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NAVSEA COMMAND ALIGNMENT  – PHASE 4

TEAM “A” STRATEGY AND IMPLEMENTATIONS PLAN

and

INTEGRATION WITH NSPS ROLLOUT

A.  SCOPE:
This plan provides analysis, recommendations and guidance from Team A on the execution of Phase 4 of the NAVSEA Command Alignment.  This report covers the three areas of Command organization that participated in the alignment assessment, but its recommendations need to be adopted by all organizations of the Command.  It provides our assessment and recommendations for our review of Rewards and Recognition and Performance Accountability.   In reviewing the alternatives for deployment of these recommendations, it became clear that the adoption and the accompanying implementation of the National Security Personnel System (NSPS) in 2004 would provide the Command with a unique opportunity.  While there are other aspects to improving Rewards, Recognition and Performance Accountability, the design of NSPS with its Performance Factors, employee Objectives and performance management and review process will help deploy Phase 4.  NSPS is currently slated to take effect in Navy on or about 1 October 2004.

B.  BACKGROUND:  

The Genesys Alignment Assessment conducted on a Command-wide basis in November 2003 resulted in the establishment of Action Plans by Directorates and Commands of NAVSEA to address and correct areas of misalignment.  These Action Plans were briefed and approved on 20 January 2004 for implementation as Phase 4 of the NAVSEA realignment.

The Phase 4 Realignment is intended to …

1) Complete the analysis of the 2003 assessment and the deployment of Command initiatives that will improve alignment and productivity.

2) Create and follow a Communication Strategy and Plan that focuses the alignment efforts from now until the roll-out of NSPS and the second-round assessment.

3) Create and execute plans to sustain strengths and address areas of misalignment (e.g.,  “Top 3” and “Bottom 3”).

4) Track metrics associated with accomplishing these plans prior to the second round assessment in 2004.

5) Create plans for continuing to sustain these improvements after the second round assessment 

6) Use the results of our Phase 4 work to jump-start the deployment of NSPS, including near-term communication and training of managers and workforce.
On 20 January 2004 COMNAVSEA also established two Action Plan teams to address two Command-wide issues and to present proposed actions to correct misalignments at the NAVSEA Commanders Conference on 25-26 February 2004, as follows:

· Performance Accountability and Rewards and Recognition (Team A)

· Establishing a Culture of Innovation (Team B)

C.  RECOMMENDATIONS: (Program and Schedule)

This paper summarizes the findings of Team A and makes five recommendations, as follows:

1) The Phase 4 Alignment and the planning, training and roll-out of NSPS should be implemented as an Integrated Set, with one “Integrated Schedule.”

2) Delay the second-round assessment until approximately August.  Provides time to accomplish communication and training, including early formal NSPS training, yet is completed prior to the churn of NSPS adoption.  Figure (1) illustrates the integration of these schedules as recommended above.


[image: image1.wmf]44

CMD

-

Update

-

A

Draft Working Papers

Updated Integrated Timeline

2 0 0 4

Implement Phase 4 action plans

Produce action plans from implementation leaders

Approve action plans

Prepare for second alignment assessment

Second Alignment Assessment Instrument Online

Analysis of collected assessment data

Delivery of report on second Alignment Assessment

March            April             May               June       

July               August        September   October       

November

Deliver NSPS Best Practices to unions, 30 calendar day review/co

mment period

30 day meet and confer period

Issue Notification to Congress (6 July)

Prepare to implement 

–

NSPS Training

Begin Implementation & Congressional Notification (1 October)

Notify Congress of any union differences & recommendations (21 M

ay)

Extend Phase 4 

Implementation Phase

Extend Phase 4 

Implementation Phase

Delay delivery of 

second Survey

Delay delivery of 

second Survey

Second Survey

NSPS Roll

-

out

Now

Overall Training Period: 

-

NSPS Responsibilities

-

Team A 

-

Accountability

-

Team B 

-

Innovation

-

NAVSEA Transformation

Overall Training Period: 

-

NSPS Responsibilities

-

Team A 

-

Accountability

-

Team B 

-

Innovation

-

NAVSEA Transformation


Figure (1)

3) Training for improved alignment can be started prior to formal NSPS training (estimated for July 2004) because it can be focused for selected elements of the Action Plans.  It  should be developed and staged, so that…

a) Basic issues – alignment outcomes, integration of “normative statements” into the manager and employee benchmarks and objectives – can be addressed first, before the release of the formal NSPS training.  We must wait for DOD and Union discussions at national level before formal training and roll-out of NSPS can begin.  Warfare Centers are not constrained by NSPS schedules and can begin now to adjust their performance Benchmarks and Objectives.

b) Dialogue and involvement with and by second level and higher supervisors in improving alignment and Command initiative deployment can and should begin immediately; 

c) Management at the Hq/PEO, Warfare Centers, and Shipyards is fully involved; and

d) NAVSEA follows the “National Plan” for coordinating the NSPS with the bargaining units.  This essentially sets a July 2004 “start” date for formal training.

4) The Warfare Center Lab Demo organizations should integrate the Team A and B recommendations with their personnel Benchmarks and Objectives for the performance year starting in July 2004 in that they will:

a) Include appropriate normative statements in employee objectives;

b) Train managers and supervisors to the alignment process; and 

c) Incorporate “new” objectives for Lab Demo employees.

5) The second-round Genesys Assessment should be scheduled in August 2004.

D.  COMMAND-WIDE FINDINGS OF 2003 ASSESSMENT – PERFORMANCE 

      ACCOUNTABILITY AND REWARDS AND RECOGNITION:

Key Findings:

The findings from our 2003 Alignment Assessment provided a valuable basis for the Phase IV acceleration of our Transformation, since we learned that:  

1) Performance accountability is a Command-wide challenge - particularly at the supervisor level.  Correction of this misalignment is a key leadership responsibility.

2) Alignment variations occur most between between the workforce and supervisors.  In many instances, the workforce is more closely aligned with executives and senior leadership than are supervisors.  

3) NAVSEA component commands have greater variances in alignment than were expected. 

These findings were strongly supported in the open-end question responses.

Other Findings:


Since Performance Accountability and Rewards and Recognition are so important to an effective realignment, Team A reviewed and evaluated the Assessment data and its relevance to the NSPS design and roll-out.

Importantly, Team A members indicated that some other factors may have contributed to apparent misalignments on issues of Performance Accountability and Rewards and Recognition.  These factors include, but are not limited to:  

1)
Organization realignments may have contributed to a lack of understanding of assessment statements.  This factor may explain some of the variation in responses,

2) Organizational goals had not been clearly articulated and readily available to all hands before the Assessment was taken.

3) There is a lack of current guidance (or its use) on the types of recognition, the criteria for awards, and the processes and associated user-friendly tools for their consistent implementation.
4)
Recognition is not being widely communicated by supervisors at the working level.  Additionally, organization churn has resulted in less attention to Rewards and Recognition.  As a result, the frequency of recognition has declined.

5)
Rewards and Recognition are now perceived as unfair because of this inconsistent                          application.  

6)
Rewards are not aligned with goals and objectives of organization.

7)   The workforce perceives that supervisors are not being held accountable.

8) There is also a strong perception that NAVSEA has become so mission and cost conscious that the people carrying out the mission are being forgotten.

9)
There is an inconsistency between many of the strong, adverse open-end comments and the Assessment on issues of lack of trust and confidence in leadership/supervisors (ethics, morals) and Assessment data, which showed that respondents generally consider supervisors to be fair.  
Conclusions:

Team A reached five conclusions, which informed the Team’s recommendations.    

1) There is a need to reinstate or create streamlined, consistent policies on Performance Accountability and Rewards and Recognition across NAVSEA.

2) Clear measures of performance and performance expectations are needed. 

3) Broad information sharing (best practices, training et al) will assist the implementation efforts. 

4) New employees must receive orientation and training on these issues prior to starting work in NAVSEA. 

5) A functional staff directory for Hq/PEO will help day-to-day operations within NAVSEA by identifying persons responsible for each element of work.    

E.  TEAM A RECOMMENDATIONS – PERFORMANCE ACCOUNTABILITY AND REWARD

      AND RECOGNITION 

Team A recommends that NAVSEA Organizations:

1) Collect best practices across NAVSEA addressing rewards and recognitions, and accountability. The Command can assess the feasibility of implementing Command-wide policies and guidelines on performance accountability.  It can also implement a plan of action with follow-up status reports.

2) Communicate individual office and program visions that are linked to the NAVSEA vision and mission, assuring that compatible mission statements are developed and communicated. 

3) Consider that the NSPS be the mechanism to train managers/supervisors on setting benchmarks and attainable, measurable individual goals that align with organization mission, vision, and strategic plan.  Team A further recommended that NAVSEA begin planning now to utilize the NSPS as the mechanism for change, REMEMBERING that it is not a silver bullet and that it will WILL require continuous follow-up and assessments of progress.  Lastly the team recommended that NAVSEA create a forum that periodically reviews employee feedback on what's working and what's not.

4) Analyze current award distribution and the processes governing decisions and provide recommendations to senior leadership on how to achieve consistency.  Ensure that the adoption of NSPS will correct any inequities.

5)
Investigate alternative methods and develop a plan of action to motivate both supervisor/managers and employees to form a partnership to achieve the NAVSEA mission.
6) Establish a systems approach to employee recognition that begins the moment the offer letter is sent and continues throughout the employee's career (e.g. a recognition/award process that is not uniquely tied to year-end evaluations, but rather continues throughout year).

7)
Use the Communication Strategy and Plan.  Develop and use a multi-media (electronic and hard copy) communication strategy and toolset on performance accountability and rewards and recognition.
8)
      Urge senior leaders to participate in all people-oriented activities (e.g. training). 
F.  DEVELOPING A NAVSEA PERFORMANCE ACCOUNTABILITY STRATEGY AROUND

     THE NSPS

The Team considered the NSPS to be a rational infrastructure upon which NAVSEA can develop and implement a comprehensive performance accountability strategy.  This is true for a number of reasons.  Note that the NSPS planning and launch schedule is managed at the DOD level and must complete a formal schedule of Union and Congressional dates prior to the start of formal NSPS training and deployment.

First, the NSPS will likely use performance management “Benchmarks” that are very similar to the “normative statements” used in the 2003 Genesys Assessment.  The NSPS is, therefore, a logical vehicle to implement specific recommendations that can improve both our alignment and our performance accountability and rewards and recognition.  These normative statements are also key to the NSPS design process for individuals as we establish the Benchmarks for job performance and individual Objectives.   It is especially helpful that the Genesys Assessment covered several management levels in its normative statements.

Secondly, the NSPS revises many elements of hiring, promotion, compensation, and discipline for all DoD civilians, so it can incorporate many of our recommended elements of accountability and rewards and recognition.  NSPS relates pay and performance, so it provides a basis to rationalize the rewards and recognition process and accountability within NAVSEA.

Thirdly, NAVSEA is already beginning the pre-launch process leading to an October 2004 NSPS Navy implementation.  This date was coordinated with the anticipated date of the second Genesys Assessment, provided that certain performance and job design processes can be completed first within NAVSEA organizations.   Since this work will take several months, COMNAVSEA agreed that the second Genesys Assessment be scheduled in August 2004.  This change will enable the second Assessment to complement the NSPS launch.

Fourth, the NSPS uses seven, (7) discrete performance factors that will enable normative statements to be developed and integrated into the NSPS similar to the way that this was done in the Genesys process.  The seven performance factors are:


1)
Technical Competence / Problem Solving

2)
Customer Care

3)
Cooperation / Teamwork

4)
Communication

5)
Resource Management

6)
Leadership / Supervision

7)
Contribution to Mission Accomplishment  

Lastly, Team A found that the Genesys Alignment Assessment “normative statements” can be mapped to NSPS factors.  Samples of this mapping are included in Enclosure (1).   This mapping will be used in the pre-NSPS planning with managers and supervisors as part of the Phase 4 Alignment.  A Sample from Enclosure (1) of these statements; mapped to the NSPS “factor” of Resource Management for Shipyards is shown in Figure (2).  We would not necessarily use all of these – key ones would be selected.

SHIPYARDS
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Figure (2)
G.  NEXT STEPS – MOVING FROM THE ALIGNMENT ASSESSMENT TO NSPS
Using the Genesys Assessment normative statements that have been mapped to the NSPS as a starting point, NAVSEA will begin to develop some basic guidelines for leaders, managers, organizations and employees to begin the communication and training process.  Since we will be starting before formal release for NSPS training, we will focus on the selection of normative statements that will improve Phase 4 alignment deployment.  While we don’t yet know the specifics of the NSPS Position Management and Performance Management products and process, we can estimate a basic set of these from the Command’s Acquisition and Lab Demo experience.  What is important is that we now have a framework to begin discussions with our line managers, both second line and first line.  The Genesys Alignment Assessment points out that this dialog is a key element in achieving our alignment goals and improved productivity. 

Figures (3) and (4) are intended to portray the number of products and the two focus areas that we believe will become the framework for NSPS.  While the names of specific products will likely change, each of our personnel demos has some version of these products.

Position Management:    

(Figure (3))
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Figure (3)

This depicts the process and content of how we will characterize the job/position in the new system.  Two factors are key: (1) the Responsibility, Authority and expected Behavioral characteristics of the jobs within a Pay Band and (2) the Community-Career Template that characterizes the skill areas for engineers, program managers, etc.  Factors (1) and (2) are used to create the Position Requirements Description – and that PRD connects the position to the organization and the national personnel system – DCPDS.  There is opportunity in the development of the Responsibility, Authority and Behavioral template to relate to the Genesys Alignment results. 

Performance Management:  
(Figure (4))

The performance management framework will likely be the place to adopt many of the recommendations of Team A.  Again, we can’t be certain of the specific NSPS framework, but again, several products seem likely; (1) a set of Benchmarks and (2) a set of employee Objectives.  When combined with employee performance, these two are used to establish the annual performance rating and ultimately the score; shares and salary/bonus levels.  


[image: image4.wmf]56

CMD

-

Update

-

A

Draft Working Papers

+

Objectives By  

Position

Objectives By  

Position

Employee

’

s

Work

Employee

’

s

Work

Performance 

Management 

& Evaluation

Performance 

Management 

& Evaluation

Shares & $

Content Flows

Performance Management

Performance Factor Benchmarks

Employee Objectives

Aligned to the Seven NSPS 

Performance Factors

GS 11 & 

Above to 

CG 1

GS 8

-

10

GS 5

-

7

GS 1

-

4

GS 12 & 

Above to 

CG 1

GS 8

-

11

GS 5

-

7

GS 1

-

4

Above

GS 15

GS 15

GS 13

-

14

GS 5

-

12

Business and Administrative 

Support

CG 3

Engineering, Scientific, and 

Medical Support

CG 2

Engineering, Scientific, 

Professional and Administrative

CG 1

Level 

4

Level 

3

Level 

2

Level 

1

CG Name

Career 

Group 

(CG)

Performance Objectives

•

Keyed to Organizational Needs/Expectations

•

Aligned to 7 NSPS Factors (ease of evaluation)

•

Vary from year to year

•

Connection between Employee, Organization and Specific Job

•

Evaluated against 7 NSPS Factors to get Score & Shares

This is where we insert 

appropriate 

Benchmarks

& 

Objectives

from Alignment 

Assessment

This is where we insert 

appropriate 

Benchmarks

& 

Objectives

from Alignment 

Assessment

Estimated 

–

Not NSPS “Approved”


Figure (4)

We recommend beginning the Communication and Training process now, while being careful not to breach the formal DOD timelines for NSPS.  As a next-step, we will update the Rev 5 Communication Strategy/Plan (Enclosure (2))  to include this pre-NSPS planning and training.  We know we need to enhance the dialog between senior leaders and our second and first line managers and supervisors.  We can use the alignment findings to begin that dialog now; pre-NSPS.  We know that the Warfare Centers are not constrained by the DOD-NSPS framework or timelines.  They can act now to incorporate these recommendations into their July 2004 Benchmarks and Objectives.

H.  RECOGNITION:
Team A Members did a great job to read, consider, analyze, summarize and create their findings and recommendations for this report.  A key facet was the time the Team spend going through the hundreds of open-ended statements.  A well-earned “Thank You” to my Team Members.
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