CAM-I Armed services group

2nd Quarter Meeting Minutes

June 12-16, 2004
Sunday, June 12, 2004

Participants

	Name
	Organization
	Phone Number
	Email

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

	Stefnie Kenny
	USMC
	928.269.3307
	kennysj@yuma.usmc.mil

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

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

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


Discussion

· Purpose of today’s discussion

· Introduction

· Closing implications

· Law/policy

· Best practices/principles

· Chapters 2-9 are the principles chapters
· Intent – senior service cost leaders at briefing in September

· Think about the cognitive load we put on the audience – downplay the “middle” chapters

· Purpose also to generate excitement about blue book, motivate them to pick it up and use it to execute

· Goals for this CAM-I meeting

· Blue book outline

· Determine whether there are 8 principles

· Can determine using assessment tool

· Also split by information and action (e.g., if you have information such as readiness, passion, simplicity, etc. you are ready to act and get scale, mandates, etc.)

· But make sure we don’t imply that progress is linear

· The 8 principles will stand for now and if during our writing it becomes evident that we don't have supporting evidence or we have missed-named one we will readdress it at that time
· 45 minute presentation

· Logical flow for audience

· Mission (e.g., BMMP) -> We’ve come up with guiding principles and an assessment tool that tries to see if they’re demonstrated, the degree of success of the initiative and whether the guiding principles contributed to mission.

· Mission is not cost in most cases, but mission and readiness. Phrase it in these terms and we get more buy in.
Brainstorming the Blue Book Introduction (Items to include)
· Why should executives care

· We need to reach the people that can see the looming crisis

· Have multiple graphs to drive home the message (why we need performance and cost management)

· Increasing competition for resources (Dave’s graphs)

· Number of missions

· Type of missions

· Age of equipment

· Length of missions, geographic diversity of missions

· Use emotion through pictures of the individuals

· Use our examples

· Catherine’s graph of how decision-making works

· Why Executives Need These Principles to Succeed

· Defining Target Audience

· Lit search: due diligence and standards is same across IG’s

· If we find nothing document and move on

· Document findings and process to date and then keep our eyes open for the future

· If a particular question arises, Catherine and Mohan can find answer in relevant industry and government sources
· Documents must be placed on the web, read, and categorized into those worth reading and not

· Catherine Stenzel’s emotional buttons

· Agile redistribution of resources

· Inspiration to personnel

· Influence funding agent
· Ability to set top level measures and cascade
· Catalyst for excellence

· Resolution of internal resource conflicts

· Assessments – who else we can try
· Army (starting with FORSCOM) – Steve Bagby?
· Navy (Mike Akin) & CDR Readal to include the IPT metrics perspective
· Canadian armed services (they failed at first and are now revisiting)
· Perhaps we need to target the senior levels of organizations that have tried a corporate approach
· For those wanting privacy, we will protect, otherwise we can include the information
· Case Study Steps

· Complete assessments for remainder of ASIG whose organizations were named for inclusion in the blue book at Chandler
· Coordinate completion of assessments for a select group of survey respondents. Intent is to have an ASIG member interview and complete the assessment based on the answers

· Consolidate assessment information into summary graphs etc.
· Draft case studies for blue book (selected based on case study group – not all )

· Look at survey to identify those that have not been sustained (“failures”) and ask during our interviews

· Underscore our intent to not use the management “buzz words”. Use “knowing your cost” and reengineering business processes instead of cost management and BPR
· ASIG’s Path forward:
· Overview of survey I (Gene)

· Overview of survey II (Thad)

· Overview of assessments

· Overview. Why we chose to do assessment given we’d done 2 surveys (richness and robustness)
· How assessment answers translates into case study write ups (just for case study writers that are ready)
· Next steps. How many more, how to interview (with Thad)
· Folks can write up during CAM-I
· We’re talking about the blue book

· People either completing a case study (those that completed an assessment), writing an assessment, or calling other potential survey respondents we want to complete an assessment
Monday, June 14, 2004
	Name
	Organization
	Phone Number
	Email

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

	Stefnie Kenny
	USMC
	928.269.3307
	kennysj@yuma.usmc.mil

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

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

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

	Cindy Renee Blythe
	USCG
	785.339.3678
	cblythe@hrsic.uscg.mil

	Sheryl Tyree
	USCG/PSC
	785.339.3646
	styree@hrsic.uscg.mil

	Ramsay Tanham
	IBM
	703.201.6837
	Ramsay.tanham@us.ibm.com

	Lanelle Butts
	U.S. Army
	254.288.6260
	Lanelle.butts@hood.army.mil

	Brian Wong
	U.S. Navy
	808.473.3596
	Brian.wong@navy.mil

	Matt Beekman
	RGS/CNI (Navy)
	703.599.9391
	Matt.beekman@rgsinc.com

	Boodi Blanc
	IBM
	703.322.5121
	Jean-francois.blanc@us.ibm.com

	Jerry Maatta
	USAF
	703.693.9346
	Jerry.maatta@pentagon.af.mil

	Pat Toomey
	USMC
	910.451.8526
	toomeypf@lejeune.usmc.mil

	Michelle Sanders
	Booz Allen Hamilton/USMC
	703.902.5191
	Sanders_michelle@bah.com

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

	Catherine Stenzel
	Genesis
	218.425.3106
	genesis@visi.com

	Jamie Stanley
	USMC
	229.639.7162
	stanleyjl@logcom.usmc.mil

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

	Dennis Daly
	Metropolitan State University
	612.659.7295
	Dennis.daly@metrostate.edu

	Michael McCain
	USAF
	850.882.5104
	Michael.mccain@eglin.af.mil

	August Martin
	USCG
	757.628.4453
	amartin@mlca.uscg.mil

	Jonathan Duff
	USCG
	252.384.7329
	jduff@arsc.uscg.mil

	Jack Niemiec
	USCG
	252.335.6509
	jniemiec@arsc.uscg.mil

	Mohan Nair
	Emerge
	503.830.5857
	mnair@2emerge.com

	Mike Sim
	USCG
	510.437.5717
	msim@d11.uscg.mil

	Stefnie Kenny
	USMC
	928.269.3307
	kennysj@yuma.usmc.mil


Note: the minutes below generally do not repeat the presentations given at the meeting and are intended instead to capture the discussion around these presentations
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· Introduction (Dave Clifton) – See Armed Forces Meeting June 2004 presentation

· Personnel introductions

· September is the right time to present because we have been working for a year and a half

· We may present at the cost summit in November depending on the outcome of September
· Re-introduced the ASIG’s vision. It may be refined for the blue book

· We’re including the Financial Management community because the CFO Act directs them to perform cost management

· This is relevant because we are moving to the National Security Personnel System (NSPS), which includes more metrics and pay for performance

· We are pushing forward with the current chapter structure, and the new people assigned to a chapter can use our background materials developed to date
· ASIG needs to proactively develop the deliverables required by the teams

· Case Study, Survey, and Assessment Teams need to proactively give information to writers and for Dave Clifton’s presentation

· Read first four chapters of Value Quest if possible

· Blue book pages 25-75 pages single spaced

· That means 3-5 pages per chapter

· 2000 words per chapter
· 1st draft length is less important

· ASIG needs to set aside the time to write

· Good news is that we can call ourselves “published”

· Downside is that blue books are disseminated only within CAM-I

· To disseminate outside we have to get CAM-I permission

· What we mean by presentation is the Quarterly Outline presentation that covers each chapter

· Chapters need a lot of reorganizing, finalizing graphs

· Get good quotes for each chapter from senior service leaders (their books or briefings)

· Team reports:

· Chapter writers

· Earlier the better for case study

· Good process in place for chapter writers

· Have started chapter write ups

· Issue – permission problem: 3 levels

· “Know” that unit or branch should not be identified

· What do you do if you’ve already started (e.g., case study or assessment tool)

· How do we distinguish between one unit’s experience and that of the enterprise (avoid judgments made on one experience)

· How do we deal with the methodology of the survey in our chapter write ups 
· Original intent of the survey was to generate candidates for case studies

· We may want to call the survey something else – it’s not a survey in a technical sense

· We do believe that some of the results are representative e.g., that the distribution of PCM types is accurate – yes

· We think we can use this information in Thad’s format

· Just have one statement up front stating that based on the request for response released, and responses received, this is what has been compiled

· Chapter 11 will contain the actual methodology followed

· Thad will provide graphs to Dave Clifton
· Catherine will capture the essence of this discussion plus the permissions issue and deliver a one page summary

· Dave offered to take the case studies and get permissions from the service cost leaders to use it in our blue book

· Case studies
· Deliver consolidated summary by Wednesday

· Deliver 5 completed and 3 in process assessment tools by Wednesday

· Five are Camp Lejeune and MCAS Yuma, USCG ISC San Pedro, Army Ft. Hood, Air Force AAC Eglin AFB

· Three in process are Navy CNI, USCG, USCG ARSC
· Deliver draft case studies by July 12
Tuesday, June 15, 2004

(Work in breakout/chapter groups)

Wednesday, June 16, 2004

· Review of Monday accomplishments (see June Agenda document)
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· Decided that Tuesday that there would be more breakouts

· Was nervous about breaking out to groups given all the new participants

· Agreed that each service would send Matt any audits, policy statements, and find articles in our professional journals, particularly service specific, that would not appear in a Google search
· Goal of literature group is to finish reading lit they have and hand back to the chapter groups. Will complete this by EOM. Send materials to lit group by EOM for their review so they can send by EOM. Matt or Pat/Stefnie to send Monday email reminder
· Dave email: CAM-I will have Cost and Performance management government symposium in November in Washington
· Dave and Larry White have been asked to ID good speakers, an agenda, and topics

· Our group presentation

· Create a theme that’s more specific than CPM

· Paul Miben “Balanced Scorecard Step by Step”, “Balanced Scorecard for Government”

· Gary Cokins?

· Dr. Dale Geiger “Winning the Cost War”

· David Walker, GAO

· Morgan Kinghorn, President American Society for Public Administration

· Mr. Akin, CNI

· ADM Allens

· ADM Stillman

· One strategy is to get an uneducated keynote, and we educate him the process of preparing him for the brief 

· Three kinds of speakers. Make sure they align with goals

· Content speakers

· Famous people (draw more of audience)

· Both

· Topics: (See June Agenda below)
· Don’t get too much into the commercial environment 

· Deliver to Ron in the next couple weeks

· Have done it 2 times before and average attendance = 150

· Target audience is DC budget analysts and program managers (will be lower than our September audience)

· September Presentation
· Challenge is to keep the story short

· We are not selling the blue book, we are selling the content

· Bottom line (Dave Clifton) – 50 years of laws, tools developed, and success and failure. What remains to be done? A set of principles that guide and drive us – they are the missing element

· We want to inspire the cost leaders to read the blue book when it’s done

· BMMP guys are busy. Hopefully what we present guides that process as well

· Case studies will be important, but the essence and message has already been developed in our principles presentation

· Use the presentation as a teaser – we have these 8 hypotheses, we will be examining them in the blue book

· Three sections

· Guiding principles

· Stages of maturity

· Case studies

· Concentration between now and December is completing the blue book, but we need to think about the next step. September and December may not be the final word
· An opportunity to refresh

· Interim meeting – ASIG to think about need and provide feedback to Dave Clifton
· December meeting we shoot for blue book issue date

· Round table update – get Catherine’s summary statement from writers
· Mike Sim. Outcome before Outputs 
· Completed outline and will focus on this for the next few weeks

· Will keep it simple and insert anecdotes

· Will submit to Mohan/Catherine and they will distribute to others as a good example

· Jon Duff. ARSC assessment ready to go and prepared to start on the case study. Assessment has been good for self reflection.
· August Martin. Strategy before Work with Jack Nieman

· New to group so reviewed source documents

· Reviewed Assessment Tool

· Waiting to see where case study will fit in
· Pat Toomey. Targets before Tasks

· A lot of overlap

· Assessment defines principle along the lines of performance management; does the costing information come through a scorecard? We are not advocating the BSC but a balanced approach
· The left side of the principle tends to be qualitative, with the right side linear and quantitative

· Overlap between targets before tasks and strategy before work

· Strategy is competitive, factors affecting organizational posture, environment

· Tasks is the core identity of where you want to go, it’s a different level

· Suggest that those that ID overlap contact the relevant other chapter writer to discuss the division

· Matt Beekman

· By EOM will read through documents

· Do we want to find more? Yes – let’s look by service per previous direction. Please send by EOM
· Lanelle Butts

· Worked on building case study using the template

· Need to get together with writing

· Because assessment writers are doing the case study, they can inject more lessons learned

· Send feedback on the case studies

· Stefnie. Meaning before mandates

· Thinking of showing mission statements – needs the link to them. August to provide USCG, Brian to give for Navy, Jerry to provide Army’s

· Needs mandates from lit search team

· Goal is to show where meaning has been established through some sort of mandate

· Stefnie will research adding a password protected area to the web site for storing case studies and completed assessments

· Mohan
· Reason we don’t have widespread PCM is because we don’t have the same definitions. We need one paradox.

· There needs to be a link between the organizations involved

· This can be a bold chapter because a potential message is that our existing mandates have not been successful and ID those that have meaning and those that do not

· Good team dynamic that new people were able to start working without getting “authorization”

· Remember not to get too separated, because the whole book should be aligned

· Gene Bacher

· Do we need to go onsite to verify the results

· Will attempt to touch more Marine organizations

· A book will probably require some site visits

· OK with no site visits for the blue book, but for the book we may need some independent assessments

· We need some quotes from those service leaders that found PCM useful. It will be a lot of work. Each service Identify these senior leaders
· Dave Clifton will bring the book to some key people

· Jamie Stanley. Chapter Four
· Outline is completed

· Some challenges with style. How to tell somebody something that is common sense. Put that challenge into the chapter, and tie it into case studies 
· We are collecting things that have already been found but we’re presenting them in a simple way. We are putting together the environment, the mandates, and the history – why is it not happening more broadly? We are developing the simple principles that will help guide it
· Catherine Stenzel
· Revisit permissions

· Theoretical requests are not normally accepted, but if a draft is sent beforehand, the answer is usually yes

· We must always include citations

· She will provide the three page style guideline to writers
· First person weakens an argument, but use it where credit needs to be taken
· Thad Panik

· Will continue generating graphs and charts for each question

· Will work with Jason regarding assessment analysis

· Ron
· Process Management is a separate group

· CMS needs to pay to participate ($12K), but process management has always been part of CMS

· Brian

· Completed CNI assessment tool

· Will complete at multiple levels because the answers differ

· Michelle Sanders will send outline for presentation to Dave Clifton
· Jerry Maatta

· Will complete actions to Matt and Stefnie

· Likes the duality of our principles, but getting from the left to the right of a principle can be very complicated

· Boodi Blanc. Simplicity before Scale

· Working on chapter and case study

· CNI is strong on this principle

· Outline is 80% done

· Cynthia and Sherry. Burning Platforms before Politics
· Rough draft for chapter 8

· Looking for visuals and quotes

· Will coordinate with Stefnie for historical perspective

· Will deliver draft by next week

· Important for new folks to see the established folks’ outlines

· Jason Heung

· Will coordinate with Stefnie for password protected site for case study materials
· Case study team will reach out to their service counterparts

· Have developed summary of five assessments to date

· Will provide actual assessments and case study outline

· Dave Clifton

· New faces are a good addition to ASIG to avoid group think

· Gene and Michelle will help with presentation and meet with them once a week

· Looking for input to the message we want to deliver. ASIG provide input when we have ideas. Dave needs to get it to 25 slides and don’t want to rush our conclusions

· Can do 20 people on an internet conference call

· Writers and case study folks provide feedback to presentation, especially if it is new thought

· Looking to get BMMP to brief, invite comptrollers too
· Stefnie will draft an invite letter for attendees of our September presentation
· Please come to the next meeting prepared, bring laptops and copies of the presentation with you
· Dave intends to send a letter to CAM-I on the formation of a new Process Management Group separate from CMS

· Catherine: Chapter writers will be getting chapter structure, outline, background, style document
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Action Item Review
	Person
	Action

	Thad Panik
	Provide Survey summary graphs to Dave Clifton

	Catherine Stenzel
	A one page summary on the permissions issue and how to deal with survey methodology in the chapter write ups 


	All
	Send Matt any audits, policy statements, and find articles in our service’s professional journals that would not appear in a Google search. Send by EOM

	Matt Beekman
	Send email reminder for articles

	All
	Think about the need for an interim meeting

	All
	Identify your respective service leaders and look for good quotes from them on performance and cost management

	All, especially writers and case study team
	Provide input to the September presentation, especially if it is new thought

	Stefnie Kenny
	draft an invite letter for attendees of our September presentation
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Armed Forces Meeting

June 2004

St. Louis, Missouri
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June Agenda



		Monday Morning

		Opening (Dave)

		Introduce new people and ground rules

		Go over agenda

		Review vision, mission timeline, 

		Revalidate subgroup team/ assignments (get help to Matt for lit search; John Duff of coast guard will do assessment and case study)

		Review individual responsibilities 

		Review principles

		Get update on survey/assessment (Jason lead)

		Go over surveys (Gene and Thad)

		Go over assessments (Jason) and additional assessments needed

		Deliverable: everyone knows:

		why we did it, what is in the material that they can use/how to get it, and what else needs to be done

		Implication of lit searches (Matt) 

		Check logistics (Dave): 

		Come back after lunch, get instructions to start working

		Who has their computers, copies of presentation, what do people need to get to work

		How many copies of what material might we need
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June Agenda

		Monday afternoon

		Meet for breakout instructions (1-2)

		Jason and case writers work 

		Thad work survey data

		Catherine and chapter writers 

		(one per chapter – or use computers to help)

		Dave and Mohan on intro and conclusion

		Matt with literature search

		Breakouts and writing (in rooms or other places) (2-4)

		Catherine and Jason in room B if questions come up 

		Meet with her during afternoon as required

		Get together to discuss progress at 1600
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June Agenda

		Tuesday

		More breakouts and writing

		Catherine and Jason in room 26 if questions

		1600:  get together to discuss progress

		Wednesday

		Everyone present what they’ve done

		10 minutes each

		Deliver material to Jason

		Agree on Next steps

		Writers complete and turn into editor (date?)

		Mohan and Dave complete presentation

		Schedule dry runs for presentation 2x (July/Aug)

		Writers give feedback/ensure we remain consistent

		Dave arrange for BMMP briefing/update in D.C.

		Try to be last and meet for an hour or two longer with DoD audience

		Invite comptrollers and functional managers

		Stefnie draft letter for Ron to invite senior people to general session to hear briefing

		Jason complete any assessment actions
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Vision 

A framework, guiding principles and chosen practices that accelerate and sustain constant innovation in the application of cost and performance management through a documented investigation of significant learning and experiences. 
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Mission

		Leverage CAM-I as a collaborative forum to:

		Deliver a coherent set of guiding principles and concepts for cost and performance management implementation and sustainment in the armed service.     

		Base the principles on practical experiences within the armed services and CAM-I concepts and tool sets.
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Target Audience

		Armed Services Leadership

		People who know if this is right thing to do

		People who can direct that it happen and who will follow up 

		Inside beltway executives (flag level leaders) (‘Board of Directors”)

		Professional (organizational and functional) leaders at all levels 

		Comptrollers, accountants and auditors

		Broaden focus on organizational operations

		Get beyond transactional accuracies

		Balance the books, but also be the leaders in managerial accounting

		Champions and Implementers

		Deliverable to them:

		Policy statement proposed to top leadership

		Principles supported with case studies

		What do we expect them to do with it

		Publish a policy based on our principles

		Establish and assess metrics to ensure policy is implemented

		Use PCM to improve (resource) decisions

		Financial managers must use modern managerial acconting competencies in addition to the fiduciary/transaction oriented traditions when working to implement NSPS financial community of practice competencies
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Table of Contents





          Introduction

         Readiness before cost

         Meaning (mission) before mandate

         Passion before productivity 

         Targets before tasks

         Strategy before work

         Outcomes before outputs

         Burning platforms before politics

         Simplicity before scale

         Conclusions/Implications

         Case Studies/Bibliography/Terminology 



Chapter	Topic
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Writing Assignments

		Case studies:

		Lanelle Butts (Army)

		Paul Baca (Coast Guard)



	            + Michael Sim

		Mike McCain (USAF)

		Brian Wong (Navy)

		Gene Bacher (USMC)



		Survey/Assessments

		Thad 

		Jason Heung

		Gene Bacher

		Jerry Matta



		Editor/Writing Coaches

		Catherine Stenzel (2-5)

		Mohan Nair (6-9)



		Literature Search & Bibliography

		Matt Beekman

		Michelle Sanders

		Ron Later



		Chapter 1:   Dave Clifton

		Chapter 2:   Thad Panik 



                                + Sheryle Tyree, 

		Chapter 3:   Stefnie Kenny

		Chapter 4:   Jamie Stanley

		Chapter 5:   Pat Toomey

		Chapter 6:  Jack Niemiec?



                               + Jon and August

		Chapter 7:   Mike Sim                          

		Chapter 8:   Cindy Blythe



                                + Will Budovec

		Chapter 9:   Boodi Blanc 



                               + Ramsay Tanham 

		Chapter 10: Dave Clifton

		Chapter 11: Jason Heung



		Presentation:  Dave Clifton



                             + Michelle and Gene
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Time Line

(CAMI Management Approved Mar 03- Adjusted Jan 04)

		Jun & Sep 03

		Agree to mission/vision

		Begin initial discovery

		December 03

		Agree to principles

		Agree to Contents

		Get survey update

		Teams organized

		Assignments for next meeting

		February (alt 1)

		Survey complete

		March 04

		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 04

		Sunday prep meeting

		Complete draft presentation

		With assessment info

		Begin writing case studies

		Aug 04

		Complete presentation

		Case study drafts completed

		Presentation due to CAMI

		September 04

		Present to CAMI members

		Invite service cost leaders

		Solicit feedback from membership

		Complete draft case studies 

		Determine next steps 

		(including additional deliverables)

		October 04

		Conduct interim meeting

		Complete blue book draft

		Editor begins final work on draft

		December 04

		Submit blue book to CAMI

		Issued to members at March/June 05 meeting
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Accountability

		Survey and Assessment Teams

		Be proactive in making information available to writers

		Search for relevant information and material to support writers and case study team

		Case study team

		Produce case studies

		Support chapter writers by pulling out relevant information for each principle

		Complete draft case studies by August 04

		Forward draft case studies to chapter writers ASAP

		Chapter writers

		Validate outline in PowerPoint presentation

		Develop chapters to book

		Pay attention to assessments, case studies, intro and summary

		Work with editors to ensure time line and formats consistent

		Don’t forget to include CAMI concepts (Value Quest)

		Complete draft by September 04

		All:  Pay attention and provide feedback to presentation drafts
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Hints

		Principles = chapter

		Outline format used for each chapter

		Once teams begin writing, no additional chapters

		As writings mature, look for overlap and adjust as necessary

		Do not consider chapter order changes until teams review first draft.

		Look for good flow – especially transitions for one chapter to another.

		Do not forget writing assignments for introduction and bibliography

		Writers discipline is the biggest challenge.  Stay on time line.

		Work with your writing coaches if you have questions or concerns
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Presentation Contents

(completed at last meeting)

		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





<#> of <#>



Principles of Performance and Cost Management in the Armed Forces of the United States



Readiness before cost

Objective:  Convince reader these 2 priorities are linked

Readiness for battle comes before cost, but cannot be achieved in the long run  without it

Purpose of PCM is to optimize readiness in constrained cost environment.

Although we value efficiency, we don’t sacrifice readiness for  it.

 If you plan for readiness, cost can becomes a side effect – otherwise cost can drive readiness

Purpose:  Acknowledge senior leaders' priorities towards readiness and identify PCM as an essential ingredient for readiness

Tax payers want the Armed Forces to be effective first … but also efficient

But do it efficiently, not a battle between two

Efficiency is a factor that if you ignore will hurt you in the long run

Efficiency can contribute to effectiveness

One aspect of readiness is understanding and tightly managing cost 

Cost:  (Measurement of dollars is not cost)

  - Consumption of resources  (people, time, equipment, leadership energy, usually measured in terms of  dollars)

  -  Cost management (budget and cost are not the same thing- it’s about activity based costs and cost management)

  -  Priorities are not absolute, but when the two come into conflict, readiness is first.  Ideally, they will not come into conflict.

Readiness:

  -  Capability to deploy operational forces to accomplish the mission.  Cost can be a constraint.

  -  Readiness is in part a by product of efficiency since resources are always limited.   Some missions may have priority over others.  Some are mission imperatives, vice a good idea.
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Meaning Before Mandates: Main Points

Mandate fuels, but meaning is more powerful

Need meaning (clear perceived value) with a mandate

You can mandate seatbelts, but have to believe it’s important to really get people to do it

Meaning needs to be set by upper management/upper management must understand PCM too

Belief in value of PCM needs to be shared widely/belief often based on understanding

PCM because it is the right thing to do

Not just because it’s a mandate (mandates alone will probably fail)

It takes more than the mandate to make change

Must be understood first/recognize true value of what you do 

Otherwise, won’t catch on throughout the organization

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

Key “meaning” is that PCM is not about finance, it is fundamentally understanding the operational processes of the organization

Meaning: (“It’s operational imperative for the organization to have PCM because…”  )

  -  knowing the right thing to do/show people how it works and what the value statement is

 -   successfully communicating why we are doing PCM, what is true purpose behind it

  - more than a check in the box, people have internalized it

Mandate: (“Go implement PCM”)

  -  the institution's expression of the right thing to do/what needs to be done

  -  hard to succeed on mandate alone/it’s meaning that lasts
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Passion before productivity 



		Armed Services always want to achieve vision (first priority)

		It plans in an unconstrained environment, then fights for the necessary resources to achieve the plan

		While the POM process may stretch the timeline, the vision does not change; it keeps making incremental progress

		Leadership commitment and involvement are essential

		Executive Steering Committee must be in place

		Leaders must take visible action to overcome obstacles

		Change management strategy must be embedded in the implementation plan

		Include in overall education and training plan for leadership and workforce

		Use the Coast Guard ARSC example

		Desired results must be clearly articulated and regular progress reported to all stakeholders

		Set stretch objectives by volume and time (USMC)

		Adequate and evolving PM systems tell the story

		Maintaining passion/commitment over leadership changes is critical challenge

		Early results/clear productivity improvement can help maintain commitment



Passion

  -  Desire, energetic, excitement, believe, commitment, aggressive

  -  An intense commitment and desire to create energy and excitement in your beliefs and actions.

Productivity

  - Results, more with less, measurement, efficiency , strategic alignment

  - Maximizing value added results relative to available resources
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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.  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 service (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   (i.e.  Ready / Fire / Aim taking place, need to Aim first)

		Lay out key takeaways (1 slide)

		PCM 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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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 

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

		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 takeaways (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?



Strategy

  -  Top leadership’s plan to communicate and align direction and vision. (Visual is a compass pointing between cost and mission or performance axis.)

Work

  -  Energy/resources expended to perform tasks in order to achieve output.
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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 and outcomes.  Tie in to targets and strategy:  performance measurements made in previous GPs must focus on outcomes and not outputs. 

		What will be different:  Once resource consumption to task is validated, a measurement of mission, not merely resource, becomes the focus. 

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

		Present Visual (other slide)

		Planning cycle.  The planning cycle empowers decision makers by articulating the relationship between organizational resource consumption, performance, outcomes and strategies

		Lay out key takeaways (1 slide)

		Efficiency, effectiveness and providing information to decision makers

		Info requirements (1 slide)



Outcomes

  -  a measurable result 

Outputs

  -  product of energy expended
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Burning Platforms Before Politics

		Key reminders of what we as a group thought about the principles.  



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

		We need to operationalize the principles 

		how do we take the principles and apply them in implementation and sustainment. 

		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)
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Simplicity Before Scale

Simplicity

	Avoid human tendency to over engineer application and underestimate resources required of PCM. 



	Take it one piece at a time. 

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

	Talks to scope

	Stick to the basics

	Don’t over engineer.  Is speed inherent in over engineering?  We over engineer and then we under resource 



 Scale/Complexity



	Solve the problem before repeatability, sustainability, and maintainability are decided/implemented



	Get going, do something 
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Questions
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IG Vision:


A framework, guiding principles and chosen practices that accelerate and sustain constant innovation in the application of C&P management through a documented investigation of significant learning and experiences


Vision Flow:


(Frame the deliverable according to Vision Statement flow:


Develop Guiding Principles


 ( C&P framework 


(Chosen practices that accelerate and sustain constant C&P innovation


( by means – documented investigation of significant learning experiences


Practical Vision Statement Draft for Blue Book:


Leadership of the United States Armed Services use our work and guiding principles to establish and execute performance and cost management policies to move towards greater agility in distribution of resources. By implementing the principles in this bluebook, leadership is able to: 1) resolve internal resource conflict, 2) catalyze excellent performance, 3) influence funding decisions, and 4)inspire personnel  trust and teamwork required to reach and sustain operational readiness.


Deliverable:



Policy statement proposed to top leadership



Principles supported with case studies


Audience


· People w ho know if this is right thing to do


· People who can direct that it happen and who will follow up


· Inside beltway executives (flag level leaders)


· Professional – org and function leaders at all levels


· Comptrollers, accountants and auditors


· Champions and implementers


Cases:   CS complete from casecandidate.doc


Eglin – air 


Camp LeJeune


Navy


Coast Guard – IC


Fort Hood


What we expect as a result of our work


· Publish a policy based on our principles


· Establish and assess metrics to ensure policy is implemented


· Use PCM to improve resource decisions


· Fin .managers muse use modern managerial accounting competencies in addition to the fiduciary transition oriented traditions when working to implement MSPS financial community of practice competencies


Writers’ Timeline:


Aug 31 – writing drafts complete



June 16 – Case drafts complete from case writers


June 16 – case abstracts in xls


June 28 – Post policies to site - Matt


June 28 – outline to Catherine and Mohan 



July 10– comments back to writers



July 12 – case drafts complete


July 31 – partial chapter (GPs) draft to C&M



Aug 15 – editing complete & revision requirements to writers



Aug 31 – Revisions + addition of case examples, epigram/quote, 


     executive summary, appendices, and graphics to C & M



Sept. 14 – C & M  to compile chapters for Q3 meeting and presentation


Sept. 13 – send out drafts electronically ~6 Sept. – everyone bring own printed copy


General Timeline:


Sept – complete rewrites /Presentation


Oct – Compile bluebook draft


Dec – Submit bluebook to CAMI


Mar – Issue blue book to CAMI members


Writers’ Tasks:


· Writers need to understand when work needs to be complete and into editors 


· Validate outline in ppt presentation

· Develop chapters to book

· Pay attention to assessments, case studies, intro and summary

· Work with editors to ensure time line and formats consistent

· Include CAMI concepts (Value Quest)

· Complete draft by Sept. 04

· Track sources used and forward to Matt Beekman

Catherine & Mohan Responsibilities


· Layout timeline to tasks


· Edit and send back for revisions


· Be familiar with all cases  - help identify examples // chapters


· Style and format consistency


· As writings mature, look for overlap and adjust as necessary


· Do not consider chapter order changes until first draft in – look for good flow – esp. transitions


· Writers discipline is the biggest challenge. Stay on timeline


· Work with writers’ questions and concerns


· Assure that no impression of the whole branch is doing ABC or whatever – say ‘one unit,’ or one example, or ‘in the armed services


· Surveys – intention: isolate some cases – not to take statistical sample


· Intention = anecdotal evidence – looking for data points


· Survey results will not reveal identity of  individual unit – rollup numbers


· Must have permission to ID a specific response


· Can say  out of x# of surveys sent to USxx, y# responded and result was – Navy = 4 of 28 – AF = 6 of x – CG =11 of x – Army = 14 of 30 – USMC = 18 of  x


· Assessments


· Case Studies


Chapter Writers = Principles


1. Dave Clifton


2. Thad and Sheryl Tyree

3. Stefnie Kenny


4. Jamie Stanley


5. Pat Toomey


6. Jack & August

7. George Asseng & Jonathan Heller  Mike Sim

8. Cindy Blythe & William Budovec


9. Boodi Leblanc & Ramsay Tanham


10. Dave Clifton


11. Jason Heung – Case Studies


Cases


Army – Lanelle


USCG – Paul Baca


USAF – Mike McCain


Navy – Brian Wong


USMC – Gene Bacher


· Produce case studies


· Support chapter writers by pulling out relevant info for each principle


· Forward draft case studies to chapter writers ASAP


Presentation & Chapter/Case Structure


1. Introduction Chapter (Dave & Mohan)


a. Burning Platform (i.e., why we should do this)


b. Armed Services // Corporate Practices 


c. Guiding principles genesis and overview (nonlinear!)


d. Methodology (w/Appendix detail) – survey – assessment


e. Maturity Models 


2. Chapter Structure (Title = GP)


Focus: One guiding principle with examples from many implementations (or not). Using examples where outcome expectations were not met is equally valid and instructive.


a. Epigram (quote that applies to GP – think about later)


b. Briefing / summary (tell ‘em what you’re going to tell ‘em) – to last)


c. What is principle about – meaning /defintion? 


d. Why is principle important?


e. What balance are you trying to strike? (between x and y); what’s the range


f. Guiding principle statement and detailed explanation (see ppt & Assmt. Tool)


i. Example -  - what have others learned **


ii. How to recognize when this GP is/is not being practiced


1. Example of failure to follow **


iii. When is this GP most relevant; is it ever not applicable?


iv. Which principle is this one most aligned with? Work with?


g. Assessment Tool: GP – Maturity – Success


h. Conclusions and implications - Recommendations and Key takeaways


i. Summary   -What is the meaning behind this message?


** Draw from   (insert placeholders for examples, case studies, )


i. case studies


ii. conversation / dialogue (someone talking about their experience +/-)


iii. lit research


iv. your knowledge, experience and insights1 & 2


v. Surveys 


CHAPTERS:  Blue Font = CS / Red Font = MN

2. Readiness before Cost – Thad & Sheryl – PPT slide 44

3. Meaning before Mandates – Stefnie – PPT slide 54                                                     


4. Passion before Productivity – Jamie – PPT slide 61                                                     


5. Targets before Tasks – Pat T. – PPT 65                                                                        


6. Strategy before Work – Jack & August – PPT slide 73                                                


7. Outcomes before Outputs – Mike Sim + George Asseng & Jonathan Heller – PPT83


8.  Simplicity before Scale – Boodi Leblanc & Ramsay TanhamBurning Platforms before Politics – Cindy Blythe & William Budovec – PPT sld 94    9.                                                                                                                                                                                                                                                              



3. Chapter 10 – conclusions, implications, recommendations and key takeaways – Dave +

4. Cases – chapter 11 at end (privacy – e.g. Air Force is optional) – Jason H.


a. Purpose: What were we trying to improve? What was the incentive to improve?


b. Background: 


i. General (demographic, resources, urgency, etc.)


ii. Description of baseline conditions


c. Expected results re: contribution to mission – Operational Readiness and Value to Warfighter (or Peacekeeper)


d. Actual results and subsequent action / remedy / continuation / expansion / abandonment


e. Guiding principles operative

f. Guiding principles inoperative – appropriately? Lessons learned?


g. Recommended applications of GP


5. Appendices


a. Story of ASIG formation – list of members or their institutions?

b. Surveys methodologies

c. Assessment methodology

d. Lit. search (Matt)

6. Terminology


7. Bibliography & Resources


Inquiries


· Do we really have 8 principles?


· How are thinking about GP-map (Crosswalk)


· Maturity continuum for GPs?


· Every case looked at for every GP


· Can maneuver warfare principles (do more with less) be used in performance and cost?


· Focus on individual  in armed services


· Use ‘resource’ instead of ‘cost’


· We need to define success and failure so that people can answer specifically “tried but died” or “sustained”


· Maturity scales/milestones needed for each Guiding Principles.


NEXT STEPS for OTHERS


· Dave complete presentation – writers give feedback/ensure we remain consistent


· Dave arrange for BMMP briefing update/DC (CAMI and senior AS)


· Stefnie draft letter for Ron to invite senior people to general session to hear briefing


· Jason complete assessment actions


Next Steps for Assessment Team:


1. Complete  assessments for remainder of ASGI


2. Coordinate completion of assessments for select group of survey respondents


3. Draft Case Studies for blue book (selected based on case study group)


4. Consolidate assessment information into summary graphs
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Style refers to the consistent use of elements such as punctuation, capitalization, compound words, the writing of numbers, and so on.  A reliable (but expensive) style reference it The Chicago Manual of Style, 14th edition. 


Some of the standard rules that you should follow are:


Characteristics


· ~40 pages - With 2000 words (4-5 pages) per chapter by end of writing


· brief, succinct, powerful


· Playbook of C&P execution that resonates with the community


· Retail style, vice in depth academic research.  


· Quick read and good reference. 


Visuals (e.g., exhibits, tables)


· Use Garamond for readability.


· Minimum line weight = 1/2 pt.; maximum = 1pt.; no hairline rules


· Minimum shading=10%; maximum shading = 80%


· Save at 100%


· Use Microsoft Powerpoint and Excel


· One or two key visuals per chapter or per major subheading, if lengthy; more visuals are acceptable. When in doubt, include the visual


· Consider side-bars to explain/describe a topic that is important but would interrupt the flow of the chapter text


· All graphs and figures are identified by using Exhibit x.x (e.g., Exhibit 2.1)


· X


Each exhibit that you provide should be on a separate page with the exhibit number clearly indicated.  Exhibits should be chapter numbered and in numerical order.  For example, if Chapter 2 has two exhibits, they should be numbered Exhibit 2.1 and Exhibit 2.2; Chapter 3 has four exhibits, they are numbered Exhibit 3.1, Exhibit 3.2, Exhibit 3.3, and Exhibit 3.4.  Indicate within chapter text, on a separate line, where you feel is the best placement for exhibits by marking where to insert them between paragraphs in the text. e.g., 


Insert Exhibit 3.2 about here (.  


All exhibits must have a caption.  Captions or legend copy must be on a separate page.  Credit lines and permission to reprint notices should be provided for all material that is not your original material.  Originals of existing material should be provided.


Text Format


When writing your manuscript keep the following parameters in mind:


1. Double space all copy, including footnotes, references, quotes, legends (captions for figures and tables), and tables


2. Font: Use Microsoft Word Times New Roman – 12 point


3. All footnotes should be placed at the end of the chapter (see "Citations," p.12- editors to supply examples)


4. Margins: 1.5-inch margin at the top and bottom; 1-inch margin left and right


5. All paragraphs should be indented

6. Each page of the chapter should be numbered consecutively

7. Quotes of more than 50 words should be indented more than regular text. 


8. Permission guidelines: in process by editors and IG In addition, you should apply for permission to reproduce quotes of 300 words or more from non-armed services/government publications.All permissions should be applied for and received before submission of the final manuscript (see section on “Permissions Guidelines,” p.15)

9. Keep text files and visual files separated.  Do not embed art files in your text.  Only indicate location of exhibit (e.g., “Exhibit 2.1”).


10. Phrases.  When using terms such as “for example” or “that is,” they should be spelled out in text.  In parentheticals use e.g. or i.e. followed by a comma.


11. Spelling: Spell out United States as a noun and U.S. as an adjective.  


12. Do not use capital “S” with acronyms to make them plural; use lowercase “s”(e.g., CPAs not CPAS).


13. Years:  Use May 1998 not May, 1998.  In addition, use the 1990s not the 1990’s or 90s.  Use 1985-1999 not 1985-99.


14. Avoid expressions that state you are giving your opinion; for example, we think or it can be argued. This is your work and much of it is your opinion.


15. Series Comma.  Always use a series comma, for example, Ted, Mary, and Bill; not Ted, Mary and Bill.


16. Lists.  Use two types of lists throughout the manuscript.  Numbered lists are used when preceded by a specific reference to a numeral, for example, “There are four reasons...”; use a bulleted list for all other types of lists. Use bullets for lists containing more than 3 items.


17. Spell-check your text files


18. Use a left justified format with no end of line hyphenation.


19. Use the return key only at the end of a paragraph, a head, or after list entries.  do not use the return to break a line of text; allow the word-wrap feature of your word processor to do this.


20. Do not use automated footnote features; use the superscript function of your word processor to insert footnote number in text.


21. Heading levels (Use the chapter structure provided; additional subheadings are okay. Editors to formalize)


· CHAPTER TITLE – e.g., READINESS BEFORE COST

· Level 1 Heading – Bold

· Level 2 Heading – Bold Italics

· Level 3 Heading – Italics

· Attempt to stay with heading levels 1 and 2


Sections (“first level headings”) serve to organize the chapter into units.  All text material within a chapter should be divided into sections of relevant materials, set off with a title for each.  


Sound & Sense


· Avoid using personal pronouns, such as I, you, or we.


· Buzzwords go in glossary; italicize them the first time used in a chapter. List them with a definition or short explanation at the end of your chapter. Editors will move them to the glossary.


· Acronyms: Redefine acronyms each chapter. Spell out the first time used in the chapter with the acronym in parentheses - e.g. activity-based costing (ABC); thereafter use acronym or written-out version.


· End each Chapter with a transition to next chapter


· After listing an organization, refer to them as “it” or its  (versus “they”, their, etc)


· Avoid use of etc.; use ‘and other materials/policies/examples’ or ‘and so on.’


· Gender Neutral.  We will follow a policy of nondiscrimination between the sexes in our work.  Examples would be “A sales representative must call the home office once a day” (not “A sales representative must call his home office once a day”).  “Man” type words should not be used, for example business person (not businessman) or police officer (not policeman).  Do not use “he or she” or “he/she.”


· Tenses and Voice.  Use the present tense wherever possible.  Use the active voice and avoid the overuse of phrases such as “there is” and “there are.”  For example, “It must be established that the committee had access to the information” (passive voice).  “The plaintiff must establish that the committee had access to the information” (active voice).
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Presenting in D.C:

		Think about cognitive load we’re putting on folks

		Probably have few concepts to bring in to this

		Make it an education of tools and processes we are using

		In presentation, down size the middle, focus on the beginning and end

		Objective:  get excitement to read blue book – 

		Why should be doing

		What should be doing

		Tool that helps them do what?
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Table of Contents





Introduction (5 slides) 

– Armed Services have come together

To develop principles

To develop direction for the department

Readiness before cost (3-4 slides)

Meaning (mission) before mandate (3-4 slides)

Passion before productivity (3-4 slides)

Targets before tasks (3-4 slides)

Strategy before work (3-4 slides)

Outcomes before outputs (3-4 slides)

Burning platforms before politics (3-4 slides)

Simplicity before scale (3-4 slides)

Conclusions/Implications (5 slides)

Facts to be published in the blue book

Case Studies/Bibliography/Terminology  (TBD)



		2 slides per = 25       3 slides per = 35        4 slides per = 46
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Chapter One

Introduction
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Vision 

A framework, guiding principles and chosen practices that accelerate and sustain constant innovation in the application of Performance and Cost Management through a documented investigation of significant learning and experiences. 
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		Mission 

		Leverage CAM-I as a collaborative forum to:

		Deliver a coherent set of guiding principles and concepts for Performance and Cost Management implementation and sustainment in the armed service.     

		Base the principles on practical experiences within the armed services and CAM-I concepts and tool sets. 
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Chapter One:  Introduction
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Introduction Main Points

		What is performance and cost management?

		Why should Armed Services executives care?

		Laws and policy (driven by taxpayer expectations for accountability)

		Required to get the mission done

		If managers haven’t been doing it in 40 years, why are we saying it’s needed now?  

		Things have been fine up to now.  

		Defense really cares about being ready, not about being efficient. 

		 Efficiency might be the enemy of effectiveness.

		Purpose of the Working Group and this Paper

		Establish set of principles based on CAMI and armed service experience

		Illustrate how principles are being applied

		Where are the armed services now and where should we be headed

		What is our information focus now?

		Where we need to be headed and why it matters?

		Outline of general principles
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Background

		DoD Not using Uniformly

		Potential contribution:

		Consistent cost principles

		Use of full cost activity/output data for resourcing

		Capability to use detailed ABC models to solve rifle shot problems as required (continued sustainable pilots)

		Sustainment means we know how to do it when we need it

		Laws exist to mandate

		Policies exist at DoD and Services

		Describe them

		Well known best practice benefits

		Doesn’t happen in the accounting office

		Results:

		Fragmented, not-standard

		CPM is shared data that leverages IT investment, which is not being realized now

		Needed:  set of policies/standards

		To guide, accelerate and sustain constant innovation in the application of Performance and Cost Management 
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Historic Backdrop

		The armed forces are highly challenged to implement practices that improve the way its organization is managed.

		During the past years CAM-I  concepts have been mainly developed within a manufacturing context.

		While SFFAS 4 (Statement of Federal Financial Accounting  Standards) provides a good framework of standards the  methods must be more fully developed

		The challenge of this group is to convert the CAM-I tool kit to an armed forces context, containing practices and  examples from one of the world’s largest, most complex organizations. 
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ASIG Deliverable (Continued)

Define Performance and Cost 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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		Is borrowing “wholesale” from corporate practices a good idea?

		Corporate has some good techniques

		But defense is a unique organization with its’ own traditions and culture and values (no profit mission)

		Readiness before cost

		Does average tax payer prefer saving more money, or achieving greater security?  Public good first, efficiency second.

		Taxpayer is willing to fund, but wants to be assured that resource are applied wisely

		Private sector signals are market driven, DoD is driven by much more complex and subtle indicators on “how much do we need of what” 

		Tools must be adapted for DoD

		Is dotting all the “i’s” and “t’s” of policy and law enough?

		No, this is so hard, must be more significant motivator to gain commitment of leaders who are completely entrenched in status quo (we’ve never had this info before, why do we need it now?)
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Why should executives care

(who have not been using performance and cost for last 40 years – and things seem just fine to most of them)

		Senior issue:

		Not recognizing subtle differences between private sector and defense

		Professional managers

		Not understanding why we need this, when things seem to be just fine over last 40 years the way we’ve been doing it

		Cannot assume audience is monolithic

		But probably have some key themes

		Key themes:

		Laws and policy >executives are there to ensure it’s done

		Taxpayer expectations>security over efficiency>but with accountability

		Internal resource demands in dramatically constrained resource environment
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		Hardware > Software>Info Mgment>Action

		Action is influenced behavior

		Decisions

		Fact-basis increased

		Lots of dollars invested in hardware/software need more in info mgmt

		If you want to be a good organization then you have to apply principles

		Want to avoid creating impression of linear thinking.

		This is not about a checklist of working through one process and then another

		Cases vs. guiding principles

		Support principles with case?  Or, establish principles and use cases to help audience understand principles.  Each case would be subjected to each principle.  Maturity continuum for each principle
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How will performance and cost management help?

		Understand service levels

		Understand unit costs
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It’s Not just about numbers

		What happens to the airman, sailor, soldier or Marine if we don’t 
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Why Executives Need these Principles to Succeed

		Executives must be more proactive vice reactive

		Need systematic process to approach mission within context of resource environment

		Armed forces very effective, but in current operational and economic environment must become far more proactive – 

		Being reactive = defeat 

		on GWOT battlefield and in 21st century resource battle

		Major (edge of chaos) change environment requires stability of known principles to guide leaders

		More requirement for tradeoffs (fact-basis of decisions more critical)

		Different kinds of decisions at different levels of command > performance and cost system must allow more granularity and different time perspective as you move down the levels of the organizations 

		The lower the level in organization of decisions, the less important financial data is needed > need more process information

		Need information system that is more proactive than general ledger

		“fair share” type cuts more counterproductive now than before
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Why Executives Need these GPS’s

		The general ledger has always been historical

		Need better predictive tools

		The role of (executive) management is to get ready for the future > does the general ledger do this?

		Managerial accounting/cost and performance system

		Required in future to support the granularity and time needs of new environment
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Why aren’t people complying with law and policy

		Lack of followup and audit?

		Lack of demand for information?

		Lack of basic standards to make info useful?

		So busy working on hardware/software/GL

		No energy/focus on managerial accounting or cost and performance data

		Auditors on wrong level > can’t get beyond GL level

		Auditors can’t get past the problems with GL





<#> of <#>



Principles of Performance and Cost Management in the Armed Forces of the United States



Technical Tradition vs. Performance/Cost Leadership

		Need necessary (but not sufficient) conditions

		Accounting system/general ledger

		IT system

		Software is not the solution

		IT

		Accounting

		Real leaders are saying “go fix it”

		But the answer is not entirely technical

		It’s about relationships and useful information

		Want return/value for significant investment in IT/accounting 
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1.  What are the institution’s current PCM decision processes? 

		How is the organization being managed now/what is the current framework? 

		Does organization have management accounting function?

		Where is the PCM initiative managed in your organization?

		Are there incentives in your organization to use PCM?

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

		What kind of written PCM policies do you have now? 

		What kind of PCM skills and training are we developing?

		How are we organized to implement PCM?

		What PCM practices and tools are being used (focus on Value Quest’s seven) 

		How is data integrity being assured?

		What are the key concepts/diagrams/PowerPoint illustrations that are used to inspire your organization to use PCM

		How are PCM practitioners helping decision makers now? 

		What decision domains are being affected (again, refer to Value Quest)

		What are the key management processes influenced by PCM?

		Installation management?

		Systems acquisition?

		Operations?  Depots?

		What kind of relevant PCM decisions are our leaders making based on PCM?

		What other impact is PCM having now?
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2.  How did the current processes evolve? 

		What were the internal driving factors influencing implementation of PCM practices?

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

		Guiding principles and concepts

		Mission

		Statutory

		Chain of command

		PPBE and accountability

		How did your organization implement PCM tools, what process was used?

		Highly standard driven/funded from above

		Local effort

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

		What are the significant results your organization has achieved?
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3.  What are the desired practices (future practices)? 

		What are the key PCM practices that should be emphasized/

		What CAMI strategic business processes should we concentrate on in the future?  Why?

		What are the necessary guiding principles? 

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

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

		What kind of impact should PCM be making on management processes

		What kind of PCM tools should we be concentrating on?

		What kind of common PCM standards are needed?

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

		How should we organize to achieve these practices?

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

		How should your organization organize to implement PCM?

		What are the key principles that need to be adopted in the ideal future state?
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Burning Platforms
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The Situation Confronting Defense

Easier solution

Difficult solution

Degree of Optimism

Most people thing 

things are improving

small minority see crisis

A larger minority

begin to perceive crisis

crisis

occurs

Most everyone

now perceives 

crisis

Crisis Drivers

		GWOT

		Existing vs. modernization

		Economy



Mission Impacts

		Worn out equipment

		Under capitalized 

		Not enough dollars



We’re about here!

All of this is happening  in a post

“cold” war environment

when we hoped for a 

strategic pause to modernize and collect

post cold-war peace dividend
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The Biggest Reason We MUST Learn to Manage Performance and Cost: Competition for Federal $$ 

Projected Outlays for Social Security and Medicare Outstrip the Programs' Revenues Sooner Than the Trust Funds Reflect

 (By calendar year, as a percentage of GDP)







Other reasons include:

Modernization

Aging equipment

Aging facilities

Increased QOL  











                                                

Source: Congressional Budget Office based on Social Security Administration, The 2002 Annual Report of the Board of Trustees of the Federal Old-Age and Survivors Insurance and Disability Insurance Trust Funds (March 26, 2002); and Department of Health and Human Services, Centers for Medicare and Medicaid Services, Office of the Actuary, 2002 Annual Report of the Board of Trustees of the Federal Hospital Insurance and Federal Supplementary Medical Insurance Trust Funds (March 26, 2002).
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This chart from the Congressional Budget Office estimates that the Social Security and Medicare revenue and outlay lines will cross during this POM period.



The estimates about when exactly this will occur vary somewhat and can be affected by interim decisions on benefits and taxation.  But basically, the currently existing laws and demographics produce a very troubling picture for us. 



The most significant take-away is the fact that the so called “surplus” (shaded gray) is in fact a paper credit the government has written to itself.  Once the outlay line inevitably crosses the revenue line, the government will be faced with three unattractive choices that will be more dramatic the longer we wait to take action:





	1.  Reduce benefits

	2.  Take money out of the economy (raise taxes, borrow money, print money)

	3.  Reduce discretionary spending (of which Defense is by far the largest target)
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4. How will the institution get there? 



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

		CAMI concepts?

		FSSAF #4?

		How are we going to execute on a tactical and strategic level?

		What role do we need OSD/DoT to play

		What role do the armed services HQ need to play

		What role do the local organizations need to play?

		What actions do we need to take to make CAMI concepts resonate in armed services?

		What are the key external and internal factors that will affect this process and how?

		Who are the key stakeholders that must be included?  
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5.  How will this future state be sustained? 

		How will PCM influence the rate and success of  innovations in the organization?

		What are the key actions you think need to be taken to  influence success of PCM in your organization for the future?

		What are the tactical and strategic implementation enablers?  

		Top level buy-in?

		Well defined skill sets and training investments?

		Choice of the right tools?

		Development of common language and policies?

		Common software?

		Usefulness of data as integrated element of business processes?

		How are those enables developed?

		What are the elements of PCM success?

		What metrics do we use to measure degree of PCM success?
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ASIG Deliverable

Objective:  Excite senior leaders through a coherent set of guiding principles for Performance and Cost 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

Errors happen at the principle level, not at the how to level. 
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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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Key Takeaways

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

The knowledge of how to apply those principles

The role of PCM in the overall armed services' integrated performance management framework



<#> of <#>



Principles of Performance and Cost Management in the Armed Forces of the United States



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.



<#> of <#>









Principles of Performance and Cost Management in the Armed Forces of the United States



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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Target Audience

		Armed Services Leadership

		People who know if this is right thing to do

		People who can direct that it happen and who will follow up 

		Inside beltway executives (flag level leaders) (‘Board of Directors”)

		Professional (organizational and functional) leaders at all levels 

		Comptrollers, accountants and auditors

		Broaden focus on organizational operations

		Get beyond transactional accuracies

		Balance the books, but also be the leaders in managerial accounting

		Champions and Implementers

		Deliverable to them:

		Policy statement proposed to top leadership

		Principles supported with case studies

		What do we expect them to do with it

		Publish a policy based on our principles

		Establish and assess metrics to ensure policy is implemented

		Use PCM to improve (resource) decisions

		Financial managers must use modern managerial acconting competencies in addition to the fiduciary/transaction oriented traditions when working to implement NSPS financial community of practice competencies
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Chapter Two

Readiness Before Cost
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Readiness before cost

Objective:  Convince reader these 2 priorities are linked

Readiness for battle comes before cost, but cannot be achieved in the long run  without it

Purpose of PCM is to optimize readiness in constrained cost environment.

Although we value efficiency, we don’t sacrifice readiness for  it.

 If you plan for readiness, cost can becomes a side effect – otherwise cost can drive readiness

Purpose:  Acknowledge senior leaders' priorities towards readiness and identify PCM as an essential ingredient for readiness

Tax payers want the Armed Forces to be effective first … but also efficient

But do it efficiently, not a battle between two

Efficiency is a factor that if you ignore will hurt you in the long run

Efficiency can contribute to effectiveness

One aspect of readiness is understanding and tightly managing cost 

Cost:  (Measurement of dollars is not cost)

  - Consumption of resources  (people, time, equipment, leadership energy, usually measured in terms of  dollars)

  -  Cost management (budget and cost are not the same thing- it’s about activity based costs and cost management)

  -  Priorities are not absolute, but when the two come into conflict, readiness is first.  Ideally, they will not come into conflict.

Readiness:

  -  Capability to deploy operational forces to accomplish the mission.  Cost can be a constraint.

  -  Readiness is in part a by product of efficiency since resources are always limited.   Some missions may have priority over others.  Some are mission imperatives, vice a good idea.
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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

		CP info are designed for use in a balanced way to support service mission

		Armed Services wants to achieve vision at optimal cost - this outcome requires cost and performance data

		PCM management is about optimizing the use of resources

		Cost and performance must be balanced

		CP info. are the “Intel” of armed forces business processes.



CP measurement  is a compass to your ability to perform missions on a continuing basis

		PCM must be embedded in the organization’s core values and culture

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

		Closely related to Passion before Productivity



Measurement:  Collecting the information

Management:  Making decisions based on the information
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Main Points



		Cost and performance must be balanced, not necessarily equally

		Cost and performance info are designed for use in a balanced way to support the service mission

		A minimum level of performance is required, regardless of cost

		Armed services wants to achieve vision at optimal cost - the outcome requires cost and performance information

		Performance and Cost Management is about optimizing the use of resources

		Achievement of efficiencies mitigates cost constraints and maximizes performance outcomes

		PCM is part of managing risk
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Visual
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Additional Visuals

		Need bubbles for readiness and cost that illustrates the contention between the two

		With summary below each bubble

		Show similar visual for each chart



Readiness

Cost

Key Points

Key Points
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Visual





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
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Key Takeaways

Improved readiness is a logical outcome of sound PCM



Knowledge of how to apply PCM techniques is part of the METL
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Case Study/Information Requirements

USCG  ARSC Elizabeth City

USN linking cost to service levels

USCG Capt Drahos interview

USMC Lejeune 

USAF Wright Patterson model



Put spider chart together for results of survey 
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Assessment Questions

		Cost]and Performance Information[mm2]



Available for process outputs [mm3] 

Outcome(s) (readiness/combat) identified and contribution of outputs can be linked [mm4]

		 

		Vision Achievable at Minimum Cost  



Activities contributing to outputs have been identified and costing data ascribed to each 

Performance metrics identified and data collected and tabulated for most [mm7]

		 

		Performance and Cost Management Used to Optimize Resources 



Provides sufficient data [mm8]to make trade off decisions among conflict activities/outputs[mm9] 

Use for operation [mm10]decisions. 
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  Chapter Three  

Meaning Before Mandates
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Meaning Before Mandates: Main Points

Mandate fuels, but meaning is more powerful

Need meaning (clear perceived value) with a mandate

You can mandate seatbelts, but have to believe it’s important to really get people to do it

Meaning needs to be set by upper management/upper management must understand PCM too

Belief in value of PCM needs to be shared widely/belief often based on understanding

PCM because it is the right thing to do

Not just because it’s a mandate (mandates alone will probably fail)

It takes more than the mandate to make change

Must be understood first/recognize true value of what you do 

Otherwise, won’t catch on throughout the organization

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

Key “meaning” is that PCM is not about finance, it is fundamentally understanding the operational processes of the organization

Meaning: (“It’s operational imperative for the organization to have PCM because…”  )

  -  knowing the right thing to do/show people how it works and what the value statement is

 -   successfully communicating why we are doing PCM, what is true purpose behind it

  - more than a check in the box, people have internalized it

Mandate: (“Go implement PCM”)

  -  the institution's expression of the right thing to do/what needs to be done

  -  hard to succeed on mandate alone/it’s meaning that lasts
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Good quote

		The objective of strategy is to obtain the highest goal achievable with the resources available.



		Von Moltke
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Meaning before mandates

Objective:  

Convince the reader that these two priorities are linked

		PCM info. are the “intel” of armed forces business processes

		To achieve meaning across the organization, PCM must be embedded (which is largely the result of understanding value and communication) in the organization’s values and culture

		What are the core values/culture that is affected? How PCM helps the Marines deploy MEU.  How PCM helps USCG conduct SAR or drug bust.



Purpose:  

Leaders must balance doing the right thing with mandates to reflect the right intent, actions and results.  

Mandates that aren’t founded on meaning stink/don’t add value

Very difficult to drive mandates from for political purposes only

PCM is one of those right things.  

Leaders need to understand/have meaning before mandating

Mandates without meaning/aren’t implemented can actually undermine organizational effectiveness/be counterproductive 

Don’t mandate something unless you mean it
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Mandates (Miscellaneous discussion)

		See congressional slides on performance that have not taken effect, in part because we have not converted meaning of mandate to organization

		Yet we should have been doing this because the reason congress has been mandating for 54 years or more is because it is a good idea, we need to develop the meaning

		Sometimes ignoring mandate can bite (secdef and PBD 712)

		Congress is starting to beat agencies up on PART

		Issue of stewardship carries a lot of meaning to military and civil servants in armed service organizations/ in addition our people are also taxpayers.

		Can we do a little documentation of failed mandates vs. mandates with meaning added to them (joint service to be promoted; see surveys for specific examples ; use of data to support rates/challenges; FAA mandate changes airline designs based on real need after problem is well understood;  MADD/laws linking highway funds to drinking age; BRAC; )

		Case studies and survey results should provide info here
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Key Takeaways

Management responsibility to put meaning in mandates

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

Universal “meaning”in PCM:  

improves readiness, 

stewardship 
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Meaning before mandates



		Cost and performance information is the “intel” of armed forces business processes.

		Precursor measures are critical to allow good planning and budgeting

		Cost and performance measurement must be embedded in the organization’s values and culture

		Top to bottom understanding of performance linkages from the floor to the board room

		Ensure individual performance plans support directly organizational objectives

		Take the METL and apply it to the business structure

		Cost and performance measures must be relevant and provide accountability for achieving outcomes

		OMB A-11 requires measurement of outcome achievement

		Outputs are workload; outcomes are achievement
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Case Study/Information Requirements

Army, Ft. Huachuca

USAF SysCom/Wright Patterson

CNI

Navy SE BOD

Ft. Bragg

SAF-FM

USMC Scorecard at Air Station







<#> of <#>



Principles of Performance and Cost Management in the Armed Forces of the United States



  Chapter Four

 Passion Before Productivity
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Passion before productivity 



		Armed Services always want to achieve vision (first priority)

		It plans in an unconstrained environment, then fights for the necessary resources to achieve the plan

		While the POM process may stretch the timeline, the vision does not change; it keeps making incremental progress

		Leadership commitment and involvement are essential

		Executive Steering Committee must be in place

		Leaders must take visible action to overcome obstacles

		Change management strategy must be embedded in the implementation plan

		Include in overall education and training plan for leadership and workforce

		Use the Coast Guard ARSC example

		Desired results must be clearly articulated and regular progress reported to all stakeholders

		Set stretch objectives by volume and time (USMC)

		Adequate and evolving PM systems tell the story

		Maintaining passion/commitment over leadership changes is critical challenge

		Early results/clear productivity improvement can help maintain commitment



Passion

  -  Desire, energetic, excitement, believe, commitment, aggressive

  -  An intense commitment and desire to create energy and excitement in your beliefs and actions.

Productivity

  - Results, more with less, measurement, efficiency , strategic alignment

  - Maximizing value added results relative to available resources
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Case Study/Information Requirements

Case studies

Camp Lejeune case study

Across multiple top leadership changes

CNI 

Fort Huachuca

Navy regions (compare and contrast)

Relations between the region, the leader, what happened when leader with passion left

Coast Guard support center ISC’s

NavAir ABC implementation

Links
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Takeaways/Bottom line

		Leadership commitment is essential

		Communication and change management strategy must be established

		Maintaining commitment over course of leadership changes is critical (How do you do that?)

		Passion is a discriminating factor that can be the difference between success and failure

		Achievement of improved performance requires  a highly intense display of sustained, forceful passion to inspire improved productivity. 

		Improved productivity is inspired by a highly intense display of sustained, forceful passion for results.  
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Chapter Five

 Targets Before Tasks
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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.  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 service (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   (i.e.  Ready / Fire / Aim taking place, need to Aim first)

		Lay out key takeaways (1 slide)

		PCM 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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“Targets Before Tasks”

Purpose and Objective





		   May be better crunched together with Strategy before Work and Outcomes before Outputs

		 Establishment of performance targets and performance measures are essential for the armed services.  Utilization of detailed cost and performance information can boost efficiency, effectiveness and performance at the local commands as lower-level managers begin to understand the linkages between inputs, activities and customers.

		  Targets .  The goals/targets must be closely aligned with the mission and vision of the organization which, as a result of putting Strategy Before Work, is a focusing of the strategic plan.

		  Targets have to be based on how you are running operations.  Targets are based on strategies.  

		  Quotes/comments from Baldridge Quality Examination Principles?



Targets

  - goals that will drive the tactical use of resources

Tasks

  - steps required to achieve the targets
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“Targets Before Tasks”

Main Points





		Targets (cost, quality, time)  are relative to the level of the service or organization/command within the service.  The individual commands must translate the strategic plan, mission, and vision of the supervisory echelon in order to develop relevant targets.  These targets must be focused on performance and cost management in that they are aimed at improving internal processes, value to the customer or knowledge within the organization.

		 Leaders at every level of the organization require indoctrination and guidance in the preparation and communication of targets. Not all commands have leaders and/or managers trained or accustomed to the developing of relevant targets.  The services are still fighting a mindset of “get it done at all costs”.  The mission and strategic goals of the services are being accomplished, but the resources may not be aligned.  

		  Targets and measures are not just calculations and lofty ideals of service; they actually serve two purposes:

		  First, they provide directions and techniques for achieving the desired targets; 

		 Second, they act as the scorecard for how well the desired objective is being met. Leaders disseminate the targets; subordinates determine the most efficient tasks required to effectively achieve the targets.  

		Took out performance before targets, there are many kinds of targets.  Our targets are generic (cost, quality, time)
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“Targets Before Tasks”

Visuals

		  Employees must know the target and the expected “measurement of success” (i.e. how many bull's-eyes are required) before firing the weapon.

		Image of a gun with the target in sight: idea is that you aim before firing the weapon



Image of a road map or mile markers?
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“Targets Before Tasks”

Takeaways







		Better alignment and allocation of resources will result

		Better visibility, common communication of targets and measures, benchmarking

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

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

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

		Center the tasks around the desired outcome
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“Targets Before Tasks”

Information Requirements





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

		  Used by a variety of organizations to measure the success of policy and strategy implementations.  A couple examples (from National Strategy Decision Making Case Studies include NSA, …)



		 Survey or case study tie-in?

		Check with Bob
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Chapter 6

Strategy Before Work
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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 

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

		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 takeaways (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?



Strategy

  -  Top leadership’s plan to communicate and align direction and vision. (Visual is a compass pointing between cost and mission or performance axis.)

Work

  -  Energy/resources expended to perform tasks in order to achieve output.
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“Strategy Before Work”

Purpose and Objective

   “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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“Strategy Before Work”

Purpose and Objective





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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“Strategy Before Work”

Main Points





		  Top Leadership has a Strategic Plan which communications vision and direction to the execution levels.

		It is applied at the Enterprise level, Organizational Level, Center/ Installation level.

		Key Success Indicators – 

		Communicated

		Awareness at the execution levels

		Linked to performance plans/contract deliverables





		Tactical plan(s) are aligned/linked to Strategic Plan and are driving your mission.  



		Specific PCM objectives are identified and driving towards your mission.
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		Strategy

		Thrusts/themes

		Initiatives

		Measures-targets

		Some organizations start with initiatives first (e.g., do ABC)

		Need strategy first

		Its about alignment

		We need a visual for this that integrates the three related principals
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“Strategy Before Work”

Visuals

		  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

		Web/radar diagram
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“Strategy Before Work”

Visuals

		Visuals

		Using strategy to align organizational objectives

		Solid line represents actuals, dotted represents desired

		The gap between the two represents the misalignment due to a lack of strategy

		Compass with the pointer between mission and cost

		Marines/Ships with one headed in the wrong direction
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“Strategy Before Work”

Takeaways





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

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

		Organizational performance strategically and operationally aligned with service and planning

		The direction of the organization’s strategy must be targeted toward stakeholders
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“Strategy Before Work”

Information Requirements

		  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?



		  HQMC POM Guide:  http://www.usmc-mccs.org/Director/POM/downloads/FUNDAMENTALS%20OF%20RESOURCING.doc

		  USCG: Under development, due in June 2004

		  DHS Performance Budget Overview (FY05)

http://www.dhs.gov/interweb/assetlibrary/2004PBO_FINAL_29_JAN_04.pdf
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Case Study/Information Requirements

TBD
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Chapter 7

Outcomes Before Outputs
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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 and outcomes.  Tie in to targets and strategy:  performance measurements made in previous GPs must focus on outcomes and not outputs. 

		What will be different:  Once resource consumption to task is validated, a measurement of mission, not merely resource, becomes the focus. 

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

		Present Visual (other slide)

		Planning cycle.  The planning cycle empowers decision makers by articulating the relationship between organizational resource consumption, performance, outcomes and strategies

		Lay out key takeaways (1 slide)

		Efficiency, effectiveness and providing information to decision makers

		Info requirements (1 slide)



Outcomes

  -  a measurable result 

Outputs

  -  product of energy expended
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“Outcomes Before Outputs” Visuals





Outcomes

Effectiveness

Efficiency

Source?

Suppliers



Inputs



Outputs



Service Efforts





Service Accomplishments







Processes
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“Outcomes Before Outputs” Visuals





Cost

Outcome

Building models and understanding cost and performance allows the decision maker to decide whether to move from “A” to “B”.

		RAN Strategic Planning Cycle
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“Outcomes Before Outputs” 

Takeaways





		PCM should be focused on outcomes

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

Information Requirements





		  Examples from surveys?

		  Stated organizational objectives written in policy that we can provide as examples?
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Case Study/Information Requirements

TBD
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Outcomes before outputs

		Crunch with targets before tasks?

		Example

		Output:  I came to work

		Outcome:  I didn’t do any work
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Linking Targets before Tasks, Strategy before Work, and Outcomes before Outputs: The Sequence of Six

		Strategy/vision

		Targets/objectives/strategic thrust/theme

		Tasks/Measures

		Work/activities

		Outputs

		Outcomes
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“Outcomes Before Outputs” 

Backup Purpose and Objective





		  The armed services have been historically more focused on effectiveness (i.e. mission accomplishment) than on efficiency.  Cost and performance measurements and information allow decision makers to make trade offs between outputs (efficiency) and outcomes (effectiveness).  While outputs yield interesting efficiency information, the data is useless if it is not aligned with operational performance goals.  These goals, expressed as desired metrics, should be traceable to service and organization objectives and strategy.    With an understanding of this principle, the performance measurements made in previous GPs must focus on outcomes and not outputs.

		 Tie-in with Principle of War (Economy of Force)?  Economy of Force

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



Tie-in’s to Principles of War, Defense Planning Guidance, National Military Strategy, etc. may seem strange to us but make more sense to high-level policy makers.

Outcomes

 - the effect of outputs
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“Outcomes Before Outputs”

 Backup Main Points





		  It might cost more to achieve an outcome than to merely get an output. (see visual).  Outcomes must be the focus of the service’s efforts.  

		  Outcomes are the best expression of desired end states.  The costs, in terms of time and treasure, must be worth the outcome.  For example, in the war on terrorism, is it worth the lives of men and women, and the enormous cost of advanced ordnance, to eliminate a “small influence, low level” henchman of Al Qaeda?  Senior leaders need to be able to articulate the desired outcomes in terms of measures of effectiveness rather than just outputs.  Even more so, by doing so, leaders will begin to consider more cost effective methods for achieving outcomes; for instance,  can the same anti-terrorist outcome be achieved with unmanned combat aerial vehicles, thereby not costing the lives of American forces?

		  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. 

		 Ready, fire, aim  (wasn’t this “Targets before Tasks”)?
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Chapter 8:

Burning Platforms Before Politics
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Burning Platforms Before Politics

		Key reminders of what we as a group thought about the principles.  



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

		We need to operationalize the principles 

		how do we take the principles and apply them in implementation and sustainment. 

		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)
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Burning Platforms Before Politics

Burning Platforms

 Set of horizon issues if not addressed will compromise readiness.  

Things that have to be dealt with sooner or later.  

Termites in the platform may be better analogy. 

 Some immediate, some looming/looming over the horizon. 

 Real problems.

Politics

 Inhibitors that perpetuate the status quo.  

“The system won’t let us”.  

Actual and Perceived bureaucratic barriers.
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“Burning Platforms Before Politics”

Purpose and Objective





		  The principle is that organizations structure their PCM initiative to address burning platforms despite the inhibitors, do not let the inhibitors structure the initiative

		 Burning platforms are an everyday reality of the armed services. 

		 P&C Management  information should not overshadow policy/politics, but they should be known and understood for consideration by decision makers for the informed/empowered decision.

		 Concept is don’t ignore the long run for short run urgencies.

		 Environmental issues that are perceived to inhibit improvements.  “congress won’t let us”  “can’t resolve across agency boundaries”  

		Politics means the perceived short term environment that inhibits long term strategic changes the organization requires.

		 Capabilities provide a more informative insight and understanding of political, economic implications

		 Burning platforms is long term vs. short term organizational health

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

		  “gotta do what we gotta do”

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

		  Inhibitors that perpetuate current status. 

		  Environmental issues that inhibit progress

		 Politics are the items that are fixed in the short term.  

		 PCM analytics are used to solve issues (mission, political, organizational, day-to-day)

		 PCM is the data that makes the audience become our proponents.

		 Acknowledge the Burning Principles and their relationship to politics and accomplishing the mission
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“Burning Platforms Before Politics” 

Main Points





		Leaders and managers in the armed services need to understand the costs of the decisions that they make.

		  Understanding the impacts of decisions, in terms of cost, effectiveness and efficiency will help to ensure that decision makers are fully empowered to make wise choices.

		  Even when the costs of a service’s efforts and the outcomes that they are striving to achieve are well known, these must linked with the demands of policy and policy makers. 

		It is the mission of the financial manager to ensure that the leader/decision makers can communicate the “costs” to the policy maker.

		 Performance and cost analytics should help drive political decisions

		 Certain organizational issues transcend politics and leadership tenures \

		  PCM analytics  are particularly relevant to decision making in a political environment.
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“Burning Platforms Before Politics” 

Main Points





THE ARMED SERVICES NEED FOR A GENERALLY ACCEPTED FRAMEWORK TO PCM

		  Lack of an implementation framework	

		 Lack of implementation benchmarks and success stories

		Failure to understand what others already know

		Lack of documented information about federal/armed forces proven cost management practices

		 Lack of common understanding and education

		 Lack of consistent top-level commitment to building cost and performance information system

		 Inability to link managerial cost information to decision-making, including resource allocation 

		 Obtaining concrete results from investment in cost and performance management information

		  Building cost and performance information is hard work and generally requires undesirable levels of discipline in legacy systems

		 Lack of consensus on where the managerial cost function should reside in the organization and, therefore, lack of effective executive ownership

		 Confusion of management accounting with financial accounting 

		(Note these bullets are from Dave’s Executive Summary point paper. )
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Burning Platforms Before Politics

Burning Platform Brainstorming



		Bridge the gap from manufacturing to services and then to government services and DoD 		Lack of benchmarks and success stories need to articulate value to people who can use data.  We have not collectively proven this produces results…Get successes out. 		Need common language in cost and performance management 

		Convert CAMI concepts and principles so they better resonate with Armed Services. 		Getting top level commitments 		Governmental Policies (i.e. GRPR, PMA) says, "do it".  However, no clear strategic planning. 

		Funding to support initiatives value statement 		Linking cost model to mission 		Lack design/implementation framework. 

		Lots of pilots w/o top coordination  
Worst place for ABC > FM
2d worst place >manpower 		Lack of knowing what others know 		Lack of fact-based and consistent decision-making 

		Different levels of implementation and understanding the different lessons/experience (define what we're doing and why) 		Data quality in legacy systems not as consistent and complete as we need. 		Getting concrete outputs and outcomes 

		Keep in touch with FMMP as we move forward.  Enterprise architecture 		Multiple business models and now/if converge in enterprise architecture and will we wind up at odds with each other. 		Need direction/use of data.  Do it, but why?  How broadly? 

		Fear of punishment from data. 		Using data to support costs and opportunities for reorganization 		Integration of cost management with stovepipes (e.g. budget) 

		How to use models to improve processes and tie models into budget to see how well meeting goals and objectives. 		Honest management for results framework, that are operational vice compliance-based…framework based on user value 
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“Burning Platforms Before Politics” 

Visuals

		Bubbles 

		Politics = GRPA, PMA, Regulations

		Burning Platforms = Measurable Performance, day-to-day mission, communications, plans, etc.



		Termites in the platform 

		Platform burning with issues

		Picture of Rumsfeld -  Revolutions in the Military Affairs
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“Burning Platforms Before Politics” 

Takeaways





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

		Politics are the Inhibitors that perpetuate current status, they are the Environmental issues that inhibit progress

		Politics are the items that are fixed in the short term. PCM initiatives should address burning platforms despite the inhibitors, do not let the inhibitors structure the initiative

		Burning platforms that cross agencies should be addressed despite the politics between agencies or organizations

		PCM data converts our audience into our proponents
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“Burning Platforms Before Politics” 

Information Requirements





		  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.



		  Consider other armed service examples (small businesses getting screwed by delays in payments)
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Case Study/Information Requirements

TBD
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Chapter 9

Simplicity Before Scale
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Simplicity Before Scale

Simplicity

	Avoid human tendency to over engineer application and underestimate resources required of PCM. 



	Take it one piece at a time. 

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

	Talks to scope

	Stick to the basics

	Don’t over engineer.  Is speed inherent in over engineering?  We over engineer and then we under resource 



 Scale/Complexity



	Solve the problem before repeatability, sustainability, and maintainability are decided/implemented



	Get going, do something 
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“Simplicity Before Scale”

Purpose and Objective





		Implementation focus  

		Often, without clear direction or oversight, PCM projects and programs can get bogged down in details.  

		 Too much detail can actually paralyze the decision maker.

		Talks to scope/basics/don’t over engineer/keep it simple

		Solve a problem and get going before trying to solve the entire issue/world hunger.

		Successful results are enablers.

		Understanding when something is piloted and when it is enterprise.  Conceptually tried, rapid fire, and commando like implementation.

		Crawl, walk, run

		Can’t anticipate all the questions/implications of an enterprise initiative.





<#> of <#>



Principles of Performance and Cost Management in the Armed Forces of the United States



“Simplicity Before Scale” 

Main Points





		Communication plan and constant steering of project towards the objective.

		Can pull main points from other recognized ABC guidance?

		 Start small and evolve, don’t over engineer

		 Pilot, fix errors, and roll out.

		 Timing is important – get to results

		Aim for the 70% solution.

		Find the Essence – involves operational defining ideas that weren’t specific in the original order
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“Simplicity Before Scale” 

Visuals





		TBD

		Bubbles



		KISS – Keep It Simple Sweetie

		Start small keep it small – Evolve (saw an evolving ball in different sizes.  
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“Simplicity Before Scale” 

Takeaways





		Crawl, walk, run. 

		 Let the questions that arise drive the project, don’t try to anticipate the questions.

		 Better to be approximately right than precisely wrong.

		Trust the effectiveness of diverse/autonomous implementations. 

		Give them the strategic but not the how to. We captured this in targets before tasks

		Timing is important – get to results

		Key is when to enterprise

		It is better to decide quickly on an imperfect plan than to roll out a perfect plan with it’s too late (1)

		When it comes time to act, even the most complex situations and missions must be perceived in simple terms. (1)
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“Simplicity Before Scale” 

Information Requirements





		Keep in mind that we want to always consider simplicity, even as the projects, models, implementations are required to grow to meet the insatiable need and desire for information.
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Case Study/Information Requirements

TBD



(1)Book - Marine Corps Business “The 30 Management Principles of the U.S. Marines” by David H. Freedman (forward by Gen Charles C. Krulak, Ret.  31st Commandant, of the USMC)
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Chapter 10

Conclusions and Implications
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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 PCM

		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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     How Information Drives Performance                

Business Strategy

Best Practice Analysis

Benchmarks
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  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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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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Key Takeaways (1 slide)



		Why is all this important? 

		Top leadership has already decided to use PCM

		We have to figure out how to do it

		You can’t manage performance based on intuition

		Not doing PCM will cause the following problems …..

		Doing PCM 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 PCM 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 PCM? (survey)

		What are the existing risks?  (survey analysis)
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Chapter 11

Case Studies
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Purpose and Objectives of Case Study Team

		The “Other half of fact finding”

		One half = Literature search

		The other half = Case study 

		We find examples coordinated with the requirements of the other teams

		Survey team provides input on where to do a study and the appropriate POCs

		Principles teams provide definition on principles and frame what we study

		We provide our findings to the writing team
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Case Study Methodology

		Review original CAM-I ASIG survey

		Review High-Level Survey Returns

		Review Functional Level survey returns (if applicable)

		Develop Assessment Tool

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

		Pilot Case Studies

		Start with the suggestions given for each principle/chapter

		Review with group

		Is data adequate for other teams?

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

		Report at Q2 2004 CAM-I
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Case Study Methodology Visual





Baseline Survey Review

Additional Questions Based on Principles

Case 

Study Data

Additional Data Collection 

and Feedback to Teams
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Main Point: Case Study Report 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

		What difference did the PCM initiative make?

		Lessons learned

		Group feedback (will not be included in write up)
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Key Takeaways

		We will be providing documentation of practical Performance and Cost Management experiences within the Armed Services

		Our case studies identify the extent to which implementations reviewed meet our guiding principles
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Progress Since Last Quarter

		At end Q4:

		We identified team members/service participation

		Draft methodology, team purpose and objectives, and case study outline completed

		Since end Q4:

		Finalized the outline/elements for case study reports

		Set goals for our studies

		One from each service

		Site visits are preferred

		The study will assess the extent to which the implementation followed our guiding principles

		Obtained Process Management IG Assessment Tool, a completed case study, and ABC Standards Group Assessment

		Drafted our own assessment tool for use during site visits
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Agenda Moving Forward

(Post Q1)

		Create final Assessment Tool – April 15

		Determine Assessment Tool Rating System

		This “rates” the extent to which implementations demonstrate our principles

		The final will consider maturity

		Create an approach for identifying case study candidates. Two approaches to be executed in parallel

		From the ASIG member suggestions (as indicated under each chapter). ASIG members to start draft case study reports

		From analysis of our survey returns

		Formalize the method for conducting the case study

		Site visits, phone calls, VTC

		“Raters” from outside the organization under assessment
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Information Requirements

(What we need to move forward)

		We need consensus descriptions behind our principles

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

		They are the basis of our assessment tool, so we want to minimize changes

		We reached consensus on the following:

		Our implementation study contents/outline

		Feedback is being integrated into the implementation study methodology

		Potential study candidates
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