“THE WAY AHEAD”

TRAINING RECOMMENDATIONS
(Red Team)

I.  Problem Statement
Unstructured and varied BPO training and skills across installations detracts from the BPO community’s ability to provide consistent, demonstrable value to the USMC.  Standardized core training and skills will be identified by the end of  2005.  Standardized core training and skill levels will be obtained by TBD% of BPO personnel by FY07 and maintained thereafter.
II.  Discussion 
A. Background.  In April 2002, the concept of the Business Performance Office (BPO) was formalized through the publication of Marine Corps Message 181715Z “Establishment of Business Performance Offices at USMC Installations”.  This message directed that the Marine Corps institutionalize the expertise necessary to maintain and exploit better business practices.  The Business Structure Working Group was chartered to develop the structure plan.  This plan included the establishment of the BPO’s, identification of the functions to be performed, and the required staffing and associated skills and competencies needed by BPO personnel.  For the most part, BPO’s were staffed with personnel possessing management analysis skills, however, to conduct the full realm of BPO functions, these skills alone were no longer sufficient.  Increased “professional business skills” are needed and in addition to the nine business skills should include other skills such as financial management, marketing, consulting, contracting, budgeting, decision making, leadership, systems/critical thinking, etc.  Despite the fact that these skills are required, thus far, the only standardized training offered has been ABC, BPR, and IMPACT.  
B. Key Stakeholders
     1.  Senior leaders from the HQ, Installation, and Intermediate Command   levels

     
     2.  Program Sponsors
     3.  BPO Staff
     4.  Training Administrator 

     5.  Financial from the HQ or Installation level

     6.  Contracting
     7.  Training Providers

     8.  Logistics
C. Assumptions & Constraints

1.  Assumptions:

a. Standardized core business training is a desired end-state and will support the Business Enterprise Strategic Plan (S3.1 and S3.3)
b. Business training can be defined


c.   HQMC will fund standardized training

 
      2.  Constraints:
a. Lack of funding
b.   Lack of leadership support and adequate marketing
c. Time for staff to devote to training

d. Identification of quality training sources and availability thereof

e. Skill sets of new hires cannot be predicted

D. Cause & Effect/ Impact of  Problem on Mission

1.  
Impact of unstructured training on the mission of the BPO:

a. The BPO cannot effectively and consistently demonstrate their value to the command.

b. As turnover of staff occurs, there is no standard procedure to ensure that employees hired have a predictable skill set, level of knowledge, and capability required to effectively perform the activities required within the BPO.

c. Local commands cannot fund the training gap.  Consequently, the quality of the products and services developed within the BPO are degraded and  effective utilization of BPO personnel is impaired.

      2.  Impact of unstructured training on the installation’s mission:
a. Support levels to our customers are degraded.
b. Resources are not optimized.
c. Opportunities for efficiencies and effectiveness are missed across the installation.

E. Evidence, Facts, Supporting Data, etc

1.  
It is common knowledge within the USMC business community that there is no structured approach to providing training to the Business Performance Offices, and that knowledge, skills and capabilities related to the nine core business skills varies from BPO to BPO and employee to employee.
2.  
Fifty-nine percent of the business managers surveyed in the BPOT query identified training as one of their top five issues or concerns.
3.  
Red Team members provided personal knowledge regarding training.  Of the three business offices represented, no one person (present or with their office) possesses all nine business skills and/or competencies.
      4.  
There is no single source for knowledge management/sharing.

      5.  
There are no MCBE-endorsed training providers for the skills required.

III. Criteria for Expectations of Results & Selecting Alternative Courses of Action
-  ROI can be demonstrated by FY08
-  Incorporates a “real-time” project being completed 
-  Aligns with DoD Business Transformation criteria (as available) 
-  Builds internal trainer capability
-  Provides consistent level of training for identified audience
IV.  Alternatives
A. Identify and List Alternatives

1.  
Maintain Status Quo

2.  
Identify and establish a structured training program that reinforces and solidifies the principles of strict economy and focus of effort.  
B. Analyze alternatives based upon problem statement
1.  
Maintaining the Status Quo does not address the important issues related to training identified by 59% of the business managers.  Based on historical data, between FY96 and FY08 (a period of 12 years), the Marine Corps has realigned approximately 500 Marines per year and saved on average $22.5M per year.  Between FY08 and FY12 (a period of 4 years), the Marine Corps goal is to realign 425 Marines per year and save $50M per year.  We can assume the level of effort required to achieve the future goals cannot be attained by remaining at the status quo.  
2.  
Developing a structured, comprehensive training plan focused on achieving organizational goals has proven to be effective in industry.  For example, Lockheed Martin achieved $4B documented savings in a 4-year period; Bank One had cycle time improvements ranging from 30% to 75%; the city of Fort Wayne, Indiana resulted in direct savings of $3M; and Stanford Hospital achieved approximately $30M savings per year.  GE estimated that the cost of remaining at the status quo could be as much as 10-15% of their annual revenue.  
V.  Recommendations
A.  Implement a structured training and certification program that incorporates principles of strict economy and focus of effort, and that includes:

Near-term recommendations:

· Develop a complete profile of each Business Performance Office.  
· Revalidate the nine business skills
· Identify and include additional required skills
· Establish structured training program with certification requirements  

· Initiate portal for knowledge sharing.  
· Develop welcome-aboard package for BPO staff which introduces the business concepts, business managers and their staffs, and details how each BPO is structured.

· Identify sources of training for skills of interest.  

· Develop rotational assignments for BPO personnel w/in installations, intermediate commands and HQMC. 

Long-term recommendations:  
· Create certification program:

· Recognized in industry 
· Contains beginning, intermediate and higher levels of expertise
· Has accompanying requirements for demonstrated implementation capability  
· Utilize multiple modes of training including traditional classroom, online, rotational assignments and action learning. 

· Develop a knowledge portal that contains informational briefs, lessons learned, service provider critiques, project deliverables, documentation of successful projects, and other pertinent information.

· Establish methods to manage and maintain certifications. 
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