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KPR Case Study: Operation Excellence 
Th e vast majority of business/education partnerships 

focus on improving student outcomes through direct 
or indirect engagement at the classroom or individual 
student level. However, there are other opportunities for 
engaging the business community, and for those willing 
to think outside the classroom, the rewards can be great.

One example comes from the Montgomery County 
Business Roundtable for Education (MCBRE), a 
nonprofi t operating in Montgomery County, Maryland 
(north of Washington DC). One of the organization’s 
fi rst community/school initiatives, Operation Excellence, 
is an example of a nontraditional partnership model that 
fully leveraged the time and talents of business partners 
and had a dramatic infl uence on school, and ultimately 
student, outcomes.

The origin of Operation Excellence
When Dr. Jerry Weast joined Montgomery County 

Public Schools (MCPS) as Superintendent in 1999, he 
brought with him a fi rm belief in the value of building 
strong relationships with the business community. He 
had seen the impact of such relationships in previous 
districts and immediately began reaching out to local 
business leaders upon his arrival in Montgomery County.

Dr. Weast was one of the local leaders who 
brought about the creation of MCBRE in 2000. Th e 
organization was founded, and continues to operate, as 
a bridge for the creation of strategic business/education 
partnerships, focusing on connecting classroom learning 
to the workplace and on improving the quality of school 
operations. Th e organization emphasizes communication 
and collaboration between the district and the business 
community: Dr. Weast sits on the board, and district 
offi  cials are involved in the design and planning of major 
initiatives.

Within two years of the organization’s founding, 
Michael Subin, President of the Montgomery County 
Council, asked the Executive Director of MCBRE 
to coordinate a study of targeted business operations 
of the district. Th e goal of the project, according to 
the Operation Excellence summary report, was “to 
use business acumen to identify ways of making some 
of the MCPS business processes more effi  cient and 
eff ective with the idea of re-allocating the savings to the 
instructional programs of MCPS, which directly benefi t 
the children of the county.” 

While district leaders in some areas would be 
wary of such an initiative, MCPS leaders embraced the 
opportunity due in part to three factors:

Th e Superintendent placed a priority on engaging 
the community, particularly on bringing business  
leaders into school operations as true partners.
Th e project was proposed in order to increase 
resources fl owing into instruction, not simply to 
reduce budgets overall.
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Operation Excellence 
Where:
Montgomery County, Maryland

Partner(s):
Montgomery County Business Roundtable for Education; 
Montgomery County Public Schools; multiple individuals 
representing various businesses

Challenge:
Find effi  ciencies in district operations so that funds freed up 
could enhance instructional eff orts

Solution:
MCBRE, working with MCPS and business representatives, 
targeted four operational areas and put together a team to 
study each one and provide suggestions for improvement.

Partner Roles:
Two community leaders, Jane Rudolph with Lockheed Martin 
and Larry Bowers with MCPS, led the project, identifying 
areas of study and working with MCBRE staff  to recruit and 
manage partners for each team. Team members worked 
together for three months to analyze existing operations and 
make recommendations.

Outcomes:
The district realized several direct and indirect outcomes. 
They were able to rethink strategic approaches to building 
maintenance and cleaning and lobby for new equipment, all 
of which signifi cantly reduced hiring needs in those areas. 
Further, acquisition of software in call center and fi nancial 
operations areas improved capabilities in those areas. 

Indirectly, several of the business partners continued their 
support for the district after the project ended, and many 
gained knowledge they could apply to their own work. The 
district, through this and other community engagement 
eff orts, continues to build support throughout the county.
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While MCBRE was a new organization, school 
and community leaders had worked on a similar 
initiative in 1993 called the Corporate Partnership 
for Managerial Excellence (CPME). Th e majority 
of the recommendations of CPME had been 
implemented and all parties viewed it as a success.

Project design and implementation
MCBRE selected two people to structure and lead 

the initiative. Th e fi rst was a representative of the business 
community who sat on MCBRE’s Board: Jane Rudolph, 
Vice President of Strategic Analysis and Development 
for Lockheed Martin. Th e second was Larry Bowers, 
Chief Operating Offi  cer for MCPS.

Working together over the course of several weeks, 
these project leaders identifi ed four operational areas 
to review, based in part on Bowers’ analysis of where 
improvements could be made and effi  ciencies found. 
Th ese included:

Facilities management
Financial management
Technology management
Baldrige certifi cation

According to Larry Bowers, “Th is was a partnership 
that allowed businesspeople to share their expertise on 
the operations side of the shop. It can be diffi  cult to 
involve people on the education side because for some 
it’s not their background, but when it comes to business 
operations, they’re extremely familiar and have a great 
deal to off er.”

Once they had identifi ed these target areas, Rudolph 
and Bowers, with the help of MCBRE staff , put 
together a set of strategic questions for each area, a step 
that helped guide their selection of business partners. 
Altogether, Operation Excellence recruited 25 business 
leaders and 13 district leaders to fulfi ll the goals of the 
project. 

MCBRE recruited people based on their individual 
expertise, regardless of whether their companies focused 
primarily in the target area in question. As Jane Rudolph 
notes, “Lockheed Martin supported the team with people 
out of our fi nancial community to help look at their 
fi nancial systems. Th at’s not normally what you would 
think about Lockheed Martin doing, but as we saw where 
their needs were, we looked across our organization to see 
how we could contribute to the eff ort. Clearly, we work 
with large-scale fi nancial systems here, and we wanted 
to bring that experience and expertise to look at their 
systems to see what they might need to make them more 
effi  cient.”

Once teams were assembled in each focus area, 
those teams were given three months to analyze current 
operations, review options, and make recommendations. 
Each team established their own structure, workfl ow, 
and meeting schedule. A kickoff  was held at the County 
Offi  ce Building on June 18, 2003 and the results were 
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Participants in Operation Excellence
Presented by Title and Organization

Baldrige Management

MCBRE Business Partners
Vice President, Education and Construction Services
Vice President, Bank of America
Professor, Corporate Learning Offi  ce, Defense Acquisition 
University
President and CEO, SABU, Inc.

Montgomery County Schools Partner
Coordinator, System-wide Continuous Improvement

Facilities Management

MCBRE Business Partners
Director of Business Development – Shapiro & Duncan, Inc.
Director of Property Management – Foulger-Pratt 
Management, Inc.
Executive Vice President - Complete Building Services, a 
Donohoe Company
President - Pioneer Building Services, Inc., a Foulger Pratt 
Company
Director of Engineering - Foulger-Pratt Management, Inc.
Project Executive Education Construction Services - Bovis 
Lend Lease
Vice President, Business Development – Sodexho

Montgomery County Public Schools Partners
Director, Department of Facilities Management
Director, Division of School Plant Operations, Department 
of Facilities Mgmt.
P.E. Director, Division of Maintenance, Department of 
Facilities Management
Assistant Director, Division of Maintenance, Department of 
Facilities Mgmt.
Maintenance/Facilities - Randolph Area Manager
Maintenance/Facilities – Bethesda Area Manager
Maintenance/Facilities – Clarksburg Area Manager

Financial Management

MCBRE Business Partners
Director, Public Aff airs, Comcast
Director of Affi  nity-Networks Solutions, Comcast
Senior Financial Analyst, Lockheed Martin
President, Giacalone & Associates
Director, Call Center Operations, Comcast
Manager, Public Aff airs, Comcast
Group Vice President, and CIO, GEICO
Business Operations Director, Lockheed Martin
Finance Director, Lockheed Martin

Montgomery County Public School Partners
Chief Financial Offi  cer
Community Partnerships Specialist

Technology Management

MCBRE Business Partners
Director if IT Academic Svcs., Montgomery College
Public Sector Client Consultant, Hewlett-Packard
Vice President, IBM
Sr. BP Operations, Phillips International
Vice President, United Communications Group

Montgomery County Public School Partners
Offi  ce of Global Access Technology (OGAT), Electronic 
Graphics and Publishing
OGAT Director, Information Services
OGAT Special Assistant for Special Projects and Grants
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submitted to MCBRE by the business leaders on or 
around September 25, 2003. Th e fi nal recommendations 
document was made public in October of 2003 in a 
presentation to the Montgomery County Council.

Direct outcomes of Operation Excellence
After MCPS and the County Council reviewed the 

partners’ recommendations, they decided to put several 
into place; this include allocating funds from the council 
for needed software and equipment.  Some examples 
highlighted by Larry Bowers include:

Th e partners found that the district’s fi nancial 
management software, fi rst purchased in 1983, was 
incapable of meeting current needs. Th ey identifi ed 
a new system with the necessary features, and 
the business partners successfully lobbied the 
County Council for the funding. “Businesspeople 
are infl uential advocates,” said Bowers. “Elected 
offi  cials look to business leaders for input.”
Business partners also lobbied for the purchase of 
equipment that allowed the district to forgo the 
hiring of additional building services staff .
Th e partners established a diff erent strategic 
approach to cleaning, going from a model with 
one person handling all duties within an area to a 
team model that moved through a facility together.
Maintenance staff  are deployed diff erently as a 
result of the team’s recommendations. Th ey have 
signifi cantly reduced staff  time on the road by 
having staff  handle multiple work orders with 
each site visit, going to the extent of cross-training 
some staff  members to increase their capabilities. 
Materials delivery models were also restructured.
Call center operations, particularly those in the 
district’s employees and retiree services offi  ce, 
were improved as well. United Healthcare was 
particularly helpful in giving team members a tour 
of their call center facility, walking them through 
UHC operations, helping the district choose and 
purchase call center software, and helping set up a 
center within the district offi  ce.

As a result of these and other improvements, the 
district has not hired any additional maintenance staff  
since 2003, despite adding six million square feet of 
facility space. (Additional staff  have been hired in 
building services, but not at all in proportion to this 
growth.) 

Indirect outcomes
In addition to the cost savings and improvements 

made possible as a direct result of this campaign, the 
district has realized several indirect outcomes. 

First, many of the business partners involved in 
Operation Excellence have continued to support the 
district and to advocate on its behalf. Th is has been 
helpful in ongoing improvement eff orts and, more 

•

•

•

•

•

broadly, in advocating for the district with the County 
Council and others. 

While the school district was intended as the 
benefi ciary of this project, many of the participating 
businesspeople reported learning a great deal through 
the process as well, particularly in areas such as the 
implementation of Six Sigma programs (used by MCPS 
as part of its Baldrige eff orts). 

Also, according to Jane Rudolph, “One thing we 
learned through this process is that, in a number of 
areas, MCPS is doing a fabulous job - there were really 
no effi  ciencies to be gained. It’s good to have that kind 
of information about a public institution - it instills 
confi dence on the part of businesses and others in the 
community.”

Due in part to the openness of the district to this 
eff ort, and the respect it earned from its business partners, 
MCPS continues to garner support and strengthen its 
reputation within the community. According to Larry 
Bowers,  the district has seen a net increase of 6,000 
students coming from private institutions over the last 
eight years, and its market share has increased from 80% 
to 84% of school-aged children in that time.

And the collaborative approach the parties brought 
to Operation Excellence has helped MCBRE and MCPS 
build a strong and trusting working relationship that has 
allowed for additional successes over the years. According 
to Heather Schwager, Executive Director of MCBRE, 
“Since 2003, MCBRE and MCPS have worked together 
to support the district’s eff orts on project management, 
diversity and inclusion in the workplace, and the impact 
of generational diff erences in the education process. All 
of these initiatives were made possible thanks to the 
groundwork laid by Operation Excellence.”

While business/education partnerships that call upon 
the professional expertise of the business community may  
not be common, the work of those involved in Operation 
Excellence shows that they can have a dramatic eff ect 
on district operations and on stakeholder relations. As 
district leaders work to address the challenges presented 
by today’s economic climate, they should consider the 
benefi ts of such initiatives and approach their business 
partners accordingly.

Resource Links
Montgomery County Business Roundtable for Education 
www.mcbre.org

Operation Excellence Recommendations Report
www.mcbre.org/Library/OperationExcellenceResultsFinal.pdf

Montgomery County Public Schools
www.montgomeryschoolsmd.org

Corporate Partnership for Managerial Excellence Report
The 1993 predecessor to Operation Excellence
www.quality.org/tqmbbs/govt/cpme.txt


