrepresented in our draft survey

· Agreed with February release of survey in (mostly) current form – purpose is to find out where we can make a follow up phone call
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Managing Cost and Performance 

(People, Contracts, Budgets)



December  2003





DAVE CLIFTON

Marine Corps Business Enterprise

cliftondr@hqmc.usmc.mil

What happens now that we’re past the rhetoric and people expect us to actually do it.
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Purpose

		Performance is pervasive term

		Performance budgeting

		Performance based contracts

		Managing civilians based on performance

		Unanswered is what do you need to manage performance

		Key information (cost information is foundational)

		Planning process that aligns organizational goals

		Skill sets that support achievement of goals
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Information to Manage Performance 

inputs

Outcome*

Customer Consumption/

Performance Measures

work

RESULTS

Standard Work Model

Outputs

Products/Services

outputs

Work

Processes/Activities

inputs

Classic Resource Decision Domain

Expected Resource

 Decision Domain

* Multiple outputs contribute to the same outcome

What are the total resources?

What does the work cost?

What do the outputs cost?

How do the outputs link to strategic organizational goals?

Process 1

Process 2
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     How Information Drives Performance                

Business Strategy

Best Practice Analysis

Benchmarks





 

 

 

 

 

 

 













































































































































































































































































































































































































0.0

0.1

0.2

0.3

0.4

0.5

0.6

0.7

0.8

0.9

1.0

$ 3.5

$ 3.0

$ 2.5

$ 2.0

$ 1.5

$ 1.0

$ 0.5



A1



A2



A3



A4



A5



A6
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		A10
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		A12



A13
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A15
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		A17





A18
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A20



A21



A22



A23



A24



A25



		A26





A27



A28



A29

A30



A31



A32



A33



A34



		A35





A36



		A37





		A38





A39



A40





A42



A43

A44



A45



A46



A47



A48



Best Performers

Service Level















Base x

Best 

Performer 

AVG











Cost & Service Level 



  Cost

Performance Drivers

1.  Organizational Structure

2.  Process

3.  Technology

4.  Culture

5.  Human Capital
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Framework for Managing Performance

Ultimately linked to budgets,  

individual performance plans 

and contract deliverables

COST AND PERFORMANCE INFORMATION







Local or functional



Balanced Scorecard

Leaders use

 strategic plans 

to direct

and align activities 

of installation

Leaders hold

Subordinates/functional 

managers

accountable to achieve

results established

 in strategic plan

Leaders use

scorecard to 

regularly monitor

progress

Measures,

 Targets,

 and 

Actions

Tactical Plans

G-8

G-6

G-4

G-1

MCCS

FEO

G-3

Enterprise-wide

Mission/

Vision

Goals

Strategies

Measures

Targets

Actions

Strategic Plan

Values

POM and

 Budget

Business Plan

Leaders publish actions, targets in business plans
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Skill Sets for Performance Management

		Target Cost Management

		Extended Enterprise Management

		Asset Management

		Capacity Management

		Process Management

		Integrated Performance Management

		Activity-Based Cost Management

		Project Management*

		Strategic Planning*





Who

What

Customer / Market

Product/Service

Processes/Activities

Resource

Decision Domains

How

Cost

*added by USMC

CHANGE



LEADERSHIP



Copyright 2000













Strategic Management Processes
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A concept for business management and the requisite skills to accomplish our goals is portrayed on this chart. 



In line with CAMI’s Strategic Management Process Model, the Marine Corps believes we will learn to think about decision making in 4 decision domains of a typical organization:

		The customer or supported unit:  the WHO

		The products/ services produced for the customer or supported unit:  the WHAT

		The activities required to produce goods and services:  the HOW

		And finally, the resources consumed by activities:  the COST



In addition, this chart reflects the primary business processes or skills that the Marine Corps is emphasizing in Installation Reform.  Those 9 business skills are:

	Target Costing (Including should cost in design of process for product/service)

	Supply chain Management (Establishing and maintaining relations with non-USMC service providers)

	Asset management (Taking care of our people and our things)

	Capacity Management (Understanding how to get the most out of what we’ve got)

	Process Management (Thinking in terms of the work being done)

	Integrated Performance Management (Understanding and managing for the results we want)

	Activity Based Cost Management (Understanding cost and value of activities)

	Project Management (Methodology to transforming leadership vision into reality)

	Strategic Planning (THE Primary senior leadership responsibility which is necessary to directs and aligns activities of an organization)



Change management is also an important skill.



This diagram is borrowed from CAM-I.  Our intent is to import from the private sector as much of the successful business concepts and terminology as possible, and not reinvent for ourselves what others already have learned and know.
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Armed Services Have Been Told Repeatedly to Collect Information Necessary to Manage Performance
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The Need for Cost and Performance Information

		External mandates:

		President

		Congress

		FASAB

		SecDef

		Dramatically increasing budget pressure





		Internal requirements to :

		Know full costs of activities

		Understand how outputs consume activities

		Understand how outputs to strategic goals

		Reduce uncertainty in decision-making

		Create flexibility in resource allocation

		Support benchmarking and best practice analysis





Cost and performance information is essential to:  performance based contracts, performance based civil service and performance based budgeting.
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Federal Cost and Performance Policy 

Selected Sources

		1950 Budget and Accounting Procedures Act

		Required support of budget justification by information on performance and program/unit costs by organizational units

		1956  Public Law 84-863

		Permitted President to submit annual budget information on a cost basis and to include information on program accomplishments

		1990 Chief Financial Officers Act

		Established CFO responsibilities for budget/performance integration

		1993 Government Performance and Results Act

		Required submission of strategic plans, annual performance plans, and performance reporting

		1995 Statement of Federal Financial Accounting Standards #4

		Established managerial accounting concepts and standards

		1996 Federal Financial Management Act

		Required full costing

		Made FASAB standards, concepts and reporting requirements official

		President’s Management Agenda
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SFFAS #4 

Managerial Cost Accounting Standards

Accumulate and report costs of activities on a regular basis

Establish responsibility segments to match costs with outputs

Determine full costs of government goods and services

Recognize costs of goods and services provided among federal entities

Use appropriate cost methodologies to accumulate and assign costs to outputs

SFFAS = Statement of Federal Financial Accounting Standards.

Produced by Federal Accounting Standards Advisory Board (FASAB).

Federal Financial Management Act of 1996 required adoption of FASAB standards by federal government.
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CAM-I/IL 13 Paper outline

(Targeted at Senior Leaders)

		The basic concepts

		What the paper is about and and why

		What are the ingredients of cost/performance management (basically the previous slides in this pitch)

		Survey of what armed services are doing now

		Summary of take aways

		What leaders need to know

		What leaders need to expect

		What leaders need to DO

		Final draft out prior to April meeting

		Group approves paper in April – or shortly after
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Backup
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Lessons Learned by Others

		ABC/M will produce results

		Be realistic about the effort required

		Be realistic about the difficulties to succeed

		Keep the end in mind

		Over-communicate to the work force

		What ABC/M is

		What is being done with it and why

		“Grow” the models/ don’t get too complex too quickly

		Encourage managers to take ownership of their model

		Put the right people on the job
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CAMI DECEMBER MEETING



ARMED FORCES INTEREST GROUP





DAVE CLIFTON

Marine Corps Business Enterprise

cliftondr@hqmc.usmc.mil
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Time Line

		December

		Agree to principles

		Agree to Contents

		Get survey update

		Teams organized

		Assignments for next meeting

		February (alt 1)

		Survey complete

		March

		Sunday pm team ldrs meet

		Complete draft presentation

		Potentially w/o case studies

		Identify any survey holes 

		Present writing plan

		Begin writing overview & principles



		June

		Complete draft presentation

		With case study

		Begin writing case studies

		September

		Complete presentation

		Present to CAMI members

		Invite service cost leaders

		Complete draft case studies 

		Determine next steps 

		October

		Conduct interim meeting

		Complete blue book draft

		December

		Submit blue book to CAMI
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This meeting

		Tuesday 1:30-5





1. Process update	(.5 hr) 

2. TOC review 	(1 hr) 

            + Outline Part I

3. Align teams 	(3:15 pm) 

4. Guiding principles (4:15 pm)



1730:  Reception

1830:  ACME Seafood 

		Wednesday (7:30-12:30)





Review TOC (1 HR)

Teams work (1.5 hr) 

Teams report (2 hr) 

-  Survey

-  Team 1, 2, and 3

4. Interim Assignments (.5 hr) 
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Teams

		Survey

		Literature Search



		3 presentation teams

		Part 1 /Principles (2)

		Part 2/Case Studies(6)

		Part 3/4 (2)







		Writing Team
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Presentation Contents

		Purpose and objectives (1 slide)

		Why we’re doing this

		What will be different

		Lay out Main Points in words (1-2 slide)

		Present a visual of main point (s) 1 (slide)

		Lay out key take aways (1 slide)

		What will be different

		Info requirements (1 slide)
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Case Study Elements

		Intro

		Objectives of case study/principles addressed

		lessons learned

		How does it add to our mission

		Background

		General (demographic stuff/objective of initiative)

		Detail of case study (describe baseline/results)

		Summary of findings

		Relate to guiding principles

		Value to organization

		Recommendations
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Teams

		Survey Team

		Bob L.

		Pat T.

		Ambrose

		Jerry Matta

		Lit Search

		Jamie

		Paul

		Al J.

		Writing

		Chuck R

		Steve P

		Catherine S.



		Team 1 White

		Paul T.  (lead)

		Chuck R.  

		Mohan (scanner)

		Team 2 Pink

		Ben (lead) 

		Stefnie

		Will

		Mike

		Marc

		Team 3 Green

		Steve P. 

		Al J. Brian

		Dave (lead)

		Team 4 Orange

		USMC:  Gene

		USAF:  Mike/Jerry (TBD)

		USA:  Lanelle 

		USCG: Ben 

		USN: Brian W/Jason(lead)
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Responsibilities/Actions

		Presentation team leaders:  Develop presentations

		Paul/Dave/Ben work hard on presentation

		Meet Sunday afternoon with core

		Copy Bob Little on updates

		Post on web NLT end of February

		Literature Team:  Lit search

		Each service POC provide to NPS – 

		Gene, Al, Paul, Brian, Lanelle will provide

		Provide bibliography and key articles (disc)

		Bob:  Work on survey

		Bob completes survey mechanics

		Bob works through BIC for permission on survey

		Team leads help Bob understand info

		Conduct best survey in February

		Chuck:  Writing process

		Writers develop plan and concept for their process to convert the presentations into written material in consonance with presentations:

		Other:

		Dave:  DLA and DFAS participation/ Send slides out to Jason/survey permission at DoD

		Contact new attendees, or those who missed (0730 Monday)

		Paul will set up best practice discussions

		Paul’s team will get Passion before Productivity 
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Implementation of Activity Based Cost Management Aboard Base Installations

A Case Analysis of Camp LeJeune and MCLB Albany
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Today’s Deliverable



Future Needs



Future Deliverable





































Overview

“Experiment”

Review of A-76

Review of GPRA

Marine Corps’ Vision

Camp Lejeune

MCLB Albany

Recommendations

















Strategic Plan – create a design that defines our organization

Use clay provided and create a geometric design in the shape of a diamond with a diamond cutout in the center  (use all colors provided)



Tools – intellectual property

             modeling tool set



Consultant – Super Slicer







Geometric designs

Just to illustrate a few















                 A-76 Review

- Achieve Economy and Enhance Productivity

	- Competition enhances quality, economy, and productivity

- Retain government functions in-house

	- Certain functions inherently Government in nature

- Rely on Commercial Sector

	- Government should rely on commercially available sources

	to provide commercial products and services









 Examples of Commercial Activities

Food Services

	- Operation of cafeterias, mess halls, kitchens, etc

Industrial Shops and Services

	- Machine, carpentry, plumbing, painting, etc

Management Support Services

	- Financial and payroll services

Special Studies and Analysis

	- Cost Benefit Analysis, Management Studies

Transportation

	- Vehicle operation and maintenance

		









Government Performance Results Act (GPRA)

OMB took the lead for the development of GPRA, an act that is to provide for the establishment of strategic planning and performance management in the Federal Government. 









   Government Performance Results

             Act (GPRA)

Six Primary Purposes

1.  Improving the confidence of the American people in the Federal Government, by holding Federal agencies accountable for achieving program results

2.  Initiating program performance reform by setting goals, measuring performance against those goals, and publicly reporting on their progress

3.  Improving Federal program effectiveness by promoting a new focus on results, service quality and customer satisfaction

4.  Helping Federal managers improve service delivery, by requiring that they plan for meeting program objectives and by providing them with information about program results and service quality

5.  Improving congressional decision making by providing more objective information on achieving statutory objectives

6.  Improving internal management of the Federal Government.  









Marine Corps’ Vision







Installation Campaign Plan

In order to manage our installations smarter…

we must explore the latest management tools

and incorporate applicable Better Business

Practices from highly successful commercial

industries.







T





“Our Bases and Stations are the “Fifth Element” of the MAGTF…”

			                                      -CMC 1999







Marine Corps Installation 2020 Plan

Goals – 

		Provide adequate facility assets to meet all mission requirements

		Have required infrastructure in place for equipment and organizational fielding

		Divest inefficient assets at every opportunity









Base Operating Support

“We will provide stable and sufficient Base

Operating Support (BOS) funding at the baseline

level necessary to provide all critical and essential

services.”







Installation Reform (IR) Goals



		Return Marines to the Operating Force.

		Improve Installation business processes through A-76 



      competitions, reengineering, regionalization, and the

      elimination of non-critical functions.

		Competitively source commercial activities wherever



      feasible.

		Develop accurate cost and performance measures.  Ensure



      that the cost reductions are both real and enduring and that

      they are not achieved at the expense of diminished 

      performance and readiness.

		Maximize civilian workforce participation in IR, while



      minimizing workplace disruption.

     







Installation Process Model Standard Business Management Categories

Command and 

Staff

Information

Management

Provide Transportation

Provide Voice

Provide Legal Counsel and Services

Provide Real Property Services and Land Mgmt



Training and

Operations 



Logistics

Support

Security

and Safety

Provide Fire Protection and Emergency Services

Provide Range Management

Provide Procurement  Services

Provide Supply Services

Provide Data Services

Provide Audio/Video/ Visual

Provide Ground Electronic Maintenance

Provide 

Environmental Services

Sustain, Restore, and Mod Facilities

Provide Facilities 

Services

Provide Utilities

 Facilities and Land

Management

Manage Safety Programs

Provide Security

Provide Personal 

and Professional Development

Community

Services

Provide Civilian Training

Provide Military Training

Manage Business Practices

Provide Command Support

Manage Community

Relations

Manage Financial Resources

Provide Personnel Support

Develop Physical Wellness

Provide Personal 

Support Services

Provide Retail/Resale Goods and Services

Provide Recreational Opportunities

Provide Lodging Services

Develop Family Readiness

Provide Information and Referral Services

Provide Simulation Support

Provide Aviation Operation 

Support

Provide Housing

Provide Religious Support

Provide Food Services







The A-76 Performance Management Imperative



		  New OMB A-76 Circular mandates post-award 	   	 	  management and tracking of cost and performance – 	  	  regardless of study outcome.

		  Previously tracked only contractor performance IAW contract 	  performance standards.





		  Now must track cost and performance of in-house MEO.





		  Failure of MEO to meet cost and performance standards 	   	  constitutes a 	 “default” and will trigger a recompetition.





		  So in the future, cost and performance management are not 	 	  optional.









Camp Lejeune



		MCB Camp Lejeune has adopted a process-based organization structure that reflects the standard USMC Processes and Activities.





		The Lejeune ABC/M model is aligned to the standard USMC Processes. 





		Also adopted the “Shared Services” concept to provide common support services to the “Business Units” in the Base organization. 





		This “Shared Services” department includes the “Business Performance Office” function and is headed by a GM-15, who serves as the Base Business Advisor/Manager.





		These organizational changes have strengthened the capability to effectively manage the performance of the entire Base operation.









     The Shared Services Concept



Bring together common support services that are often duplicated across organizational divisions and provide those services more efficiently at a lower cost.

“No more than one of anything in the Base organization”



CURRENT DUPLICATION IN BUSINESS UNITS

Business Unit

Business Unit

Business Unit

Business Unit

Finance

Finance

Finance

Finance

HR

HR

HR

HR

IT

IT

IT

IT

Supply

Supply

Supply

Supply

SHARED SERVICES AS A SEPARATE ENTITY

Business Unit

Business Unit

Business Unit

Business Unit

Shared Services







Translating the Shared Services Concept to the Base Organization







How Do Our Management Tools Relate to Each Other?



Strategy

Development

And

     Refinement	

Strategic

Management

Operations

Management

Business

Transactions

		Mission

		Vision

		Strategy



		Balanced

 Scorecard



		Strategic   

 Performance   

 Measures    



		ABC/M

		Process

  Management

		Operational

  Performance

  Measures



		SABRS

		MAXIMO

		SLDCADA



Flows both ways







Tying It All Together – Using ABC/M and the Balanced Scorecard to Manage Operational Performance

		The Operational Performance Equation:



	            COST  :  OPERATIONAL PERFORMANCE



		Use ABC/M and Process Management to Reduce Cost While Improving Performance. 





		For Each of the 37 Processes:



		Identify the activities which are “most important” strategically 	and “most important” to the customer

		Develop and report unit cost and operational performance metrics 	for 	those “most important” items on the Division-level BSC







MCLB Albany



		MCLB Albany has also adopted a process-based organization structure that reflects the standard USMC Processes and Activities.





		MCLB Albany’s BPO is currently working with Camp Lejeune in the development of a Balanced Scorecard model.





		Currently completing functionality assessments study of all Base functions.





		This Business Performance Office is headed by a GS-13.





		The BPO manning level has just recently been augmented to help with the overseeing of all Activity Based Resource Management and Balanced Scorecard development.









What does all of this mean?

		Both bases are experiencing varying levels of success concerning cost and performance management

		A common “language” (software) is imperative for Corps-wide success

		Senior Leadership support is essential in any long-term success









Disclaimers

		Scope limited to only two Marine Corps Bases

		Large base versus small base

		Bases answer to “different” chains of command









Recommendations

		Ensure adequate funding/manning is made available to all BPOs to ensure the best probability of success

		Develop a common “business” language to be used throughout the Marine Corps.  A standard software suite sould be a means to this end (compatibility is essential)

		Possible Chain of Command realignment (still researching this area)









“If senior leadership is not passionate concerning the success of a new system, the system will ultimately fail.”

		- Vice Admiral Keith W. Lippert,

                                Supply Corps, United States Navy 

                                Director, Defense Logistics Agency 
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Practical Applications of  

Activity-Based Information

GayleForce Consulting

Penn State University, September 2003 



















Objectives



		Review key concepts associated with:

		The CAM-I Strategic Management Process Model

		Activity Based Costing

		Activity Based Management/Process Analysis

		Capacity Management 

		Performance Management

		Value Chain Management













Activity Based Concepts





Repair Plumbing



Skill level of workers

Policies

Union issues

Age of pipes/fixtures

Quality of available tools



























































































































































































Cycle time per plumbing repair

Process time per plumbing repair



# of repeat breakdowns



Total cost to repair plumbing

Cost per plumbing repair



Grounds Crew

Barracks

Family Housing











The CAM-I Cross

The CAM-I Cross

CAM-I (Consortium for Advanced Manufacturing-International)

Resources

(Costs)



Cost Objects

(Products, Services

or Customers)

Performance

Measures

Activities

(Work Performed)

Cost Drivers

(Causes of Cost)











Activity Based Costing

Calculates the cost of things (activities, processes, products, services, customers).

Identifies the activities or processes performed for specific products, services or customers.

The focus of ABC is usually on cost objects.

Is focused on doing the math.

Resources

Activities

Cost Objects

Anything required to perform work.

The work performed.

What the work produces or provides.











Cost of Activities – Electrical Trades

$0

$50

$100

$150

$200

$250

$300

$350

$400

$450

$12,534

Install Electronic System Controls 

$21,288

Perform High-Voltage PMs & Checks

$32,173

Perform General Administration

$45,390

Maintain Electronic System Controls 

$60,731

Plan, Schedule & Document Work

$65,544

Maintain High-Voltage Underground System 

$154,595

Perform Unscheduled Low-Voltage Maintenance 

$190,371

Research & Acquire Parts

$442,704

Perform Minor Construction

$277,362

Perform Scheduled HVAC Maintenance

$172,684

Perform Unscheduled HVAC Maintenance

$71,071

Perform Low-Voltage Preventive Maintenance

$61,501

Perform Unscheduled High Voltage Maintenance

$49,408

Perform Other Duties

$32,855

Perform Unscheduled Electronics Maintenance

$27,282

Maintain High Voltage Overhead Equipment

$17,932

Read Meters

Dollars in Thousands











Cost of Services – Electrical Trades

$673,125

$670,544

$309,402

$82,354

$0

$100,000

$200,000

$300,000

$400,000

$500,000

$600,000

$700,000

HVAC

Low Voltage

High

Voltage

Electronics











Activity Based Costing

Bill of activities – all activities and costs associated with each cost object

Unit cost of each product, service, or other cost object

Unit cost of each activity

ABC reports:

Information organized by different attributes (i.e., total cost of Organizational Sustaining Activities, processes, specific resource elements such as Labor, Materials, Occupancy Costs, Vehicles, etc.)

Support analysis of:

		The cost to deliver services or to provide services to particular customer groups

		Setting fees or establishing recovery cost thresholds

		Outsourcing decisions

		Best practices













Activity Based Management

Measures of how well activities or processes are performed.  

		Is focused on using the math to support continuous improvement. 

		Uses activity information to drive decisions regarding how to make appropriate changes. 

		Tools and techniques include process mapping, attribute analysis, cost driver analysis, and process analysis and streamlining.



Resources

Performance

Measures

Activities

Cost Drivers

(Causes of Costs)

The causes of cost.  











The Basic Process for Facilities Maintenance

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Receive work 

requirement

Assemble tools,

equipment

& materials

Drive to site

Assess site

Complete work

Dispose of

Excess/HAZMAT

Document work











Detailed Analysis

(Scheduled Maintenance – Roads & Grounds)

Start

Receive work assignments,

organize tools, equipment,

and materials - may also

service equipment

(10% - $97,020)

Drive to site

(3% - $29,106)

Assess site

(1% - $9,702)

Perform work

(71% - $688,842)

Problem

preventing

work?

Can problem be

worked around?

Clean equipment

(4% - $38,808)

Drive back to shop to

discuss with supervisor

(3% - $29,106)

Stop

Supervisor completes

documentation

A

45% of time

Yes

No

25% of time

Yes

No

Wait for fuel

(5% - $48,510)

Can do different

job with current

equipment?

Examples:

Bad weather

Hot  range

B

B

Order materials

(grass seed, fertilizer, etc.)

(3% - $29,106)

A

Labor costs only











Attribute Analysis

(Scheduled Maintenance – Roads & Grounds)

Labor costs only
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Start�


Receive work assignments, organize tools, equipment, and materials - may also service equipment
(10% - $97,020)�


Wait for fuel
(5% - $48,510)�


Drive to site
(3% - $29,106)�



Can do different job with current equipment?�


Assess site
(1% - $9,702)�


Perform work
(71% - $688,842)�


Problem preventing work?�


Examples:
Bad weather
Hot range�


Can problem be worked around?�


Clean equipment
(4% - $38,808)�


Order materials
(grass seed, fertilizer, etc.)
(3% - $29,106)�


A�


Drive back to shop to discuss with supervisor
(3% - $29,106)�


Stop�


Supervisor completes documentation�


A�


B�


B�


45% of time
Yes�


No�


25% of time
Yes�


No�


Activities that should be reduced or eliminated�


Inefficiencies identified�


Activities that should be performed by a different functional group�






Attribute Analysis

(Unscheduled Maintenance – Structural Trades)

Labor costs only
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Start�


Receive work assignments, organize tools, equipment, and materials
(2% - $23,838)�


Requestor available?�


Drive to site
(7% - $83,432)�


Contact requestor
(5% - $59,594)�


Assess site
(10% - $119,188)�


Perform work
(35% - $417,159)�


Other trades needed?�


Coordinate with/wait on other shops
(2% - $23,838)�


Additional materials required?�


Clean up/dispose of excess or hazardous materials 
(2% - $23,838)�


Craftsman documents work manually
(1% - $11,919)�


Locate material
(Look in stashes and excess materials bin)
(15% - $178,782)�


Material found?�


Drive back to shop to deal with material issues
(5% - $59,594)�


Research materials
(7% - $83,432)�


Material cost less than $2,500?�


Buy materials
(5% - $59,594)�


Take materials to site
(2% - $23,838)�


Initiate supply request
(2% - $23,838)�


24 hour - 1 month delay�


Supply receives materials�


Stop�


Supervisor completes documentation�


A�


A�


Requestor required for assessment?�


No
(Order)�


Yes
(Buy)�


No�


Yes�


No�


50% of time
Yes�


Yes�


No�


Activities that should be reduced or eliminated�


Inefficiencies identified�


Activities that should be performed by a different functional group�


No�


No�


25% of time
Yes�


Yes�






Attribute Analysis

(Minor Construction – Electrical Trades)

Labor costs only
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Start�


Receive work assignments, organize equipment and tools
($9,591)�


Organize materials at warehouse
($15,985)�


Drive to site
($15,985)�


Contact requestor
($15,985)�


Assess site
($15,985)�


Perform work
($131,076)�


Other trades needed?�


Coordinate with/wait on other shops
($6,394)�


Additional materials required?�


Clean up/dispose of excess or hazardous materials 
($15,985)�


Craftsman documents work manually
($3,197)�


Locate material
(Look in stashes and excess materials bin)
($31,970)�


Material found?�


Drive back to shop to deal with material issues
($9,591)�


Research materials
($22,379)�


Material cost less than $2,500?�


Buy materials
($12,788)�


Take materials to site
($9,591)�


Initiate supply request
($3,197)�


24 hour - 1 month delay�


Supply receives materials�


Stop�


Supervisor completes documentation�


A�


A�


No
(Order)�


Yes
(Buy)�


No�


Yes�


No�


Yes�


Yes�


No�


Activities that should be reduced or eliminated�
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Summary of Labor Costs for Four Trade Areas

Activity

Total Cost

% of

Total Cost

Minutes/Hrs per day

		Receive work assignment/organize tools, equipment		$206,350		4.2%		19		minutes

		Delays at shop or warehouse		$92,315		1.9%		8		minutes

		Drive to site		$258,345		5.3%		24		minutes

		Contact requestor		$105,789		2.2%		10		minutes

		Assess site		$180,784		3.7%		17		minutes

		Delays prior to work		$167,902		3.4%		15		minutes

		Locate materials		$333,176		6.8%		30		minutes

		Drive back to shop for material issues		$117,191		2.4%		11		minutes

		Research materials		$125,494		2.6%		11		minutes

		Buy materials		$128,088		2.6%		12		minutes

		Take materials to site		$72,786		1.5%		7		minutes

		Perform work		$2,829,392		57.5%		4.3		hours

		Dispose of excess/hazardous materials		$142,542		2.9%		13		minutes

		Clean equipment/shop		$38,808		0.8%		4		minutes

		Document work		$47,451		1.0%		4		minutes

		Order materials/initiate supply request		$73,938		1.5%		7		minutes

		$4,920,351		100.0%		450		minutes per day (7.5 hours)





















Cost Driver Analysis

Activity/Task:	Contact requestor

Total Cost:	$105,800

Issue:  	40% of the time spent on this activity is wasted

	$27,500

 	$14,800

	$42,300



	

Cost Driver	% 	Dollar Impact

Incorrect information on work order	65% 

Ineffective building manager program	 35%

	100%















Cost Driver Summary

		Cost Driver		Total Cost per Cost Driver		% of Cost

		Poor coordination, scheduling or P&E		$514,641		33.2%

		No shop stock allowed		$506,770		32.7%

		Lack of training/knowledge/communication		$176,092		11.4%

		Contractor issues		$155,590		10.0%

		Incorrect/incomplete information on work order		$140,773		9.1%

		No communication technology		        $56,457		      3.6%

		$1,550,323 		100.0%





















Capacity Management

		The ultimate goal of any organization is to produce or deliver the right thing, at the right quality, at the right time, for the right customer, using the minimum amount of the right resources necessary.

		The CAM-I Capacity Model provides additional views of how effectively resources are used.

















































































Total

Capacity

Green

(Productive)

Yellow

(Idle)

Red

(Nonproductive)

















States of Capacity

		Idle

		Time not used due to holidays, contracts, union agreements, environmental issues, government regulations or management decisions.

		Non-Productive

		Time associated with set-ups, delays, waste, or variability of internal operations.

		Productive

		Time spent producing good products or delivering good services. Also includes activities performed for process or product development which represent future good products or services.













Linking Activity Based Information

to the Capacity Model





Capacity

Available

Productive

productive

Non-

Idle

Categories

Summary 

Off Limits

Not Usable

Attributes

Usable

Stand-by

Waste

Clean-up

Documentation

Good Products or Services

Working on the process

Management Policies

Excess Not Usable

Union Agreements

Idle But Usable

Materials

Readiness

Internal Operations

Internal Operations

Materials

Cost Drivers

Resources or 

Activities

Categories

Traditional 

Budgeted

Practical

Theoretical

Source: Adapted from the CAM-I Capacity Model

Wait for fuel

Look in stash/chase parts

Wait on other shops

Dispose of excess materials

Document work

Perform the work

Wait at warehouse

















Uses of the Capacity Model

		Determine time spent in states of capacity

		Determine cost of each state of capacity

		Compare resource usage in similar activities or processes

		Compare resource usage in different functional areas

		Identify process bottlenecks

		Determine impact on cost of services by “state of capacity” attributes to activities and resources 

		Determine responsibility by identifying root causes of idle or nonproductive capacity

		Summarize and communicate capacity issues













Measuring Performance







Are we utilizing our resources wisely?  

What do our products and services cost?

Are we providing value or benefit to our customers and other stakeholders?  Are we taking care of Marines, civilian Marines, and their families?



Stakeholders

Are we focused on the right processes?  

Do we perform them well?

What new skills, technology or other things do we need?  Are we retaining the best workforce and helping them achieve their goals?

The Strategy

Are we achieving the mission?

Financial

Organizational Learning

And Growth

Internal Processes

Source:  Adapted from Kaplan and Norton













Operational Performance Measures

Measuring activities and processes provides the link between strategic objectives and day-to-day operations.  

Operational measures must also be balanced between time, cost and quality.































































































































































































Targets

1st Qtr

FY 03

2nd Qtr

FY 03

3rd Qtr

FY 03



How Trades Contribute to Goals

		 		Objective		Measure		Avg		Avg		Avg		FY03		FY04		FY08		Alarm

		Customer		Increase Customer Satisfaction w/Base Operating Support Services		% of Customer Satisfaction with Key Services		 		100%		88%		85%		90%		95%		64%

		Internal Processes		Improve Work Processes		% Routine Service Calls Meeting Target Response Time		78%		76%		81%		80%		90%		95%		75%

		 # Service Calls Completed		 		19,832		19,196		 		 		 		10,000

		# Service Calls Generated		 		20,209		19,591		 		 		 		10,000

		Comparison of Generated/Completed Service Calls (Completed/Generated = %)		 		98%		98%		102%		102%		102%		90%

		# Call in Overtime Hours		 		444		435		200		180		170		600

		Financial		Reduce Cost of Services		Average Routine Shop Repair Order Cost		$104		$117		$142		$85 		$90 		$95 		$100 

		Average Hours for Routine Calls		TBD		TBD		TBD		TBD		TBD		TBD		TBD

		Learning & Growth		Create a Positive Employee Climate		% of Employee Satisfaction Survey		x		x		x		85%		90%		95%		75%

























































The Extended Enterprise View
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“White space” between functional areas causes break-downs in process.
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The CAM-I Extended Enterprise Model

P & E

Purchasing

Warehouse



Catalyst Organization

(Trades)

Production

Operations

Customer Needs

& Expectations

Values & Expectations:

		Shared customer focus

		Mutual long-term commitment

		Aligned vision

		Cooperation and trust

		Leveraged competencies and shared knowledge

		Effective and open communication

		Continuous improvement 

		Common measures of success



Beyond the Moment: The Key to Renewable Competitive Advantage, 

R. Boykin, et. al., CAM-I

Raw Materials

Suppliers

The

Customer



























Activity Based Management

How activities are related across the organization

Non value added or nonessential steps or activities that do not support customer needs and requirements, or the overall goals of the organization

Root causes of costs

Progress toward goals

Activity cost by department

Pareto analysis of activities

Cost per occurrence for activities

Activity costs by attribute

Cost of each process

Cost driver impact report

Total activity cost at the organizational level

ABM reports:

Contribute to analysis of:











Activity Based Information Translates…





Perform emergency maintenance	$103,000

Perform unscheduled maintenance	  78,000

Do body work & paint vehicles	  73,000

Perform preventive maintenance	64,000

Provide wrecker service	43,000

Inspect vehicles 	23,000

	$384,000

Motor Transport

Salaries & benefits	$  224,500

Supplies	96,000

Contracts	50,000

Equipment depreciation	7,000

Other costs	6,500

 	$384,000

Motor Transport

…what is being spent…

…into what is being done.























Activity Based Information

Supports Multiple Types of Analysis







Electrical

Trades

Mechanical

Trades

Structural

Trades

Roads &

Grounds

Other

Trades

By Activity

By Functional Area

By Process

Receive Work Request

Organize Equipment

Drive to Site

Contact Requestor

Assess Site

Locate Materials

Research Materials

Complete Work 

Dispose of Excess Mat’l

Document Work

Scheduled Maintenance

Unscheduled Maintenance

Minor Construction

Other

Adapted from Hewlitt-Packard

source document

























10

30

70

Incremental Approach to Implementation

20

40

50

60

80

90

100

110

120

Ongoing Advanced Analysis & Decision-Making



Change Leadership



Activity Based Costing



Activity

Analysis



Activity Based Management



Performance Management















Start


Receive work assignments,


organize tools, equipment,


and materials - may also


service equipment


(10% - $97,020)


Drive to site


(3% - $29,106)


Assess site


(1% - $9,702)


Perform work


(71% - $688,842)


Problem


preventing


work?


Can problem be


worked around?


Clean equipment


(4% - $38,808)


Drive back to shop to


discuss with supervisor


(3% - $29,106)


Stop


Supervisor completes


documentation


A


45% of time


Yes


No


25% of time


Yes


No


Activities that should be reduced or eliminated


Inefficiencies identified


Activities that should be performed by a different functional group


Wait for fuel


(5% - $48,510)


Can do different


job with current


equipment?


Examples:


Bad weather


Hot range


B


B


Order materials


(grass seed, fertilizer, etc.)


(3% - $29,106)


A






Start


Receive work


assignments, organize


equipment and tools


($9,591)


Organize materials at


warehouse


($15,985)


Drive to site


($15,985)


Contact requestor


($15,985)


Assess site


($15,985)


Perform work


($131,076)


Other trades


needed?


Coordinate with/


wait on other shops


($6,394)


Additional


materials


required?


Clean up/dispose of


excess or hazardous


materials


($15,985)


Craftsman documents


work manually


($3,197)


Locate material


(Look in stashes and


excess materials bin)


($31,970)


Material


found?


Drive back to shop to


deal with material


issues


($9,591)


Research materials


($22,379)


Material cost less


than $2,500?


Buy materials


($12,788)


Take materials to site


($9,591)


Initiate supply


request


($3,197)


24 hour - 1


month delay


Supply receives


materials


Stop


Supervisor completes


documentation


A


A


No


(Order)


Yes


(Buy)


No


Yes


No


Yes


Yes


No


Activities that should be reduced or eliminated


Inefficiencies identified


Activities that should be performed by a different functional group






Start


Receive work


assignments, organize


tools, equipment, and


materials


(2% - $23,838)


Drive to site


(7% - $83,432)


Contact requestor


(5% - $59,594)


Assess site


(10% - $119,188)


Perform work


(35% - $417,159)


Other trades


needed?


Coordinate with/


wait on other shops


(2% - $23,838)


Additional


materials


required?


Clean up/dispose of


excess or hazardous


materials


(2% - $23,838)


Craftsman documents


work manually


(1% - $11,919)


Locate material


(Look in stashes and


excess materials bin)


(15% - $178,782)


Material


found?


Drive back to shop to


deal with material


issues


(5% - $59,594)


Research materials


(7% - $83,432)


Material cost less


than $2,500?


Buy materials


(5% - $59,594)


Take materials to site


(2% - $23,838)


Initiate supply


request


(2% - $23,838)


24 hour - 1


month delay


Supply receives


materials


Stop


Supervisor completes


documentation


A


A


No


(Order)


Yes


(Buy)


No


Yes


No


50% of time


Yes


Yes


No


Activities that should be reduced or eliminated


Inefficiencies identified


Activities that should be performed by a different functional group


Requestor


available?


Requestor


required for


assessment?


No


No


25% of time


Yes


Yes
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Table of Contents Working Document (with words for intent)


Introduction or Executive Summary


     Mission and vision of group.   Purpose statement for the book.  Description of intended audience and how we hope they will benefit.  What is our framework - how will the information flow.   The notion of how the book is set out (data>information>knowledge>wisdom).  Paper goes from descriptive to prescriptive. 


 What are the main findings, takeaways, and importance to our intended audiences.  What follows that you will want to read and that will be relevant to your organization.  


Part I  (The background data and context)


Chapter 1 – Introduction to cost and performance management (Information on Best Practices.)


     For readers/leaders who are unfamiliar. CAM-I cross and other material as relevant “converted” to DoD speak. 


      Make clear to reader the credibility of the team, we understand their issues and context.


Chapter 2 – Background (this needs to be concise and to the point)


     Legislative and administrative requirements for cost and performance management within the Federal Gov’t/Armed Forces (i.e. GPRA, CFO Act, OMB circulars, PMA, etc.) Brief history and impact of “strategic management” and business practices/motivations migrating back and forth public to private (read Stenzel’s paper.) 


    Potentially put this into annex?  Do we need a whole chapter to lay out the background.  


Chapter 3 - Principles


Part II – Case Studies  (Knowledge comes from our case studies) (case studies must address both target audiences:  strategic first, tactical/implementation second) - case studies are basically neutral to describe what happened


    (includes methodology on how picked) (Organize case studies around principles)


Chapter 3  - USMC example (in no particular order….) or principle 1

Chapter 4  - Army example or principle 2


Chapter 5  - Navy example


Chapter 6  - USCG example


Chapter 7  - USAF example


Chapter 8 – Other countries armed forces examples (Australia)


     Detailed Armed Forces case studies addresses best practices, implementation, use and sustainment issues.


Part III - Getting there from here: Enablers and barriers to cost and performance management (Wisdom is developed in terms of Implications and significance to stakeholders)


This is where we talk good and bad, potentially referring back to case studies.  


If we find exceptionally relevant case study that meets all principles, do we want to include that in part III as the model?


    Issues unique to armed forces/non-profits

Chapter 9 – Tools for Cost and Performance Management (what are the proven tools)


Chapter 10 – Armed Services Change Motivation and Management (why we really need to do this)


   Issues unique to armed forces/non-profits  .


Chapter 11 – Implementation strategies and principles (what the armed services need to do)


    (includes methodology on how picked - refer to Dave's presentation)


Note: It is possible that some of our innovative strategies or principles may not be supported by armed service case studies.  In that case, we may try to get Ron to point us to private sector example, or potentially, there are no examples.  But we will try hard to find examples in DoD.


Part IV – Summary (The big takeaways)


Appendixes


Acronyms, Survey results (also sprinkled throughout book where appropriate) Useful tools, info, example contracts, POCs, glossary, etc. Some real meat.


Recommended reading list with high application to armed forces.


Comments-----------------------------------------------------------------------------------------------


Bold blue has now been incorporated. Bold red has not and/or are process suggestions:

Jean-Francois Blanc- Steve, this outline looks reasonable to me with no one group's agenda being 
advocated.  Of course we have not put the meat in yet.


Stefnie Kenny - Good 1st draft.  How do you want the team to help with putting meat on to the bones for each part and chapter?  


Chapter 1 -  Introduction -  Should introduce what the group looked at  - not the types of tools that can be used.  For instance, we are looking at the types, levels and approaches of cost and performance management systems that all the 5 Armed Services have implemented and/or deployed over the last Xxx years.  


If we want to include a chapter on the tools used by the Armed Services that would be good and could come later in the book. 


Part II - 
Case studies.  I think we will need to establish some criteria for these studies and establish a standard layout for the book.  Plus we will need to be honest brokers in identifying what worked well and why and what didn't work well and why.  


Part III -   Add  "Issues unique to Armed Services" 


What do you think about adding a chapter to discuss and display survey feedback? [Pellegrino – I would say to sprinkle the results throughout Part III and include in appendix.]


Matt Beekman - I only have two comments 1) we may want to put an acronym section in the 
appendix.  Although we may spell out acronyms the first time we use 
them, we may not every time we use them.  This way a reader could refer 
to the appendix rather than having to back-track to an earlier chapter. 
2) Chapter 9 should be "specific to Armed Services".  This may be 
implied, but it doesn't hurt to say it in the chapter title.


LT Ben Berg - Good afternoon Steve.  I took a look at the draft TOC and only had a couple 
comments: 


(1)  I would like to see a section that discusses some recommendations for 
selling this business transformation in a military organization.  In my 
view, achieving legitimate "buy-in" has been a little more difficult because 
we don't have some of the other business imperatives that for-profit/private 
organizations have (e.g. PROFIT!).  Providing some pointers on a 
communication strategy would be great.  This might even fall under the 
section already detailed "Chapter 8 - Change Motivation and Management". [Pellegrino- I agree in ch 8, now ch 10]

(2)  There are a couple other great case studies out there, one that comes 
to mind right away is the success that the Royal Australian Navy has had 
with ABC.  I don't recall the gentleman's name off the top of my head, but 
in the very first Armed Forces Interest Group meeting (Denver?), he spoke 
for a few minutes on their projects.  Would this be applicable? 


Thanks for putting this together.  I think it's helping to get our thoughts 
in line. 


Mohan Nair - I have looked at the TOC.  I think it is fine.  I do believe that the 
CAMI cross stuff needs to really be refined to fit the armed services 
and there should be more upfront about the real motivating forces 
surrounding change in the armed services.  Also we should talk a great 
deal about culture upfront because certain misconceptions exist. [ Pellegrino – I would refer the reader intro to Part II that this info is very important and can be found in Chapter 10 if they’re interested in reading first.]


Gene Bacher - Table of Contents looks fine. 


Paul Trampert - Steve:  you might consider adding something documenting the results of the surveys the team is about to administer.  


Brian Wong - The outline looks good.  We had a mini subgroup meeting last Friday to discuss the objectives for the guiding principles that Boodi submitted and I see that it will fit nicely into Chapter 9 [Pellegrino- now ch 11].  The guiding principles will be used as a measuring stick to evaluate successful CPM implementation based on survey responses.


Jason Heung - Took a look at the proposed TOC and it looks great. The only thing that might also be worth considering is a summary of the results of our surveys (unless that is too sensitive) and a "methodology/approach" section that describes how/why we identified the enablers/barriers, implementation strategies and case studies used in the report as being significant.


Potential flow:


Data, information , knowledge, wisdom continuum/framework.



In the beginning, there is information (generic best practices, etc.)



Then there is context (Global, Federal, armed service)



Knowledge is in our case studies



Wisdom comes from case studies that support OUR contextual principles.


Lay out principles early on.  Also lay out framework, so each case study supports one.  Concentration remains on the principles.


Lay out the story of the wisdom we are trying to communicate, and lay it out into the context of our case studies.


Can also be relevant to others outside armed forces.  Particularly the cultural aspects, that private sector definitely can learn from.
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Introduction

Objective:  Excite senior leaders through a coherent set of guiding principles for cost and performance management implementations based on practical experiences within the armed forces.

Purpose:  Current environment is littered with "how-to" books.  

Books provide the strategies, but there is limited leadership belief in applicability of the doctrine to the military environment

Will show principles in action

A philosophic view of competing priorities senior leaders must continually balance readiness, cost, capability and risk
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Main Points

Define cost and performance management

Why this book exists/is different

This is the first book of its kind that is written by and focused on the unique armed services environment

Organization of the book

For whom the book is intended

The challenge faced by senior leadership

budgeting, resource, time….

Historical backdrop
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Visual





Capability

Cost

Readiness

Risk

Green

Yellow

Red

Yellow
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Key Takeaways

Guiding principles that help frame senior leadership actions in a transforming warfighting environment 

The knowledge of how to apply those principles

The role of C&PM in the overall armed services' integrated performance management framework
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Information Requirements

Strategic Planning Guidance (SPG)

??????
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Readiness before cost

Objective:  Convince the reader that these two priorities are linked

Readiness comes before cost, but cannot be achieved without it

Purpose of C&PM is to optimize readiness in constrained cost environment

Purpose:  Acknowledge the senior leaders' priorities towards readiness and identify C&PM as an essential ingredient for readiness
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Main Points

We know that you know that services' value readiness, capability and risk, and that cost is one element of each

		C&P info are designed for use in a balanced way to support service mission

		DoD wants to achieve vision at min. cost - the outcome requires cost and performance data

		CPM management is about optimizing the use of resources

		Cost and performance must be balanced

		C&P info. are the “intel” of armed forces business processes.



Cost and performance is a compass to your ability to perform missions on a continuing basis

		CPM must be embedded in the organization’s values and culture

		An operating philosophy that is subordinate to readiness, but necessary to its achievement
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Visual

		None
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Key Takeaways

A framework demonstrating that readiness is a logical outcome of C&PM

The knowledge of how to apply cost management techniques is part of the METL
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Information Requirements

TBD
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Chapter Two
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Meaning before mandates

Objective:  Convince the reader that these two priorities are linked

		C&PM info. are the “intel” of armed forces business processes.

		C&PM must be embedded in the organization’s values and culture



Purpose:  Leaders must balance doing the right thing with mandates to reflect the right intent, actions and results.  C&PM is one of those right things.



<#> of <#>





Main Points

Define meaning as knowing the right thing to do

Define a mandate as the institution's expression of the right thing to do

Leaders have a tool to identify and justify (or not) the linkage between the institution's idea of right to the operating leaders' idea of right

e.g. readiness reporting
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Visual

		None



Program Processes

(Activities)

Readiness

(C-Rating)

Measures

Intermediate Outcomes

		# Auth.		# Medical		# Pacing		#LINS		# Crews		# Events		# SQT		#Total
Hours		x		Exper		x

		# On-Hand		# AWOL		# On-Hand		#On-Hand		# Full		# Days		# NCOES		# Total 
Days		x		Modern-ization		x

		#MOS Qual		# Leave		# Not on Site		%SKO		# Key
Indiv		#Range Days		#  T,P, U METL		# Hours
Down		x

		# Sr Grade		# TDY		ASL		# Combat 		x		# Days
Down		x		x

		% Turn		x		x		x		x





























































Pers

Str %

Pers

Avail %

Pacing

O-H%

Parts

Avail %

Equip 

Avail %

Crew

Trng

Tng

Days

Quals

Cdr

Est %











Equipment

Readiness

R-Rate

Training

T-Rate

Equipment

On Hand

S-Rate

Accomp

Estimate

Personnel

Readiness

P-Rate
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Key Takeaways

Mandates should be the expression of the institution's definition of the right thing, and emanate  from its mission, strategy and values

A tool to identify and justify (or not) the linkage between the institution's idea of right to the operating leaders' idea of right
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Information Requirements

TBD
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Targets before tasks

Objective:  Convince the reader that these two priorities are linked

CPM is not a cost exercise; it is the ability to link readiness strategy to operational capability

CPM helps establish the priority target list 

Purpose:  Acknowledge the senior leaders' priorities towards readiness and identify C&PM as an essential ingredient for readiness
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Main Points

		More detailed C&P info. is required at service  - local commands level to manage day to day program toward org mission/vision …

		Successful PM requires 3 ingredients: 1) Business Metrics: standard info., business nature  2) Process Metrics: effective/pragmatic mgmt framework, 3) People Metrics: skills, development and communication

		CPM is an imperative for sound strategic and operational decision making





<#> of <#>





Visual

		None
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Key Takeaways

Treat CPM like you would a target list
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Information Requirements







<#> of <#>





Performance and Cost Management 

in the Armed Forces

Chapter 5











Armed Services Interest Group

September 2004
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Strategy Before Work

		Purpose and objectives (1 slide)

		Why we’re doing this:  PMA and “common sense” establishes policy and requirement for C&P.  Development of strategic plan 

		CPM is an imperative for sound strategic and operational decision making. Leadership strategy drives CPM

		What will be different:  All performance fits within the spirit of the PMA and the NSS/NMS.  

		Lay out Main Points in words (1-2 slide)

		C&P info. in services should be based on high level standards in Armed Services.  NSS   NMS   DPG   CINCs.  All these formulate and distillate key mission and vision applicable to each level of organizations

		More detailed C&P info. is required at service  - local commands level to manage day to day program toward org mission/vision  (points to GP of “Targets before Tasks”

		Present a visual of main point (s) 1 (slide)

		Without strategy, you’re operating in the dark

		If you don’t know where you’re going, any road will take you there?

		Ladder up against the right wall?

		Visually how policy becomes strategy becomes operations becomes tactics become tasks

		Lay out key take aways (1 slide)

		What will be different

		Info requirements (1 slide)

		Can we validate that cost and performance strategies are represented in service chief policy/doctrine/guidance or strategy?  Or, does it come from OSD and DHS?





<#> of <#>







“Government likes to begin things —to declare grand new programs and causes and national objectives. But good beginnings are not the measure of success. What matters in the end is completion.  Performance.  Results. Not just making promises,but making good on promises. In my Administration,that will be the standard from the farthest regional office of government to the highest office of the land.”

			President George W. Bush
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Why Cost Management?

Federal government programs need cost information in the following five areas:

		Budgeting and Cost Control

		Performance Measurement

		Determining Reimbursements (setting fees)

		Program Evaluations

		Making Economic Choice Decisions





Source:  SSFAS #4 – Managing Cost Accounting Concepts and Standards for the Federal Government (para 31)
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Performance and Cost Management 

in the Armed Forces

Chapter 6











Armed Services Interest Group

September 2004
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Targets Before Tasks

		Purpose and objectives (1 slide)

		Establishment of performance targets and performance measures are essential for the armed services because     More detailed C&P info. is required at service  - local commands level to manage day to day program toward org mission/vision …  (similarities to Principle of War – Unity of Command)

		Quotes/comments from Baldridge Quality Examination Principles?

		What will be different:

		Day-to-day performance would be closely aligned to strategic planning

		Organizational performance would be strategically and operationally aligned with service and joint operation planning.  Eventually, alignment should clearly match all the way to DPG and NSS.

		Better alignment and allocation of resources would result.

		Better visibility, common communication of targets and measures, benchmarking

		Can’t manage what you don’t measure

		Lay out Main Points in words (1-2 slide): 

		Targets are relative to the level of the organization (CINC targets are different (command level vs. field level) 

		Successful performance measure requires 3 ingredients:

		Business Metrics: standard info., business nature

		Process Metrics: effective/pragmatic mgmt framework

		People Metrics: skills, development and communication

		Present a visual of main point (s) 1 (slide)

		Know the target before firing the weapon

		Ready / Fire / Aim taking place, need to Aim first

		Lay out key take aways (1 slide)

		CPM is an imperative for sound strategic and operational decision making, facilitates communication and allows for focusing on areas that don’t match targets

		Info requirements (1 slide)

		Who has (and uses) strategic/operational performance measurement targets? 

		Survey or case study tie-in?
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Performance and Cost Management 

in the Armed Forces

Chapter 7
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September 2004
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Outcomes Before Outputs

		Purpose and objectives (1 slide)

		Why we’re doing this:  In the armed services, we are more focused on effectiveness (i.e. mission accomplishment) than on efficiency.  C&P measurements and information allow decision makers to make trade offs between outputs (efficiency) and outcomes (Effectiveness).  Tie in to targets and strategy:  performance measurements made in previous GPs must focus on outcomes and not outputs.   Tie-in with Principle of War (Economy of Force)

		What will be different:  Outcomes are measures of mission accomplishment, not merely use of resources.

		Lay out Main Points in words (1-2 slide)

		It might cost more to achieve an outcome than to merely get an output. Present a visual of main point (s) 1 (slide)

		Ready, fire, aim

		Overwhelming ordnance on target based on value of target

		Understanding the model and relationship of strategy, mission, outcomes and cost are crucial for decision makers.  Decision makers aren’t empowered to make decisions without effective modeling and measurement of processes.  \

		Present Visual (other slide)

		Lay out key take aways (1 slide)

		Efficiency, effectiveness and providing information to decision makers

		Info requirements (1 slide)





<#> of <#>











Using ABC

Outcomes

Effectiveness

Efficiency

Suppliers



Inputs



Outputs



Service Efforts





Service Accomplishments







Processes
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Performance and Cost Management 

in the Armed Forces

Chapter 8











Armed Services Interest Group

September 2004
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Burning Platforms Before Politics

		Purpose and objectives (1 slide)

		Why we’re doing this:  Burning platforms are an everyday reality of the armed services.  We are not advocating that C&P information should overshadow policy/politics, but they should be known and understood for consideration by decision makers for the informed/empowered decision.

		What will be different:  

		Lay out Main Points in words (1-2 slide)



		Visual

		???

		Lay out key take aways (1 slide)

		Understand the tradeoffs and issues associated with mission by accommodating politics vice service policy

		Info requirements (1 slide)

		Presentation of 25-28 current burning platforms (from initial AS meeting)

		Instances where resource decisions were made based on politics to the detriment of mission or effectiveness/efficiency.





<#> of <#>





Performance and Cost Management 

in the Armed Forces

Chapter 9











Armed Services Interest Group

September 2004
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Simplicity Before Scale

		Purpose and objectives (1 slide)

		Why we’re doing this:  Implementation focus.  Often, without clear direction or oversight, C&P projects/programs can get bogged down in details.  Too much detail can actually paralyze the decision maker.

		What will be different:  

		Lay out Main Points in words (1-2 slide)

		Communication plan and constant steering of project towards the objective.

		Can pull main points from other recognized ABC guidance?

		Be prepared to scale

		Insatiable appetite for information and knowledge

		Once people understand value of info, typically want more

		Simplicity has to be maintained even as scale

		Visual



		Lay out key take aways (1 slide)



		Info requirements (1 slide)
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Performance and Cost Management 

in the Armed Forces 

Group 3: Getting from Here to There

Potentially 2-3 chapters/sections











Armed Services Interest Group

September 2004
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Purpose and objectives

		Introduce new material







		Summarize key book takeaways
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Main Points:  New Material

		What should leadership do 

		Define clearly where they need to be 

		Within context of 8 principles (ideal on left vs. norm on right)

		Move the organization  

		Assess capabilities and risks 

		How leadership moves organizations toward CPM

		Invest in building/sustaining key capabilities 

		Mitigate risks/impediments

		The 3 key capabilities/areas that require investment

		Information

		Framework to align organization to strategy

		Skills

		The Risks

		Our organizations are/or not prepared (risks)

		Within context of 8 principles (ideal on left vs. norm on right)

		Lacking meaningful incentives/benefits

		There are institutional/cultural impediments to success 

		(e.g. successful cost reduction usually followed by loss of funding)
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Visual of main point
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Key Take Aways (1 slide)



		Why is all this important? 

		Top leadership has already decided to use CPM

		We have to figure out how to do it

		You can’t manage performance based on intuition

		Not doing CPM will cause the following problems …..

		Doing CPM will create benefits/value proposition /address burning platforms

		(The hottest burning platform is the relentless increase in pressure on federal discretionary funding)

		Other Implications:  

		e.g. future budget adjustments would be based on the amount of work or outputs that we want, vice how many resources we can afford.  MEOs are an example of new budget realities:  cannot reduce resources without stopping the work.  The impact will be discussed more and more in terms of what will not get done as a result of funding reductions.  We have to get away from driving organization based on wedges and continuously inspiring commitment to achieve best practices.   Parochial interests over broader organizational interests.

		This book has presented a framework to DO IT

		Identified 8 principles that can help assess and guide CPM implementation & sustainment

		Defined  3 key capabilities to successfully lead/manage performance/cost

		Information

		Framework

		Skills 

		Identified additional tools that can mitigate risk/increase chance for success

		Built principles and concepts on existing knowledge and wisdom (case studies)

		There is extensive experience in armed services to support these conclusions
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Info requirements

		How prepared are organizations to succeed at CPM? (survey)

		What are the existing risks?  (survey analysis)
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Survey Team
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Purpose and Objectives of Implementation Study Team

		The “Other half of fact finding”

		Literature search

		Implementation study

		We find examples coordinated with the requirements of the other teams
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Main Point: Implementation Study Methodology

		Review original CAM-I ASIG survey

		Review High-Level Survey Returns

		Review Bob’s survey returns (if applicable)

		Bounce against guiding principles

		1st review of our principles

		See what implementations are worth further review in context of our blue book

		Pilot Implementation Study (15 January)

		Review with group

		Is data adequate for other teams?

		Result: where and how we do our in-depth implementation study

		Additional data collection (February)

		Report at Q1 2004 CAM-I
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Main Point: Case Study Methodology





Baseline Survey Review

Additional Questions Based on Principles

Implementation 

Study Data

Additional Data Collection 

and Feedback to Teams
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Main Point: Implementation Study Elements

		Introduction

		Objectives of the implementation

		Principles demonstrated by the implementation

		How does it add to the services’ mission

		The Study

		General (demographic stuff/objective of initiative)

		Detail of case study (describe baseline/results)

		Findings

		Relate to guiding principles

		Value to organization

		What was the success, what was the result

		Lessons learned

		Group feedback (not included in write up)
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Key Take Aways

		We will be providing documentation of practical cost and performance management experiences within the Armed Services
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Information Requirements

		We need consensus descriptions behind our principles

		Perhaps an example

		Perhaps from the “color team” having responsibility for that principle

		Purpose: when we do our case study and ask questions, we better understand what we mean and have the right context

		Need a decision on Bob’s survey

		We need group requirements

		Feedback integrated into the implementation study methodology
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Guiding Principles for CPM

		Readiness before cost

		Meaning before mandates

		Passion before productivity 

		Targets before tasks

		Strategy before work

		Outcomes before outputs

		Burning platforms before politics

		Simplicity before scale

		









Readiness before cost



		C&P info are designed for use in a balanced way to support service mission

		DoD wants to achieve vision at min. cost - the outcome requires cost and performance data

		CPM management is about optimizing the use of resources

		C&P must be balanced









Meaning before mandates



		C&P info. are the “intel” of armed forces business processes.

		CPM must be embedded in the organization’s values and culture









Targets before tasks

		More detailed C&P info. is required at service  - local commands level to manage day to day program toward org mission/vision …

		Successful PM requires 3 ingredients: 1) Business Metrics: standard info., business nature  2) Process Metrics: effective/pragmatic mgmt framework, 3) People Metrics: skills, development and communication

		CPM is an imperative for sound strategic and operational decision making









Simplicity before scale



		Scope and boundary must be clearly defined









Strategy before work



		C&P info. in services should be based on high level standards in DoD, published in SPG and PMA  relates to key mission and vision …

		More detailed C&P info. is required at service  - local commands level to manage day to day program toward org mission/vision

		CPM is an imperative for sound strategic and operational decision making

		Leadership strategy drives CPM









Burning platforms before politics

		25 burning platforms discussed









Outcomes before outputs



		C&P info is essential  ingredient to cost reduction effort

		The way to manage outcomes is to manage activities/processes (human element & behavior)









Passion before productivity 



		DoD always wants to achieve vision (first priority) at min cost that the outcome requires cost and performance data

		Leadership commitment is essential

		Executive Steering Committee must be in place

		Communication and change management strategy must be established
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