
 
 
 
 
 
 
 
 
 
 
 
 
 
 

                                                             
 
 
 

 

 
 
 

UNITED STATES MARINE CORPS 
 

CONTINUOUS PROCESS IMPROVEMENT  
 

GUIDEBOOK  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

21 DECEMBER 2007 



USMC CPI Guidebook 
Version 1 

 

United Stated Marine Corps  
Continuous Process 

Improvement Guidebook December 26, 2007 

 

USMC Continuous Process Improvement Guidebook    2

 
 

Table of Contents 
                                                                                                                                                               Page                  
 
Section 1.     Purpose of the Guidebook ...............................................................................................  3 
 
Section 2.     USMC Continuous Process Improvement Strategy .....................................................  4 
 
Section 3.     USMC CPI Roles and Responsibilities……………………………………………………….7 
 
Section 4.     USMC CPI Campaign Plan ……………………………………………………….……….…. 11    
  
Section 5.     CPI Goal 1:  Conduct Successful CPI Projects....…………………………………………12 
 
Section 6.     CPI Goal 2:  Provide Strong Implementation Infrastructure........................................14 
 
Section 7.     CPI Goal 3:  Enable CPI Success with Skills Development and Training ..................16 
 
Section 8.     CPI Goal 4:  Support an Enduring Culture of Continuous Improvement...................18 
 
 
 
 

APPENDICES & SUPPORTING PLANS 
 
APPENDIX A – USMC CPI Implementation Scorecard 
 
APPENDIX B – Glossary of CPI Terms 
 
APPENDIX C – CPI Training Plan 
 
APPENDIX D – CPI Communication Plan 
 
APPENDIX E – CPI Risk Mitigation Plan 
 
APPENDIX F – USMC Strategic Planning Model 
 
APPENDIX G – CPI Project Development Guide 
 
APPENDIX H – References  
 
APPENDIX I – CPI Working Group Members 
 
 

FIGURES 
 

Figure 1 – USMC High Impact Core Value Streams and  Leaders ……………………………………    5 

Figure 2 – USMC CPI Project Development Process…………………………………………………...     6  

Figure 3 – USMC CPI Leadership Roles…………………………………………………………………..     7 

Figure 4 – CPI Project Methodology……………………………………………………………………….   13 



USMC CPI Guidebook 
Version 1 

 

United Stated Marine Corps  
Continuous Process 

Improvement Guidebook December 26, 2007 

 

USMC Continuous Process Improvement Guidebook    3

 
Section 1.  Purpose of the Guidebook  
 
 
 The purpose of strategy, goals, and methods contained in this guidebook is to improve the 
combat readiness and warfighting capability of the Marine Corps – and the quality of life for our Marines, 
their families, and our civilian-Marines.    
 
What:  Marines pride themselves on continuous improvement and accomplishing “more with less” – on 
being lean.   Everyone wants to make the Marine Corps better.  The guidebook that follows begins to 
answer the question “how do we do that?”  The guidebook establishes standard problem solving methods 
and concepts that will help Marines and civilian-Marines continuously improve performance and maximize 
the “bang for the buck” from our resources.  Just as we need a deliberate planning process to help us 
organize to accomplish assigned missions and tasks, we need a standard process to make the Marine 
Corps better; to move from today’s reality to achieve tomorrow’s vision and goals.     
 
Who:  The guidebook is intended for use by continuous process improvement (CPI) practitioners:  CPI 
Implementation Champions, the USMC CPI Working Group, CPI project leaders, CPI team members, and 
CPI experts (LSS Green Belts, Black Belts, and Master Black Belts) across the Corps.   
 
Why:  Application of CPI methods will help leaders identify and prioritize opportunities and problems and 
then to apply a disciplined, proven method to incrementally and continuously improve performance.  And, 
the guidebook serves as an interim compass until more formal policy can be established.   
 
How:   The guidebook is not policy.  The ACMC directed that a working group be established to 
coordinate CPI across the Corps.  The USMC CPI Working Group has collaborated in the development of 
this CPI Guidebook, Version 1.  The guidebook is a first step in the journey to institutionalize a consistent, 
standard, approach to performance improvement.  The guidebook itself will evolve; it will be improved and 
streamlined as we get smarter.  Version 2 is scheduled to be published during the fall of 2008.  In the 
meantime, the USMC CPI working group will use the guidebook as a starting point to develop a series of 
MARADMINS.  Those temporary policy documents will be cancelled and integrated into a Marine Corps 
Order during early FY09.   
 
The Bottom line:   The purpose and focus of CPI is to improve readiness and warfighting capability. 
Improving the Corps is not something apart – separate from normal work activity.  No, improving the 
Corps is a part of the daily activity of every Marine and civilian Marine.  The Guidebook helps explain 
“how to” improve the Corps.  In the long run, the motivation and methods we apply to make things better 
must become like DNA, an intrinsic way of thinking, an instinctive approach, without mandate or 
compulsion, to achieve opportunities and solve problems we all face.   
 
 
 
 

                                                            
David R. Clifton 

Director 
Marine Corps Business Enterprise Office 
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“CPI has proven to be an 
important tool for improving 
the operating effectiveness 
of the DoD…” 
 

- Deputy SecDef 

 
“The mission is clear: 
creation of more readiness 
and assets within our budget 
through LSS.” 
 

-  SecNav 

Section 2.  USMC Continuous Process Improvement Strategy 
 
Purpose of Marine Corps CPI.  The purpose of CPI is to help improve the combat readiness and the 
warfighting capability of the Marine Corps.   This is accomplished by applying a common approach and 
proven support tools to continuously and incrementally improve processes.  When leaders establish goals 
or create a vision of the future, CPI methods help achieve them.  CPI results are typically measured using 
the following metrics:   
 

• Improved Performance (Process Quality, Reliability, and Security) 
• Reduced Process Cycle Times 
• Improved Safety  
• Improved Workplace Quality of Life 
• Improved Affordability 
• Improved Flexibility or Ability to Meet Emergent Requirements 
• Improved Customer (Warfighter) Satisfaction  
 

 
CPI is DoD-Wide Mandate.  DoD/DoN CPI 
policy focuses on improving warfighting 
capability.  The process improvement effort 
uses Theory of Constraints, Lean, and Six 
Sigma to improve performance and 
affordability in all warfighting support 
organizations. CPI efforts in the Marine Corps 

align with DoD and DoN policy and translate 
that guidance into plans compatible with Marine Corps culture and environment.   
 
Strategic Alignment of Marine Corps CPI Across the Enterprise.  Conducting enterprise-wide CPI 
projects aligned with the Commandant’s Guidance is a leading aspect of Marine Corps CPI 
implementation strategy.  Strategy integration links the strategic goals/objectives between the levels and 
across the processes of an entire organization. Value stream analysis identifies high impact, strategically 
aligned projects, and project teams work on the highest priority projects. 
 
Marine Corps CPI Implementation Strategy.  The Marine Corps has adopted a four-part CPI 
implementation strategy:  
 

• Define and document USMC strategic processes.  
• Assign roles and responsibilities for CPI.  
• Create organic CPI capability across the Corps.  
• Create standard CPI methodologies.  

 
CPI Connections.  CPI is linked closely with two other process efforts: enterprise architecture and 
internal controls.  Enterprise Architecture is a discipline that provides organizational process design, 
definition of customer outputs, and information systems that support the processes.  Internal controls 
ensure processes are operating as they should, in large part through the use of written procedures and 
checklists.  Checklists provide two main benefits:  (1) they help memory recall, especially in situations 
where mundane matters are likely to be overlooked but remain critical; and (2) they make explicit the 
minimum, expected steps in complex processes.  The aviation community makes extremely constructive 
use of procedures and checklists – CPI encourages more widespread use of checklists as outputs of 
improvement projects in other areas. 

USMC Strategic Processes.  High Impact Core Value Streams are strategic processes that support 
combat readiness and the warfighter.  The Marine Corps Requirements and Oversight Council (MROC) 
designated nine USMC HICVS.  The MROC also designated senior leaders to be responsible for 
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managing, coordinating, improving, and reporting the overall performance of the HICVS, even though it 
may cross organizational lines.   

The Expeditionary Force Development System (EFDS) constitutes the primary aligning process that is 
designed to deliver and sustain MAGTF capability.  Other processes interact to support that purpose.   

Figure 2 lists the USMC HICVS and the MROC designated leader of the process.   HICVS are the highest 
level processes and each can be subdivided into many subordinate level.  

                          

                                                                                                     

 

 

                                        
 
 
 
 
 
 
 
 

 
Figure 1 – USMC High Impact Core Value Streams 

 
 
 In addition to the HICVS owners, key CPI Stakeholders include: 
 
 Commanders of MarForCom, MarForPac, and MarForRes 
 Commanding General, Marine Corps Logistics Command 
 Commanding General, Recruiting Command 
 Commanding General, Marine Corps Systems Command 

The MarFors, Logistics Command, and Recruiting Commands also have key roles in CPI as the link 
between the major supporting organizations and Marine Corps Operating Forces. The MarFors help 
communicate the requirements of the Operating Forces to the Supporting Establishment and assist in 
identifying CPI priorities for enhancing readiness.  

Incremental process improvements within HICVS will eventually produce dramatic impacts.  HICV owners 
can and are expected to make strategic improvements by working on the interactions, or seams, between 
the various process steps – especially those that cross organizational boundaries.   

 
Marine Corps CPI Project Development Process.  The CPI project development process begins with 
identification of strategic priorities by top leaders.  Process mapping and analysis then identifies high 
impact project opportunities that directly support the strategic priorities and meet customer requirements.  
An Improvement Plan is developed to implement the high impact projects and just-in-time training is 
provided to directly support each project.  Metrics are used to monitor, manage, and sustain the process 
performance gains.  Lessons and results are shared via the chain of command to the MROC, CMC, and 
SecNav.  See figure 3 and Appendix G, USMC CPI Project Development Guide for detailed information. 

USMC HICVS        HICVS LEADERS 
 
CAPABILITY DEVELOPMENT (OR EFDS)    DC, CD&I (w/ CG, TECOM) 
TOTAL LIFE CYCLE MANAGEMENT     DC, I&L  
ACQUISITION        CG, MCSC 
AVIATION MATERIEL LIFE CYCLE MANAGEMENT   DC, AVIATION 
HUMAN RESOURCE DEVELOPMENT     DC, M&RA 
RESOURCE ALLOCATION      DC, P&R 
INSTALLATION MANAGEMENT     DC, I&L 
INFORMATION TECHNOLGY      DIR, C4/CIO 
SERVICE ADVOCACY       DC, PP&O 
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Figure 2 – Project Development Process 
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Section 3. USMC CPI Roles and Responsibilities 
 
Successful implementation of CPI depends on effective leadership, a supporting infrastructure, down-to-
earth concepts and terminology, and pervasive institutional value placed on continuous improvement. 
Marine Corps CPI provides implementation support and engages key leaders and commanders in the 
roles depicted in figure 3.  The roles of Champion, Project Sponsor, and Team Member can be performed 
at any level of the organizational hierarchy in the Marine Corps.   
 

 
Figure 3 – USMC CPI Leadership Roles 

 
Marine Requirements Oversight Council (MROC).  The Commandant, ACMC, and members of the 
MROC lead CPI.  The MROC provides CPI oversight and policy guidance and establishes priorities for 
the application of CPI in the Marine Corps.  As the executive leaders for USMC CPI, the MROC sets high-
level objectives, helps maintain the momentum of implementation, and helps obtain support and 
endorsement throughout the Marine Corps. 
 
HICVS Owners and Key CPI Stakeholders.  HICVS leaders and key CPI stakeholders are CPI 
advocates who accomplish the following: 
 

• Use CPI to improve combat readiness and warfighting capability. 
• Conduct analysis of respective processes, identify and prioritize high-impact CPI projects that 

improve combat readiness/Quality of Life, and apply CPI standard methods to execute projects. 
• Designate a colonel/GS-15 (or NSPS equivalent) to serve as the organizational CPI champion 

and participate in the USMC CPI working group. 
• Ensure CPI training is accomplished according to USMC policy. 
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• Report CPI results to HQMC(LR) NLT last working day of each month to inform MROC and 
support monthly SecNav briefings by the Director, Marine Corps Staff (DMCS). 

• Ensure security is maintained and/or improved during each project. 
 
Organizational leaders at all levels are expected to advocate continuous improvement of performance. All 
leaders are responsible for managing, improving, and reporting the performance of functions that support 
warfighting readiness.  They champion continuous improvement within their respective organizations and 
ensure resources are available to conduct improvement projects. They also support cross-organizational 
or joint process improvement projects that involve other organizations and assign responsibility to an 
individual to support CPI implementation in their organizations.  
 
Implementation Champions.  Dedicated positions reporting to HICVS leaders and key CPI stakeholders 
who are assigned duties to coordinate and support the implementation of organizational CPI efforts within 
their organization.  Their duties are to: 
 

• Assist leaders and Project Sponsors with selection of projects and project participants. 
• Support selection, training and assignment of project participants – including Green and Black 

Belts (all Black Belts and Green Belts should be assigned projects prior to training). 
• Maintain organization project portfolio and tracking progress to ensure.   
• Assist in case projects become stalled in the DMAIC process. 
• Communicate USMC standards and guidelines within the organization. 
• Develop supporting implementation plans in support of commander’s priorities. 
• Share lessons, benefits, and results (including the reporting function). 
• Participate in USMC CPI Working Group (HICVS and Key Stakeholder champions only). 

 
Project Sponsors.  Leaders and managers in all organizations who sponsor projects and: 
 

• Identify and define scope of projects. 
• Write charters and identify project team members. 
• Manage project execution in tollgate reviews. 
• Remove barriers and provide resources. 
• Implement process improvements. 
• Ensure right people attend meetings. 
• Report results. 
• Monitor/sustain improved process performance with a scorecard. 
• Tie CPI results to individual performance elements. 

 
Project Team Members.  Project team members are functional subject matter experts (SMEs) in any 
organization that serve part-time on ad hoc CPI project teams formed to improve processes in their 
functional area. They may serve on project teams led by Green Belts or Black Belts. As project team 
members, their value to a project is critical, as they possess intimate knowledge of the process and 
customer requirements.   

Green Belts (Level 1 CPI Expert).  SMEs in any organization that may serve on project teams led by 
Black Belts, or they may lead a CPI project team part-time in their area of functional expertise.  May be 
certified.  Usually not full-time.  Training standards are contained in Appendix C. 

Black Belts (Level 2 CPI Expert).  Certified full-time organizational positions responsible for leading CPI 
projects with larger scope and impact. Organic to organizations, these CPI experts are knowledgeable 
and skilled in leading project teams in the use of CPI tools and methodologies.  Training Standards are 
contained in Appendix C. 

Master Black Belt (Level 3 CPI Expert).  Certified, full-time positions responsible for providing training 
and technical implementation support to Marine Corps organizations.  Deployed by DC, I&L and located 
in the CPI Regional Support Teams.  Training standards are contained in Appendix C. 
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Regional CPI support teams are composed of Level 3 CPI specialists (aka Master Black Belts). Based on 
their strategic positioning throughout the Corps, CPI support teams will assist supported commanders 
and HICVS leaders with implementation and execution of a tailored, self-sufficient CPI capability.  While 
DC, I&L retains full authority and financial /NSPS support responsibilities over CPI support teams, their 
effectiveness is wholly dependent on the use of the supported command’s authority.  Thus, 
supported/supporting command relationships must be established based on the unique requirements 
associated with their strategic positioning and the needs of the supported commander or HICVS leader.  
Supported MarFor commanders and HICVS leaders will assist DC, I&L to refine the requirements 
(number, location, size) and support command authority requirements for regional support teams through 
the USMC CPI Working Group.   
 
Regionally located teams are intended to provide a long term support solution that increases flexibility, 
reduces travel from a HQMC located team, and reduces overall cost to commanders vice getting SMEs 
by other means.  The mission (or function) of the regional CPI teams is to provide direct support to HICVS 
owners and key stakeholders according to the following specific duties:  
 

• Provide technical expertise for CPI program development. 
• Assist in high level process mapping. 
• Assist in project development, prioritization, and execution of projects. 
• Train, coach, and certify personnel (leaders, Green Belts, Black Belts) according to CPI 

standards. 
• Facilitate CPI program lessons retrieval, collection, and sharing leading to project replication. 
• Assist in removing barriers to improvements. 
 

CPI Team One supports HICVS owners in the National Capital Region.  CPI Team Two supports key 
stakeholders in the eastern region, including:  MarForCom, MarForRes, Recruiting Command, and 
LogCom.  CPI Team Three supports key stakeholders in the pacific region including: MarForPac, 
MarForRes, Recruiting Command, and LogCom.  CPI teams are administratively supported, trained, and 
resourced by DC, I&L (Director MCBEO).  Facility and logistic support from key stakeholders within the 
region is essential for their success.                                     
 
USMC CPI Working Group.  The USMC CPI Working Group is composed of O-6/GS-15 level 
representatives of the HICVS owners and key stakeholders. The working group will: 

• Represent each HICV Leader, MarFor Commander, CG’s LogCom and MCSC, at the 
Colonel/GS-15 (or NSPS equivalent level) and key stakeholder. 

• Support development of CPI policy and timely results reporting. 
• Support effective CPI implementation including issues that cross functional areas, organizations, 

and HICVS.  The CPI working group will focus on replicating the results of successful projects. 

Deputy Commandant, Installations and Logistics.  Per ACMC direction, the DC, I&L will: 
 

• Ensure MROC is informed of CPI progress and assemble monthly CPI reports in support of 
SecNav updates by ACMC and DMCS. 

• Issue appropriate CPI implementing policy and, with support from DC, P&R, provide CPI support 
programming oversight for implementing organizations. 

• Appoint the Director, Marine Corps Business Enterprise Office (MCBEO), to lead the USMC CPI 
efforts, provide CPI functional oversight, and chair the Marine Corps CPI Working Group. 

• Establish regional CPI support teams manned with CPI Black Belts and Master Black Belts. 
• Ensure CPI teams possess appropriate expertise and capability. 

  
CPI Deployment Champion.   Director, MCBEO, as the USMC Implementation Champion, will: 
 

• Chair the CPI Working Group.   
• Provide implementation leadership. 
• Assist HICVS owners, key stakeholders, and other leaders improve processes. 
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• Coordinate CPI policy and doctrine development.  
• Develop CPI implementation plans.  
• Coordinate with DC, P&R to obtain sufficient CPI resources and link CPI with internal controls. 
• Assemble CPI progress reports. 
• Work closely with the USMC CPI Working Group to provide a standard USMC CPI approach.  
• Manages regional CPI support teams in direct support of HICVS owners and key stakeholders.  

 
Other Key Roles: 
 

• DC, Aviation coordinates as appropriate with the NavAir Airspeed program and DC, I&L to ensure 
maximum alignment of process improvement concepts and methodologies. 

• DC, P&R coordinates with DC, I&L to resource the CPI program. 
• DC, CD&I and CG, TECOM coordinate with DC, I&L to incorporate CPI into training and 

education programs. 
• CG, LogCom accelerates CPI deployment within LogCom, coordinates as appropriate to ensure 

maximum alignment of process improvement concepts and methodologies within the Marine 
Corps, and ensures that lessons learned from advance process improvement applications at the 
depots are widely shared. 

 
CPI Benefits, Lessons Learned, Metrics and Reporting: 
 
 Financial Benefits Associated with Marine Corps CPI.  The primary purpose of CPI in the 
Marine Corps is to improve the combat readiness and warfighting capability of the Marine Corps. CPI will 
help meet existing financial pressure while maintaining high-quality support to the warfighter.  
SECNAVINST 5220.13 dated 30 November 2007 codifies tracking results using the CPI program 
management support (IT) tool.  Within the Marine Corps, MROC Decision Memorandum 06-2007 
established the policy that generating organizations can retain any cost benefits from CPI projects.   

 Sharing CPI Lessons Learned and Results.  An automated CPI project management system is 
being employed to support reporting of CPI project results required by SecNav, and to support enterprise-
wide sharing of information and lessons learned. This effort will facilitate one of the most important 
qualities of great organizations:  replication of success by sharing results and lessons learned. The 
automated system also helps champions and improvement teams manage project information and 
documents.  It has enterprise document management and a global search capability to support 
enterprise-wide information sharing.  It should minimize, or eliminate, reporting requirements.  The 
primary purposes of the automated reporting system are to:  
 

• Support management of local project documents and information. 
• Share lessons learned to accelerate continuous project improvement across the Marine Corps. 
• Share good ideas so that good results can be replicated. 
• Validate the utility of CPI by reporting results and benefits. 
• Validate good stewardship of current resources provided to the Marine Corps.  

 
 CPI Metrics and Reporting.   CPI metrics are reported monthly by Implementation Champions 
(or CPI working group members) and are maintained by the Chair of the USMC CPI Working Group in 
support of monthly briefings by the Director of the Marine Corps Staff to SecNav.  Initially, this information 
will be collected in monthly reports.  Ultimately, all CPI reporting will be included in the DoN standard 
automated project management tool and will not require additional reporting by field organizations. 
 
Metrics will be maintained in the automated CPI project management system (CPIMS). This monitors the 
key performance metrics of the HICVSs and processes that support Marine Corps warfighting capability.   
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Section 4.   CPI Campaign Plan 
 
Mission                                                                     
 
The CPI mission is to improve USMC combat readiness, 
warfighting capability, and the quality of life for our Marines, their 
families, and our civilian-Marines.  CPI contributes to MAGTF 
capability and readiness through continuous improvement of all 
support processes using process improvement tools to reduce 
cycle times, optimize process reliability, and improve affordability. 
 
Vision 
 
MAGTF capability is enhanced by processes that are continuously improved in a fully integrated manner 
across the Total Force.  A disciplined and consistent approach to pursuing opportunities and solving 
problems is an integral part of leadership.   Continuous, incremental process improvement is intrinsic to 
the way work gets done, opportunities are pursued, and problems solved. Improving the Corps is not a 
separate, transient program led by external specialists with agendas and terminologies that are unclear to 
the average Marine.  The continuous improvement discipline is part of our DNA. 
 
Primary Themes in USMC CPI.  There are two overarching themes in Marine Corps CPI that are 
consistent with the values of the Marine Corps and are reflective of SecDef and SecNav guidance: 
 

• Improve Combat Readiness and warfighting capability – The fundamental purpose of USMC 
CPI is to improve the combat readiness and warfighting capability of the Marine Corps.  We are 
also focused on improving the quality of life for the Marine, families of Marines, and the civilian-
Marine workforce. 

  
• Make big leaps through small steps – Improved combat readiness and improved warfighting 

capability is achieved by incrementally and continuously improving processes through application 
of standard tools to reduce cycle times, provide optimum reliability, and ensure affordability.   
Many small, local improvement efforts are aligned across the Corps by HICVS owner and key 
stakeholder’s guidance. 

  
CPI Goals.  The four goals of Marine Corps CPI are: 
 
 
 
        
 
 
 
 
 
 
 
 
The following sections of the Guidebook provide detailed information about each CPI goal including the 
specific actions and initiatives required to accomplish each goal.   
 

 
The CPI mission is to improve 

the combat readiness and 
warfighting capability of the 
United States Marine Corps. 

 
1. Conduct Successful CPI Projects 
2. Establish Strong Implementation Infrastructure 
3. Enable CPI Success with Skills Development and Training 
4. Support an Enduring Culture of Continuous Improvement 



USMC CPI Guidebook 
Version 1 

 

United Stated Marine Corps  
Continuous Process 

Improvement Guidebook December 26, 2007 

 

USMC Continuous Process Improvement Guidebook    12

Section 5.  CPI GOAL 1:  Conduct Successful CPI Projects 
 
Description.    This goal addresses the leadership support required to create a foundation for action and 
the use of standard approaches for project identification and project implementation to support successful 
CPI project that improve support of readiness and bring value to the customer through reduced cycle 
times, improved process reliability, improved safety, improved work life, and improved affordability.  
 
CPI projects are defined as application of CPI tools to specific efforts to improve processes and resolve 
problems.  USMC CPI projects follow a standard approach as appropriate for the problem at hand.  
Projects can be several types:  analysis of HICVS and subordinate processes, process design efforts, 
and improvement or problem solving projects.    
 
Successful Projects.  Successful projects should: 

 
• Delight the customer by accomplishing the goals of the project charter. 
• Increase MAGTF capability, improve safety, or improve quality of life. 
• Train organizational personnel in CPI skills, while solving organizational problems. 
• Advance a USMC culture of improvement. 
• Produce control procedures or checklists to ensure improvements last. 

  
CPI Project Identification.  A standard approach is used to identify and prioritize projects (see figure 2).  
That process focuses projects on improving combat readiness and quality of life; it engages leaders to 
identify strategic priorities and drive the effort; it identifies and prioritizes strategically aligned projects; 
and, it ensures quantifiable improvements – or real results – are achieved.  All CPI projects should: 
 

• Improve the processes that support combat readiness, warfighting capability, or quality of life. 
• Address strategic priorities with project importance being clear to everyone in the organization. 
• Address support priorities identified by the customer (warfighter). 
• Have the full support of key leaders and commanders prior to project commencement, including a 

commitment to implement/sustain the gains.  
• Target processes with significant potential for improved performance and/or affordability.  

 
Leaders and managers should screen and prioritize proposed CPI projects to ensure they meet project 
criteria and customer priorities. See Appendix G - CPI Project Development Guide, for additional 
information on the standard USMC CPI Project Development Process. 
 
CPI and Internal Controls.   The purpose of internal controls is to ensure the USMC processes are 
managed in such a way as to prevent fraud, waste, and abuse.  CPI projects are primary means for 
leaders to ensure processes are well managed and assist internal control efforts by producing standard 
procedures and checklists.  DMAIC is ideal for this purpose and meets the standard  “What gets checked, 
gets done!” 
 
CPI Project Implementation.  USMC CPI utilizes a standardized discipline, called the DMAIC project 
methodology (figure 4), to support the conduct of successful process improvement projects.  DMAIC is a 
deliberate discipline that can be applied to varying degrees of rigor according to the scope of the project.  
Mastery of deliberate DMAIC skills creates an ability to conduct rapid DMAIC, as rapid planning depends 
on strong skills in deliberate planning.  And, like OODA1, DMAIC is cyclic or iterative.  Improvement is 
endless. 

                                                      
1 Decision cycle known as the Boyd cyle or OODA loop.  An important concept in both business and 
military strategy.  According to Air Force Colonel John Boyd, decision making occurs in a cycle of 
observe-orient-decide-act.  An entity that can process this cycle quickly, observing and reacting to 
unfolding events more rapidly than an opponent, can thereby ”get inside” the opponent’s decision cycle 
and gain an advantage. 
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Figure 4 – CPI Project Methodology 
 
 
Desired Future Outcome.  CPI enhances support to the warfighters with processes that are continuously 
improved with highly successful process improvement projects.  This provides highly effective support to 
the combat readiness, warfighting capability, and quality of life of the Marine Corps at an affordable cost.  
The capability to effectively use process improvement tools and methods in an integrated and standard 
manner is common in all organizations and is supported by HQMC with high quality, cost effective 
training, and technical support. Continuous improvement is an established part of the leadership and work 
practices of every organization and is viewed as a routine part of every job.   
 
Implementation Strategies.   
 

Á Use a structured CPI project identification/prioritization process involving strategic planning 
and value stream analysis in the High Impact Core Value Streams and underlying value 
streams/ core processes that are key to warfighting capability.  

Á Apply project selection criteria that ensure all CPI projects target warfighting support, produce 
a tangible and quantifiable benefit, address customer priorities, and maximize the likelihood 
of success. 

Á Ensure each project that is initiated is properly resourced and has commitment from key 
leaders to fully support each project and to implement and sustain the gains. 

Á Use detailed project charters and the standard DMAIC project management approach. 
Á Utilize CPI Support Teams composed of CPI experts (Master Black Belts) to provide CPI 

implementation and project support to all organizations. 
Á Provide just-in-time training to Project Sponsors and Project Teams to develop organic CPI 

capability in every organization. 
Á Continuously monitor, measure, and sustain the results of each project.   
Á Replicate success through shared lessons. 
Á Ensure security is maintained and/or improved during each project. 
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Section 6.  CPI GOAL 2:  Provide Strong Implementation Infrastructure 
 
Description.  This goal supports CPI implementation and project management with appropriate 
governance, policy, organizational constructs, and a full compliment of the tools required to implement 
CPI and conduct process improvement projects. 
 
Governance and Policy.  The ACMC and the MROC lead CPI within the Marine Corps.  They have 
designated the USMC CPI Working Group to coordinate CPI implementation.    
 
The USMC CPI working group meets monthly to accomplish the following goals:   
 

• Coordinate appropriate CPI policy. 
• Coordinate the deployment of CPI tools. 
• Enable the successful completion of CPI projects. 
• Share lessons and replicate CPI improvements as appropriate. 
• Establish and achieve CPI training goals.   

 
CPI policy will be developed in a progressive manner.  This guidebook serves as an interim reference 
point for the working group and practitioners.   From it, a series of temporary MARADMINS will be 
developed and published.  Finally, the MARADMINS will be cancelled and the policy integrated into a 
single CPI Marine Corps Order during early FY09.    
 
It will be important for CPI policy to be published in such a way as to fully illuminate the connections 
between CPI and other important programs such as Business Transformation, development of Enterprise 
Architecture, and Internal Management Controls. 
 
CPI Organizational Construct.  To succeed, the CPI implementation must be supported by a strong 
infrastructure.  The roles and responsibilities associated with this infrastructure are contained in section 3. 
 
The CPI organizational construct has two tiers:  enterprise level and organizational level. 
 
The enterprise structure includes the MROC, the USMC CPI Working Group, the Deployment Champion, 
and the Regional CPI teams.  The deployment champion, his staff, and the regional CPI teams (or Master 
Black Belts) are full time. 
 
The organizational structure includes HICVS leaders, key stakeholders, implementation champions, 
project sponsors, project team members, Black Belts, and Green Belts.  Black Belts are primarily full time.  
Other positions are part time.  Some organizations may have their own Master Black Belts. 
 
Personnel Development.  A training and personnel development program is required for key roles such 
as Master Black Belts, Black Belts, and Green Belts.  This program includes individual certifications.  
Details of training and certification are contained in Appendix C.    
 
Assignment of individuals to become CPI Black Belts should be a carefully managed process, resulting in 
individuals with the greatest potential for future leadership.  A minimum 1-2 year assignment as a Black 
Belt will provide significant development for individuals, helping them understand the key skills of leading 
organizational change, managing resources, team building, achieving progress through influence without 
hierarchical control, and fanatical devotion to improving customer support.  Ideally, personnel assigned to 
full time black belt positions will be linked to leadership development programs.   
 
CPI Information Management Tools.  CPI information management tools will be made available for 
Master Black Belts, Black Belts, and Green Belts.  These tools will be designed to assist in project 
management, sharing lessons and replicating projects, reporting results to the MROC, supporting process 
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mapping, and enabling the statistical controls associated with DMAIC.  The project support software 
toolkit is envisioned to include tools that will provide the following capabilities: 
 

• A Black Belt Handbook with standard CPI Project methodology and tools/techniques for each 
phase of a CPI project. 

• Process Simulation/Flowcharting. 
• Project Management. 
• Activity-Based Costing. 
• Statistical Analysis. 
• Survey Tools. 
• Standard templates for most commonly-used analysis tools. 
• Balanced Scorecard. 
 

Desired Future Outcome.   A full complement of highly effective CPI policies, well developed 
infrastructure at both the enterprise and organizational levels, and project support tools that our 
practitioners are well trained to use.    
 
Implementation Strategies. 
 
Á Publish a series of interim policy CPI MARADMINS during FY08 through the USMC CPI Working 

Group. 
Á Publish definitive CPI Marine Corps Order during early FY09 through the USMC CPI Working 

Group. 
Á Ensure strong linkage in policy between CPI, Enterprise Architecture, Business Transformation 

Program, and Internal Controls. 
Á Create strong infrastructure at the enterprise and organizational level.  Master Black Belts and 

Black Belts will be the full time catalysts to make CPI go forward.  
Á Refine roles of CPI teams and local Business Performance Offices through the USMC CPI 

Working Group. 
Á Develop organizational level, in house, CPI capability – primarily measured through Green Belt, 

Black Belt, and project density.    
Á Develop appropriate training goals and certification programs through the USMC CPI Working 

Group. 
Á Link Green Belt and Black Belt training to civilian leadership programs, military MOS training, and 

education. 
Á Deploy CPI on-line Black Belt Handbook. 
Á Deploy CPI project support software toolkit. 
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USMC CPI Practitioner 
Certification Levels 

 
Green Belt (Level 1 CPI Expert) 
Black Belt (Level 2 CPI Expert) 
Master Black Belt (Level 3 CPI Expert) 

Section 7.  CPI GOAL 3:  Enable CPI Success with Skills Development and 
Training 
 
Description.  USMC CPI training supports training in best practices and tools such as Strategic Planning, 
Lean, Six Sigma, Activity-Based Cost Management, Theory of Constraints, Balanced Resource 
Management, Integrated Performance Management, Balanced Scorecard, Extended Enterprise 
Management, and others. These proven CPI tools have been used to improve capability and affordability 
in industry as well as the DoD and DoN and can be implemented in a consistent manner throughout the 
Marine Corps.   
 
Action Learning Approach.   Action learning means we train with purpose and expect results.  CPI 
training is fully integrated with improvement projects.  Training ranges from familiarization or introductory 
training while individuals leading process improvement projects, as a job duty will receive advanced-level 
training and certification.  Most CPI training will be provided to functional-level project team members 
during the actual conduct of process improvement projects.  This “action-learning” approach will resemble 
flight training where basic knowledge is obtained in ground school, and practical application is achieved 
under the guidance of a pilot instructor. The regional CPI teams are intended to provide the “pilot 
instructors” for training and project coaching.  Further, this approach ensures that training is clearly linked 
a near term tangible improvement in performance.   
 
Marine Corps CPI training builds awareness of CPI and prepares varying levels of USMC CPI 
practitioners to apply a wide range of process improvement tools.  It also establishes criteria for USMC 
CPI certification as Green Belt (Level 1 CPI Expert), Black Belt (Level 2 CPI Expert) and Master Black 
Belt (Level 3 CPI Expert).  CPI skill certification requires demonstrated application of an array of business 
management tools, including, but not limited to: 
 

• Strategic Planning • Extended Enterprise Analysis 
• Integrated Performance Management  • Process Improvement Tools including 

Theory of Constraints, Lean, Six Sigma  
• Activity Based Cost Management • Capacity Management 
• Balanced Resource Management • Target Cost Management 
• Systems Thinking • Critical Thinking 
• Balanced Scorecard • Project Management 

 
Certification is part of the process for two reasons:  it enhances the organizational integrity of CPI through 
a common body of knowledge and enhances the credentials of individuals receiving certification.  Similar 
to flight training, certification at any level requires both training and demonstrated experience and 
successful completion of one or more CPI projects.  For example, USMC CPI Black Belts must complete 
training and pass a certification exam from their training provider, complete high impact projects, and may 
take the American Society of Quality (ASQ) Black Belt exam, or equivalent. (See Appendix C - CPI 
Training Plan for additional detail.)  Periodic recertification 
is required. 
 
Initially, all levels of CPI training will be provided through 
expert, external training providers.   Over time, the 
USMC will acquire or develop CPI Experts on the 
Regional CPI teams who will provide training, coaching 
and mentoring to CPI practitioners, with the goal of 
having USMC CPI Black Belts and Master Black Belts 
participate in all levels of training and certification.  All 
USMC CPI trainers are expected to possess a personal portfolio of CPI success and be expert 
practitioners first – and first class instructors second.  
 
Desired Future Outcome.  The Marine Corps workforce is fully supportive of and engaged in continuous 
process improvement.  All employees share the common core value of support to the warfighter, and the 
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use of CPI methods to improve efficiency and effectiveness are part of the daily routine.  All CPI 
practitioners are fully trained and proficient in the integrated use of CPI tools and methods.  CPI 
practitioners are trained in order to apply skills to specific opportunities to improvement or problems to be 
solved, in accordance with leadership priorities.  CPI practitioners are provided sufficient coaching on 
projects to optimize success rates.  CPI Support Teams are fully trained in all CPI skills and 
competencies, and are the preferred source for advanced CPI knowledge, current information on tools 
and techniques, complex problem solving, and expert project support within the Marine Corps, and are 
highly recognized CPI experts throughout the DoD and industry.  Marine Corps CPI training is 
standardized and highly effective in the classroom, where students are fully engaged; as well as in the 
field, where action learning supports CPI projects that continually enhance support to warfighting 
capability.   
 
Implementation Strategies.   
 

• Identify and/or provide training that promotes understanding of CPI concepts and application of 
basic CPI tools to personnel at all levels of the USMC. 

• Incorporate introductory training into training schools (Officer, Enlisted & Civilian). 

• Prepare CPI practitioners to successfully lead or participate on CPI project teams using a 
standard, integrated set of CPI tools and techniques that can be applied flexibly according to the 
situation. 

• Integrate training with projects, and provide sufficient expert coaching to ensure success of 
organizational CPI Green Belts and Black Belts. 

• Establish certification standards and process for multiple levels of CPI skills encompassing an 
integrated set of business management tools.  

• Prepare regional, in-house CPI teams to teach, coach and mentor USMC Black Belts.  Prepare 
USMC Black Belts to teach, coach and mentor USMC Green Belts.  Regional CPI teams (or 
Master Black Belts) will assist in managing project portfolios and development of organizational 
improvement capability.   
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Section 8.  CPI GOAL 4: Support an Enduring Culture of Continuous Improvement 
 
Description.  This goal area addresses the leadership and communication requirements to support 
continuous process improvement in the culture of the Marine Corps. 
 
Change Leadership.  Adaptability, a focus on the warfighting 
mission, and an action orientation to leadership are inherent 
components of the culture of the Marine Corps and are 
supported by CPI. The primary purpose of CPI in the Marine 
Corps is to better support the warfighter and every organization 
that provides support to the warfighting capability of the Marine 
Corps is continuously working to improve that support.   
 
A major aim of CPI is to create a process-centric organization with the concept of continuous process 
improvement imbedded as a key aspect of the organizational and management culture.  The following 
keys to systematic change management from the DoD CPI Guidebook are integrated into the USMC CPI 
implementation strategy: 
 
1. Educate leaders.  Educate key organization leaders on the concepts of CPI, the roles and 
responsibilities of leaders in CPI, the actions and decisions critical to successful change, and why the 
change is important. 
2.  Challenge presumptions.  Challenge the status quo, empirically demonstrate the competitive 
benefits of change, and answer the “What can I do for the Marine Corps?” question with a compelling 
rationale. 
3.  Secure agreement.  Secure the agreement of key leaders on the need for change and the course of 
action to begin implementing the change. 
4.  Prepare leaders to lead the change.  Educate and train top leaders in the new standards for 
success and create the mechanisms (performance metrics and scorecards) for setting the new 
expectations and generating results. 
5.  Prepare managers to manage the change.  Educate and train managers and supervisors to 
manage the transition to new ways of supporting the warfighter and to assume new roles. 
6.  Educate everyone in the organization.  Educate and train everyone in the new standards and 
expectations. This can be accomplished by linking organizational performance goals to the individual job 
standards of all personnel. This is critical for a successful change to the new level of performance. 
7.  Use a consistent and structured approach for project identification and execution.  The USMC 
CPI Project Development Process and DMAIC will be used to support successful projects. 
8.  Measure Performance.  It is not possible to improve what is not measured.  Marine Corps CPI uses 
scorecards to monitor the key performance indicators of processes that support Marine Corps warfighting 
capability and to sustain process performance gains into the future.   
 
CPI Communication Plan.  The CPI Communication Plan outlines the approach for effectively 
communicating information related to CPI efforts and will foster collaborative interactions among leaders, 
stakeholders, and CPI practitioners at all levels.  (See Appendix D, CPI Communication Plan.) 
 
A Culture of Continuous Improvement and Community of CPI Practitioners.    Several core values 
comprise an effective CPI culture. The following core values 
have been adopted for Marine Corps CPI: 
 
Á Focus on supporting the warfighter. 
Á Teamwork throughout the extended enterprise.  
Á Be receptive to evolving CPI concepts and tools.    

Leading the change process is 
an integral element of 
successfully implementing 
CPI and supporting a culture 
of continuous improvement 

The community of CPI practitioners 
will encompass all individuals 
engaged in CPI work who share 
common core values and embody 
the culture of continuous 
improvement. 
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As more personnel are trained and engage in CPI projects, a community of CPI practitioners will evolve to 
encompass all individuals engaged in CPI work who share common core values and embody the culture 
of continuous improvement.  While CPI in the Marine Corps will be implemented in established 
organizational structures, the community of CPI practitioners will also evolve as a functional working body 
dedicated to performance excellence throughout the USMC.  This ever-expanding community of CPI 
practitioners will form the critical mass of the growing culture of continuous improvement.   
 
Use Existing Human Resource Management Tools to Support CPI.    The effective use of existing 
human resources management tools can support the culture of continuous improvement.  Civilian 
employees participating in efforts to improve support to the warfighter should be rewarded using the DoN 
Civilian integrated with training and rotational assignments of CPI Black Belts – who individuals we are 
making expert at leading change.  Military personnel can be rewarded via fitness reports and individual 
awards.  The National Security Personnel System (NSPS) contains performance-based provisions that 
can be used to align individual performance requirements of managers and employees to process 
improvement efforts.  Every civilian manager and employee should have a critical performance element 
for CPI as part of his or her annual performance plan and these can be linked to a scorecard with 
operational performance targets for their respective organizations. 
  
Mitigating Risk and Resistance to Change.  Creating change within established organizations and 
cultures is a significant undertaking.  Add the essential requirement for cross-organizational cooperation 
in process improvement projects that span and cause change in several organizations, and the challenge 
is compounded.   This Guidebook includes a Risk Mitigation Plan in Appendix E to address this issue.   
Measuring the Cultural Acceptance of Continuous Improvement.  Two methods will be used to 
measure cultural acceptance of continuous improvement: 

• The number of in-process CPI projects and requests for project support/training will be monitored. 

• The % of GS-15/O-6 and above that are active Champions/Project Sponsors. (Measured by 
signatures on the charters of successful CPI projects.) 

• Density of Green and Black Belts trained within an organization and multiples of projects 
completed by each. 

 
Desired Outcome. The concept of continuous improvement is an integral part of the culture of the Marine 
Corps and is viewed as a routine part of every job.  All leaders and members of organizations continually 
apply CPI tools and methods to improve the performance and affordability of all support processes. This 
helps to ensure the combat readiness and capability of the MAGTF. 
 
Implementation Strategies.   
 

• Develop a CPI communication strategy and communication plan. 
• Establish a forum for regular communication with potential project sponsors. 
• Track the number of requests for CPI project support or training. 
• Correlate all project activity and publicity to support of the warfighter. 
• Promote success stories with quantified details in multiple venues, including newsletters, the CPI 

portal home page, at executive briefings and meetings, and in CPI training classes. 
• Provide public recognition of the leaders, managers, project sponsors, and project teams that 

have supported successful projects, including testimonials from the participants. 
• Make CPI a critical performance element for civilian and military leaders and managers. 
• Use established military/civilian personnel awards and recognition programs to reward 

participation in successful CPI projects.                                           
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Marine Corps CPI Program Plan Scorecard 

                    

Target 
Goal Obj # Objective Meas. # Measure 

FY 08 FY 09 FY 10 FY11 
Initiatives 

CPI 1.1 CPI 1.1. M1 ● # Projects Completed (Cumulative) N/A N/A N/A N/A ● CPIMS 

  CPI 1.1. M2 ● # Projects Cancelled N/A N/A N/A N/A ● Risk Mitigation Plan 

  CPI 1.1. M3 ● # BBs Assigned to Projects N/A N/A N/A N/A  

 CPI 1.1. M4 ● % BBs Completed a Project 100% 100% 100% 100%   

  CPI 1.1 .M5 ● # GBs Assigned to Projects N/A N/A N/A N/A   

  CPI 1.1. M6 ● % GBs Assigned to Projects 100% 100% 100% 100%   

  CPI 1.1. M7 ● # GBs Completed a Project N/A N/A N/A N/A  

  

Conduct Successful 
CPI Projects 

CPI 1.1. M8 ● % GBs Completed a Project 100% 100% 100% 100%   

CPI 1.2 CPI 1.2. M1 ● # Core Value Streams Mapped 100% 100% 100% 100% ● MCBE Value Stream Analysis 

  CPI 1.2. M2 ● # Marine Billets Realigned TBD TBD TBD TBD   

  

Improvements in 
Key Support  
Processes 

CPI 1.2. M3 ● $ Type 1-2 Benefits Achieved TBD TBD TBD TBD ● Benefits Retained by Generating     
   Organizations C
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ct
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uc
ce

ss
fu
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CPI 1.3 Sustain Project 
Results CPI 1.3. M1 ● % Projects Monitored in CPIMS 100% 100% 100% 100% ● Deploy and populate CPIMS 

CPI 2.1 
Provide 
Understanding of 
CPI Tools & 

CPI 2.1 .M1 ● # Rec’d CPI Training in Formal 
Schools TBD TBD TBD TBD ● Incorporate CPI in all Training 

Schools 

CPI 2.2 CPI 2.2. M1 ● # Sr. Leaders Trained  N/A N/A N/A N/A ● Sr. Ldr Trng (GS-15/O-6 Above)  

  CPI 2.2. M2 ● % Sr. Leaders Trained 75% 100% 100% 100% ● Sr. Ldr Trng (GS-15/O-6 Above) 
  CPI 2.2. M3 ● # GOs/SES' Trained N/A N/A N/A N/A ● Sr. Ldr Trng  
  CPI 2.2. M4 ● % GOs/SES' Trained 100% 100% 100% 100% ● Sr. Ldr Trng  
  CPI 2.2. M5 ● # CMC Direct Reports Trained 48 48 48 48 ● Sr. Ldr Trng  
  CPI 2.2. M6 ● % CMC Direct Reports Trained 100% 100% 100% 100% ● Sr. Ldr Trng 
  CPI 2.2. M7 ● # BBs Trained (Cumulative) N/A N/A N/A N/A   

  CPI 2.2. M8 ● # BBs Certified N/A N/A N/A N/A ● USMC Belt Certification Program 

  

Provide Skills to 
Successfully Apply 
CPI Tools 

CPI 2.2. M9 ● # GBs Trained 225 TBD TBD TBD   
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CPI 2.3 Build Internal 
Teaching Capability CPI 2.3. M1 ● % Training co-taught by USMC  

   Personnel N/A 25% 50% 75%  

 
 
Precise training and project goals will be developed by CPI Working Group and published in FY08 MARADMIN. 
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CPI ORGANIZATIONAL COMMON OPERATING PRACTICE (COP) 

 
 
 
This Excel Chart represents the Common Operating Dashboard for tracking CPI progress for each of the HICVS and key stakeholder organizations.  This is the 
information that must be collected monthly to support required reporting to SecNav.  More importantly, these key pieces of information illustrate the progress and 
density of CPI penetration into each organization.  (The data contained in the spreadsheet is for HQMC and is included to demonstrate what the chart should look 
like for each HICVS and key stakeholder organization.) 
 
 
 
Command:           

CHAMPION TRAINING (Goal is 100%)
# of 

People % of Goal # of 
People % of Goal # of 

People % of Goal # of 
People % of Goal

Principal Direct Reports and Deputies  (Total # Trained / % of Goal) 45 92% 45 92% 45 92% 45 92%
SES/Flag and General Officers  (less above)  (Total # Trained / % of Goal) 12 100% 12 100% 12 100% 12 100%
O-6 / GS-15  (Total # Trained / % of Goal) 388 74% 388 74% 402 76% 408 78%

GREEN BELTS (Goal=5%) 300 300 300 300
Trained -Total # Green Belts Trained ( # / % of Goal) 148 49% 170 57% 170 57% 170 57%
Ready For Tasking -Total # Green Belts Active ( # / as a % of Green Belts Available) 148 100% 170 100% 170 100% 166 98%
Utilized - Total # Green Belts Assigned to Projects ( # / as a % Green Belts Active) 53 36% 49 29% 49 29% 56 34%

BLACK BELTS (Goal=1%) 50 50 50 50
Trained - Total # Black Belts Trained  ( # / % of Goal) 35 70% 35 70% 35 70% 35 70%
Ready For Tasking - Total # Black Belts Active ( # / as a % of Black Belts Available) 35 100% 35 100% 35 100% 35 100%
Utilized - Total # Black Belts Assigned to Projects  ( # / as a % Black Belts Active) 74 211% 86 246% 86 246% 91 260%

PROJECTS
Total # of Projects (Work in Progress)
Total # of Projects Completed (since inception date of 1 Jan 06) 108

61
98 103 108

SEP

49 53 54

AUGJune JUL

 



APPENDIX B 
Glossary of Terms 

 

United Stated Marine Corps  
Continuous Process 

Improvement Guidebook December 21, 2007 

 

 B - 1

 
 
 

 
 
 
 
 
 
 
 

                
 
 

 

UNITED STATES MARINE CORPS 
 

CONTINUOUS PROCESS IMPROVEMENT   
 

GUIDEBOOK 
 
 

APPENDIX B  
 

 GLOSSARY OF TERMS 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

DECEMBER  2007 



APPENDIX B 
Glossary of Terms 

 

United Stated Marine Corps  
Continuous Process 

Improvement Guidebook December 21, 2007 

 

 B - 2

 
Glossary of Marine Corps CPI Terms and Definitions 

 

The terminology provided in this appendix has been derived from the DoD CPI Guidebook and a variety 
of continuous process improvement-related publications and programs. Not all of the terms defined here 
are found in this Guidebook, but are provided as background information. 

Action Learning.  The Marine Corps CPI Program includes a multi-level skill development component 
that provides training in process improvement concepts/tools and supports practical application.  Some 
training will be brief familiarization or introductory training.  However, much of the training will be provided 
to functional level project team members during the actual conduct of process improvement projects.  
This “action-learning” approach ensures that training provides a tangible improvement in operational 
performance that offsets the training investment. 

Action Plan.   A time-phased schedule for executing CPI Events, Projects, and “Do-Its” that transitions a 
process from the current state to the desired future state. 

Activity-Based Cost Management (ABC/M).  One of the nine USMC core business skills. ABC/M is a 
cost management system that assigns cost to activities, services, and products and provides critical 
resource allocation information in a manner not possible with standard Government accounting systems. 
In Marine Corps CPI, ABC is used in concert with process improvement tools like Lean Six Sigma to 
effectively manage the balance of cost and performance in processes that support the warfighter. 

AirSpeed.  A continuous process improvement program in the Navy and Marine Corps Aviation 
communities that employs Lean Six Sigma and Theory of Constraints to improve aviation logistics 
support.   

Alignment.  The disciplined agreement in an organization between top level strategic plans, goals, and 
objectives with all subordinate level plans, goals, and actions. 

Andon.  A system of flashing lights used to indicate production status and alerting team members to 
emerging problems in one or more work centers. 

AVCOM.  Avionics Components Obsolescence Management, a software tool that helps provide forecast 
and other information on electronic parts obsolescence 

AWP.  Awaiting Parts.  A special status for an item held up in a repair process while it waits for parts 
needed to complete the repair.  In DoD, this time is generally not considered in determining the time a 
repair organization actually spends repairing something. 

Balanced Resource Management.  One of the nine USMC core business skills. There are three 
categories of resources available to any organization:  financial capital, physical assets, and intellectual 
capital; or simply - money, things and people.  The key elements of balanced resource management are 
accurately identifying and articulating budget and manpower requirements; effective budget execution 
and alignment of resources to strategic priorities; and process improvement (since waste can consume 
up to 75% of the typical business process). 

Balanced Scorecard.  A strategic management tool used to drive implementation of the Strategic Plan 
as well as performance and accountability throughout an organization. The Balanced Scorecard uses four 
key dimensions to translate strategy into operational terms.  These four dimensions are the fundamental 
cause and effect factors in strategic management: 

• Customers 
• Operational (process) Excellence  
• Financial 
• Workforce Growth and Learning 
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Baseline Measure.  A statistic or numerical value for the current performance level of a process or 
function.  A baseline measure needs to be taken before improvement activities are begun to accurately 
reflect the rate of improvement or new level of attainment of the performance being measured. 

Batch Processing.  The accumulation and processing together of groups of parts. 

Benchmark.  A qualitative and/or quantitative performance measure of an activity or activities at one or 
more enterprises that are considered best in class. A benchmark helps a DoD organization set and 
quickly achieve goals in a CPI implementation by applying the best practices associated with the 
benchmarked performance.  

Best Security Practice (BSP).  A security-related process that has been proven to be among the most 
effective practices to perform a given security function. 

Bottleneck.  Any resource with capacity equal to or less than the demand placed upon it. 

Brainstorming. A method of unlocking creativity and generating ideas that is very effective for teams. In 
the first step, ideas are offered without the constraints of critical evaluation or judgment. After all ideas 
have been identified and listed, no matter how “far-fetched”, the ideas are then critically evaluated to 
select the best ones. 

Breakdown Maintenance.  The time it takes to accomplish a fix after a breakdown occurs. 

Buffer.  Protection, measured in time, for a constraint or near constraint.  A buffer provides assurance 
against starving a constraint. 

Buffer Penetration (or Buffer Incursion).  Projection of amount of buffer expected to be consumed. 

Buffer Stock.  Maintaining some small portion of finished products to satisfy variations in demand. 

Business Case.  A written description of the basis for implementation of a process improvement initiative, 
to include specific, measurable goals and objectives based on cost, performance, or schedule. 

Capability Maturity Matrix.  A framework for assessing organizational capability in terms of various 
characteristics (e.g. lean practices). Level 1 normally represents rudimentary capability and level 5 
represents world-class industry leader capability. 

Capacity Constraint.  Anything that hinders process flow (the weak link in the chain). 

Capacity Management.  One of the nine USMC core business skills.  The goal of Capacity Management 
is to ensure that resources are producing maximum value. Capacity Management provides information on 
how assets are currently being used, what resources are being wasted, and where potential 
improvements exist.  Capacity Management focuses on identifying and addressing the causes of idle 
capacity, excess capacity, and ineffective capacity utilization.  It makes capacity issues visible, 
understandable, and easier to manage across various levels of an organization.   

Cell.  A logical, efficient, and usually physically self-contained arrangement of the personnel and 
equipment required to complete a sequence of work. The cell enables flow and multi-process handling. 
Typically, each cell has a leader who manages the workflow and is responsible for maintaining 
performance and productivity. 

Cell Design.  The technique of creating and improving cells to optimize their work flow.  A quality cell 
design results in improved space use, higher value-adding ratios, shorter lead times, lower work in 
process, and optimal use of employees. 

Champion.  A CPI Champion is typically the designated leader of CPI within the organization.  
Champions are critical to CPI organizational success, are needed at multiple levels, and have a strategic 
view of their organization.   HICVS owners and key stakeholders assign their champions as members of 
the CPI working group. 
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Commodity Teams.   Cross-functional groups charged with formulating Service wide commodity/supplier 
strategies that can be executed locally or strategically.   Commodity teams use strategic purchasing 
principles and best practices to identify opportunities and to optimize purchase of goods and services for 
the Marine Corps on a local, regional, or enterprise basis. 

Communication Plan.  The strategy used to convey CPI concepts and information to all key personnel at 
every level with the objective of creating a culture of continuous improvement throughout the 
organization.  The Communication Plan is an essential supporting plan to each organization’s CPI 
Implementation Plan and is an appendix to this CPI Program Plan. 

Consequential Metric.  Metric(s) monitored to measure potential unintended results that may happen if a 
process is changed to positively impact the primary metric.  Consequential metrics should be identified at 
the beginning of a project and monitored throughout.  

COP – Community of Practice.  In the Marine Corps, a group that shares common functional 
responsibilities and carries out similar activities, although they may be located in different organizations. 
COPs provide an opportunity for cross-feeding and sharing CPI information, best practices, and 
accomplishments.  Nurturing and supporting COPs is key to accomplishing the key goal of creating a 
culture of continuous improvement in the Marine Corps.   

CONOPS.  Concept of Operations.  Description of how an organization will implement a certain program 
or initiative. 

Constraint.  Any element or factor that prevents a system from achieving a higher level of performance 
relative to its goal.  

Core USMC Business Skills.  Nine core business skills that Marine Corps CPI Black Belts and Master 
Black Belts must possess.  Definitions of each are included in this glossary:  

• Activity-Based Cost Management 
• Balanced Resource Management 
• Capacity Management 
• Extended Enterprise Management 
• Integrated Performance Management 
• Project Management 
• Process Management 
• Strategic Planning 
• Target Cost Management 

Core Team.  The full-time personnel within an organization dedicated to CPI operations on a day-to-day 
basis. The Core Team is typically comprised of one-to-three percent of the organization’s population. 

Corrective Action.  The action taken to reverse a downward trend in process performance metrics. 

Corrective Maintenance.  Improving or modifying equipment to prevent breakdowns or to make 
maintenance activities easier. 
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CPI - Continuous Process Improvement.  A comprehensive philosophy of operations built around the 
concept that there are always ways in which a process can be improved to better meet the needs of the 
customer, and that an organization should constantly strive to make those improvements. In the Marine 
Corps, CPI involves an enterprise-wide focus on the continuous improvement of all business processes 
that support the warfighter (customer), and the integrated use of recognized best practices and tools such 
as Strategic Planning, Lean Six Sigma, Activity-Based Cost Management, Theory of Constraints, 
Balanced Resource Management, Integrated Performance Management, Balanced Scorecard, Extended 
Enterprise Management, and others. These tools have been effectively used to improve process 
capability and affordability in industry and several elements of DoD and DoN, and involve a structured 
approach that can be implemented in a consistent manner throughout the Marine Corps.   

CPI Certification Levels.  In the Marine Corps, there are three levels of certifications for CPI 
practitioners: 

• Level I – Green Belt. Functional subject matter experts (SMEs) in any organization that serve 
part-time on CPI project teams formed to improve processes in their functional area. They may 
serve on project teams led by Black Belts, or they may lead a CPI project team part-time in their 
area of functional expertise. 

• Level II – Black Belt.  Certified, full-time positions responsible for leading CPI projects.  These 
CPI experts are knowledgeable and highly skilled in the use of process improvement tools and 
methodologies, are proficient in facilitation and change management, and have the ability to 
guide subject matter experts in CPI projects will enhance support to the warfighter and improve 
the affordability of support processes.  They have typically completed advanced training in 
process improvement and business tools, successfully completed several CPI projects and a 
national certification exam. 

• Level III – Master Black Belt. Certified, full-time position(s) responsible for providing 
certification, training, and technical implementation support.  Located in the CPI Support Teams 
or in major organizations, Master Black Belts are chosen for their ability to coach and teach CPI 
practitioners. They may also lead CPI projects (on a very limited basis) with high, enterprise-
wide potential. 

CPI Maturity.  The degree of sustained process improvement in an organization across a defined set of 
process areas where performance improvement goals and metrics for measuring attainment of the goals 
are in place.  

Critical Chain.  The longest sequence of tasks in a project after resource contention has been resolved. 

Critical Chain Project Management (CCPM).  A process to plan and execute projects, combining the 
critical chain approach with traditional project management methodology.  Addresses the root causes of 
why projects are routinely late and over budget. 

Critical Path.  Not considering the resource constraint, it’s the longest set of dependent activities within a 
project. 

CTQ: Critical to Quality (Critical "Y").  Element of a process or practice which has a direct impact on its 
perceived quality 

Culture Change.  A major shift in attitudes, norms, sentiments, beliefs, values, operating procedures, and 
behavior of a group or organization. 

Current State.  Part of the Value Stream Analysis, this depicts the current or “as is” process and how it 
functions in terms of operations, materiel, and information flow. 

Customer.  Personnel and/or organizations for which a product or service is provided. There are internal 
and external customers.  The external customer is the end user of an organization’s product or service. 
Internal customers are those who take the results of some internal process step (e.g., a report, an 
electronic file, or other work output) as an input for their work. In some organizations, internal customers 
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are referred to as process partners because everyone in the organization should be working together to 
best serve the ultimate customer.  In Marine Corps CPI, the warfighter is the ultimate customer. 

Customer Relationship Management (CRM).  A customer-centric strategy that is designed to help 
better understand and anticipate customer requirements. 

Cycle Time.  The time duration of a process. The beginning and end of a specific cycle time are defined 
as part of a CPI project and used to set the baseline for improvement goals and targets. 

Defects.  Sources of customer irritation.  Defects are costly to both customers and to producers. 
Eliminating defects provides cost benefits. 

DMAIC.  Acronym for Define-Measure-Analyze-Improve-Control.  DMAIC is an ordered process 
improvement methodology applied widely in private and public sector organizations. The phases of 
DMAIC guide a process improvement team logically from problem definition to implementing and 
sustaining process improvements. 

DoD.  U.S. Department of Defense.  (If you don’t know this, you are in trouble!) 

DoD CPI.  A strategic approach for enhancing support to warfighting capability by improving the cycle 
time, reliability, and affordability of support processes through the use of contemporary continuous 
improvement tools and methodologies. 

Do-It.  A desired change to the current state that can be done quickly and easily—usually in days. 

Driver.  An action that forces an expected reaction.  Identifying and measuring the factors that are cost 
and performance drivers in a process is key to effective process improvement. 

Drum.  The detailed schedule for the control point resource that sets the pace for the entire system.  

Drum Buffer.  The buffer that protects the schedule of the drum.  

Drum-Buffer-Rope (DBR).  A process to plan and manage a process featuring the elements of a drum, a 
buffer, and a rope. 

Enterprise Architecture.  A management tool for coordinating activities and defining a support structure 
to achieve effectiveness and efficiency across the entire enterprise.  It is mandated by law for federal 
agencies.  EA is a description of the enterprise from a variety of perspectives that, taken together, 
facilitate the coordination of enterprise –spanning activities and provide a basis for aligning the structure, 
governance, and technical foundations of the enterprise. 

Enterprise Resource Planning (ERP).  A type of software package that consolidates all the information 
flowing through the enterprise from finance to human resources.  ERP is being employed in DoD to 
standardize data, streamline the analysis process, and manage long-term planning with greater ease. 

Enterprise Value Stream Mapping and Analysis (EVSMA) or Enterprise Analysis and Action 
Planning (EA&AP).  A powerful tool for analyzing material and information flow throughout and between 
organizations in order to identify and plan improvements.  EVSMA and EA&AP use simple diagrams to 
depict a current process and provide clarity to support process improvements.  Organizations use these 
tools to plan CPI-related actions for improved effectiveness.  Use helps participants from all parts of the 
organization to gain an understanding of the current process flow.  See Value Stream Map below. 

Error-proofing.  A technique of preventing production errors by designing the process, equipment, and 
tools so that an operation literally cannot be performed incorrectly (see poke-yoke). 

Event.  A short-term, high-intensity effort to address a specific problem. The focus is typically a week, 
though the preparation normally begins several weeks in front and follow-up continues after.  Also called 
by other names, including Rapid Improvement Event, Rapid Improvement Workshop, Kaizen Event, 
Kaizen Blitz, and Accelerated Improvement Workshop. 
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Event Summary.  The summary provided to management of what was accomplished during an Event. 
This includes the resulting Action Plan/Transition Plan that outlines the actions required to establish the 
improved process. 

Extended Enterprise Management.  One of the nine USMC core business skills.  It recognizes the 
network of entities required to effectively deliver products and services and create value for customers.  
Extended Enterprise Management extends process analysis, improvement, and management through all 
the organizational components of the larger organization as well as the outside entities that contribute to 
consistently delivering quality products and services in a timely manner.  

Facilitator.  Consultant, advisor, or subject matter expert that leads or supports the pace and direction of 
a team of CPI practitioners. 

Firefighting.  Also known as “tampering”.  Using emergency fixes for process problems without 
eliminating the root cause or analyzing the process to bring it into control and improve it in an informed 
manner; managing by crisis instead of structured problem solving. 

Five S.  Traditional Lean approach to organizing and standardizing work in the workplace:  
• Sort (organize) 
• Stabilize (eliminate variations) 
• Shine (clean) 
• Standardize (make standard the best known way to do something) 
• Sustain (consciously continue to work the previous four items) 

[Note: Some organizations use the term Six S, which is Five S plus Safety.] 

Five Focusing Steps.  A process used to continuously improve organizational profit.  The five steps are: 
1) identify the system constraint, 2) decide how to exploit the system constraint, 3) subordinate all non-
constraints to the system constraint, 4) elevate the system constraint, 5) repeat the process if the 
constraint is broken, while not allowing inertia to set in. 

Five Whys.  Practice of asking why five times in order to get to the root of the problem. Repeated 
questioning helps identify the root causes so effective countermeasures can be developed. 

Flow. The sequential, coordinated movement of information, product, or service through a process. 

Flow Thinking.  Work areas are grouped and located close to each other to allow unimpeded and faster 
coordination. 

Flow Time.  The amount of time it takes a product, information or service to move through a process, 
including wait time. 

Footprint Space.  The amount of physical space required to execute a step in a process. 

Future State.  A vision of the optimum operating environment with new/improved processes in place. 

Gap Analysis.  An analysis that compares current performance to desired performance so solutions can 
be found to reduce the difference (close the gap). 

Goal, The.  Eliyahu M. Goldratt book that introduced Theory of Constraints.. 

High Impact Core Value Stream (HICVS).  A term established by OSD and DoN guidance that 
represents core strategic processes.  The Marine Requirements Oversight Council (MROC) approved 9 
HIVCS for the Marine Corps:  Capability Development (or EFDS), Total Life Cycle Management, 
Acquisition, Aviation Materiel Life Cycle Management (or AIRSPEED), Human Resource Development, 
Resource Allocation, Installation Management, Information Technology, and Service Advocacy. 
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HICVS Leader.  The MROC assigned a 2-3 star general “leadership” of each HICVS.  “Leadership” 
includes responsibility to lead continuous process improvement across the entire value stream, which 
typically does cross organizational boundaries. 

Integrated Performance Management (IPM).  One of the nine USMC core business skills. IPM is an 
approach/tool that supports the implementation of Extended Enterprise Management and the 
organization’s Strategic Plan.  IPM links organizational goals and objectives between the levels and 
across the processes of an organization and provides a balanced set of strategically aligned measures 
(displayed on a Balanced Scorecard) that drive continuous improvement, define and reinforce 
accountability, and emphasize the interdependencies of key processes.  IPM is critical to successfully 
improving the complex web of interdependent business processes that support the warfighter. 

Internal Controls.  The process designed by leaders of an organization to help ensure accomplishment 
of organizational mission and goals.  

Just-in-time.  A strategy for inventory management in which materials and components are delivered 
from the vendor or supplier immediately before they are needed. 

Kaizen.  Continuous, incremental improvement of an activity to create more value with less waste – 
usually accomplished through the use of teams. 

Key Stakeholders.  Commanding Generals of Marine Forces Command, Marine Forces Pacific, Marine 
Forces Reserve, Marine Corps Logistics Command,  Marine Corps Systems Command, and Marine 
Corps Recruiting Command.   Share similar responsibilities as HICVS owners to lead continuous 
improvement within their commands across all HICVS. 

Lead Time.  Interval of time between the established need for something and its delivery. 

Lean Six Sigma.  A standardized, systematic approach to process improvement with two major aspects 
that work in conjunction to improve process performance and affordability:   

• Lean focuses on process speed and throughput by eliminating waste and non-value added 
steps.  Faster processes cost less, so there is an automatic cost benefit that occurs when 
process speed and performance is improved.  

• Six Sigma focuses on reducing the level of variation from the customer requirement by reducing 
process defects, errors, and rework and by improving the reliability of the process. (See Six 
Sigma below for more information). 

Lean Enterprise.  An organization that performs its mission with little or no superfluous consumption of 
resources (materials, human capital, time, physical plant, equipment, information, or energy). 

Leverage Point.  The point in a process at which attention and/or application of resources would result in 
tangible improvements and benefits to the entire end-to-end value stream. 

Maintenance Prevention.  Designing/installing equipment that needs little or no maintenance. 

Management Review.  A report to management on progress made during a CPI Event.  

Manual Cycle Time.  The amount of hands-on time it takes to move a product or information through a 
process. 

Marine Corps Business Enterprise (MCBE).  The various business processes in the Marine Corps that 
support the warfighter comprise the MCBE.  The MCBE includes functions such as logistics, material 
supply and services management, acquisition, real property and installation management, weapon 
systems life cycle management, combat service support, financial management, and human resources 
management. These processes span numerous organizations and levels in the Marine Corps and will be 
included in all CPI efforts. 
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MC Rate - Mission Capable Rate.  A calculated rate that describes the portion of aircraft or vehicles that 
make up a weapon system that are, at least nominally, in a mission-ready condition. It excludes from 
consideration any aircraft or vehicles that have been shipped to a depot for repair. When the MC rate falls 
below a Service-defined target, then expediting becomes necessary to return the weapon system to 
mission-ready capability. 

Mission.  A concise, unambiguous, and measurable description of the organization’s role in the overall 
objectives of the Marine Corps, DoN, and DoD. 

Monument.  Part of a process that cannot easily be altered because of physical constraints or legal or 
regulatory requirements. 

Non-Value-Added.  Any process activity that takes time, materiel or space, but does not add value to the 
product or service from the customer’s perspective. For example, inspections or reviews normally are 
non-value-added because they are checking to see whether the work was done right in the first place. A 
non-value added process step violates at least one of the following value-added criteria; 

• The customer would be willing to pay for the activity. 
• All process steps must be done right the first time. 
• Each process step must change (increase the value) of the product or service in some 

manner. 

Operational Plan.  The second of two key plans that guides all CPI efforts in DoD (the first being the 
strategic plan). Usually done at the organization level, the operational plan identifies the actions 
supporting CPI deployment and organizational transformation.  

Outcome.  The resulting effect of process outputs as they relate to an organization’s mission and 
objectives. They are the critical performance measures to capture. 

Pareto Principle.  In 1906, Italian economist Vilfredo Pareto observed that twenty percent of the people 
owned eighty percent of the wealth.  In the late 1940s, Dr. Joseph M. Juran inaccurately attributed the 
80/20 Rule to Pareto, calling it Pareto’s Principle. In general, the concept provides that for any given 
distribution of results, the majority of the distribution (80%) is determined by a small part (20%) of the 
potential contributors or causes.  For example: one can expect that in a typical process, 80% or more of 
total process costs will be attributed to 20% or less of the cost drivers. 

Performance measure.  A measurable characteristic of a product, service, process, or operation that an 
organization uses to track and improve performance.  The measure or indicator should be selected to 
best represent the factors that lead to improved customer satisfaction and operational and financial 
performance. 

PDCA.  Acronym for Plan-Do-Check-Act, a structured process improvement methodology similar to 
DMAIC. 

PM - Program Manager.  In DoD, the PM is in charge of logistics support for one or more specific 
weapon systems. Program managers, in collaboration with other key stakeholders establish logistics 
support program goals for cost, customer support, and performance parameters over the program life 
cycle. 

POA&M.  Acronym for Plan of Action and Milestones, a common management and reporting tool. 

Preventive Maintenance.  Actions taken to prevent breakdowns from occurring. 

Procedures and Checklists.  Typical outputs from CPI projects that specify steps required to 
successfully accomplish a process.  Where they are absent, they are designed as part of CPI output.  
Where existing, procedures and checklists serve as the defined baseline for process improvement.  In 
either case, procedures and checklist are an important process control tool. 
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Process Cycle Efficiency (PCE).  A Lean metric derived by dividing the total time of the value-added 
steps in a process by the process lead-time (total duration of the process from beginning to end).  Most 
unimproved processes run at less than 10% process cycle efficiency, which indicates the significant 
potential that exists for enhancing the processes that support warfighting through the application of CPI. 

Process Management.  One of the nine USMC core business skills.  Process Management provides a 
horizontal view of how work flows through an organization and emphasizes how activities combine to 
provide the products and services customers require. 

Process Owner.  A commander or manager at any level of an organization with responsibility for the 
performance of that process or sub-process. “Owns” the process and the outcome of the process 
improvement project. The following major business process owner organizations manage the core 
business processes that comprise the Marine Corps Business Enterprise and support the warfighting 
capability of the Marine Corps.  The leaders and managers in these various organizational components of 
the Marine Corps Business Enterprise have direct responsibility for CPI and project implementation and 
also act as Champions and Project Sponsors.  

Project Management.  One of the nine USMC core business skills.  Project Management provides the 
framework for transforming leadership vision into reality.  Effective Project Management focuses on 
providing overall direction, establishing specific goals, ensuring that adequate resources are available to 
accomplish project goals, providing effective communication and interaction with stakeholders, managing 
expectations, integrating conflicting or competing objectives, and orchestrating decision-making.  

Project Sponsor.  In Marine Corps CPI, Commanders or Staff Principals in all organizations that provide 
support of the Operating Forces are accountable for CPI results and act both as Champions and Project 
Sponsors.  Project Sponsors receive executive-level familiarization training in the management and 
execution of CPI projects and are involved from the beginning in CPI project selection.  They initiate 
specific projects by issuing project charters that specify the expected benefits and results, and agree in 
advance to support implementation and sustainment of process improvement.  The Project Sponsor 
personally verifies that all proposed projects meet CPI Program standards and ensures the availability of 
resources (financial and personnel) to support project work.  Project Sponsors review project progress 
and are responsible for executing and sustaining improvement results. 

Pull.  A system by which nothing is produced by the upstream supplier until the downstream process 
customer signals a need. 

Pull scheduling.  The flow of resources in a process by replacing only what has been consumed. 

Push.  A system by which suppliers produce arbitrary amounts of an item and advance it to the next 
stage in a process without regard for overall demand. 

Queue.  A line of jobs “at the ready” waiting for their turn at to be processed. 

Queue Time. The amount of time a job waits during its production time. 

Rapid Improvement Event.  A short-term, high intensity effort to address a specific problem also called 
simply an Event. The focus is typically a week, though the preparation normally begins several weeks in 
front and follow-up continues after. Also called by other names, including Rapid Improvement Workshop, 
Kaizen Event, Kaizen Blitz, and Accelerated Improvement Workshop. 

Reliability.  Refers to the degree of certainty that a process will perform as intended over a set period of 
time. 

Return on Investment (ROI).  A term usually referring to the ratio between the savings or cost avoidance 
(the return) that will result from some action, and the cost of completing the action (the investment).  In 
Marine Corps CPI, ROI can also refer to the return produced by CPI projects in improved process 
performance and enhanced support of the warfighter. 
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RFT - Ready For Tasking.  Measure of the amount of an operational military unit’s equipment is ready 
and capable of supporting the unit’s current tasks.  Expressed as a percentage only of the current 
requirement, not as a percentage of total.  For example, if unit has 10 aircraft and 8 are needed on a 
given day but only 6 are capable of performing the task, then the ready-for-tasking rate is 75%. 

Root Cause Analysis.  Study of original reason for nonconformance with a process. When the root 
cause is removed or corrected, the nonconformance will be eliminated. 

Security Six Sigma.  A systematic approach that modifies the traditional Six Sigma approach to 
incorporate security concepts and make the methodology relevant for security professionals. 

Six Sigma (6σ).  Six Sigma focuses on reducing the level of variation from the customer requirement by 
reducing process defects, errors, and rework and thereby improving the reliability of the process.  The 
level of variation from the customer requirement in process outputs is measured in Sigma levels and 
yields.  The lower the yield, the greater the deviation from the customer requirement.  Fixing the process 
improves the sigma levels with “six sigma” symbolizing an almost perfect process with only 3.4 defects 
per million opportunities: 

                                   Sigma Level                     Yield             

1 30.85%     

2 69.15% 

3 93.32% 

4 99.38% 

5 99.977% 

6 99.99966%            

SMART.  Acronym for Specific-Measurable-Attainable-Results Focused-Timely.  Used in setting 
objectives in CPI initiatives.  Sound objectives meet all of the criteria in the SMART acronym. 

SME - Subject Matter Expert.  A recognized expert in a given functional area or subject. 

Stakeholder.  Person internal or external to an organization who has a stake in the outcomes of a 
process or other activity. 

Standard Deviation.  A statistical index of variability which describes the spread.  A mathematical 
calculation that is the square root of variation. 

Standard Work.   An agreed set of work procedures that: effectively combine people, materiel, and 
machines to maintain quality, efficiency, safety, and predictability.  Work is described precisely in terms of 
cycle time, work in process, sequence, time, layout, and the inventory needed to conduct the activity. 

Steering Committee(s).  CPI Steering committees are comprised of senior leaders and stakeholders 
who carry out CPI-related planning and policy development, identify strategic issues, develop program 
strategies, monitor program performance, provide guidance and business focus, establish CPI 
infrastructure, and support deployment of the Marine Corps CPI Program.  

Strategic Planning.  One of the nine USMC core business skills. Strategic planning is the process by 
which the leaders of an organization envision its future and identify the high-level actions to be taken over 
the timeline of the plan to make the vision a reality. The purpose of the strategic plan is to portray a 
comprehensive, integrated roadmap for an organization that supports its goals for completing its mission 
and ensuring its future viability. One of two key plans prescribed by DoD to guide CPI activity. 

Strategic Planning Terminology. 

• Mission.  A concise, unambiguous, and enduring statement of purpose and description of the 
organization’s role in the overall objectives of the Marine Corps. 
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• Vision.   A clear description of the enhanced future state desired for the organization. The vision 
statement is a definition of success. 

• Guiding Principles.  A listing of the core values of an organization. 

• Strategic.  Of great importance to achieving the strategic vision and to assuring the long-term 
viability of the mission capability of the organization. 

• Strategic Themes.  Overarching, fundamental, strategic core outcomes that are central to the 
mission. In the Marine Corps CPI Program, the two strategic themes are enhancing support to the 
warfighter and achieving that through management excellence (continuous process 
improvement).  

• Strategic Goal.  A statement of a strategic result to be achieved in the long term and 
representing a major accomplishment.  Strategic goals align with and support accomplishment of 
the strategic themes. 

• Strategies.  A major course of action an organization will pursue to implement a strategic goal.  

• Objectives.  Important individual actions and/or outcomes that support accomplishment of 
strategic goals. 

• Measure. An indicator, taken over a period of time that provides vital information about the status 
of a process or activity.  Measures portrayed on a strategic plan scorecard should drive 
appropriate leadership or management action. 

• Targets.  Numerical goals, often used on a strategic plan scorecard for driving implementation of 
the strategic plan. 

• Initiatives. Specific actions or projects used to accomplish strategic objectives.  Each objective 
may have one or more initiatives associated with it. 

Strategic Sourcing.  An OMB term that primarily refers to strategic purchase of goods and services.  The 
USMC has developed and uses a seven step process to guide identification of strategic purchasing 
opportunities, to conduct analysis of the opportunities, and to implement improvements.  

Support Team. The CPI support team is comprised of dedicated and ad hoc resources that facilitate and 
implement CPI planning and implementation.  The support team may be organizationally based or be 
brought in as needed from other organizations (e.g., HQMC) or the commercial sector.  In the Marine 
Corps, CPI Support Teams provided by HQMC and composed of full-time CPI experts are located in key 
geographic locations to provide general CPI implementation support to the various business process 
owner organizations.  Other CPI support teams composed of internal resources exist in the major process 
owner organizations. 

Supply Chain Management (SCM).  In the Marine Corps, proactively directing the movement of 
materials and supplies from the source to delivery to supported organizations and personnel (customers). 
SCM aims to reduce operating costs, lead times, and inventory footprint and increase the speed of 
delivery, product availability, and customer satisfaction. 

Surge.  Rapid increase in demand. 

Systems Thinking.  Systems thinking focuses on how the component parts of a complex system interact 
to produce core outcomes.  It differs from traditional forms of analysis that focus on each of the individual 
components. Systems thinking adds the enterprise view to process improvement, and is very effective in 
addressing complex enterprise-level business processes with myriad cross-functional and cross-
organizational touch points. See Marine Corps Business Enterprise. Systems thinking, used in 
conjunction with Theory of Constraints, supports the identification of the key leverage points in a complex 
enterprise-wide process where targeted improvement actions will produce profound enterprise-wide 
benefits. 
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Takt time.  Takt is a German term for rhythm. It is the available production time divided by the rate of 
customer demand. Takt time is the rate at which customers are demanding a product. This is NOT the 
same as cycle time. 

Tampering.   Also known as “firefighting”.  Using emergency fixes for process problems without 
eliminating the root cause or analyzing the process to bring it into control and improve it in an informed 
manner; managing by crisis instead of structured problem solving. 

Target Cost Management.  One of the nine USMC core business skills. Target Cost Management 
recognizes that only a finite amount of money (the target cost) is available to operate a support process.  
Target Cost Management focuses on achieving process affordability while maintaining or actually 
improving process capability by using process improvement tools such as ABC and Lean Six Sigma that 
improve process performance and concurrently produce cost benefits and affordability.  For example, 
Lean Six Sigma focuses on process speed and throughput by eliminating waste and non-value added 
steps. Faster processes cost less, so there is an automatic cost benefit that occurs when process speed 
and performance is improved. The ultimate purpose of Target Cost Management is to balance process 
cost and performance by “designing out” waste while maintaining or improving the required level of 
service for the warfighter customer. 

Theory of Constraints (TOC). TOC provides a set of analytical tools and concepts for analyzing and 
improving complex interrelated processes and systems to improve overall system functioning and 
capability. TOC emphasizes that constraints exist in every process and control the output from the entire 
process. Used in conjunction with systems thinking,  

Total Lead Time.  Duration of a process from beginning to end. 

Total Productive Maintenance.  A set of techniques to ensure all equipment in a process is always able 
to perform its required tasks.  Focused on avoiding and eliminating breakdowns or maintenance delays, 
and increasing capacity.  Includes: Preventative Maintenance, Corrective Maintenance, Maintenance 
Prevention and Breakdown Maintenance. 

Total Quality Management (TQM).  A continuous process improvement philosophy and methodology 
involving perpetual improvement through fact-based management of all processes, practices, and 
systems throughout the organization to fulfill or exceed the customer expectations. 

Total Value-Added Time.  The total time in a process during which the value of the product going 
through the process is increased. 

Transition Plan.  The planning document that outlines the POA&M for completing a smooth and 
seamless transition to the new, improved process without disruption of support to the warfighter 
customer. Transition plans include as required: before/after tables of organization and staffing matrices, 
position descriptions, workforce communication plans, facilities and equipment requirements, IT system 
requirements, process performance metrics and targets, scorecard support requirements, and workforce 
skill development and training requirements. 

Value.  What the customer is, or would be willing, to pay for expressed in terms of a specific required 
product or service. 

Value-Added.  The parts of a process that add worth to the product or service provided to the customer 
or are absolutely required by the business and me all he following criteria: 

• The customer is, or would be willing to pay for this activity. 
• Each step in the process must be done right the first time. 
• Each value-added process step must change (increase the value) of the product or service in 

some manner. 
• An absolutely essential part of the process. 
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Value Stream.  The activities required to provide a product, service, or piece of information to the 
customer. In DoD, a term used to encompass all the planning, execution, activities, and services in an 
enterprise-wide or organization-wide process to create value for the customer. 

Value Stream Map.  Identification of all the specific activities occurring along a value stream for a product 
or service.  A value stream map is distinct from a process map by mapping both material and information 
through the process. 

Variability.  An aspect of an item or process that is unstable or is inherently unpredictable. 

Visual Management.  Tools which allow management to quickly visually determine whether a process is 
proceeding as expected, or is in trouble (e.g., scorecard software). 

Voice of the Customer.  The "voice of the customer" is a process used to capture the 
requirements/feedback from the customer (internal or external) in order to provide the customers with the 
best in class service/product quality. This process focuses on being proactive and constantly innovative to 
capture the changing requirements of the customers with time. A foundational principal of CPI is that 
customer requirements should drive all CPI activity.   

Warfighter.  For Marine Corps CPI, the ultimate customer and the fundamental focus of all CPI activity. 

Waste.  Anything that adds cost or time to a process without adding value. The common forms of waste 
are best remembered by the acronym TIMWOOD: 

• Transportation - moving products when it is not actually required to perform the processing. 

• Inventory - all components, work-in-progress and finished product not actually being processed. 

• Motion - people or equipment moving or walking more than is required to perform the processing. 

• Waiting - waiting for the next process step. 

• Overproduction - too much production or  producing an item or delivering a service before it is 
actually required. 

• Over Processing - due to poor tool or product design creating activity. 

• Defects - the effort involved in inspecting for and fixing defects. 

Other major causes of waste are: 

• Injuries - Workplace injuries can significantly degrade process performance and cost.  

• Non Value-Added Process Steps.  See Non-Value-Added above. 

• Underutilization of Employees - Failure of organizations to capitalize on employee creativity 
and knowledge.   

Work in Process (WIP).  At any given time, work items currently somewhere between the start and end 
of a process. In CPI, standardized work-in-process is the minimum number of work items needed to keep 
a process flowing smoothly. 

Work Group.  The work group is the key to implementation of CPI projects that improve support to the 
warfighter. Work groups are comprised of SMEs in the particular value stream being assessed and 
improved. Work group members have expertise in CPI tools, or the group is augmented with such 
capabilities.  
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VI.  Analyze the Data      
A. 7 Wastes 

Define and apply the classic 7 wastes: overproduction, inventory, defects, over-processing, waiting, 
motion, and transportation. Analyze value-added and non-value-added activities, and develop metrics 
and evaluate data to identify constraints in value flow. (Create) 

B. Tools for identifying significant or root cause 
Describe, use, and interpret various root cause analysis tools, including (1) the five whys, (2) fishbone 
(Ishikawa) diagrams, and (3) the cause and effect matrix. (Evaluate) 

VII.  Improve the Process      
A. Eliminating Waste 

Define, describe and select the following tools and techniques for eliminating waste and improving 
processes: 1) Pull / Kanban, 2) 5S, 3) Flow, 4) Standard work, 5) Poka-yoke, 6) Cycle-time reduction, 
7) Set-up time reduction, 8) reducing variation, 9) reducing complexity/steps. (Evaluate) 

B. Theory of Constraints 
Describe and use Goldratt’s process for identifying, exploiting, and elevating constraints, and explain 
how to subordinate non-constraints in a process. (Application) 

C. Critical chain project management 
Define and use project buffer management, the drum-buffer-rope method, etc., and distinguish 
between critical chain and critical path. (Apply) 

D. Implement the improved process 

1.  Plan the implementation 
 Develop a plan for implementing the improved process. Identify the issues and roadblocks that 

may be encountered when the plan is implemented and determine the best methods for 
responding to those issues. (Evaluate)  

2.  Conduct a pilot or a simulation 
 Describe and apply the concepts required to conduct a pilot and identify the steps needed for a 

successful pilot or simulation. (Analyze)  

3.  Select the optimum solution 
 Analyze data collected from the pilot or simulation to determine the best solution. (Analyze)  

4.  Roll out the optimum solution 
 Implement a full-scale version of the improved process and monitor results. (Evaluate)  
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VIII.  Control and Sustain the Improved Process      
A. Implement and maintain controls  

1.  Process control plan 
 Develop a follow-up plan that will identify appropriate controls for ensuring/validating the ongoing 

success of the improved process. (Evaluate)  

2.  Visual factory 
 Define the elements of visual factory and describe how they can help control the improved 

process. (Understand) 

3.  Measurement system reanalysis  
 Recognize the need to improve or revise measurement system capability as process capability 

improves. Evaluate the use of control measurement systems, and ensure that measurement 
capability is sufficient for its intended use. (Evaluate)  

B. Sustain the improvement  

1. Knowledge management and lessons learned 
 Identify and document the lessons learned and ensure that those lessons and process successes 

are disseminated to participants in future process improvement opportunities. Recognize how the 
improved process can be replicated and applied to other processes in the organization. (Apply) 

2.  Training plan 
 Determine an appropriate training plan for ensuring the continued support of the improved 

processes. (Analyze) 

3.  Monitor for new constraints 
 Identify the steps required to monitor the improved process for new constraints and additional 

opportunities for improvement. (Apply) 
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CPI Level II (Black Belt) 
Certification Guidance 
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CPI Level II (Black Belt) 

Role - There are two categories of Black Belts: 
• Enterprise Black Belt.  Located in the CPI Support teams, Certified, full-time positions responsible 

for leading CPI projects that have significant enterprise-wide impact and potential.  These CPI experts 
are knowledgeable and highly skilled in the use of integrated business tools and methodologies, are 
proficient in facilitation and change management, and have the abilities required to guide subject 
matter experts in efforts that will increase customer satisfaction levels and business productivity.  
They typically are Green Belt certified, have completed four – five weeks of Lean Six Sigma Black 
Belt training, have demonstrated mastery of LSS subject matter through the completion of an exam, 
and have demonstrated capability in two or more of the nine USMC core business skills.  Enterprise 
Black Belts coach and assist Project Sponsors and less experienced CPI practitioners.  It is generally 
expected that a Black Belt will move into a Master Black Belt or other significant business 
improvement role within 2-3 years. 

• Organization Black Belt. May be located in a major command and report to the organizational 
Master Black Belt, or in a subordinate command as the senior CPI technical support member and 
report directly to the organization Commander.  These are certified, full-time or part-time positions 
responsible for leading CPI projects in a specific organization.  Organization Black Belts are expected 
to possess all skills and proficiencies as described above for Enterprise Black Belts. 

Black Belt Certification Process  

Commanding Officers are responsible for selecting Black Belt candidates from their command.  
Commanding Officers are also responsible for submitting requests for Black Belt certification for 
individuals within their command to the CPI Program Office.  The Commanding Officer may designate a 
representative within their organization to select Black Belt candidates and to submit Black Belt 
certification requests.  
The Marine Corps Business Enterprise Office (MCBEO, LR) maintains the Black Belt curriculum and 
testing standards and will work with Commanding Officers to ensure that knowledge requirements for 
Black Belts are met.   

The Department of Navy Black Belt Body of Knowledge, presented on subsequent pages of this 
document, defines the training curriculum requirements for Black Belt training.  The primary purpose of all 
CPI training is to generate and support successful process improvements.  It is Marine Corps policy that 
all Black Belt CPI training be done in association with project completion.  Accordingly, Black Belt projects 
should be selected prior to training.  It is recommended that project charters be submitted to the Master 
Black Belt training provider for review prior to the start of Black Belt training. 

In order to meet the criteria for training and testing for Black Belt certification, USMC personnel are 
required to complete Black Belt training that covers all elements of the DoN Black Belt Body of 
Knowledge, which is included in this document.   

Black Belts trained or certified, prior to this guidance, to the standards defined in the DoN Black Belt Body 
of Knowledge (or equal, as determined by gap analysis) are “grandfathered” if they have met additional 
Black Belt requirements as described on the following pages.   

In addition to training and testing, Black Belt certification requires practical application.  Black Belt 
certification requirements are as follows: 
1. Black Belt candidates must have received DoN Core Green Belt training (or equivalent) prior to 

attending Black Belt training. 
2. Attend Black Belt training covering DoN Black Belt Body of Knowledge (minimum 160 hours)  
3. Pass training provider comprehensive test with minimum passing score of 75% 
4. Lead one Rapid Improvement Event (RIE) and 2 DMAIC projects 
5. Coach two Green Belts through one project each or two Rapid Improvement Events each.
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The certification process should be tailored to the specific situation, but shall consist of the following 
as a minimum: 

1. Black Belt candidates shall provide documentation sufficient to allow validation of all certification 
requirements.   

2. All Black Belt projects and Rapid Improvement Events must be reviewed and approved by a Master 
Black Belt. 

3. The Commanding Officer (or designated representative) shall:   
• Review documentation to validate the Black Belt’s successful completion of training and testing 

requirements 
• As required, consult with the responsible Master Black Belt, Process Owner, and/or Project 

Sponsor(s) to review the Black Belt’s completion of RIE and project requirements.  Standard 
checklists for Rapid Improvement Events and Black Belt projects are included in this appendix. 

• Validate that requirements to coach Green Belts has been successfully completed. 
• Interview the Black Belt candidate to understand lessons learned.   

4. The results of the review shall be documented.  A standard certification checklist is included in this 
appendix. 

5. Upon completion of the certification review, commands should submit requests for Black Belt 
certification to the CPI Program Office.  Verification that all Black Belt certification requirements have 
been met must be included with certification requests.   

Expectations of USMC Black Belts 
• Black Belts lead CPI projects and Rapid Improvement Events, mentor and coach Green Belts and 

other CPI practitioners, provide classroom training or JIT training during project implementation, and 
perform other work directly related to Black Belt status.   

• Enterprise Black Belts are full-time; Organizational Black Belts may be full-time or part-time. 
• Black Belts typically are expected to work toward Master Black Belt certification. 
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Selecting Black Belt Candidates 
Black Belt candidate selection is a critical step in ensuring that a CPI program provides the 
benefits intended. Finding Black Belt candidates with the right traits is a proven method for 
kick-starting any improvement initiative. Using a qualitative rating matrix provides a 
systematic process for selecting Black Belt candidates. The process can make a significant 
difference in the effectiveness of the organization's CPI initiative.  

Black Belt Candidate Traits 

The Black Belt role is leadership focused. Hence, the desired qualities in a Black Belt are 
different from those of a Green Belt. Middle managers are typically best suited for the role. 
Black Belt candidates should possess the following characteristics: 

• Interest in Continuous Process Improvement – Interest in process improvement 
initiatives is critical. Voluntary participation in the program and demonstration of quality 
consciousness in previous work experience are indicators for this criterion. 

• Passion – Excitement about being part of the CPI culture change is essential. Passion 
brings the required dedication level.  

• Business acumen – A Black Belt must understand how different functions work 
together and influence the organization. Black Belt projects are usually large in scope 
and commonly involve multiple functions. 

• Zeal to learn – During CPI training, the Black Belt is taught many new tools and 
techniques. To gain confidence in using the methodology and tools, the Black Belt is 
required to practice the tools not only during training but also beyond training hours 
with live examples. 

• Knowledge of/experience in a variety of CPI tools – Black Belts select the 
appropriate tool for the specific issue or problem.  Having knowledge and experience in 
a variety of tools/approaches is an advantage. 

• Technical aptitude – A high level of technical skill in applying one or more 
improvement methodologies (Lean, Six Sigma, TOC, and others) within the organization 
is a key factor.  Black Belts must have the ability to effectively apply whatever tool is 
selected for process improvement.  Experience or education in statistics is beneficial to 
Black Belt candidates.  

• Problem-solving approach – Candidates demonstrating cause-and-effect thinking and 
data-driven analysis in previous assignments are equipped in part for success as Black 
Belts. 

• Customer advocacy – Black Belts should be able to effectively demonstrate and 
communicate concepts relating to defining customer expectations, identifying gaps in 
performance, taking proactive steps to meet customer needs and expectations, and 
monitoring performance on an on-going basis. 

• Team player/leader – A Black Belt leads project teams, and in that role must direct 
team members, communicate effectively to multiple levels of organizational employees.  
Black Belts should understand team dynamics.  Black Belts should be likeable and have 
good influencing skills.  Black Belts assist organizations in implementing change, 
therefore excellent facilitation and communication skills are highly important.  
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• Ability to train/mentor – One of the most important functions of a Black Belt is to 
coach Green Belts during their project execution and to provide expert help so that 
possible roadblocks are proactively removed. Many CPI deployments also require Black 
Belts to conduct Green Belt and awareness training. 

• Project management – Black Belts must be able to scope projects properly; manage 
project resources to meet deadlines; provide effective and timely communications to 
project team members, sponsors, champions and stakeholders; and perform all other 
aspects of project management.  Project management experience is essential. 

• Ability to spend required time – The time Black Belts are required to spend on CPI 
events could potentially be anywhere from 50 percent to 100 percent of their total 
hours. If a Black Belt is responsible for service support, a key processing function or 
another critical project, CPI training and associated activities quickly become lower 
priorities. Selected candidates are expected to effectively lead CPI projects. 

 
Note:   This information was adapted from an article in iSixSigma by Sanjoy Kumar Parial.) 
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CPI Level II (Black Belt) Certification Checklist 
 

Name __________________________________________________________ 

 

 MILESTONE DATE 
COMPLETED 

ü Completed Core Green Belt training (min 40 hrs)   

ü Completed Black Belt training (min 160 hrs)  

ü Passed Black Belt test with score of 75% or higher 
 

ü Completed RIE  

ü Completed Project 1  

 

ü Completed Project 2  

 ü Coached Green Belt 1  

 ü Coached Green Belt 2  

 

 

 

 

Signature of Certifying Authority 

 

 

Date 

 

 

 

 

 

 

 

 

 
Black Belt candidate is responsible for providing documentation sufficient to allow validation of 
all certification requirements. 
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Rapid Improvement Event Checklist 
This checklist should be used as guidance only.  Different tools may be used depending on the 
problem being addressed.   

It is required that all Black Belt Rapid Improvement Events be reviewed and approved by a 
Master Black Belt. 

 
RIE Phase Requirement  

Signed Charter  
“As Is” Process Map, Flow Chart or Value Stream Map  
Information related to Voice of the Customer (VOC) & Voice of 
the Business (VOB) 

 

Preparation (Define) 

SIPOC  

Documented use of at least three appropriate tools, such as:   

• Brainstorming & Affinity Diagrams  

• 5-Whys  

• Pareto Chart  

• Check Sheet Analysis  

• Value Analysis  

• Fishbone Diagram  

• Scatter Diagram  

• Histogram  

• Process Control Charts  
Future State Process Map, Flow Chart, or Value Stream Map  
Ideal State Process Map, Flow Chart, or Value Stream Map  

Implementation 
(Measure, Analyze and 
Improve) 

Documentation of Process Improvement Implemented.    

RIE Final Out-brief  
Control Plan  

Follow-up (Control) 

Control Charts to Demonstrate Process Stability (If Applicable)  
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Black Belt Project Checklist 
This checklist should be used as guidance only.  Different tools may be used depending on the problem 
being addressed. It is required that all Black Belt projects be reviewed and approved by a Master Black 
Belt. 

 
DMAIC Step Requirement  

Signed Project Charter  
SIPOC  
“As Is” Process Map, Flow Chart or Value Stream Map  
Information related to Voice of the Customer (VOC) & Voice of the 
Business (VOB) 

 

Identification of Input(s) “X’s”  
Identification of Output (Y)  
Potential Project Timeline/Gantt Chart  
CTQs Identified and Associated Operational Definitions  

Define: 

Define Tollgate Review Documentation  

Evidence of analysis performed.  Possible documentation includes:  

• Measurement System Analysis (MSA)  
• Sampling/Data Collection Plan  
• Trend Charts/Run Charts/Time Series Analysis  
• Baseline Defects Per Million Opportunities (DPMO)  
• Summary Statistics  
• Process Capability Analysis  

Measure: 

Measure Tollgate Review Documentation  

Documented use of at least five appropriate tools, such as:   

• Brainstorming & Affinity Diagrams  
• Cause and Effect Diagram  
• 5-Whys  
• Check Sheet Analysis  
• Value Analysis  
• Process Control Charts  
• Box Plots  
• Hypothesis Testing  
• Failure Mode and Effects Analysis (FMEA)  
• Regression & Correlation Analysis  
• ANOVA  
• Design of Experiments  

Analyze: 

Analyze Tollgate Review Documentation  
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Black Belt Project Checklist 
 
DMAIC Step Requirement  

Documented use of at least four appropriate tools, such as:   

• Brainstorming & Affinity Diagrams  
• Force Field Analysis  
• Benchmarking  
• Line/Task Balancing  
• Error Proofing (Poka-Yoke)  
• Set up Time Reduction  
• Theory of Constraints  
• Failure Mode and Effects Analysis (FMEA)  
• Piloting changes  

Future State Process Map, Flow Chart, or Value Stream Map  

Improve: 

Improve Tollgate Review Documentation  

Documented use of at least four appropriate tools, such as:  

• Visual Controls  
• 5S  
• Standard Operating Procedures  
• Training Plan  
• Replication Application  
• Total Productive Maintenance  
• Follow-up Process Capability Analysis  
• Control Charts to Demonstrate Process Stability   
• Control Plan  

Control: 

Control Tollgate Review Documentation  

Project 
Closeout: 

Final project out-brief containing summary statement of project results   
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AMERICAN SOCIETY OF QUALITY (ASQ)/ 
DEPARTMENT OF THE NAVY (DoN) 

BLACK BELT BODY OF KNOWLEDGE 
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AMERICAN SOCIETY FOR QUALITY / DEPARTMENT OF THE NAVY 
BLACK BELT BODY OF KNOWLEDGE  

 
The topics in this Body of Knowledge include additional detail in the form of subtext 
explanations and the cognitive level at which test questions will be written. This information will 
provide useful guidance for both the Examination Development Committee and the candidates 
preparing to take the exam. The subtext is not intended to limit the subject matter or be all-
inclusive of what might be covered in an exam. It is meant to clarify the type of content to be 
included in the exam. The descriptor in parentheses at the end of each entry refers to the 
maximum cognitive level from Bloom’s Taxonomy at which the topic will be tested.  These levels 
are based on “Levels of Cognition” (from Bloom’s Taxonomy – Revised, 2001) and are 
presented below in rank order, from least complex to most complex. 
 
Remember 
Recall or recognize terms, definitions, facts, ideas, materials, patterns, sequences, methods, 
principles, etc. 
 
Understand 
Read and understand descriptions, communications, reports, tables, diagrams, directions, 
regulations, etc. 
 
Apply 
Know when and how to use ideas, procedures, methods, formulas, principles, theories, etc. 
  
Analyze 
Break down information into its constituent parts and recognize their relationship to one another 
and how they are organized; identify sublevel factors or salient data from a complex scenario. 
 
Evaluate 
Make judgments about the value of proposed ideas, solutions, etc., by comparing the proposal 
to specific criteria or standards. 
 
Create 
Put parts or elements together in such a way as to reveal a pattern or structure not clearly there 
before; identify which data or information from a complex set is appropriate to examine further 
or from which supported conclusions can be drawn. 
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I.    Enterprise-wide Deployment     [10 Questions] 
A. Enterprise view 

1.  History of organizational improvement 
 Identify the origin of various continuous improvement tools including quality 

control, statistical process control (SPC), total quality management/leadership 
(including the 14 points), lean, six sigma, theory of constraints, etc. (Remember) 

2.  Foundations of Lean Six Sigma 
 Describe the organizational value of Lean Six Sigma in terms of its philosophy 

and principles, and identify how lean tools, the DMAIC model, and the theory of 
constraints relate to each other. (Understand)  

3.  Business systems and processes 
 Identify the interrelationships between organizational structure and processes. 

Describe how the selection and management of value streams relates to the 
organizational structure and processes, and confirm the link of value streams to 
organizational strategic plans. (Understand) 

4.  Suppliers, inputs, processes, outputs, customers (SIPOC)  
 Describe how SIPOC can be used to identify appropriate value streams, based 

on how the value streams influence enterprise systems (e.g., cost, quality, 
schedule, financial paths, business flow, etc.). (Understand) 

B.  Leadership 
1.  Enterprise leadership roles and responsibilities 
 Identify the roles and responsibilities of executive leadership and how their 

involvement can affect the deployment of Lean Six Sigma initiatives (e.g., 
providing resources, accountability, etc.). (Understand) 

2.  Lean Six Sigma roles and responsibilities 
 Define the roles and responsibilities of black belt, master black belt, green belt, 

value stream champion, process owners, customers, and stakeholders. 
(Understand) 

3.  Linking projects to organizational goals 
 Describe how projects or kaizen events are selected, such as identifying 

constraints in the value stream and knowing when to use Lean Six Sigma instead 
of other problem-solving approaches. (Understand) 
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II.      Business Processes     [12 Questions] 
A.  Process management and results 

1.  Basic process management 
 Identify and describe the nine steps of the process management, from defining 

the mission and vision through acknowledging the team and reporting results. 
(Understand) 

2.  Process performance metrics 
 Recognize the effect that process performance metrics can have on enterprise 

decisions, such as how metrics propagate upward and allocate downward. 
(Understand) 

3.  Benchmarking  
 Define and distinguish between various types of benchmarking. (Understand) 
4.  Supply chain management 
 Describe customer-supplier relationships and how these relationships and the 

supply chain are affected by project initiatives. (Understand) 
5.  Financial measures  
 Define and use financial measures including net present value (NPV), return on 

investment (ROI), cost of quality (COQ), etc., to underscore potential financial 
results. (Apply) 

6.  Balanced Scorecard 
Describe how balanced scorecard is used to evaluate organizational goals 
against customer expectations and organizational processes. (Understand) 

B.  Voice of the customer 
1.  Identify the customer  
 Identify and segment various customers (e.g., internal, external, long-term, loyal, 

etc.) that will be impacted by changes to existing value streams. (Apply) 
2.  Collect and validate customer data 
 Determine which measurement method to use to collect customer feedback (e.g., 

surveys, focus groups, interviews, observation, etc.) in order to understand 
customers needs, expectations, and requirements, and use appropriate methods 
to ensure measurement validity and reliability (e.g., review questions for bias, 
ambiguity, etc.). (Apply)  [NOTE: The collection of other types of data is included 
in area V.B.2.] 

3.  Customer data analysis 
 Determine which graphical, qualitative, or statistical tools are most appropriate 

for analyzing customer data. (Understand).  [NOTE: The application of some of 
these tools is included in area V.] 

4.  Identify critical to x (CTx) requirements 
 Identify and use various metrics to evaluate product and process performance in 

terms of critical to…quality (CTQ), cost (CTC), process (CTP), safety (CTS), and 
delivery (CTD). (Apply) 

5.  Quality function deployment (QFD) 
 Define, interpret, and use a QFD chart in customer requirements analysis. 

(Apply) 
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Media Primary Purpose(s) Frequency Target Audience 

 
CPI Bulletins • Highlight successes 

• Provide information on/schedules for 
training and events 

• Provide information on topics of 
interest (new books, implementation 
tips, lessons learned, new courses, 
etc.) 

Quarterly 
Or 

As-Req’d 
• Internal - Enterprise-wide  

 
Award/recognition 
ceremonies 
 

 
• Promote general awareness 
• Recognize and celebrate successes 

 
TBD 

 

 
• CPI practitioners 
• CPI Project Sponsors 

and Champions 
 
USMC Business 
Performance Manager 
Meetings 

• Promote general awareness 
• Receive feedback from field 

representatives 
• Share lessons learned 

Quarterly • Business Managers 
• BPO Staff members 

 
New Installation 
Commanders Course 

• Outline CPI objectives and methods 
• Introduce CPI tools 
• Highlight successes 

 
Annually 

 
• New Installation 

Commanders and CoS 

 
CPI training events 

 
• Share information 
• Report progress 
• Highlight successes 

 
Varying • Organization CPI Teams 

• CPI practitioners 
• Senior leaders 
  

 
Internal CPI meetings • Share information 

• Perform implementation planning 
• Review deployment status 
• Develop policies and procedures 
• Share lessons learned  
 

 
Varying 

 
• Organization CPI Teams 
• CPI Working Group 
 
 

 
DoD or USMC 
briefings/meetings 

 
• Collaborative working groups 
• Share information 
• Determine implementation reqts 
• Participate in policy development  

 
Varying 

 
• DoN TTL Working Grps  

   - Communications WG 
   - Tools WG 
   - Training & Educ. WG 
   - Metrics WG  

 
Executive 
briefings/meetings 

 
• Report implementation status 
• Determine implementation reqts 
• Report success stories 
• Develop/finalize policies  

 
Varying • BTESG meetings 

• MROC meetings 
• IAB meetings 
• EOS meetings 
• DoN TTL meetings 

 
External speaking 
engagements 

 
• Promote general awareness 
• Highlight successes 

 
Varying • Meetings 

• Conferences 
• Seminars 
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Questions and Answers About Marine Corps CPI  
1.  What is the purpose of Marine Corps CPI? 
Answer:  The primary purpose of USMC CPI is to enhance all aspects of the support provided to the 
Marine Air-Ground Task Force (MAGTF) in order to maximize their combat readiness and warfighting 
capability.  Enhanced support to the warfighters will be achieved by continuously improving all key 
support processes through the application of process improvement tools to reduce cycle times, provide 
optimum reliability, and ensure affordability.  Marine Corps CPI is aligned with DoD CPI and DoN process 
improvement efforts, which have same primary goal of continually improving all functions that support 
warfighting capability, while ensuring affordability.  
Marine Corps CPI translates DoD and DoN CPI guidance into plans that are compatible with the Marine 
Corps culture and environment while ensuring conceptual and strategic alignment.  While affordability is 
an issue that must be addressed, the primary focus of Marine Corps CPI is improving support to the 
warfighter, not cost reduction. 

2.  How is CPI different than other previous “management” programs? 
Answer:  Many management improvement programs in the past simply provided widespread training in 
generalized management or process improvement concepts but failed to provide a structured and 
consistent method for their application. These previous efforts also failed to provide a method for 
identifying high priority or high potential targets linked to the primary mission of warfighting support and 
often focused only on cost cutting.   
Marine Corps CPI is entirely focused on enhancing support to the warfighters, not cost reduction. It 
involves an enterprise-wide focus on continuous improvement of all business processes that support the 
warfighter and will employ the integrated and structured use of recognized best practices and tools such 
as Strategic Planning, Lean Six Sigma, Activity-Based Cost Management, Theory of Constraints, 
Balanced Resource Management, and scorecards among others. These tools have improved capability 
and affordability in industry and in several elements of DoD and DoN, and they involve a structured 
approach that can be implemented in a consistent manner throughout the Marine Corps. A standard 
USMC Project Development Process is used for selecting high value projects and just-in-time training will 
be provided in conjunction with the conduct of high value process improvement projects using the 
standard DMAIC project management methodology.  

3.  Who is responsible for implementing continuous process improvement?  
Answer: DoD, DoN, and USMC CPI guidance emphasize the responsibility of leaders in every 
organization that provides support to the warfighter to continuously improve that support with CPI.   
The Commandant and Assistant Commandant of the Marine Corps have responsibility for initiating, 
driving, and supporting CPI from the executive level.  As the “Champions” for CPI, they set high-level 
objectives, help maintain the momentum of implementation, and obtain support and endorsement at the 
executive level. 
Leaders at all levels in all the following major organizations that provide support to the MAGTF are 
accountable for CPI results and act as Champions and Project Sponsors. They have direct responsibility 
for CPI project implementation. The organizations are: 

 
• AVN  
• C4 
• I&L 
• INSTALLATIONS 
• LOGCOM 
• MCCDC 
• MCIs                                        

 
• MCSC 
• MCRC 
• M&RA 
• P&R 
• PP&O 
• TECOM                               
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4.  How will continuous process improvement be applied in the Marine Corps? 
Answer:  The Marine Corps has adopted a three-part CPI implementation strategy:  
 
• Conduct strategically aligned CPI projects in enterprise-level high-impact core value streams.  
• Continue/accelerate CPI effort in Air and Ground Logistics functions.  
• Conduct high-impact organization-level and regional-level process improvement projects.Value 
streams comprise all the work and activity that produce the products and services required to support 
warfighting capability. The enterprise-level value streams that support warfighting capability in the Marine 
Corps are known as High Impact Core Value Streams (HICVS) and are illustrated below.  

This complex supporting enterprise with myriad process interfaces and touch points requires continuous 
process improvement in order to effectively support Marine Corps warfighting capability. As outlined 
below, numerous functional areas and organizations in the Marine Corps will participate in CPI activities. 
The leaders of these major supporting organizations act as advocates and owners of the HICVSs and are 
responsible for using CPI to improve the performance of the overall value stream, even though it may 
cross organizational lines.   

5. What will ensure CPI projects produce real results?  
Answer:  USMC CPI employs a standard Project Development Process that is tailored for success in the 
Marine Corps.  This approach maintains a focus on support of warfighting capability, engages key leaders 
to drive the effort, and ensures tangible and quantifiable improvements and results.  All proposed USMC 
CPI projects will be targeted to: 
• Improve the processes that support combat readiness and warfighting capability. 
• Address the strategic priorities of the organization. 
• Address support priorities validated by the customer (warfighter). 
• Have the full support of key leaders and commanders prior to project commencement, including an 

advance commitment to implement/sustain the gains.  
• Target processes with significant potential for improved performance and/or affordability with 

improved performance as the primary objective.  

These project selection criteria will ensure projects produce tangible and quantifiable benefits, address 
customer priorities, and maximize the odds of success.  Commanders, key leaders, and managers will 
screen all proposed process improvement projects to ensure they meet CPI project criteria and the 
priorities of the warfighting organizations they support.  
USMC CPI also utilizes a structured CPI project management methodology (DMAIC), detailed project 
charters, risk mitigation plans, and a project management approach that provides rigorous structure to 
ensure success.  This rigorous approach to project management also requires an advance commitment 
from key leaders to fully support each project and to implement and sustain the gains.  Project success 
metrics and scorecards are used to monitor, manage, and sustain the performance gains produced by 
each project.  Transition Plans will be prepared as a part of each project to support and ensure seamless 
transition to the optimum performance level in each improved process.  
 
6.  Which business improvement tools will be used in Marine Corps CPI?  
Answer: The Marine Corps CPI approach utilizes recognized best practices and tools including the 
following:  

• Strategic Planning is the process by which the leaders of an organization envision its future and 
identify the high-level actions to be taken over the timeline of the plan to make the vision a reality. 
The purpose of the strategic plan is to portray a comprehensive, integrated roadmap for an 
organization that supports its goals for completing its mission and ensuring its future viability.  

• Lean Six Sigma combines the strategies of Lean (eliminate non-value added activities and 
improve cycle time) and Six Sigma (reduce process variation and ensure consistent quality). 
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• Activity-Based Cost Management provides critical resource allocation information about 
support processes and activities in a manner not possible with standard Government accounting 
systems.  

• Theory of Constraints provides a set of analytical tools and concepts for analyzing and 
improving complex interrelated processes and systems to improve overall system functioning and 
capability. TOC is helpful when addressing the complex extended business enterprise in the 
Marine Corps. 

• Balanced Resource Management.    The key elements of balanced resource management are 
accurately identifying and articulating budget and manpower requirements; effective budget 
execution and alignment of resources to strategic priorities; and process improvement (since 
waste can consume up to 75% of the typical business process). 

• Extended Enterprise Management recognizes the network of entities required to effectively 
deliver products and services and create value for customers.  Extended Enterprise Management 
extends process analysis, improvement, and management to all the organizational components 
of the larger organization as well as the outside entities that contribute to consistently delivering 
quality products and services in a timely manner.  

• Integrated Performance Management (IPM) is an approach/tool that supports the 
implementation of Extended Enterprise Management and the organization’s Strategic Plan. IPM 
links organizational goals and objectives between the levels and across the processes of an 
organization and provides a balanced set of strategically aligned measures.  

7.  Does the Six Sigma concept of “3.4 defects per million” have any relevance in the support 
processes within the Marine Corps?  
Answer:  This nearly perfect "Six Sigma" defect rate symbolizes the highly efficient process performance 
that is attainable through continuous process improvement. However, the cost and effort associated with 
achieving a quality standard of 3.4 defects per million is not feasible in every environment or situation.  In 
our current environment of budget austerity, we must consider and balance both customer requirements 
and cost to determine the acceptable level of process performance and affordability.   
  

A complimentary approach to setting targets for process performance is outlined in the book, 
Demystifying Six Sigma, in which the author, Alan Larson, states that the standard Six Sigma "rate of 
improvement goal" is a ten-fold improvement every two years.   For example, if 50 out of 100 documents 
(such as travel orders, contract documents, work requests, etc.) require some type of correction or 
rework, your target should be to improve to 5 errors per 100 documents within two years.  
This approach not only assists in establishing realistic targets, but also helps everyone understand the 
timeline for meeting the target goal.   

8.  What support is available to implement CPI?  
Answer:  HQMC will provide general implementation and training support for initial establishment of CPI.  
It is anticipated that over time, all organizations will develop organic capability to support continuous 
process improvement in their operations.  
CPI Support Teams composed of business process improvement specialists (CPI Master Black Belts and 
Black Belts) are positioned in key locations to provide consulting, coaching, and training support.  The 
CPI Support Teams are under the cognizance of the Director, MCBE Office.  These teams will provide 
general support to commanders, managers, and teams of functional personnel as they conduct process 
improvement studies and apply CPI tools.   
The CPI Support Teams will provide a wide array of general support from project leadership and 
execution through advice and mentoring, and will function as the most respected resource for CPI 
excellence.  Project Sponsors are encouraged to contact the CPI team as soon as possible as they 
implement their CPI efforts.  The CPI team can provide planning materials, guidance, tools, templates, 
infrastructure, and the project support needed to get CPI initiatives off to a fast start.  Further, by working 
with the CPI Support Teams, Project Sponsors ensure their projects use a methodology proven effective 
in the USMC. 
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In addition to the general consulting and training support provided by the CPI Support Teams, a CPI 
portal will provide access to a full array of information and a set of project support tools and templates to 
assist in the successful conduct of process improvement projects. 

9.  Who keeps any resource savings resulting from CPI projects?   
Answer:  The primary focus of the Marine Corps CPI is improving support of MAGTF capability and 
readiness.  The CPI Program will simply be used to meet existing financial pressure while maintaining 
high-quality support to the warfighter. The MROC, in MROC DM 06-2007, established the policy that 
generating organizations can retain any cost benefits from CPI projects.     

10.  How is the concept of security related to Lean Six Sigma? 
Answer:  There have been many advances in the fields of security management and Lean Six Sigma.  
The Lean Six Sigma methodology can be used to improve the security of key processes in addition to 
improving process performance.  In particular, Lean Six Sigma and CPI can be used to improve security 
risks identified by security personnel.  

11.  Where can I get more information?   
Answer:  For more information contact the Marine Corps Business Enterprise Office at 703-695-5768 or  

DSN 225-5768.   
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Risk Mitigation 
Creating change within established organizations and cultures is a significant undertaking.  Add the 
critical requirement for cross-organizational cooperation in process improvement projects that span and 
cause change in several organizations, and the challenge is compounded.   A well-defined risk mitigation 
strategy to reduce resistance to change and foster cooperation is essential.   The following provides 
program-level risk mitigation actions to address this important issue.    
 
Risk Mitigation 
 
HICVS and key stakeholder 
organizations fail to initiate 
process improvement studies 

 
• Issue MROC guidance if performance below expectation 
• Issue USMC CPI policy to clarify responsibilities 
• Work with key leaders individually to tailor an approach 
• Assist process owner leaders with project proposals 

 
Personnel in key process owner 
organizations fail to engage in 
enterprise-level, cross-
organizational process 
improvement projects 
 

 
• Emphasize use of charter, particularly for cross organizational 

projects 
• Assist leaders identify issues and effectively communicate 

expectations of cross-organizational results  

 
CPI projects are conducted but 
produce insignificant results 

 
• Follow steps of USMC Project Development Process 
• Obtain advance commitment of key leaders in the project 

charter to support implementation and sustain gains 
• Use a project charter to identify/confirm potential results prior 

to commencing project 
• Cancel projects not on track to produce worthwhile results 
 

 
Performance gains from CPI 
projects are not implemented or 
are not sustained into the future 

 
• Effectively educate workforce and implement SecNav 

instruction 5220.13 on validating CPI benefits 
• Obtain advance commitment of key leaders in the project 

charter to support implementation and sustain gains 
• Develop transition plans as part of the project to guide a 

seamless transition to the improved process. 
• Use an organizational scorecard to monitor and manage the 

process performance 
• Ensure projects produce control devices like specific 

procedures and checklists, so baseline performance 
deviations can be easily identified 

 
 
Process improvement efforts 
and initiatives are not 
coordinated throughout the 
enterprise 

 
• Leverage cooperative nature of CPI working group to 

replicate successful projects as appropriate 
• Request MROC members to assist as appropriate  
• Use CPI Support teams to ensure consistent approach and 

methodology across the enterprise and projects are replicated
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Risk Mitigation 
 
Workforce slow pace to 
embrace process changes 

 
• Organizational leaders actively sponsor CPI projects 
• Leaders communicate necessity of change to personnel 
• Leaders reinforce that the primary focus of the CPI program is 

improving support to the warfighter, not cost reduction 
• Include CPI in individual annual performance plans. 
• Use NSPS to align individual performance requirements of 

managers and employees to process improvement efforts. 
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USMC Strategic Planning Model 
 

 
 
 

Strategic Planning – The Critical First Step.  Strategic planning is the critical first step in identifying the 
mission areas in which to focus CPI activities and projects.  (See Appendix G, CPI Project Development 
Guide, for detailed information about the role of strategic planning in CPI. The strategic planning step is 
preferably accomplished with development of a formal, comprehensive strategic plan that identifies all the 
strategic priorities of the organization and includes implementation strategies and actions for each.   
 
Following are definitions of the recommended components of strategic plans developed for organizations 
in the Marine Corps Business Enterprise that provide support to war fighting organizations.  Also included 
are definitions of related strategic planning terminology. 
 

• Mission.  A concise, unambiguous, and enduring statement of purpose and description of the 
organization’s role in the overall objectives of the Marine Corps. 

 
• Vision.   A clear description of the enhanced future state desired for the organization. The vision 

statement is a definition of success. 
 

• Guiding Principles.  A listing of the core values of an organization. 
 

• Strategic.  Of great importance to mission accomplishment, achieving the strategic vision, and to 
assuring the long-term viability of the mission capability of the organization. 

 
• Strategic Themes.  Overarching, fundamental, strategic core outcomes that are central to the 

mission.  
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• Strategic Goal.  A statement of a strategic result to be achieved in the long term and 

representing a major accomplishment.  Strategic goals align with and support accomplishment of 
the strategic themes. 

 
• Strategies.  A major course of action an organization will pursue to implement a strategic goal.  

 
• Objectives.  Important individual actions and/or outcomes that support accomplishment of 

strategic goals. 
 

• Measure. An indicator, taken over a period of time that provides vital information about the status 
of a process or activity.  Measures portrayed on a strategic plan scorecard should drive 
appropriate leadership or management action. 

 
• Targets.  Numerical goals, often used on a strategic plan scorecard for driving implementation of 

the strategic plan. 
 

• Initiatives. Specific actions or projects used to accomplish strategic objectives.  Each objective 
may have one or more initiatives associated with it. 

• Balanced Scorecard.  A strategic management tool used to drive implementation of the 
Strategic Plan as well as performance and accountability throughout an organization. The 
Balanced Scorecard uses four key dimensions to translate strategy into operational terms.  These 
four dimensions are the fundamental cause and effect factors in strategic management::   

• Customers 
• Operational (process) Excellence  
• Financial 
• Workforce Growth and Learning 
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CPI Project Development Guide 
 
Introduction.  The Marine Corps employs a top-down CPI project development process that begins 
with identification of strategic priorities by top leaders.  Value stream analysis then identifies high impact 
project opportunities that directly support the strategic priorities and meet customer requirements.  A 
Rapid Improvement Plan is developed to implement the high impact projects and scorecards are used to 
monitor, manage, and sustain the process performance gains.  Project results are reported via the chain 
of command to the MROC and CMC/SecNav.  

USMC CPI Project Development 
Process

 
 

 
 Scorecards Are Used By Leaders and Managers to Monitor and 

Sustain Process Performance Gains 
Results are Reported Via the Chain of Command
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Detailed Steps of the CPI Project Development Process 

 
 

 

 
 
 
 
Each of the major steps of the CPI Project Development process include detailed steps, which are 
summarized on the following pages.  This structured, top-down approach to project selection ensures 
strategic alignment of CPI efforts throughout the entire organization, selection of high-impact projects, 
and sustainment of process performance gains into the future.  This project development process can be 
used at any level of an organization to identify strategically aligned, high impact CPI projects. 
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The critical first step of CPI project development is strategic planning, which identifies and defines the 
strategic mission priorities that are critical to effective warfighting support. All CPI activity is then aligned 
on the strategic priorities. Strategic planning directly 
involves, and is the responsibility of, organizational leaders.  
Leadership support is a key factor in successful CPI projects 
and leadership support begins with strategic planning. All 
strategic plans should be aligned with the strategic guidance 
of higher headquarters and use a scorecard to monitor 
progress and drive implementation.  Appendix F provides 
information about the USMC Strategic Business Planning model, key components of an effective strategic 
plan, and strategic planning terminology.  In the absence of a formal strategic plan, a fast-track executive 
planning session can be used to rapidly identify the strategic priorities for the application of CPI. (Contact 
the CPI Support Teams for assistance in strategic planning and associated project development support). 

 

 

 
 
 
Identify Core Value Streams and Key Processes. In these important steps of the project development 
process, the core value streams and their underlying key processes (products and services) that directly 
support implementation of each strategic goal are identified and analyzed.  
 
Identify Customer Requirements. In CPI, all support operations are viewed in the context of customer 
expectations and requirements, and the customer (supported organizations and personnel) defines value.  
This involves the leaders and staffs of supporting organizations communicating with supported 
commanders and personnel to identify their support requirements, priorities, and expectations for those 
value streams and processes identified in the previous step.   
 
Evaluate Current Performance and Identify Performance Gaps.  Using specific performance metrics, 
this step compares the current performance of the key support processes/functions in each value stream 
to customer requirements. The resulting performance gaps are then addressed with CPI projects. 
 

 
All CPI activity is aligned on the 
strategic priorities. 
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Identify Projects to Close Gaps. In this step high-impact, strategically aligned CPI projects are identified 
to address the customer requirements and performance gaps identified in the previous steps.  The 
process performance metrics used to identify the performance gaps are also used as the project success 
metrics to ensure customer requirements are specifically addressed by each project. The primary process 
performance measures used in Marine Corps CPI projects are: 

• Process speed (cycle or lead-time) 
• Process quality (process reliability and consistent performance) 
• Safety and Improved work life 
• Affordability 
• Customer satisfaction 
 

Screen/Prioritize Projects. During this step, all project candidates are evaluated with the CPI Project 
Assessment Form (Appendix G-2). The Project Assessment Form evaluates/scores projects for strategic 
importance, importance to the customer, leadership support, project impact, and project 
supportability/feasibility.  This step ensures all project candidates will produce tangible and quantifiable 
benefits and meet the basic requirements for the expenditure of project support and training resources. It 
also ensures each project has the strength factors required for successful completion.  

 

 

 
 
The Rapid Improvement Plan (RIP) is prepared at the conclusion of the Value Stream Analysis and 
provides information about the projects identified during the analysis. See Appendix G-3, Sample Rapid 
Improvement Plan Format. Commanders and managers with authority to implement the organizational 
changes resulting from CPI projects act as Champions/Project Sponsors responsible for prioritization and 
execution of the projects in the Rapid Improvement Plan, which include the following projects/events: 
 

• Just-Do-Its 
ü Champions Execute in 30-45 days or less 

 
• Rapid Improvement Events 

ü Typically, 6-7 week cycle (3 weeks prep, 1 week activity, 3 weeks follow up) 
ü Total hands-on team work = approx. 6 people x 4-5 days 
ü Several teams of SMEs may be doing RIEs simultaneously 
ü SME Team Leader with Green Belt support 
ü The process is transformed during the event 

 
• Projects 

ü Involves complex processes/problems and uses the DMAIC process 
ü 3-5 months duration (Hands-on team work = several hours each week) 
ü SME Team Leader and members provide tollgate progress reports to the Champion 
ü Black Belt support 
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Marine Corps CP utilizes the DMAIC project management methodology to support successful projects. 
 
 
 

 
 

 
Project Timeframes.  The maximum cycle time for Green Belt projects is three months and five months 
for Black Belt projects. The official project start date for project status tracking is the date of the signed 
project charter. Champions and Project Sponsors will monitor and report the progress of all CPI projects 
in accordance with established reporting requirements by conducting tollgate review meetings with the 
project team.  See the USMC CPI Rules of Engagement below for more information about project 
management and training.  

MROC Decision Memorandum 06-2007 directed that training resources expended in the CPI Program 
produce tangible results.  HQMC provides funded Green Belt training courses, which must be conducted 
in association with chartered high-impact CPI projects.  In addition, a two-day USMC Senior 
Leader/Project Sponsor course is presented to key leaders and managers to prepare them to effectively 
manage CPI projects.  Generally, the Green Belt project team training and Senior Leader/Project Sponsor 
courses are presented in conjunction to directly support the implementation of an organizational Rapid 
Improvement Plan. The appropriate HQMC regional CPI Support Team, who also provides follow-on 
project completion support, coordinates CPI Training.   
 

 
 
 
 



APPENDIX G 
CPI Project  

Development Guide 

 

United Stated Marine Corps  
Continuous Process Improvement 

Guidebook 
December 21, 2007 

 

 
G- 7

 

 
 
 
 
Implement Scorecard.  During the project chartering process, Champions and Project Sponsors agree 
to establish and use organizational scorecards to monitor, manage and sustain the improved process 
performance.  Experience has shown that continuous monitoring of process performance with scorecards 
is essential to maintaining the improved process performance over time. 
 
Reporting Results.  Project results are reported as required via the chain of command to CMC and 
SecNav. See USMC CPI Rules of Engagement below for more information about project reporting. 
 
 

Rules of Engagement for USMC CPI Projects 
 
1.  MROC Decision Memorandum 06-2007 dated 20 Nov 2006 directed that all resources expended in 
the CPI Program produce tangible results that improve warfighting readiness.  Therefore, all Black Belt 
and Green Belt training must be conducted in association with chartered CPI projects.   

2.  There are several primary sources for CPI projects: 

• Projects that address a strategic priority in an existing strategic plan. 

• Projects resulting from mapping and analysis of high impact core value streams. 

• Projects that address priorities established by commanders/leaders. 

• Project ideas/candidates developed by individuals or organizational sub-units. 

3.  Champions and Project Sponsors have a key role in CPI projects including: 

• Identifying and defining projects. 

• Writing project charters. 

• Identifying success metrics. 

• Selecting project team members. 

• Supporting projects with resources. 

• Monitoring and reporting project progress. 

• Supporting project implementation and ensuring gains are sustained in the future.  

4.  All CPI projects will be documented on the USMC CPI Charter form.  Organizational 
commanders/managers with the authority to implement the organizational changes resulting from a CPI 
project have the approval authority for those proposed projects and will sign the project charter.   

5.  All project charters will be accompanied by and evaluated with the CPI Project Assessment Form.  The 
Project Assessment Form evaluates/scores projects for strategic importance, importance to the 
warfighter, leadership support, project impact, and project supportability/feasibility.   

6.  In the event there are more CPI project candidates than resources available to complete them 
simultaneously, this project assessment process can be used to help prioritize and queue CPI project 
candidates for project support and training resources.  Champions and Project Sponsors should seek to 
structure their proposed projects to obtain the highest score possible with the Project Assessment Guide 
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since high project assessment scores will dramatically increase the chances of long-term project success 
by integrating strengthening factors that reduce project risk. 
 
7.  HQMC will provide funded Black Belt and Green Belt training in direct support of CPI projects.  This 
training will be results-oriented and must be conducted in conjunction with the completion of chartered 
high-impact CPI projects.  
 
8.  All attendees at HQMC-funded Black Belt and Green Belt training courses must present, in advance of 
the training course, a draft charter that has been approved by the organizational commander or manager 
with authority to implement the project results.  The draft charter(s) represent a commitment from their 
organization leaders to support, implement, and sustain the results of the project.  The commitment from 
the organizational leader includes an agreement to implement and use a scorecard to monitor and 
sustain the improved process performance.  

9.  As may be requested by a commander or designated organizational CPI administrator, the HQMC 
regional CPI Support Teams will assist in the coordination and conduct of all CPI training, in particular 
Black Belt and Green Belt training courses that are in direct support of CPI projects.  All training 
conducted, coordinated, or sponsored by the HQMC CPI Support Teams (whether internal or external 
providers) will be tailored to the Marine Corps through the use of USMC-specific examples, case studies 
and exercises reflective of the Marine Corps environment.  Course materials will be updated continually 
with the most recent and relevant USMC-specific examples.  
 
10.  The CPI Support Teams will provide coaching and project support before training with assistance in 
strategic planning, value stream analysis and high-impact project identification, development of project 
metrics, and preparation of project charters.  Support will be provided during and after training with 
individualized coaching and mentoring, follow-on project completion support, and development and 
implementation of scorecards to monitor and sustain project results.   
 
11.  All HQMC-sponsored Black Belt and Green Belt training generally will be conducted in accordance 
with the following process: 
 

• Organizations identify projects using the USMC CPI Project Development Process. 
• Organizations develop a Rapid Improvement Plan (RIP), which includes  “Just-Do-Its”, Rapid 

Improvement Events (RIEs), and full DMAIC projects.  
• Organizations identify and align Black Belt and SME Green Belt candidates on the various 

improvement events in the RIP. 
• Organizations respond to training announcements or request training through the chain of 

command as appropriate. 
• CPI Support Teams assist requesting organizations in project and charter development and in 

coordinating the training courses. 
• Training is conducted and competency exam is administered. 
• Projects/Events are completed.  CPI Support Teams provide follow-on project support if needed. 
• Upon successful completion of projects and process improvements, as verified by official 

scorecard metrics, USMC Black/Green Belt certifications are issued. 
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12.  Additional information regarding HQMC-sponsored Green Belt training: 
• The minimum number of participants for each Green Belt session is 12 people. 
• The maximum number of participants for each Green Belt session is 22 people. 
• Project team members are encouraged to attend Green Belt training together. 
• Project teams from multiple organizations/locations may attend Green Belt training sessions.  
• HQMC will fund instructor fees, instructor travel, and course materials.  Green Belt candidates are 

responsible for travel and per diem expenses.  
 

13.  Training alone does not suffice for certification as a USMC CPI Black or Green Belt.  Certification 
requires successful completion of a training course that includes the DoN body of knowledge, successful 
completion of a certification exam, and demonstrated competency through participation in successful CPI 
projects/RIEs.  See Appendix C of the USMC CPI Guidebook for additional information on USMC Green 
Belt certification requirements. 
 
14.  Project Timeframes. The official project start date for project status tracking is the date of the signed 
project charter. The recommended cycle time for Green Belt projects is three months and five months for 
Black Belt projects.  

15.  Champions and Project Sponsors will monitor and report the progress of all CPI projects in 
accordance with established reporting requirements by conducting tollgate review meetings with the 
project team. 

16.  Tollgate review meetings are booked ‘hard’ two tollgates into the future, on a rolling basis, i.e. at the 
project start date, the Define and Measure tollgates are ‘hard’ booked.  Once the Define tollgate meeting 
has taken place, the Analyze tollgate review date becomes ‘hard’ booked.  For GB projects, it is allowable 
(even encouraged) to combine as many as two tollgate reviews into one meeting. 
 

• “Hard” booked means that the meeting has been setup, i.e. attendees invited, meeting room 
booked, etc. 

• “Soft” booked means that it is in the project plan, but attendees have not yet been confirmed nor 
has the meeting location been booked. 

 
17.  The Define tollgate review date must be set at 3-4 weeks from project start (Two weeks for a GB 
project).  The Measure, Analyze and Improve tollgate review dates are placed in the schedule based on 
the best experience of the MBB coach and BB/GBs. The Control gate review date should be set at 3-5 
months (or earlier) from the start date of the project. 
 
18.  All tollgate meetings must take place, regardless of team progress.  If not ready for a tollgate review, 
it becomes a status meeting. 

 
19.  In signing-off on each tollgate review the Project Sponsor has four options: 
 

Pass – The team has completed all project deliverables successfully; the Project Sponsor and key 
stakeholders believe that project success is still achievable and the project goals remain achievable. 
(Given any scope changes or revised assumptions)  
 
Proceed With Caution (PWC) – The team did not complete all required deliverables successfully, but 
progress can continue on the assumption that the ‘gaps’ will be closed and success demonstrated at 
the next tollgate review. A team may proceed only one tollgate without getting a ‘Pass’ for the prior 
tollgate. For example, the team can receive a PWC for the Measure phase tollgate and proceed to 
the Analyze tollgate, but cannot proceed to the Improve tollgate until they have received a ‘Pass’ for 
the Measure tollgate. 
 
Cancel – It is no longer believed the project can accomplish the goals of the project charter.  
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Cannot Proceed – A severe deficiency in the process or deliverables was noted which prohibit the 
project from moving forward until the deficiency has been corrected.  A custom mitigation plan must 
be put in place to correct the deficiency before the team can be allowed to move forward with the 
project to the next tollgate.  Approval of the correction of the deficiency is required from the Project 
Sponsor before the project team is allowed to move ahead to the next tollgate. 

 

20.  The following applies to reporting the status of the project performance in regard to schedule: 

• Any movement of project schedule to the right immediately puts project in Yellow or Red status. 
• Any tollgate review date missed is immediately Yellow.  If the miss is greater than two weeks (one 

week for GB projects), it moves to Red. 
• Any movement of the Control gate to the right is immediately moved to Yellow.  If the miss is 

greater than four weeks (two weeks for GB projects), it moves to Red. 
• Movement of the ‘soft’ booked tollgate reviews is allowed, as long as the Control gate review will 

still take place on schedule. 
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Charter Template (Page 1 of 2) 
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Charter Template (Page 2 of 2) 
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Project Charter Completion Guidance (Page 1 of 2) 
 
 

 

 
 
 



APPENDIX G 
CPI Project  

Development Guide 
 

United Stated Marine Corps  
Continuous Process Improvement 

Guidebook 
December 21, 2007 

 

 
G- 15

Project Charter Completion Guidance (Page 2 of 2) 
 

 

 



APPENDIX G 
CPI Project  

Development Guide 
 

United Stated Marine Corps  
Continuous Process Improvement 

Guidebook 
December 21, 2007 

 

 
G- 16
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CPI Working Group Members 
 

Name  Organization HICVS 
 

9 HICVS Champions 
 

 
Bentley CIV Clyde F.  CG, MCSC Acquisition 
Brassard GS14 Ronald R.  DC, I&L (LP) TLCM  
   and Layer CIV Vickie M.     (LOGCOM) TLCM 
Craft SES Jim P;  Director, C4 IT 
   and Hill GS15 Janice L.  Director, C4 IT 
   and Zich, Col Ronald M. Director, C4 IT 
Genteman GS14 Alan J. DC, I&L (LFS) Facility Management  
Hohman LtCol Robert J.  DC, CD  EFDS/Capability Development 
  and Rosewarne GS15 John R.  (MCB NCR) 
  and TBD  (TECOM)  
Kenkel GS14 James D.  DC, M&RA Human Resources 
  and LtCol Wynn Cedic E. DC, M&RA Human Resources 
Perez Maj Elizabeth D.  DC, AVN Aviation MLCM/AirSpeed 
  Garant, Col Pierre  DC, AVN Aviation MLCM/AirSpeed 
TBD DC, P&R Financial Resources 
Keating, Col Pete DC, PP&O Service/MarFor Advocacy 
 

4 Key Stakeholder Champions 
 
MarFors 
  Stalnaker, Col;  MARFORPAC MARFOR 
  Day Col James A.  MARFORCOM MARFOR 
    and Prather GS12 Hope S.  MARFORCOM MARFOR 
  Jagusch Col Thomas D.  MARFORRES MARFOR 
    and McGuiness GS-14 Robert  MARFORRES MARFOR 
MCRC 
  Fernandez CIV Judy D.  MCRD SD MCRC 
  Quincy GS14 Lora  MCRD PI MCRC 
 
 
 Other Stakeholders  
 
Dawson GS14 Thomas G. HQMC/AR 

 
 

CPI WORKING GROUP FY 08 OBJECTIVES 
 
1.  Coordinate development of appropriate CPI policy. 
2.  Coordinate deployment of CPIMS. 
3.  Enable completion of successful CPI projects. 
4.  Coordinate development of CPI training goals. 




