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Compendium of Programs for Leadership Development,

for Enhancing the Climate for Organizational Change,

and for Performance Metrics-Based Management 
Prepared by the Organizational Change/360 Degree Feedback

 Working Group, January 2001

At Commander’s Forum VIII, a breakout-session of the NAVSEA BTET People Standing Committee recommended establishing a Working Group to address whether the “Seven Habits of Highly Effective People” and “Principle-Centered Leadership” workshops used in NAVSEA Headquarters and affiliated PEOs should be deployed to field activities.  The Organizational Change/360 Degree Feedback Working Group was consequently established and tasked to make recommendations to the People Committee, BTET, and NAVSEA Executive Committee.  The Working Group, headed by Dr. James Meng of NUWC Division Keyport—with members from NSYs Norfolk and Portsmouth, NUWC Divisions Newport and Keyport, and NAVSEA Headquarters—developed and distributed the “Organizational Change Practices and Tools Cultural Survey” to all Field Commanders, Executive Directors, and Human Resources Directors on 28 April.  The desired result was to identify and evaluate organizational change practices in NAVSEA Field Activities to formulate a Corporate-wide strategy to best align the workplace with NAVSEA’s mission, vision, and guiding principles.   

The survey results were compiled identifying practices and programs already in use at various NAVSEA Field Activities.  The Working Group next distributed a request for a short, one-page descriptive synopsis of the practices/tools/programs that had been identified by the activities and a point of contact for each.  The responses to this request were then categorized as to whether the initiatives dealt with Leadership Development, Organizational Change Climate, or Performance Metrics-Based Management.

Finally, the results were consolidated into this compendium for use by all NAVSEA activities.  The Working Group recommends Field Commanders adopt the tools and practices described within this compendium that are being successfully used at other NAVSEA activities.   On 22 August, after discussions at the BTET and the NAVSEA Executive Committee, COMNAVSEA signed a NEC Decision Paper, which stated:  (1) “Seven Habits/Principle-Centered Leadership is the preferred toolset” for organizational change and alignment; (2) “activities just starting should use the 7 Habits/PCL toolset”; and (3) “activities wishing to use a different organizational change and alignment tool must have the toolset reviewed/approved by the People Committee.”   Many of the tools and practices contained herein will also work well in conjunction with Seven Habits/PCL.

	BEST PRACTICES/LESSONS LEARNED

	Activity
	Input
	 Leadership Development
	Organizational Change Climate
	Performance Metrics-Based Management

	NWAS Corona
	NWAS As A High Performance Organization
	X
	
	

	
	Employee Survey
	
	X
	

	NOSSA
	Applying Malcolm Baldrige Award Criteria
	
	
	X

	NSWC Crane
	Customer Satisfaction Assessment
	
	X
	

	
	Millennium Hires Orientation Program
	X
	
	

	NSWC Dahlgren
	Workforce Development System
	X
	
	

	NSWC Indian Head
	Leadership System
	X
	
	

	
	Rapid Rate Reengineering (R3) Workshop
	
	X
	

	
	Professional Development Council
	X
	
	

	NSWC Port Hueneme
	Annual Education Fair
	
	X
	

	
	Shipboard Protocol Program
	
	X
	

	
	Travel Committee
	
	
	X

	
	Task Environment Survey
	
	
	X

	
	Flag Advisory Board
	
	X
	

	NUWC Keyport
	External Customer Survey
	
	
	X

	
	Command Suggestion Box
	
	X
	

	
	Leadership Development Programs
	X
	
	

	
	Cultural Survey
	
	X
	

	
	Corporate Communications Manager
	
	X
	

	
	Balanced Scorecard
	
	
	X

	
	Brown Bag Sessions
	
	X
	

	NUWC Newport
	Employee Opinion Survey
	
	X
	

	
	Customer Survey
	
	
	X

	
	Supervisory Performance Feedback Survey
	
	X
	

	
	Open Forums
	
	X
	

	
	Commander/Executive Director Call Plan
	
	X
	

	
	Brown Bag Lunches
	
	X
	

	
	Family Friendly Workplace Initiatives
	
	X
	

	
	Personnel Demonstration Project
	
	X
	

	
	ISO 14001 Environmental Management System
	
	
	X

	
	External Scan
	
	
	X

	
	Balanced Scorecard
	
	
	X

	
	Quarterly Performance Review (QPR)
	
	
	X

	
	Benchmarking and Comparative Analysis Process
	
	
	X

	Norfolk Naval Shipyard
	"Knock Out" Program
	
	X
	

	
	Communication Quick Hits
	
	X
	

	
	High Performance Leadership System
	
	
	X

	
	Inspired Leadership
	X
	
	

	Pearl Harbor Naval Shipyard & IMA
	Organizational Assessment
	
	X
	

	Portsmouth Naval Shipyard
	Private Sector "Complimentary" Partnerships
	
	
	X

	
	The Pit Crew, Pillar Teams, & Leadership Council
	
	X
	

	PSNS Bremerton
	Competitive Cost Comparison and Benchmarking
	
	
	X

	SUPSHIP Bath
	Commanding Officer Coaching
	
	X
	

	
	Command Intranet
	
	X
	

	SUPSHIP Newport News
	Use of "Seven Habits of Highly Effective People" as a Command Improvement Effort
	X
	
	

	
	Use of Malcolm Baldrige National Quality Award Criteria for Command Performance Inspections
	
	
	X

	
	Yearly Climate Survey
	
	X
	

	
	Open Forum and Command Call Sessions
	
	X
	

	
	Participation in Leadership Development Program
	X
	
	

	
	Customer Survey
	
	X
	


Programs in Place at NAVSEA Activities by Organization

Leadership Development

Principle Centered Leadership


Naval EOD Technology Division, Indian Head


NUWCDIVNPT


SUPSHIP Bath

Seven Habits Training  


NSWC Crane


NOSSA


SUPSHIP Puget Sound


Naval Warfare Assessment Station, Corona


Norfolk Naval Shipyard


Naval EOD Technology Division, Indian Head


Coastal System Station, Dahlgren


SUPSHIP Pascagoula


NUWCDIVNPT


SUPSHIP Bath


SUPSHIP Newport News

Aspiring Leader Program


NUWCDIVKPT


SUPSHIP Newport News

Women’s Executive Leadership (WEL) Program


NUWCDIVKPT

Indiana University PMC and Masters Program


NUWCDIVKPT

Total Quality Leadership Training


NSWC Port Hueneme

High Performance Organization (HPO) Training


Naval Warfare Assessment Station, Corona


Pearl Harbor Naval Shipyard

Teambuilding Training


Naval Warfare Assessment Station, Corona

Leadership System


NSWC Indian Head


Norfolk Naval Shipyard

Four Roles of Leadership


Norfolk Naval Shipyard


AEGIS Training & Readiness Center, Dahlgren

Defense Leadership and Management Program (DLAMP)


NUWCDIVKPT

Legislative Fellows Program


NUWCDIVKPT

Executive Leadership Course


NUWCDIVKPT

USDA Executive Potential Program


NUWCDIVKPT

USDA New Leader Program


NUWCDIVKPT

SUPSHIP Newport News

Crane Millennium Hires Orientation Program 

NSWC Crane

Workforce Development System


NSWC Dahlgren

Professional Development Council


NSWC Indian Head

Inspired Leadership 


Norfolk Naval Shipyard

Organizational Change Climate

Bi-Monthly Statistical Sampling Survey

SUPSHIP San Diego

Cultural Survey


NUWCDIVKPT

Covey Climate Survey


Portsmouth Naval Shipyard


Pearl Harbor Naval Shipyard


Navy EOD Technology Division, Indian Head

Yearly Climate Survey


NSWC Indian Head


SUPSHIP Newport News

“Brown Bag” Luncheons


NUWCDIVKPT


Naval Sea Logistics Center, Mechanicsburg


NUWCDIVNPT

Open Forums


NUWCDIVNPT


SUPSHIP Newport News

Command Suggestion Box


NUWCDIVKPT

Command Call/Coaching


NUWCDIVNPT


SUPSHIP Newport News


SUPSHIP Bath

Communication “Quick Hit”


Norfolk Naval Shipyard

Corporate Communication Manager


NUWCDIVKPT

“Knock Out” Program


Norfolk Naval Shipyard

Employee Satisfaction/Opinion Surveys and Action Teams


NSWC Indian Head


SUPSHIP Groton


Naval Sea Logistics Center, Mechanicsburg


Norfolk Naval Shipyard


NUWCDIVNPT


Naval Warfare Assessment Station, Corona


SUPSHIP Portsmouth


SUPSHIP Jacksonville

OPM Surveys


NSWC Indian Head

Customer Satisfaction Assessment


NSWC Crane

Supervisory Performance Feedback Survey


NUWCDIVNPT

360 Degree Feedback Survey


NSWC Crane


NSWC Carderock


SUPSHIP Bath

Reverse Appraisal Software


NSWC Indian  Head

OPM Surveys


NSWC Indian Head


Coastal System Station, Dahlgren

Multi-Source Feedback for Managers


NSWC Crane

Family Friendly Workplace Initiatives


NUWCDIVNPT

Annual Education Fair


NSWC Pt. Hueneme

The Pit Crew, Pillar Teams, and Leadership Council


Portsmouth Naval Shipyard

Personnel Demonstration Project


NUWC Division Newport

Flag Advisory Board


NSWC Pt. Hueneme

Command Intranet


SUPSHIP Bath

Performance Metrics-Based Management
Command Performance Inspection Unit Self-Assessment/Malcolm Baldrige/Criteria


SUPSHIP Pascagoula 

SUPSHIP Groton 

SUPSHIP Newport News

NSWC Port Hueneme


NSWC Indian Head


Naval Warfare Assessment Station, Corona


NOSSA


Naval Sea Logistics Center, Mechanicsburg

External Customer Surveys/Scanning


NUWCDIVNPT


SUPSHIP Newport News


NUWCDIVKPT

“20/20” Assessment


NSWC Dahlgren


SUPSHIP Bath

Balanced Scorecard Metrics and Quarterly Performance Reviews


NAVSEA Logistics Center


NUWCDIVNPT


NSWC Crane


NUWCDIVKPT


NSWC Port Hueneme


Naval Sea Logistics Center, Mechanicsburg


SUPSHIP Bath

President’s Quality Award Program on-site evaluation


NUWCDIVKPT

ISO Metrics


NSWC Carderock


NUWCDIVNPT

High Performance Leadership System


Norfolk Naval Shipyard

Capability Maturity Model (CMM)


Coastal Systems Station, Dahlgren

Private Sector “Complimentary Partnerships”


Portsmouth Naval Shipyard 

Shipboard Protocol Program


NSWC Pt. Hueneme

PHD Travel Committee 


NSWC Port Hueneme

Benchmarking and Comparative Analysis


NUWCDIVNPT

Rapid Rate Reengineering (R3) Workshop


NSWC Indian Head

Competitive Cost comparison and Benchmarking 


Puget Sound Naval Shipyard

Programs in Place at NAVSEA Activities by Category

I.  Leadership Development

I.1 Seven Habits Training

I.2 Organizational Leadership Training

High Performance Organization (HPO) Training

Principle Centered Leadership


Leadership System


Four Roles of Leadership

I.3 Leadership Development Training Programs


Aspiring Leader Program


Women’s Executive Leadership (WEL) Program


Indiana University PMC and Masters Program


Defense Leadership Management Program (DLMP)


Legislative Fellows Program


Executive Leadership Course


USDA Executive Potential Program


USDA New Leader Program



Total Quality Leadership Training



Crane Millennium Hires (CMH) Orientation Program



Workforce Development System



Professional Development Council

I.4 Team Training



Teambuilding Training

    Inspired Leadership Training

II. Organizational Change Climate


II.1 Surveys



Bi-Monthly Statistical Sampling Survey



Cultural Survey



Covey Climate Survey



Yearly Climate Survey



Employee Satisfaction/Opinion Surveys & Action Teams



OPM Surveys



Supervisory Performance Feedback Survey



360 Degree Feedback Survey




Multi-Source Feedback for Managers



Reverse Appraisal Software



Customer Satisfaction Assessment



PHD Task Environment Survey


II.2 Communication



“Brown Bag” Luncheons



Open Forums



Command Suggestion Box



Command Call/Coaching



Communication “Quick Hit”



Corporate Communication Manager



Command Intranet



Annual Education Fair



Shipboard Protocol Program


II.3 Organization Change



“Knock Out” Program



Organizational Effectiveness Cycle



Family Friendly Workplace Initiatives



The Pit Crew, Pillar Teams and Leadership Council



Flag Advisory Board



Personnel Demonstration Project



PHD Travel Committee



Rapid Rate Re-engineering Workshop

III. Performance Metrics-Based Management


III.1 Metrics



Command Performance Inspection Unit

       
Self-Assessment/Malcolm Baldrige Criteria



Balanced Scorecard Metrics and

       
Quarterly Performance Reviews



ISO Metrics



High Performance Leadership System


III.2 Benchmarking




External Customer Surveys and Scanning




“20/20” Assessment




President’s Quality Award Program on-site evaluation




Capability Maturity Model (CMM




Benchmarking and Comparative Analysis




Competitive Cost Comparison and Benchmarking




Private Sector “Complimentary” Partnerships

INSPIRED LEADERSHIP 

Rick Fuller, FullerRB@nnsy.navy.mil
Norfolk Naval Shipyard

Purpose:  In 1999, NNSY initiated Inspired Leadership training to systematically align our supervisors to the best behavioral standards of our organization.  This is a 10 hour workshop that will enable shipyard leaders (at all levels of supervision):

· to establish the best possible set of behavioral performance standards for their project, given the current systems and the assigned people

· and to personally evaluate and improve individual performance over the life of the project and beyond

· to translate “inspired leadership” into consistent, excellent, everyday supervisory behaviors

Process & Steps: The 2 day 10 hour workshop is conducted with the following topics:

· Overview/Introduction

· Desired Results

· The Change model

· New Requirements 

· New Leader Behaviors

· Seven Habits Tools

· What gets in the way

· LeaderSkills Toolbox

· Scorecards/Accountability

· Commitments

· Conclusion

Implementation History: The first Inspired Leadership workshops have been held on projects with plans to expand the process to shipyard Departments.  Some Departments and High Performance Leadership System Teams are beginning to have these workshops.  These workshops have been held in conjunction with the Knockout sessions on projects to help identify barriers to productivity that get resolved in the Knockout sessions..

Performance Metrics:  Metrics are being established to measure participants level of practice of the behaviors they committed to.

Lessons Learned: Lessons learned are available from NNSY upon request. 

Recommendations: We consider this to be a “best practice” process suitable for many NAVSEA activities.  

LEADERSHIP DEVELOPMENT PROGRAMS

Sue Campana, scampana@kpt.nuwc.navy.mil
NUWC Division Keyport

Purpose:  The purpose of these programs is to play a major role in supporting our commitment to the future and to our Vision; Division Keyport continues to support formal Leadership Development and formal education opportunities for our employees.  

Process & Steps:  We invite all eligible candidates to apply for announced leadership developmental programs offered.  Nine employees were nominated for admission into the Naval Sea Systems Command centrally funded Indiana University Masters in Public Affairs program in 1999.  Of the nine nominated, five were selected to participate in the FY-00 program.  At the same time, 14 employees were nominated to participate in the NAVSEA centrally funded Indiana University Public Managers’ Certificate program.  All 14 were selected for the 2000 session.  Keyport has supported development programs for lower graded employees as well in addition to the formal management education opportunities identified above.  One employee was nominated and selected to participate in the Executive Leadership Program for Mid-Level Employees (formerly the Women’s Executive Leadership Program), designed for GS-11-13 employees with high leadership potential.  Additionally, one employee was nominated and selected to participate in the Aspiring Leader Program, designed to build leadership skills in GS-7-9 level employees.

Implementation History:  In 1988, the year the Women’s Executive Leadership Programs was first offered, Keyport had seven participants in the program and through this year have totaled 24 participants.  117 have participated in the IU Public Managers Certificate Program, and 70 in the Masters Program.  Keyport has an employee currently participating in the Defense Leadership and Management Program (DLAMP), a total of four who have participated in the LEGIS Program, with representation in the Executive Leadership Course and Leadership Development Academy.  

Lessons Learned:  Leadership Development has become the key to our future and a major element in support of us realizing our Vision.

Recommendation:  All NAVSEA activities build towards the future through their participation in the wide-range centrally-funded leadership developmental opportunities.

CRANE MILLENNIUM HIRES (CMH) ORIENTATION PROGRAM

Connie Lacer   lacer_connie@crane.navy.mil   
NSWC Crane

Purpose:   The CMH Orientation Program was established to: (1) increase and broaden entry-level S&Es' and Student Trainees' "corporate" knowledge of NSWC Crane through attendance at monthly briefings and tours of the various business units and staff organizations at Crane; (2) promote teambuilding, networking, and information sharing at an early stage in the new hires' careers, i.e., help new hires "bond" with their peers;  (3) serve as a "sounding board" to Command in addressing group-related issues; (4) provide  feedback to HRO regarding methods to improve Crane's recruiting program; and, (5) serve as a retention tool for shortage category occupations.

Process & Steps: 

(1) Obtaining Command Support:  Command issued an e-mail to supervisors and managers explaining the purposes for establishing CMH and subsequent e-mails indicating that the first four CMH briefings would be mandatory.  

(2) Getting a "Champion" to lead CMH:  The American Society of Naval Engineers (ASNE) agreed to fill this role.  An ASNE representative serves as class sponsor and leads the four mandatory meetings.  He also serves as a sounding board to CMH officers regarding various non-HR issues throughout the year.  In addition to providing a sponsor, ASNE provides monetary support to CMH ($200 annually and other financial support for various events, when asked).

(3) Human Resources Facilitators:  The Human Resource Office Professional Recruiting Staff maintains a CMH user group and serves as facilitators for mandatory meetings (location for briefings, arranging for speakers, and determining agendas).  They also respond to CMH on HR-related issues.

(4) Mandatory Briefings:  The first four monthly meetings are mandatory and include:  (1) a Crane overview and welcome aboard by the CO and ED.  A reception is held following the welcome aboard; (2) a Personnel Demonstration Project briefing and a discussion of the requirements of Formal Development Plans (including the requirement for rotational assignments); (3) a "macro" briefing by the line directorates on the work performed in their organization; and, (4) a question-and-answer session with a panel of senior managers who are good role models.  New hires have the opportunity to "pick the brains" of some of Crane's "best and brightest."

(5) Election of Officers:  Following the mandatory briefings, the group elects class officers (President, Vice President, Secretary, Treasurer, Issues Chairperson, Program Chairperson, Communications Officer, etc.).  The officers and the Program Chairperson have responsibility for coordinating future meetings (tours of the various business units and other briefings).  A few of the previous year's officers have been elected for minor offices to insure some continuity regarding historical CMH decisions and approaches.  The Class Officers meet once a month to discuss issues or plan future meetings.  The Issues chairperson contacts the ASNE sponsor or HRO staff in response to issues that are raised by CMH members.  The Program Chairperson deals directly with the Business Units in establishing briefings and advising CMH members of the location and times for the briefings.

(6) Establishing an Identity:  The first year CMH was formed they developed the idea of a "buddy" system for new hires.  HRO provides CMH with a list of new hires' report dates and a CMH member contacts the new hire the first week they start work.  They either meet them for lunch or telephone them.  This immediate recognition by one of their peers is an excellent networking strategy that helps make the new hire feel welcome and a part of Crane's team.  CMH developed a 100-question survey in FY-99 and sent it out to all members.  The survey served as a good feedback mechanism both to Command and HRO regarding recruiting, retention, work environment, and other pertinent issues.  The group has also established a web page to disseminate information regarding meetings, information updates, etc.  All HRO questions and answers regarding promotion, pay setting, etc. are posted for CMH members on the web page.    Last month CMH had an after-hours picnic where spouses were invited.  The inclusion of spouses also helps strengthen the "bonding" among CMH members and provides an opportunity for social interaction.

(7) Serving as a Sounding Board to Command:  CMH officers periodically have "brown bag" lunches with the CO and ED to discuss issues, and Command has been very supportive of CMH.  

Implementation History:   CMH started in FY-98.  Originally we referred to the FY-98 new hires as "The Class of 98."  The CMH officers decided in FY-99 that they wanted to change the group name to Crane Millennium Hires (CMH).  CMH members are in the program for three years.  During that time, they have the opportunity of touring all of the Business Units at Crane.

Performance Metrics:   Although we have lost some S&Es, our voluntary S&E attrition rate has been less than five percent for the past three years.  One indicator of the success of CMH as an orientation tool is the fact that some of our managers have asked us to include some ND-3 and ND-4 S&E new hires as CMH members.

Lessons Learned: The first year of implementation was somewhat shaky.  First-line supervisors were indifferent about new hires participating in the program.  However, Command provided support and made managers aware that the program was important.  We also should have published an article for general dissemination to all hands regarding CMH earlier than we did because many Division employees didn't fully understand the reasons for establishing the Program.  After CMH officers were elected and managers started supporting CMH attendance at meetings, enthusiasm and participation significantly increased.   Although CMH requires considerable communication among the class officers, the ASNE sponsor, and HRO staff, there is a high degree of trust and teaming is the critical key to its success (listening, sharing viewpoints, and jointly working issues).  

Recommendations:  New hires need to feel that they are a vital part of the organization.  This will help in retaining them and in viewing issues from their perspective.  Minorities and women have special needs that are sometimes best addressed as a group issue rather than on an individual basis.  Since new hires are scattered throughout the organization, some may not have the benefit of having other new hires in their work area.  CMH affords them the opportunity to meet with other new hires and to have some type of social interaction with their peers, not simply their coworkers.  A major reason for CMH is to develop a broad understanding of the organization so new hires don't develop "tunnel vision."  Crane, like most DoD activities, has an aging workforce.  CMH is one component of NSWC's plan to develop, "the future leaders of Crane." 

PARTICIPATION IN LEADERSHIP DEVELOPMENT PROGRAM

Doug Taylor/David Chadwick, TaylorDG@supship.navy.mil  ChadwickDN@supship.navy.mil
SUPSHIP Newport News

Purpose: Participation develops the leadership resources available to this command for future needs and serves a valuable purpose in visibly demonstrating to employees the commands interest in, and commitment to, them as individuals and as members of the NAVSEA team.  The structured leadership development programs selected for participation in recent years are the Aspiring Leader and New Leader Programs.

Process and steps: Upon receipt of calls for nominees from NAVSEA, command management determines the number of attendees it could support if selected, and this is the number of nominations that will be submitted.  Advertisement of the opportunities is provided to all personnel by electronic message and/or hard copy, explaining requirements and procedures.  A selection process is put in place; recommendations for selection amongst applicants has been provided by a body of reviewers, at times comprised of employee graduates of similar programs and at times by management/human resources staff.  The Commanding Officer makes the selection(s), and nomination packages are forwarded.

Implementation history: Over the past two years, eight personnel from SUPSHIP Newport News have been selected by NAVSEA for these programs.

Performance metrics: While numbers applied may be indicative to some extent of program success, it may not portray the entire picture.  Promotions of graduates is also not a conclusive indicator, as opportunities for promotion depend on attrition, budget, and organizational factors.  The best existing metric is provided by yearly base line comparisons form the command's annual EEO/climate survey under the modules "advancement" and "work issues/supervision".

Lessons learned: Nominee invitation process is best handled by e mail delivery of the notice to all personnel (current method used).  Credibility of selection process is enhanced by use of a recommending body who articulates uniform review criteria.  Lower graded personnel (impacted by Aspiring and New Leader programs) view this opportunity as very important to maintaining optimism of progression possibilities in a downsizing environment.

Recommendations:  Continue active participation as an investment in the future and good command climate.  Work out a claimant and command structure or policy for consistent application of skills learned and experience gained upon return to the command in the same position. SUPSHIPNN is working currently with a recently formed Leadership Group comprised of recent program graduates on a recognized role for graduates to play in supporting command functions now.  Such a body is recommended for all activities as a best practice for "bridging" the gap between program experiences and future leadership positions graduates may hold.      

USE OF “THE SEVEN HABITS OF HIGHLY EFFECTIVE PEOPLE”

 AS A COMMAND IMPROVEMENT EFFORT
B. Wayne Ripley, RipleyBW@supship.navy.mil
SUPSHIP Newport News

Purpose:  To apply the principles and ideas of The Seven Habits of Highly Effective People in order to improve employee performance in their personal lives.  This effort was based on the assumption that if a person improves in their personal life the change will have a positive effect on their professional life.

Process & Steps: 

· Selected, trained and certified four volunteers as facilitators in The Seven Habits of Highly Effective People.

· Provided training to all command personnel; voluntary for union eligibles, mandatory for military and management.

· Provided training to other commands (to gain other’s perspectives of course material and to enhance facilitation techniques).

· Trained additional facilitators to replace losses due to transfers and attrition.

Implementation:  Attendance at the introductory sessions was mandatory for all employees.  This was done with the support of both labor unions (NAGE and IFPTE).  The logic was to present a one day introduction and allow the students to make an educated decision whether to attend the entire course.  Approximately 400 personnel attended the introductory sessions; approximately 325 opted to attend the full course.

Performance Metrics:  No formal metrics have been maintained regarding the effect of the training.  Unsolicited employee feedback indicates the training was well received.  Use of course terminology, such as “Quad II” and “Begin with the end in mind,” have become part of our vocabulary.

Benefits:  
· Improves communication in the workplace.
· Allows employees to understand the effect of their actions/interactions, thus improving working relations.
· Improves tolerance between employees.
· People listen longer, better.
· Improves personal lives, which has a direct influence on professional lives.
Lessons Learned: 
· Any subject dealing with principles will have an effect on people’s beliefs and they will respond in various and surprising ways.

Recommendations:

· Continue providing training to new personnel.

· Provide voluntary refresher sessions (i.e., “Lunch & Learn”).

Workforce Development System

Ralph Fallin, FallinJR@nswc.navy.mil
Naval Surface Warfare Center, Dahlgren Laboratory

Purpose:  The Dahlgren Laboratory is developing a systems approach for the continuous development of every individual in the workforce.  This initiative recognizes that our people are our most important resource and our investment in their continuous development is fundamental to our success.  The primary goals are to ensure we have the technical domain capability to meet both current and future core equities and to continuously develop a cadre of leaders who are capable and committed to leading us into the future.  The workforce development system is focused on three key components: maintaining and extending individual technical domain expertise through academic education, strengthening systems understanding through a variety of challenging work experiences that include internal and external rotational assignments, and enhancing leadership skills through tailored leadership programs that are aligned with organizational values.  

Process & Steps:  One of our objectives is to evolve a culture where the continuous development of every individual in the workforce is both valued and expected.  Therefore, a first priority was to obtain the commitment of senior organizational leaders to actively foster an environment for continuous individual development.  Another critical ingredient was to proceed with a systems approach for recruiting, orienting, developing, motivating, rewarding and retaining our workforce.  Simultaneous with design and development of the workforce development system, a policy document clearly defining requirements and expectations and a guide identifying both expected and optional developmental activities were prepared and communicated.  A combination of interviews, focus groups and teams was used to ensure that the developmental activities were aligned with both individual and organizational needs. 

Implementation History:  The workforce development system consists of two phases:  the first phase is focused on our scientists and engineers, and the second phase is for the remainder of the workforce.  Implementation of the first phase started in spring of this year and the design process for the second phase is just underway.  A number of the developmental activities identified during the first phase are directly applicable to the second phase.  

Performance Metrics:  Final metrics have not been developed but they will focus on assessing accomplishment of the overall goals of the workforce development system.  This will include assessing the impact on technical competence, systems knowledge, and leadership performance as well as on organizational culture and individual and organizational effectiveness. 

Lessons Learned:  The primary lesson to be learned is that timely and effective communication on both accomplishments and plans is essential to ensure adequate understanding and acceptance of an initiative such as this. 

Recommendation:  We are already experiencing a number of very positive outcomes as a result of our workforce development system.  We consider it not only a best practice but also a model for other organizations to follow.  

Leadership System

Judith Campbell, CampbellJG@ih.navy.mil
Naval Surface Warfare Center Division, Indian Head

Purpose:  The Indian Head Division Leadership System is a comprehensive system of leadership based on the Baldrige criteria.  Major components of the system are an executive team, a leadership team, strategic alignment, business planning, process management, customer management, and corporate performance results.  Key to cultural change is the Leadership Team.  The Leadership Team provides a forum for department heads to meet and resolve issues at a corporate level.  It enables attainment of Command-wide goals while discouraging sub-optimization.

Process & Steps:

· Executive Team (ET) membership includes the Division Commander, Director, Chief Staff Officer, Deputy Technical Director, the Leader and Deputy Leader of the Leadership Team (the two latter members serve as linking pins between the two teams).  The Executive Team embodies the highest level of leadership in the organization and, as such, has the final say on all issues.   It is the driver and has oversight of all components of the Leadership System. Meetings of the ET are facilitated and a meeting summary is prepared.

· A Leader and Deputy Leader will be appointed from the Leadership Team (LT) membership to serve a one-year term by the Division Commander and Director.   Leadership Team membership includes the Chief Staff Officer, Deputy Technical Director, Director of Quality, all department heads and their deputies, and one representative from each union.  The Leadership Team is empowered and encouraged to make decisions/recommendations on the full-range of corporate issues of Command-wide importance.  Guidelines exist for Indian Head on where specific decisions are made—Executive Team or Leadership Team.  Anyone in the Command can identify issues to the LT Leader for the agenda; however, the agenda is usually driven by pressing business/operational issues.  Meetings of the LT are facilitated and a meeting summary is distributed to all hands.

· Through Strategic Alignment, we ensure focus and accomplishment of the goals and objectives set by NAVSEA and NSWC.  The ET/LT oversees the deployment of strategy through the use of Strategic Thrust Teams.  Strategic Thrust Teams currently exist to support accomplishment of mission, people, and facilities initiatives.

· Business Planning is done annually in conjunction with NSWC/NAVSEA.  The ET/LT oversees accomplishment of the business plan.

· The Process Management System is used to manage and improve the quality of the products and services the organizations provide to customers. The LT identifies the key processes of the Command and identifies a lead process owner for each of these major cross-functional processes.  The lead process owner heads a process management team, which is responsible for managing the process cross-functionally.  The process management team develops performance metrics to monitor the process.  Based on the metrics, the process management team makes recommendations and develops a plan to improve the process, which is presented to the LT.  Once approved, the process team leader is responsible for executing the improvement plan.  Plans may be as simple as providing for incremental changes to a process to process reengineering.

· Customer Management is focused on determining customer satisfaction; and once determined, taking appropriate action.  Customer satisfaction is determined and managed on a daily basis in a variety of ways—visits, phone calls, meetings, surveys.  Most extensive is the annual survey of customers which is accomplished at the beginning of each fiscal year.   After analyzing results, customer concerns identified are resolved by personal contact.

· The ET approves the corporate performance indicators, which are considered to be the most indicative of the health of the organization.  It reviews performance results on a quarterly basis and directs indicated action to the LT or applicable department.

Implementation History:  In early 1996 senior leaders decided a new approach to running Indian Head Division was in order.  Possible approaches were researched and other organizations were benchmarked.  Several options were presented to the Executive Steering Committee predecessor to the LT.  The current system was implemented on 30 October 1996.  Significant revisions were made and implemented on 26 April 2000.

Performance Metrics:  Indicators of the effectiveness of our leadership system are inherent in the results shown by the corporate performance indicators which cover explosive and occupational safety, environmental compliance, workload, financial viability, customer satisfaction, quality and employee satisfaction.

Lessons Learned:

· In making culture change, learn to recognize and acknowledge small gains, never losing sight of the overall goal.

· Be sure new members are briefed on the system and their role.

· Focus and involvement of top leadership is critical so that issues are worked on the corporate level and not by “end runs” outside the system.

· In order to expedite decision making, the LT was originally led by a leader and four principals who were the only voting members of the body.  This resulted in other team members feeling excluded.  Now all are voting members.

· Decisions coming before either the ET or LT require preparation of decision papers which are distributed a week in advance of the meeting.

Point of Contact:
Judith Campbell




(301) 744-4127 (DSN:  354)




e-mail:  campbelljg@ih.navy.mil

PROFESSIONAL DEVELOPMENT COUNCIL

Steven Sullivan, sullivanss@ih.navy.mil
Naval Surface Warfare Center Division, Indian Head

Purpose:  The purpose of the Professional Development Council (PDC) at Indian Head Division is the development of future leaders.  

Process & Steps:  
· An annual announcement is issued to employees across the Division to apply for this developmental opportunity.

· A maximum of 16 employees may be chosen from the applications received to serve for a nine-month term.

· Inherent in the developmental program is the structure of the PDC itself.  It is a self-directed team under the direct mentorship of the Technical Director.

· Those selected serve together for the term as a collateral duty and are provided training and experiences to develop leadership competencies, broaden their exposure to major issues, and expand their professional network.

· As part of their development, each term of the PDC is expected to select and execute a project which will be of benefit to the entire Command.  

Implementation:  The PDC was begun at Indian Head Division in 1963.  It was started as the Assistant Management Board at that time and was renamed the Professional Development Council in 1981 to put the focus on development.   Although suspended for a time during this period, it was revitalized and has become one of our most enduring and effective leadership development initiatives.  On 10 July 2000, the Twenty-seventh Term presented their final report to the Division and introduced members for the Twenty-eighth Term.  New members begin their term on 1 October of each year.

Performance Metrics:   Since its inception in 1981, many PDC members have become managers to include a former Technical Director.  At any given time 50 to 75 percent of our department heads, which is the first level in our organization reporting directly to the Technical Director/Commander, have completed a PDC term.

Lessons Learned: The training and experiences provided the PDC are evaluated by the Division and the members annually.  From this assessment, the program is continuously updated to align it with the best theories and practices in leadership development.  As an example, for the outgoing term, the Executive Core Qualifications of the Senior Executive Service and the High Performance Leadership Model developed by the Center for Organizational Learning at the Massachusetts Institute of Technology were incorporated into PDC training as leadership models.

Point of Contact:
Steven S. Sullivan, PDC Chair, Twenty-eighth Term




(301) 744-2631 (DSN: 354)




e-mail:  sullivanss@ih.navy.mil

NWAS AS A HIGH PERFORMANCE ORGANIZATION

Roberta Spieler, spielerRL@corona.navy.mil
Naval Warfare Assessment, Corona

Purpose:    Our goal was to establish a leadership system and methodology to measure high performance and foster an environment with desired values shared by the entire workforce.  Training revolved around High Performance Organization (HPO), teambuilding, Malcolm Baldrige, balanced scorecard, and Covey Seven Habits.   The focus was on leadership work; personal change; team dynamics; managing with a common value system; stakeholder needs; and their affect on our key business results.

Process & Steps:  The entire command received HPO and teambuilding training.   We approached the change transformation in a top down fashion with managers, supervisors and workforce attending identical eight and one-half day classes.   HPO emphasized leadership work as a part of everyone’s job, strategic customer value analysis, and exploring the higher moral purpose for the work we perform.  The teambuilding training focused on understanding our co-workers, facilitation skills, and included a memorable one-day experiential training field trip in our local mountains.   Upon completion of the training, the Executive Steering Group and Leadership Council were formed.   The skills we developed from this training helped tremendously in developing and implementing our strategic plan, balanced scorecard, and unit self assessment.

Implementation History:  Initial HPO and teambuilding training was provided under contract (Dr. John Pickering); however, the majority of the remaining workforce training was conducted in-house by our TQL staff, managers, and other resources, which furthered a spirit of teamwork and cooperation. 

Performance Metrics:  Our business results are reflected in our balanced scorecard which measures customer, employee, financial, operational, growth and innovation, safety and environmental and supplier performance.  Specifically within employee satisfaction, our most recent survey indicates employees to be most satisfied with moral values, achievement, and co-workers.  
Lessons Learned:  Lessons learned were: Complete rollout training from the top down was the right approach; continuous reinforcement through performance expectations incorporating balanced scorecard, sustains the command focus on vision.

Recommendations:   We consider the leadership training to be a cornerstone to how we “do business” and make decisions with our employees, sponsors, and customers.   Training an entire workforce requires cooperation, preparation, and commitment; the benefit is common focus and direction.  We consider leadership training to be a best practice suitable for many NAVSEA activities.
ANNUAL EDUCATION FAIR

Gary Farber,  FarberGL@phdnswc.navy.mil
Naval Surface Warfare Center, Port Hueneme Division

Purpose:  PHD has developed an approach to promote continuous learning and higher education among its employees.  The Annual Education Fair encourages personnel to continue their education and keep current on advances in technology relevant to their career development by congregating representatives from local colleges and universities to describe their curricula to our employees.   This Fair provides a “one-stop” opportunity for employees and their families to discuss higher education possibilities with the broadest spectrum available of local schools.

Process & Steps: Each year we contact the chairperson of the local education consortium.  This local consortium contacts representatives from colleges and universities interested in promoting their curricula with our employees.  Advertising goes out on our PHD Intranet.  More information, including a booklet describing all aspects of PHD support of higher education, is found on our Career Development web site.  We send periodic email distributions to the PHD employee population.  Our employees are encouraged to bring their families to the Education Fair, which is held at the PHD site, to gather information and further their education as well. Participation in this event saves our employees countless hours researching and comparing schools and programs.  
Implementation History: We have held Education Fairs for the past 10 years.  Participation from the education community is continuing to grow.  This year, we had representatives from 20 colleges and universities participate.

Performance Metrics: We measure attendance at the Education Fair, numbers of schools participating, employees attending university courses, tuition, and relative costs and attendance at the various schools.  

Lessons Learned: The primary lesson is the need for adequate publicity for this event to assure maximum attendance.  Also, representatives of the schools need to be well supplied with literature, as they often run out. 

Recommendation:  If a Command wants to increase or sustain significant employee participation in higher education, they should consider having an education fair.

SHIPBOARD PROTOCOL PROGRAM

Gary Farber,  FarberGL@phdnswc.navy.mil
Naval Surface Warfare Center, Port Hueneme Division

Purpose:  In recognition of the operational fleet as PHD’s primary customer and focus, we developed a computer-based program to enhance employees’ understanding of the shipboard environment and shipboard protocol.  This program not only better prepares personnel, many of whom are recent college graduates with no prior Navy exposure, for direct interface with operational fleet personnel, it enhances all PHD employees’ understanding of the environment our principle customers live and work in.

Process & Steps:  The course was developed from information gleaned from interviewing active duty and retired military, and senior PHD personnel with extensive shipboard experience.  Interviewers asked questions aimed at determining what would help visitors become more familiar with the shipboard environment and less obtrusive as guests.  The resulting computer based program is available on the PHD Intranet and in a CD ROM version to all PHD personnel.  The course can be taken at the employee’s leisure.

Implementation History:  The program was completed and made available in February 1999. 

Performance Metrics:  Attendance can be tracked by querying Intranet site hits and the number of CD ROMs produced.  Effectiveness of the course is (soft) measured by student feedback and will be reflected in the ratings trends of the PHD Environmental Survey responses from ships commanding officers (a set of questions in this survey is targeted at measuring employee effectiveness).

Lessons Learned:  Developing a specialized program such as this is more costly than we originally estimated; however, the return on investment is worthwhile.  This program not only makes training for a critical consideration of our mission accomplishment available to all personnel, it provides a useful baseline for developing other programs.

Recommendation:  This program may be useful, either “as is” or with minimal tailoring, by other NAVSEA activities.  CD ROM versions can be made available to any activity interested in reviewing the program.

FLAG ADVISORY BOARD

Patrick Dolan, DolanPM@phdnswc.navy.mil
Naval Surface Warfare Center, Port Hueneme Division

Purpose:  The PHD Flag Advisory Board (FAB) acts as a sounding board for command initiatives, providing a more rounded global perspective on key issues and programs.  The FAB is comprised of recently retired flag officers who are still well connected in the Navy Combat Systems and acquisition communities, and allows PHD to capitalize on their contacts within the Navy, Congress and the corporate world.  We request their guidance on programs PHD should be involved in, assistance in keeping PHD recognized and mentioned in their “circles”, and validate command near-term (3-5 year) goals.

Process & Steps:  PHD attempts to convene the FAB annually; this occasionally slips to bi-annually.  Sessions last 1.5 to 3 days, depending on agenda and political climate (i.e., the BRAC era of the early 1990s motivated annual meetings).  Agenda comprises three parts:  past year performance, command view of the future, and Flag feedback.  Roughly half the meeting is devoted to our view of the future, and past performance and Flag feedback share the other half.  The past year performance is accomplished by the command’s State of the Station presentation, followed by a briefing by each directorate of their specific past performance and their view of the future.  Directorates also provide feedback to the FAB on their efforts to incorporate Flag feedback from previous FAB sessions.  The Flags are then requested to validate command input and provide their perspectives and guidance for our future, and to recommend command courses of action.

Implementation History:  The original NSWSES Board of Visitors was chartered by NAVSEA in May 1982; it became known as the Flag Advisory Board in the late-1980s, but the charter remains largely unchanged.  An annual session is desirable and maximizes effectiveness; however, it is not always possible to align calendars and current events don’t always provide sufficient impetus.  

Metrics:  While we can produce metrics for frequency, duration and cost of meetings.  We have multiple incidents of solid advise/redirection given from every session; however, it would be difficult or impossible to quantify good business decisions to focus on an emerging product line or service, divest tasking from a risky project, or recruit a retiring military asset.  Examples of “value added” by the FAB include PHD’s focus on the “Safe and Effective” message, development of the Battle Force Information Center and Sailor-to-Engineer web site, and teaming agreements with other commands (e.g., FTSCs, TYCOMs, etc.) and warfare centers.

Lessons Learned:  While it is extremely difficult to arrange more than two consecutive days with all members, three days is ideal to allow sufficient time for the discussions that arise.  Three to five members seems to be best, to allow sufficient discussion time for all participants.  FAB sessions provide ideal “face time” for active duty and new senior management.  Ensure there is a process for reviewing FAB recommendations and folding into strategic and tactical planning processes.

Recommendations:  Proposed FAB members need to be familiar with the command’s business and history, still have influence within Navy circles and corporate connections within principle industry partners.   Senior management must be committed to the FAB session, participating in the full session (i.e., no partial attendance for selected portions of the session).

COMMUNICATION QUICK HITS

Rick Fuller, FullerRD@nnsy.navy.mil
Norfolk Naval Shipyard

Purpose:  On a semi-annual basis, all NNSY employees (in small groups) are briefed by communications teams on timely topics such as threats to our environment, cost performance, leadership development and initiatives. The groups discuss why we need to change and how we are going to change.  The results of briefing effectiveness, and the coverage of Shipyard personnel participating in this communication process, are maintained in the HPLS database for analysis and review during our monthly Performance Review.
Process & Steps:  The major topics are determined with input from the Shipyard Leadership Council and based on employee feedback from the last session of briefs.  A script and video is prepared for a portion of the brief.  The script is delivered live by a shipyard union leader and senior manager team.  Questions are taken and answered on the spot, if possible, and compiled for later review.  Employees are given exit questionnaires evaluating the quality of the presentation.

Implementation History: The first Communication Quick Hit was developed as a response to a 1998 Employee Survey which listed communication as a major dissatisfier.  It has been institutionalized as a result of success of the program.

Performance Metrics: The results of briefing effectiveness, and the coverage of Shipyard personnel participating in this communication process, are maintained in the HPLS database for analysis and review during our monthly Performance Review.

Lessons Learned: Lessons learned are available from NNSY upon request. 

Recommendations: We consider this to be a “best practice” process suitable for many NAVSEA activities.  

Command Suggestion Box

Andrew Demott, ademott@kpt.nuwc.navy.mil
NUWC Division Keyport

Purpose:  To provide a direct link for any employee to communicate directly to Command and the Executive Director on a wide range of topics. 

Process:   Employees access NUWC Division Keyport Intranet and link to the Command Suggestion Box to submit items directly to Command for individual response, or through the Command communication methods to reach a broader audience, as appropriate.  Recent suggestions include (process improvement suggestions, suggestions for additional info to be added in the POW, etc) and concerns and problems.  The latter includes items related to quality of work life (hobby shop closure and upkeep of the grounds, for example), requests for information, process problems and individual concerns about personnel practices.

Implementation History: The Command Suggestion Box has been in operation for many years in different iterations, with technology allowing for improvements in gathering and recording information through the Intranet.

Performance Metrics: Overall Employee Satisfaction is charted through metrics developed from the Monthly Cultural Survey.
Lessons Learned: Morale improves when employees feel empowered to communicate directly with Command, and enhances employment satisfaction and productivity.

Recommendations:  The Command Suggestion Box is suitable for direct employee opinions, suggestions and feedback for direct attention from Command and is recommended as a best practice.

Cultural Survey

Sherm Williams, swilliams@kpt.nuwc.navy.mil
NUWC Division Keyport
Purpose: Keyport Division established the Team Keyport Cultural Survey to provide managers and supervisors at Keyport an assessment tool that helps to determine overall employee satisfaction with leadership, management style, and the work environment. The survey is used in Command efforts to understand the effectiveness of top level communications with the workforce. 

Process: The survey is conducted on a monthly cycle through contacting 50 employees at random and requesting that they complete a questionnaire containing 27 questions plus an open comment section. The results are summarized and reported monthly. The survey is designed to understand employee perspective and assessment of today with the perspective of 2 years ago.  Employees receive one survey per year and the results reported have no tie to an individual respondent. Results are provided to senior managers, all supervisors, and are also available to employees.

Implementation History: Team Keyport Culture Survey was instituted in 1991. Beginning in March 2000, the Team Keyport Cultural Survey has been reformatted for publishing on the Keyport Intranet Web page under Employee News & Information.
Performance Metrics: Metrics are presented with comparison data for the previous two years in the following areas:
Management Style Summary Results (Questions #1 - #12)

Work Environment Summary Results (Questions #13 - #25)
Employee Assessment Summary Results (Questions #26 - #27)

Combined Summary Results (Questions #1 - #27)

Comment Category Summary

Also provided are metrics related to responses:

Monthly Surveys Returned

Monthly Surveys Distributed / Returned by Code

Cultural Survey Return Rate (Percentage)

Lessons Learned: Survey results were instrumental in Command decisions to establish activities such as open forums, brown bag luncheons, and senior managers walking through workspaces. The survey is continually changed and improved based on formal and informal feedback from survey respondents as well as from users of survey results. The role employees perform is important and essential in shaping our future and ensuring our success.  Through their responses we are able to make specific and meaningful improvements. 

Recommendations: We view the Team Keyport Cultural Survey as a valuable tool in assessing our progress toward our Vision.  Keyport’s Vision communicates the motivation and employees provide the action to continue our quest for excellence in the field of undersea warfare.  We recommend the survey as a best practice for NAVSEA activities.
CORPORATE COMMUNICATIONS MANAGER

Andrew Demott, ademott@kpt.nuwc.navy.mil
NUWC Division Keyport

Purpose:  To provide a focused approach to communications, engendering consistent, effective communications that are a vital component of Keyport’s environment.  To ensure all components of the organization have access to knowledge critical to achieving our vision.

Process:  A Communications Process Improvement Team was assembled to look at improving communications with the workforce.  The work of this cross-functional team culminated in the establishment of a Corporate Communications Manager, reporting directly to Command.  The Communications Manager is specifically tasked to focus on establishing a systematic approach to communications, to improve communication processes to reach the entire Keyport team, provide tools and resources to supervisors and managers that facilitate communications, strengthen the responsibility and accountability for communications, and maximize the effective use of technology to deploy information and get feedback.   Information Updates are sent out every week or so.  The approach is to deploy the information in a way that people can choose whether or not to look at it based on their interest.  These regular e-mails have a brief description and link to each item, so people can decide whether or not to spend their time looking at individual items.  Updates are located on the Intranet where the information is accessible for a period of time.

Implementation History: Commander, NUWC Division chartered the Communications Process Improvement Team in August 1999. The Communications Manager oversees all forms of communication deployment, including Public Affairs, Keyport’s Intranet and secure network web pages, Keynotes newspaper, video materials, and all forms of media intended to reach our workforce.

Performance Metrics: Employee satisfaction is charted through Keyport’s Monthly Cultural Survey.

Lessons Learned:

· Open communication with senior management is desired by employees.

· Morale is improved by employee awareness of the events and activities of the Command, of Keyport’s progress toward its vision, including strategic and business plans, transitions and realignments, MILCON planning, quality of work life issues, personnel changes and overall information updates.

· Employee empowerment and productivity is enhanced by an informed workforce.

Recommendations:

The establishment of the Communications Officer is an important tool in strengthening our communications with the workforce.  We consider it a best practice for consideration by field activities.

BROWN BAG SESSIONS

Andrew Demott, ademott@kpt.nuwc.navy.mil
NUWC Division Keyport

Purpose:  Brown Bag Sessions allows for a type of Command “Management by Walking Around.”  Lunch time sessions provide for an open forum of information to be shared and questions asked by employees of Command and Executive Management. Discussions have included:

-A-76 studies


-President’s Quality Award Visit


-IMA Workload


-Torpedo Programs/ISEA realignment

-Promotion opportunities
-Personnel Demonstration Project

-Reinvigorating the Workforce
-Cafeteria food

-VERA/SIP



-Center of Excellence for UUV’s

-Navy Postgraduate School 
-NMCI

 Distance Learning 

-Workload stability

-BRAC




-Vertical Launch System Tube Trainer (VLSTT)

-Nanoose Range Issues

-Single Point Torpedo Management

Process: The Commander and Executive Director, NUWC Division Keyport, meet with employees at variable locations through the Station and off-sites.  Command shares information on new initiatives, news and information, and employees ask questions of interest.

Implementation History: Keyport has historically conducted Brown Bag Sessions as a communication link on issues affecting the workforce, and to address EEO Special Emphasis Awareness.  More recently, senior management has used this forum to interact one-on-one with employees, to hear concerns and opinions, and share information.
Performance Metrics: Metrics are reflected in the Team Keyport Monthly Cultural Survey in areas addressing:
Management Style 

Work Environment 

Employee Assessment 

Lessons Learned: Brown Bags are an effective means of Command interaction with employees to foster trust and enhance morale.  Employees have expressed appreciation for top management visiting their work spaces and sharing information on an informal level.

Recommendations: We view the Command Brown Bags, in conjunction with our overall communication initiatives, to be a valuable tool and recommend it as a best practice for NAVSEA activities.
Customer Satisfaction Assessment

Larry W. Weaver, weaver_larry_w@crane.navy.mil
NSWC Crane 

Purpose:  To continuously improve customer satisfaction with our current products and services and to provide future products and services relevant to future customer needs and expectations. 

Description:  

Approach:  A team of employees led by our Customer Goal Advocate developed Customer satisfaction questions.  This same team developed and documented a specific process for determining responses to this set of questions and for responding quickly to any problems or potential problems identified.  Goal Advocates are assigned to each of our strategic goals, one of which is Customer.  The question set, the measurement process, the response process, and the process for analysis and reporting results were presented to our activity Board of Directors for approval.  Specific designed goals established included:

(a) Identifying our customers’ perceptions with respect to our current product and service quality, cost, schedule compliance, responsiveness, value added, and our comparative value to the customer relative to other sources of support; 

(b) Determining the future relevance of our products and services to the customer;

(c) Providing an immediate response to problems identified; and 

(d) Sharing customer concerns across projects and across functional organizational units.  

Deployment:  Project managers, assigned to each of our major customers, document a summary of customer requirements and forward the summary to their respective Department Director and Directorate Director annually or whenever there is a significant change in customer requirements.  Project managers document their customer’s perceptions regarding our current performance relative to schedule, cost, quality, responsiveness, value added, and comparative value.  They also document their customer’s perception of the future relevance of our current products and services to their future requirements.  Our project managers provide this information to their respective Department Manager in a written report.  When problems are identified project managers take immediate action to resolve the problems and document the corrective action taken.  If significant problems are discovered project managers report them immediately and verbally to the appropriate level of management.

Department managers look for trends within projects and across multiple projects within their department.  Their goal is to respond appropriately to the first incident of a problem to prevent that problem from occurring in other projects.  Department managers also communicate with the customer organization at the appropriate level as a further check on customer satisfaction and to develop strong customer relationships.  Department Directors prepare department level reports and submit them to their respective Directorates.

Directorate Directors review the Department level reports of customer satisfaction looking for trends across Departments and submit Directorate level customer satisfaction results to the Customer Goal Advocate.  Directorate Directors also establish communication channels with the appropriate level of the customer organization.  The Customer Goal Advocate reports customer satisfaction measures and reviews customer issues at bimonthly Command Performance Reviews.  The overall process is designed to measure customer satisfaction in areas important to the customer and to Crane, to quickly respond to customer concerns, and to share information about customer concerns across the entire Command.

      Results:  Crane fully implemented the current process in May 1999.  The most recent Command level measurement was reported in May 2000.  During that one-year period our score increased from 90% to 93%.  

Lessons Learned: 

1. The process of frequent communication with the customer with a focus on both current performance and future relevance and rapid response to customer concerns is as important as the actual customer satisfaction score to improving organizational performance.

2. The process of sharing knowledge regarding individual customer concerns across projects, departments, and directorates serves as an early warning signal.  Concerns in one project can be corrected and the corrective action applied to other projects as appropriate as a preventive measure.

3. In the early phase of implementing such a process it is difficult for managers to “put themselves on report” by identifying a customer concern in their project or department.  The Command culture must accept the fact that problems will occur and encourage the reporting, resolution, and sharing of knowledge without punishing the messenger.

OPEN FORUM AND COMMAND CALL SESSIONS

David Chadwick,  ChadwickDN@supship.navy.mil
SUPSHIP Newport News

Purpose: Open forum sessions, scheduled for multiple purposes, and command calls, scheduled for addressing the work force on current issues of impact, are both used at SUPSHIP Newport News for two reasons.  First, it is the most direct way to get information to personnel without the risk of such being "filtered" by other transmitters, and secondly it provides employees an avenue for unfettered communication with the front office.  Additional benefit comes from the climate created by a commanding officer coming directly to employees with an openness to receive and respond to their concerns.

Process and steps: At least once a year an open forum covering safety, security, standards of conduct, EEO, and other matters of universal application is scheduled.  Topic presenters are assigned a time slot over a 3-hour or so period.  A large audience hall is secured through the Shipyard, and video recording is provided.  Command personnel are split into two sessions, one in the morning and one in the afternoon.  The final segment is a briefing by the Commanding Officer on recent workload and events of interest, followed by an open question and answer session with the CO.  In addition, at least once a year a command call is scheduled for the front office to brief attendees on the status of significant issues, share news pertinent to command operations, and outline future plans.  Such sessions are also set up in an audience hall twice a day, and video taped.  Again, a CO question and answer session from the floor is the final feature.

Implementation history: This practice has been continued for some years.

Performance metrics: While some merit may be found in trying to quantify attendance and audience participation, such measures are ultimately inconclusive.  Attendance is all hands, and is affected more by external issues (such as weather or emergent work) than employee satisfaction.  The number and length of questioning periods also is not telling, as anticipation of compelling issues and full handling of such in the presentation certainly reduce questions for clarification.  Ultimately, the best currently available metric would be the command's composite ratings under the " work issues/supervision" module of the command EEO/climate survey separately addressed.

Lessons learned: Increased use of projected charts and graphic depictions enhances communication and interest.  Feedback from written employee assessments, where done, aids speakers in better reaching the audience and understanding how they are being perceived.

Recommendations: Such information sessions should be retained, and a concise evaluation form used after each session routinely to gauge communication effectiveness and serve as a potential metric.  

CUSTOMER SURVEY

CDR Chris Harper, HarperCP@supship.navy.mil
SUPSHIP Newport News

Purpose: Our goal is to increase the awareness and satisfaction of our customers with the support and service SUPSHIPNN provides. We recognize to do this we must fully understand what our customers’ current needs and expectations are. It is also recognized that the customers' needs and expectations will change over time and it is necessary to periodically reevaluate these expectations to ensure SUPSHIPNN continues to provide outstanding support to our customers in the future. To that end, customer satisfaction began to be evaluated in 1998 by the utilization of customer surveys. To ensure our customers' future expectations are met, the command uses the process of continuous evaluation and improvement to evaluate the feedback received to determine the effectiveness of our processes and the customer surveys to measure them. Changes to processes and customer surveys are made where evaluation of the survey results prove changes are warranted.  

Process & Steps: The main phases of our customer survey process are listed below. Continuous refinement and improvement are integral parts of the process. 

(1) Design: Six universal survey questions, which pertain to the customer's satisfaction with the command's performance, have been developed and tested. These questions are included in each customer survey. Each Project Office includes in their surveys questions specific to their processes and customers.
(2) Deployment: Each Project Office has a matrix of customers with a periodicity for querying them. The periodicity ranges from: every evolution to yearly for long term planning efforts. Surveys are mailed or hand delivered by the representative Project Office utilizing the matrix schedule.   
(3) Analysis of results: Each Project Office processes the completed customer survey reports received from their customers. Negative marks or comments and questions are addressed with the customer and improvements are made to the processes employed by the project office and the customer survey where applicable. Quarterly each Project Office forwards the results of the six command questions to the Business and Production Review Department. 
Survey Evolution: The command and each project office has developed a set of values that they contribute to the processes in which they are involved. Customer survey questions are derived to evaluate the effectiveness of the command and project office at supporting these "Value Adds".

Lessons Learned: Lessons the Command has learned about the survey process include:   

· Involvement at all levels of leadership is important in supporting the customers’ needs and expectations.

· It is important that all customers are educated on what can be done to assist them and what is being done, since often efforts behind the scenes are otherwise not brought to the customers' attention. 

· Processes and customer expectations and needs differ drastically between project offices and therefore a standard command customer survey is neither effective nor warranted. 

· Of course our customers have great insight into their needs and expectations, however they also often have great insight into ways to improve our processes. Commands can greatly benefit from using the customer surveys to improve not only the satisfaction of the customers but also the final results of the commands' efforts.

The PIT Crew, Pillar Teams, & Leadership Council

Anders Tornberg, TornbergAC@mail.ports.navy.mil
Portsmouth Naval Shipyard

Purpose:  Portsmouth Naval Shipyard provides the U.S. nuclear-powered submarine Fleet with high quality, affordable, depot-level overhaul work (reactor servicing and system/component modernization, repair and testing) in a safe and timely manner.  Included in this is a full spectrum of in-house support services (engineering, quality assurance, production shops, unique capabilities and facilities, as well as extensive and sophisticated off-site support) serving an expanding number of Fleet requirements.


To support submarine overhauls, Portsmouth Naval Shipyard management is primarily production focused.  With that in mind, it should be no surprise that a majority of our process improvement efforts center on production processes.


Improving production processes involves everyone.  In fact, we have developed a management structure to facilitate process improvement.

Process & Steps:  Standard shipyard “line” style management is departmentalized and tends to be rigid.  Portsmouth Naval Shipyard has evolved a management system to enhance traditional management structure effectiveness.  The Portsmouth approach uses both the traditional management organization and a functional hierarchy to move from strategy definition to tactical operation.


At the most senior level is the Executive Steering Group (ESG).  The ESG’s purpose is to ensure that the Shipyard is meeting its overall mission.  It does this by developing an overall strategy for the Shipyard that changes on a real-time basis based on environmental factors and data.  The ESG meets regularly (about six times a month).  ESG membership includes Department Heads and labor organization presidents.


The next functional management level is the Leadership Council (LC).  The Leadership Council ensures Shipyard strategies and overall operations are tactically executed on a real time basis.  This includes creating a conduit of communications, direction and cross functional team support, prioritization of resources to ensure metrics are met and management of the overall coordination and the flawless execution of day to day operational readiness of all aspects of the yard.  The LC meets on a weekly basis and more periodically if needed.  LC membership consists of ESG members, senior managers in the support codes, and the representative of the Human Resource Center - Northeast.

Implementation History:  The Leadership Council has chartered 12 cross-functional teams called Pillar Teams.  (Other organizations may call them QMBs.)  Our Pillar Teams are aligned with, and responsible for, key process improvement.  Even at the Pillar Team level, practical aspects of process improvement remained elusive.  That’s because, ultimately, process improvement takes place at the working level – or there is no process improvement.  To that end, the Leadership Council championed one more team; a team of primarily first line production supervisors.  They were empowered to interface with any Pillar Team as well as other established Shipyard organizations.  This team came to be known as the PIT (Production Interface Team) Crew.  The PIT Crew took a very parochial look at what it was that kept first line supervisors from being more effective and efficient.  They took on those processes that promised the best opportunities for pay-off and ease of implementation. The PIT Crew used existing metrics where they could and designed their own where they had to.  They interfaced regularly with Pillar Teams and reported to the Leadership Council.  Results have been dramatic.

Performance Metrics:  Number of problems/projects chartered, number of problems/projects “worked”, and number of solutions/resolutions and process improvements.

Lessons Learned:  “All the easy problems have been fixed.”  Continued emphasis on progress with appropriate senior management interaction does produce results.
Recommendations:  Expand the scope to include interface with more production department support processes.

KNOCKOUT! PROCESS:

Rick Fuller, FullerRB@nnsy.navy.mil
Norfolk Naval Shipyard

Purpose: Knockout! is the shipyard’s high-impact way to improve project results and the work environment. The two goals of Knockouts are to change forever the way workers talk to managers and vice versa, and to quickly fix the things that keep workers from being productive. In a Knockout! session, the people who do the work create realistic solutions that management can approve immediately.  Workers identify the things that work and do not work. Workers create realistic solutions that we can implement now. Workers ask management to say “yes” or “no” now. If “yes,” workers implement; if “no,” workers create new solutions. Workers and Managers nail down implementation and accountability.

Process & Steps: A Sponsor’s Commitment Meeting is held to secure management commitment and select a planning team. A Planning team meeting is held to define objectives, scope, and boundaries, select participants, brainstorm potential issues, identify “Leader Panel” and “hotline experts”, and coordinate logistics.  The “Leader Panel” is made up of upper level managers who can make an on-the-spot decision regarding the recommendations from the group.  The “hotline experts” are people standing by as phone contacts during the Knockout Session to answer specific questions in their area of expertise.  The Knockout! Session is a three day session to develop the solutions to issues, get on the spot approval from the Leader Panel, and identify Champions to implement the solutions. Champions meet weekly to monitor implementation.

Implementation History: The first Knockout! was held in January 2000 .  The first Knockouts have been held on projects with plans to expand the process to shipyard Departments.

Performance Metrics: A scorecard is being developed to measure the number of solutions generated at each knockout, the number approved on the spot, and the number of approved solutions that are completely implemented within 90 days.  Presently, from the first group of knockouts, over 90% of the solutions were approved on the spot with 90% of those fully implemented within 3 months.

Lessons Learned: Many lessons learned are available from NNSY upon request.  The major lessons learned are:

· Train supervisors what to expect from the Knockout! that will change their managing role with subordinates
· Ensure the Leader Team is briefed ahead of time on the solutions being discussed.
· Brief the Leader Team on the process ahead of time and their expected behaviors. 
Recommendations: We consider this to be a “best practice” process suitable for many NAVSEA activities.  Successful implementation requires significant planning, preparation, facilitation skill and specific experience in the process. 

POC: Fuller Richard B NNSY [FullerRB@nnsy.navy.mil]

EMPLOYEE OPINION SURVEY 

Justin McLaughlin, mclaughlinjs@npt.nuwc.navy.mil
NUWC Division Newport

Purpose: Division Newport conducted its first Employee Opinion Survey (EOS) in 1996 to elicit the opinions and concerns of its employees and to identify organizational strengths and areas for improvement as a major step in its Journey of Change.  An EOS was used because employee feedback was seen as a vital component in the Division’s commitment to continuously improve the organization.

Process & Steps: The EOS process is much more than a survey.  It comprises eight main phases:

(1)
Design: ~220 items in 22 categories that address important areas, topics, and issues;

(2)
Deployment: major socialization effort to encourage employee participation;

(3)
Analysis of results: systematic and thorough assessment led by Survey Steering group; 

(4)
Focus groups: used to refine issues and identify underlying/root causes

(5)
Involvement: participation of all employee groups in crafting response initiatives; 

(6)
Monitoring: EOS POA&M incorporation in Quarterly Performance Review process;

(7)
Follow-up: regular reports on the status of initiatives undertaken using various media, and

(8)
Repetition: repeating the survey at a regular interval (24 to 36 months).

Implementation History: The EOS was developed and administered with the help of a nationally recognized firm, International Survey Research (ISR).  ISR has assisted Division Newport throughout the process.  They was selected because of their outstanding reputation and because of their normative database that allows comparison of Division Newport results with a variety of norms (national, R&D, Government Technology Composite, and organizations in transition).  The first EOS was conducted in 1996 and the second in 1998, 30 months after the first.  The third EOS will be conducted in March 2001, 33 months after the second.

Performance Metrics: The EOS results are organized and reported for organization, occupational, grade, supervisory level, duty station, and length of service groups.  The data are also segmented by demographic group (gender, age and racial/ethnic background).  The reports include comparisons of current survey data with previous surveys and with selected normative groups.  The data support a variety of trend, benchmarking, and comparative analyses.  EOS data has been incorporated in five Division Newport Balanced Scorecard performance measures, which use the national norm, the most challenging, as their baseline.  All EOS initiatives are included in a consolidated POA&M and performance to plan is monitored by the Commander and Executive Director during Quarterly Performance Reviews. 

Lessons Learned: The EOS process has resulted in many lessons learned that are available from Division Newport.  Some major lessons learned or issues to be considered in planning an EOS include:

· Aligning the goals of the EOS process with the organization's mission, vision, and goals. 

· Personal and continuous involvement of senior leadership is critical. 

· The greater the number of employees involved (at all levels), the greater the success of the process.

· Process visibility - communicate regularly about what has been done and what is planned.

· Support of a highly qualified support contractor is important to the process success.

· Selecting a survey cycle that aligns with other organizational cycles is important.

Recommendations:  The EOS process has become a critically important tool in understanding our organizational strengths and identifying areas for improvement.  It has involved all employee groups in identification of areas in which action is needed, development of improvement initiatives, and routine and regular monitoring of performance to plan success of those initiatives.  It is a major factor in our success.  We consider it a "best practice" suitable for use by other NAVSEA activities. 

SUPERVISORY PERFORMANCE FEEDBACK SURVEY

Justin McLaughlin, mclaughlinjs@npt.nuwc.navy.mil
NUWC Division Newport

Purpose: The Supervisory Performance Feedback Survey (SPFS) provides employees an anonymous means with which to communicate their assessment of supervisory performance.  It also provides supervisors with feedback they can use to guide their growth and development, and contributes to improved communications between supervisors and employees. It was developed in response to results from the 1996 EOS process that showed employee interest in evaluating their supervisors. It also addresses the call by the Personnel Demonstration Project, instituted at the Division in 1999, for "an anonymous instrument … for providing feedback to supervisors and managers on the impact of their behavior." 

Implementation History: The SPFS was conducted for the first time in FY98 and repeated in FY99 and FY00. A team of non-supervisory employees, who were assisted by organization development and effectiveness specialists, developed the SPFS. A commercial software tool, 20/20 Insight, was selected to support survey administration and feedback report generation.  A survey firm was used to process surveys and prepare feedback reports to ensure employee input anonymity and supervisor feedback-report confidentiality. The SPFS items are organized into categories: Communications, Employee Development, Interpersonal Skills, Work Skills, Ethics, and Business Issues.  The initial SPFS consisted of 28-items (including three open-ended questions); 12 items have been added. Employees provide effectiveness and importance responses for all items using a scale of 1 (ineffective/unimportant) to 4 (effective/important). The FY98 SPFS was conducted on paper, a PC-based version was introduced in FY99, and in FY99 over 90 percent of the surveys were completed using email. The upward reporting of selected results and the creation of Personal Development Plans (PDP) based on assessment of the feedback was incorporated in the process in FY99. To assist supervisors in identifying developmental tools, a lifelong learning resource site aligned with the SPFS categories was added to our Intranet in FY99. Advice and guidance on how to  benefit from the SPFS has been provided to supervisors in feedback sessions and supervisors have been given a 20/20 Insight-based software tool to use in development of their PDPs.

Process & Steps: In addition to routine steps of survey distribution, collection, report generation and distribution, and results analysis, the SPFS involves these steps: Ask, Listen, Think, Thank, Respond, Change, Involve, and Follow-up.  The SPFS is the ASKING and the feedback reports the LISTENING.  THINKING about what the feedback says, THANKING employees for participating, and RESPONDING by developing a plan that addresses what has been learned are next.  Preparing a self-assessment and PDP identifies the CHANGES planned. INVOLVING bosses and employees in what is done and regularly communicating, FOLLOWING-UP, completes the process. 
Performance Metrics: Performance metrics tracked include: (a) supervisor and employee participation rates; (b) Division-level average scores; and (c) the Division-level scores and gaps between effectiveness and importance scores for each item.  A SPFS metric is included in our Balanced Scorecard.  

Lessons Learned: Development, implementation, and improvement of the SPFS has resulted in many lessons learned that we will be happy to share.  The major lessons learned are:

· The SPFS represented a major cultural change - it requires significant socialization.  

· Schedule the SPFS to provide maximum separation from evaluation process events.

· SPFS visibility - communicate regularly about what has been done and what is planned.

· Tracking supervisor follow-up is an important step in the process- (we have more to do in this area).
· Some participants prefer paper surveys.  Making different survey media available is important.
Recommendations:  The SPFS has been an important employee empowerment tool.  It has contributed to improved communication between supervisors and their employees.  The improvement in Supervisory Category score measured in the 1998 EOS is assessed to be a consequence of the SPFS.  The use of a SPFS process is considered a "best practice" suitable for use by other NAVSEA activities   

OPEN FORUMS

Justin McLaughlin, mclaughlinjs@npt.nuwc.navy.mil
NUWC Division Newport
Purpose: The Open Forum process was established at Division Newport to provide an opportunity for the Commander (CO) and Executive Director (ED) to communicate with employees about organizational change issues and to answer questions posed by employees.  They are conducted to increase employee awareness about issues and knowledge on topics that are important to them and to Division. 

Process & Steps: There are three types of open forums: employee (or all hands), supervisor, and contractor.  There are typically 3 to 5 sessions a year: 3 all hands, 1 supervisor and 1 contractor.  They are conducted during the lunch period in the Division auditorium and last no more than one hour. The CO and ED jointly conduct the open forums, and subject matter experts from the Human Resources staff and other senior staff members support them.  The scheduling of an open forum session is normally driven by the need to address an emerging issue, the number of questions that have been submitted to the CO and ED, or simply the length of time since the last session.  Each session typically (but not always) includes one or more short presentations and a question and answer period during which questions submitted in advance, asked from the floor, or called in or faxed are addressed.  Questions addressed at the open forums have been used as the basis for articles and CO and ED columns in the Division newspaper, NUWSCOPE.   Briefings at recent open forums have addressed the status of Employee Opinion Survey initiatives, NAVSEA Corporate Strategy development, NUWC/NAVSEA Realignment, the Personnel Demonstration Project implementation at the Division, Funding Trends, CA studies, Regionalization, Core Equities, and the Supervisory Performance Feedback Survey.  All hands forums are televised to conference rooms throughout the Division, including our West Palm Beach detachment, and can be seen on our Intranet.  Dedicated phone lines allow employees who watch at satellite locations to call in or fax their questions.  All hands sessions are recorded (both video and audio) and the audiotape is transcribed.  Slides from formal presentations made and the verbatim transcript are placed on the Open Forum Intranet web page. 

Implementation History: Open Forums were first conducted in 1994. Motivation for them was largely provided by the need to communicate information about organizational changes that were occurring as a result of the Base Realignment and Closure (BRAC) process.  Open forums were one of the first steps of the Division's Journey of Change that were taken to empower employees by increasing the communication of information.  The importance of information communication was reinforced by the first Employee Opinion Survey in 1996 and open forums have evolved into a critical communication tool. 

Performance Metrics: Attendance and the number of questions submitted are two important measures.  Session participation is tracked and participants at both the main site and satellite locations are provided feedback forms with which to evaluate the session.  The data collected are compiled, including all comments, and placed on the Open Forum Intranet web page. 

Lessons Learned: 

· Employees have never complained about receiving too much quality information.

Recommendations:   Providing regular opportunities for employees to ask senior leaders about issues of concern to them is an important component in maintaining a sense of organizational openness.  Employee inability to question leadership frequently leads to an increase in distrust, which is detrimental to the health and future of the organization.  The open forum process at the Division is considered an important tool in building trust between management and employees and as such is assessed to be a best practice that other NAVSEA activities could adapt within their respective environments.

COMMANDER / EXECUTIVE DIRECTOR CALL PLAN

Justin McLaughlin, mclaughlinjs@npt.nuwc.navy.mil
NUWC Division Newport

Purpose: The Commander (CO) and Executive Director (ED) Call Plan was instituted to provide senior leadership an opportunity to regularly and routinely meet with working level employees in an informal setting to discuss issues of interest and concern to employees.  This process was created in response to findings from the 1998 Employee Opinion Survey (EOS) that suggested that senior leadership would benefit from increased interaction with employees.  

Process & Steps: The administrative support staffs of the CO and ED coordinate with individual branch and division heads to schedule the participation of the CO and ED in regularly scheduled branch and division meetings (which are called for by our Communications Model).  The branch and division heads are free to structure the meeting in any way they want.  Some supervisors have used the occasion as an opportunity to showcase the work that is being done in their workgroup with particular emphasis on the contribution of individuals and teams. Typically the CO and ED have an opportunity to talk about anything they want to address followed by a general question and answer session. Meetings normally last an hour.  A typical meeting has 15 to 20 attendees.  This provides a reasonable level of employee comfort while retaining a personal tone.  One person who keeps track of issues that are addressed normally supports the CO or ED at the meetings.  The CO and ED do not attend the same meetings. 

Implementation History: The Call Plan was added to the Division Communications Model in September 1999 as one of the mechanisms available with which to improve and enhance vertical and horizontal communications throughout the Division.  The process was implemented in October 1999.

Performance Metrics: Enthusiastic employee response to the process has been the most important measure of success.   The objective is to conduct between 25 and 50 calls each year.   

Lessons Learned: 

· Employees appreciate the opportunity to talk with senior leaders.

· Listening is important.  Senior leaders gain direct and first-hand information and insight about things that might go unnoticed or under appreciated in the executive suite.

· The process conveys an important message about senior leadership accessibility and the importance of communications, and provides a good example for other leaders to follow.

Recommendations:  The CO and ED Call Plan is one of many tools in the Division communications toolbox with which to measure and explore employee issues.  Used in conjunction with our other processes, it helps senior leadership stay in touch with the pulse of the Division.  As an integral part of our communication strategy, it is a Division "best practice."  Other organizations may also find it to be a valuable process. 

BROWN BAG LUNCHES 

Jane Booth, boothjm@npt.nuwc.navy.mil
NUWC Division Newport

Purpose:   Brown Bag Lunches were established to address issues that were raised during development of the Division Newport Affirmative Employment Plan by the Employee Opinion Survey process.  These processes revealed that employees were frequently poorly informed about issues of concern and importance to them.   The purpose of these sessions is to provide employees with information, guidance, and explanations of topics of interest to them.   Brown bag lunches are one of the many communications mechanisms listed in the Division Communications Model. 

Process & Steps: Brown bag lunches are based on employee interests.  Sessions are held during the employees' lunch break. Topics are selected as function of input from the EOS process and feedback provided to the Human Resources staff, including input from our bargaining units. All employees are invited to attend. The date, time, subject, and place of the sessions are publicized well in advance in order to notify all employees using our Intranet, bulletin and Division newspaper, NUWSCOPE.  Each session includes a question and answer period.  

Implementation History: The first Brown Bag Lunch was held in March 2000 and we have conducted approximately 1 per month.  Our intent is to continue this practice as long as attendance and interest warrants.  Topics covered by the lunchtime presentations given by Division subject matter experts have included: 

· Preparation of Applications for Division Long Term Training Programs 

· Demo Pay

· Field Team Assignments

· Division Promotion Policy

Performance Metrics: We monitor the number of employees who attend these sessions as a measure of interest level, and to help us determine whether to continue, increase, or discontinue this practice.

Lessons Learned: 

· Attendance at these sessions has ranged between 20 and 50 employees.  Attendees have shown high interest in the topics and participated actively in the questions and answers sessions.  It has shown that employees are willing to invest their lunchtime to gather information on topics important to their career advancement and personal development.  

· Programs of this sort are useful as long as there is a representative audience to participate.  As attendance declines, or topics of interest are exhausted, the effort for Brown Bag Lunches can be curtailed.

Recommendations:  Brown bag lunch sessions are a cost effective and efficient way of responding to employee interests.  By increasing employee awareness and knowledge about things that concern them, we are contributing to employee morale.  Increased employee knowledge also contributes to organizational effectiveness.  Adaptation of this process to the individual communications needs of other activities is recommended.

FAMILY FRIENDLY WORKPLACE INITIATIVES

Carole James, jamesca@npt.nuwc.navy.mil
NUWC Division Newport

Purpose:  The overall objectives of our Family Friendly Workplace Initiatives are the recruitment, motivation, and retention of a highly qualified and dedicated work force.  Division Newport believes that our employees are our most important asset, and that employees who are treated with concern, respect and understanding of the stresses in their lives will be more loyal, dedicated, productive and, consequently, more valuable to the organization. Therefore, the Division has placed great emphasis on creating and maintaining a work environment that is conducive to helping employees balance their professional and personal needs.

Process & Steps: Family Friendly Workplace Initiatives consist of several different programs involving a number of different aspects relative to balancing employee’s work life and family life.  These programs, each program of which has its procedures for employee participation, include:

· Alternative Work Schedules. 

· Part-Time Employment.

· Telecommuting.

· Family and Medical Leave. 

· Leave Sharing. 

· Wellness Program (including a fitness center).

· Employee Assistance Program (EAP).

· Lunch and Learn Seminars on topics pertinent to employee concerns.  

Implementation History: These programs have been implemented over an extended period of time as law and regulation allowed and as the opportunity arose.  As they were introduced, the necessary steps were taken to develop and implement them.  Components of our family friendly workplace initiatives, including our EAP and Wellness Program, have been recognized by OPM.

Performance Metrics: Evaluation of the Family Friendly Workplace Programs is conducted using a variety of formal and informal procedures.  Services provided under contract are monitored and evaluated through the use of periodic written reports, which contain data on participation rates, planned activities, and areas in need of management attention.  Individual educational workshops frequently use evaluation sheets to assess effectiveness and to identify ways to improve future offerings. The most effective evaluation and monitoring are done informally through day-to-day contacts with employees and their families. Feedback from this type of communication is directed to committees specifically established to collect and respond to it.

Lessons Learned: 

· Programs are more efficient when administered by a central control point.

· Program administrators need periodic training to keep abreast of program changes.

· To be truly successful, programs must be marketed (communicated and socialized).

· The success of the Family Friendly Programs is largely dependent upon the administration, hence the importance of administrators being kept well informed through training.

Recommendations:  Family friendly workplace initiatives contribute to employee morale and retention.  They are an important and cost effective investment in the Division's future.  Adaptation of all or some these initiatives is highly recommended. 

PERSONNEL DEMONSTRATION PROJECT

Fred Hussey, husseyfb@npt.nuwc.navy.mil
NUWC Division Newport

Purpose: The Naval Undersea Warfare Center joined with the Naval Surface Warfare Center, as Science and Technology Demonstration Laboratories, to establish a Personnel Demonstration Project (Demo) under legislation approved by Congress in 1997.  The overall goal of Demo is to implement a Human Resources Management System that facilitates mission execution and organizational excellence and responds to today's dynamic environment of downsizing, restructuring and closures.  Demo supports these objectives by recruiting and hiring, developing, utilizing, incentivizing and retaining high performing employees and adjusting workforce levels to meet program and organizational needs. 

Process: Demo achieves this goal through its five components: 

(1)
Classification/Pay-banding: GS-Grades have been replaced with three career-paths consisting of 5 or 6 levels or bands. Generic level descriptors have replaced position descriptions and hundreds of Office of Personnel Management (OPM) classification standards.  This simplified system streamlines the mechanics of classification, provides greater flexibility in pay-setting, and provides significant improvements in work assignment; it also provides pay flexibility to address organizational needs;

(2)
Performance Development: Demo emphasizes the development of employees so that they meet the changing needs of the organization and their career goals.  A two-level performance system makes performance appraisal less contentious and a multi-source feedback improves communications with customers.  Demo provides organizational resources to employees who have performance problems;

(3)
Incentive Pay: Incentive Pay (IP), a pool comprised of money traditionally paid as longevity increases, Quality Step Increases, and "in-band" promotions, provides managers and supervisors with significant performance recognition flexibility. IP is awarded to employees as continuing and bonus pay based upon their contributions relative to their salary levels; 

(4)
Reduction-In-Force: Reduction-In-Force rules have been simplified to make the process more understandable;

(5)
Competitive Examining & Appointment: Demo provides flexibilities in hiring procedures which ensure that the best candidates are hired quickly and fairly.

Implementation History: Each Warfare Center Division defined its Demo within the parameters established by the Federal Register.  Newport's Demo program has progressed through several stages:

(1)
Design: A steering committee and several subcommittees, all of which included union representation, defined the Newport program;

(2)
Negotiation: Agreement on Demo processes was reached with the bargaining unit representing engineers and scientists (63% of our population); the negotiated agreement was approved by a vote of bargaining unit members;

(3)
Training: Prior to conversion, all Demo managers and supervisors received 12 hours of training and all Demo employees received 4 hours of training; 

(4)
Conversion: All managers and all engineers and scientists, 74% of our population, were converted to Demo in September 1999. 

(5) 
Implementation: The first Performance Development cycle ended 31 Jul 2000, and the first IP cycle ended 12 Aug 2000

Performance Metrics: The Demo legislation requires a formal evaluation plan, which is being coordinated and conducted by OPM's Personnel Resources and Development Center (PRDC).  The focus of the evaluation is to determine whether the Demo results in a more effective personnel system and an assessment of the cost.  Data are gathered annually, including employee surveys, to support this assessment process.

Lessons Learned: The Demo process has resulted in many lessons learned that are available from Division Newport.  Some major lessons learned or issues to be considered in planning a Personnel Demo include:

(a) Constant communications with Demo employees and managers is necessary;

(b) Personal and continuous involvement of senior leadership is critical; 

(c) Inclusion of employees represented by the union is likely to be material in the Demo's success;

(d) Aligning Demo processes with the organization's mission, vision, and goals is important;

(e) Sharing of experiences between activities with Personnel Demos is essential. 

Recommendations:  The Personnel Demo is an important effort to align our HR program more closely with our mission.  It shows every indication that it will significantly improve our ability to attract and retain high performing employees and provide the flexibility to respond to the dynamic environment. We consider it a "best practice" suitable for use by other NAVSEA activities. 

Rapid Rate Reengineering (R3) Workshop

Kathy Timmermann, timmermannkj@ih.navy.mil
Surface Warfare Center Division, Indian Head

Purpose:  Our former process in initiating a reengineering effort was to charter a reengineering team and then put them through reengineering training before it began its task. The Rapid Rate Reengineering Workshop combines training with practice and makes it possible for up to three reengineering teams to participate in the workshop and arrive at redesigned processes and  implementation plans for those redesigns in just three days.  This allows the organization to devote the majority of its energy to implementation vice redesign.

Process and Steps:  The teams follow a structured approach which includes the following:

· Developing a Top-Down Flowchart

· Creating a Wall Map of the As-Is Process, including times for actual process steps and delays between steps

· Conducting a Value-Added Flow Analysis.  To be considered value-added, each step of the process must answer all three of the following questions with a "yes":  Does the customer care, is there a physical change, is it done right the first time?

· Developing a "blue sky" new process from the remaining value-added process steps

· Developing an action plan which takes us from the as-is to the blue sky.  Includes Strategies (what), Tactics (how), and Actions (who, by when), in the following areas:  materials, methods, manpower, machinery (can also use procedures, processes, people, policies)

At several points during the workshop, process owners and/or stakeholders are brought in to be briefed.  The workshop closes with a presentation to process owners and stakeholders on the to-be process and action plan, and a request for their support to make the change happen.  Team members serve as champions for the new process following the workshop.

Implementation:  The contractor (OPG, Inc.) who introduced IHDIV to Rapid Rate Reengineering was recommended to us in February 2000.  In April 2000 the first R3 Workshop was held; included were processes within the Financial Management, Facilities Management, and Product/Process Development Key Process Areas.  In June 2000 a workshop was held to redesign the Engineering Project process; this workshop included representatives of the Engineering Services and Energetics Manufacturing Key Process Areas.  

Performance Metrics:  Cycle time reduction.  It is expected that simply mapping the process will identify enough improvements to reduce cycle time by 25 percent; applying value-added criteria can easily achieve a 50 percent cycle time reduction; and with effort 75 percent reduction in cycle time can be achieved.

Lessons Learned:  Following each workshop, lessons learned are captured and applied to the next workshop.  Following the April workshop, it was noted that:

· Not all the “right people” were in the room

· Time devoted to implementation planning was too short

To address those concerns, a Pre-Workshop was developed and conducted by IHDIV employees.  The purpose of the Pre-Workshop was to complete the Top-Down Flowchart (first step in the R3 process), thus allowing more time in the workshop for implementation planning.  In addition, it would be easier to identify just who should participate in the workshop once that Top-Down flow was completed.  Following the June workshop, it was noted that the Pre-Workshops had had the additional benefit of more fully preparing the participants for the workshop; they had given thought to the process and were ready to capture more information about it.

The following lessons were learned following the June workshop:

· Difficult for process owners brought into the room to quickly grasp what team is presenting

· Scope of process may have been too broad 

These lessons learned will be addressed in the next workshop and in future efforts.

Point of Contact:
Kathy Timmermann




(301) 744-4127 (DSN:  354)




e-mail:  timmermannkj@ih.navy.mil

EMPLOYEE SURVEY

Roberta Spieler spielerRL@corona.navy.mil
Naval Warfare Assessment, Corona

Purpose:    Based on a goal to develop and maintain a highly motivated and diverse workforce recognized for excellence where all members work to their full potential, an employee satisfaction survey was conducted to develop a baseline from which we could measure our progress.  

Process & Steps: Several survey instruments were reviewed.  The final selection was the Minnesota Satisfaction Questionnaire (MSQ), a well-validated instrument covering a broad range of areas concerning 20 individual facts of job satisfaction.  Our EEOAC committee was contacted for suggestions on demographic-type questions that would be useful to them in future projects.  These questions and three open ended questions were attached to the standard MSQ instrument. (The open ended questions asked about the most and least satisfying aspects of the job, and if one change regarding the job could be made, what would it be.)   NPRST assisted with printing, distributing surveys, reminder cards, scanning, and analysis. 

Implementation History:  The results represent a snapshot of the time period from 1 October to 10 November 1999.  A follow-up survey utilizing an abbreviated version of the MSQ will be conducted in the near future.  

Performance Metrics:  The analysis of our survey results will serve as a baseline for progress.  The information in the areas such as creativity, independence, supervision, ability utilization, working conditions, and recognition, and demographics will enable us to focus on the most important areas affecting the workforce.  Along with telling us what areas are in need of improvement, the results have shown us what we do well.

Lessons Learned:  Lessons learned were: 

It is very important to communicate the survey results to the workforce; Ensure that the instrument selected will provide the information you want.

Recommendations:   We consider the employee survey is an excellent tool to hear the voice of the employee.  We consider it a best practice suitable for use by other NAVSEA activities.
ORGANIZATIONAL ASSESSMENT

Pamela Dittrick , dittrickpe@phnsy.navy.mil
Pearl Harbor Naval Shipyard and Intermediate Maintenance Facility

Purpose:  To listen to the people in our organization and determine what is working well and what needs improvement in the following areas:

· Personal (The People)

· Interpersonal (Trust)

· Managerial (Managerial Style and Skills)

· Organizational (Work processes/Job Design System; Organizational Structure; Information/ Communication System; Development/Selection System; Reward System; Decision Making System; Shared Mission and Strategy)


Process & Steps:

1. Determine Outcomes and Criteria - Selected a small team to determine the outcomes of the assessment, decide on criteria, determine sample population, and research and select the assessment tool/vendor.   The team decided to use Franklin Covey’s “Organizational Health Assessment” survey.

2. Tailor the Assessment Tool - PHNSY & IMF worked with Franklin Covey to tailor some questions to the organization and to include EEO questions. Participants could write comments in all areas of the survey.

3. Distribute and Collect the Surveys - Surveys were distributed and collected by PHNSY & IMF.  Almost half the organization’s population was surveyed (1,800 surveys were distributed).

4. Process the Results – Franklin Covey processed the results and produced assessment booklets.


Implementation History:

Franklin Covey consultants met with PHNSY & IMF top managers in a follow-up session to review the findings, ratings, and comments, and to develop an action plan.  Results from the follow-up session and action plan were incorporated into the PHNSY & IMF 2001 Business Plan as Goals and Objectives.

Performance Metrics: Obtained baseline measures in Personal; Interpersonal; Managerial; and Organizational categories and subcategories.  Also included were demographic results, General Satisfaction Trend, and Special Questions.  All comments written by participants were documented and included in the assessment booklet.


Lessons Learned: Distribute surveys to all people in the organization instead of a sample population. People who were not surveyed expressed interest in participating.

Recommendations:  

· Continue using the same survey annually.

· Incorporate action into the Command Strategic and Business Plans.

· Further develop the Employee Satisfaction metric.

COMMANDING OFFICER COACHING

Gary Hanning, HanningGW@supship.navy.mil
SUPSHIP Bath

Purpose:  The Commanding Officer Coaching sessions are a way for the commanding officer to meet each of his employees in a relaxed setting to discuss issues of importance to him and to request similar issues from them.  These meeting are part of the knowledge management initiative of our business plan.

Process & Steps:  The commanding officer holds meetings with small groups of employees (10-15) that belong to a common organizational branch or division.  These meetings are held with their supervisors in attendance.  The commanding officer begins with a presentation on a topic that concerns the Command.  This may be a talk on safety, production methods, philosophy of business or whatever he thinks will benefit the Command.  The employees are then asked to identify themselves and their jobs and then to comment on the topic at hand or on any topic that concerns them.  All problems are recorded, assigned to someone for action, and tracked until completed.  All responses and their actions are maintained on the Command intranet so that all employees can track their progress.  These series of discussions are continuous through the year.  We estimate that each employee will be able to have a face-to-face talk with the commanding officer three times each year.  

Implementation History: The first coaching session was held in January of this year. The first session, titled "Our Vision to an Enriched Future", discussed the missions and goals for the Command and how each employee's work helped to create our success.  The second session, titled "Benchmarking Corporate America" talked of how corporate America succeeds in business.  We are currently mid way through this second session.

Performance Metrics: To date, we have had 343 unique items identified by employees, with many employees identifying the same issues.  We have solved 20% of those identified and are working on the others.  The items fall in a wide range of topics, as shown in the accompanying graph.

Lessons Learned: We have learned many lessons from this exercise:

· This type of one-on-one communication is invaluable to a commanding officer.  The information cuts through the layers of command that might otherwise filter information.
· The talks are important to the employees.  They give the employees access to the top of the command and shows them that management has a need for their input.
· It gives management an insight into the frustrations and concerns of the employees.  Many of the items are worries over jobs, retirements or misunderstandings over why the Command is operating in a certain way.  The sessions help to clear the air.
Recommendations: We consider this to be a “best practice” process suitable for many NAVSEA activities.  Successful implementation requires significant planning, preparation, and facilitation skill. 

POC: Hanning, Gary W  SUPSHIP Bath [HanningGW@supship.navy.mil]

COMMAND INTRANET

Gary Hanning, HanningGW@supship.navy.mil
SUPSHIP Bath

Purpose:  The SUPSHIP Bath command intranet was established as a Knowledge Management pilot effort to compile the corporate knowledge and tools in the command into one, easily accessible location.  The intranet is part of the knowledge management initiative of our business plan.

Process & Steps:  The command's intranet was established to provide access to corporate data for all of the command's employees.  The intranet is located on a fast server and is connected via an internal network to the entire command and locations.  The intranet is comprised of a central backbone containing command information of use to all employees and links to offsite resources.  Each of the Command's departments has local web developers responsible for creating departmental websites that are part of the intranet.  Each of these developers is a member of a knowledge management initiative whose task is to create an intranet that is responsive to the needs of the Command. This initiative is part of the balanced scorecard for our business plan.  

Implementation History: The intranet was established in January of this year with emphasis placed on command-level information.  The Command Information System (CIS) area of the net contains topics such as manuals, instructions, notices, phonebooks, corporate policy, mission and vision statements and agendas for board of director meetings.  In March, individual departments brought their webs on-line and representatives from each department became part of an advisory council for setting policy and sharing information.  This council, in turn, became the sitting members of our balanced scorecard knowledge management initiative.  We are about to initiate full training for all employees on how to use the intranet and where to find the data they need.  The intranet is a continuing effort that we will hope to improve as time progresses.

Performance Metrics:   The intranet has multiple areas for reference, as shown
in the following table:

Command-level home pages 

22

Departmental home pages

11

Other groups and links

 6

With each home page having additional pages and each department's home page being the tip of a pyramid of pages, the intranet is growing larger every day.  We currently have well over 100 pages.  It is the duty of the members of the scorecard initiative to support that growth in a manageable and effective way.

Lessons Learned: We have learned many lessons from this exercise:

· The ability to have the information needed to do your job available in a single place is invaluable to a command.  The information cuts through the layers of command and organization that might otherwise filter information.
· The ability to easily find information reduces the tendency to store information in many locations.  By making certain individuals responsible for the information, we insure accuracy.
· Accurate and timely information empowers the employee and increases productive efficiency.
Recommendations: We consider this to be a “best practice” process suitable for many NAVSEA activities.  Successful implementation requires significant planning, preparation, and facilitation skill. 

POC: Hanning, Gary W., SUPSHIP Bath [HanningGW@supship.navy.mil]

YEARLY CLIMATE SURVEY

David Chadwick, ChadwickDN@supship.navy.mil
SUPSHIP Newport News

Purpose: The yearly EEO/climate survey serves many purposes - it provides invaluable data to management on employee perceptions about key indicators of the work climate and workplace culture; it provides the command EEO/HRM Task Force with targeted areas for action; and it reaffirms to personnel the command's concern for their workplace well being.

Process and steps: The survey is distributed to all civilian personnel on an annual basis,  This year personnel were given a period during the work day to complete the survey anonymously and turn it in.  Results are then tabulated under five survey components - advancement, discrimination, grievances/complaints/ sexual harassment, work issues/supervision, diversity, extremist/hate groups, and alcohol and harassment.  Mean scores are also provided by ethnic group, gender, and grade level.  The total results are then assessed in a written analysis for Task Force and management review and action, including determination of training needs.  

Implementation history: The survey was initially done in FY 1999.  Contractor provided diversity training was planned and held during FY 99 in 24 all hands sessions based in part on the results review.

Performance metrics: The initial FY 99 survey results form the baseline for assessing changes.  Mean scores for FY 2000 are being compared to scores from FY 99, not only in the eight categories noted, but also by ethnic group, gender, and grade breakdowns.  Significant changes will be tracked, and appropriate action taken as needed to address issues of note.

Lessons learned: As responses went up from 202 in FY99 to 295 in FY 00, we learned the best way to solicit input is by a "stand down" session in individual workplaces.  As far as substantive results from the FY 99 survey, five major points were cited as trends: there was a relative lack of optimism regarding advancement opportunities, especially with black and female respondents.; there was a marked perception amongst blacks and women, as opposed to whites and males, that general discrimination exists; there was a marked perception by whites that they are discriminated against as opposed to blacks; there was a significant difference in perception by women that sexual harassment occurs; and individual peers generally felt they get along well and do enjoy working here.  

Recommendations:  The survey be run for the foreseeable future and monitored against the FY 99 base line to determine trends and needed command actions.  Comparisons between ethnic and gender mean scores yield the initial "low hanging fruit".  Where results can be analyzed and personnel see and believe the command takes this process seriously, employee buy in will increase.  Tie in analysis with concrete follow up taskings.

PHD TRAVEL COMMITTEE

Elvin Spencer, SpencerEK@phdnswc.navy.mil
Naval Surface Warfare Center, Port Hueneme Division

Purpose:  PHD’s mission accomplishment requires a heavy travel schedule from our mission and support personnel.  PHD instituted a Travel Committee to address concerns and issues from both the travelers’ and the administrative perspectives in order to reduce the encumbrances and administrative costs associated with traveling.

Process & Steps:  The PHD Travel Committee is led by the Chief of Staff and includes representatives from the Travel Support organization and line codes, and the local PSD.  The Committee meets quarterly or as major issues arise, to discuss metrics reports, propose actions to correct problems, and hear complaints/requests.  Typical issues have included claim payment turnaround times, factors impacting credit card prompt payment, monitoring adherence to regulations (e.g., use of BOQ, rental car reservations and availability) and the process for certifying claims.  

Implementation History:  PHD has employed a Travel Committee for approximately 10 years.

Performance Metrics:  The Travel Committee uses metrics from many sources, including credit card billing and payment reports, financial system reports on travel claim processing and travel costs, surveys completed by travelers, and other inputs.

Lessons Learned:  The greatest value the PHD Travel Committee adds is as a communications pipeline between travelers and those administering travel support.  Web-based information and the Travel Advisory (published periodically to update requirements and information about TDY) have simplified the TDY process for PHD travelers.  The committee has also streamlined and standardized travel support processes across the command, resulting in faster, more efficient claims processing.  Involvement by non-PHD organizations such as PSD has also helped facilitate improvements in their procedures, further enhancing support to PHD travelers.

Recommendations:  The presence of a standing committee to address complex processes such as travel can greatly improve both the efficiency of the process and the requirements placed on process customers.  The Travel Committee is a very low cost initiative easily adopted by other activities, or adapted to other complex support processes.

PHD TASK ENVIRONMENT SURVEY

Patrick Dolan, DolanPM@phdnswc.navy.mil
Naval Surface Warfare Center, Port Hueneme Division

Purpose:  The Task Environment Survey (TES) is one of PHD’s periodic organizational assessment tools.  The TES provides PHD’s customers and constituents to express their views on PHD’s organizational quality, productivity, effectiveness and overall performance.

Process & Steps:  The survey instrument is updated each iteration before distribution to ship commanding officers, sponsors (primarily NAVSEA), contractors and other naval activities (fleets, shipyards, etc.).  The survey instrument measures respondents’ views on PHD’s performance, effectiveness,  mission difficulty, inter-organizational relationships, adaptability to change, employee effectiveness, customer confidence in PHD, and various environmental factors, among many other metrics.  An independent agency, the Rochester Institute, gathers the data and performs statistical analysis, trends analysis, causal modeling between certain variables, performance issues based on current data only.  They provide a preliminary report, executive summary and final report, and an oral briefing report by an Institute expert to PHD executives and senior leaders.  Results are then incorporated into strategic and tactical planning.

Implementation History:  PHD has implemented this survey eight times since 1982.  The basic survey instrument is updated each iteration, but remains largely the same.  

Performance Metrics:  In addition to the invaluable mission performance metrics collected and trended by this survey, PHD collects metrics on the number and types of respondents.  Metrics gathered by the survey are analyzed for current response period and for trends analysis over time.

Lessons Learned:  

1.  Identify key issues for the command and track trends over time, rather than focusing on current hot issues.  This allows trends analysis over time, which provides better insight as to organizational improvement or deterioration in customers’ perceptions.

2.  Focus survey questions carefully to ensure the survey instrument is of an appropriate length.  Find a balance of long enough to yield vital information, but not so long as to discourage potential respondents.

3.  Include questions that will allow analysis of possible drivers behind global indicators.  We learned quickly that changes in top level indicators tend to lead to more questions, rather than useable intelligence.  

4.  Segment the market to analyze differences in perceptions by various groups of customers.  This allows targeted improvement strategies.  For instance, top management’s perceptions often differ from customers’ perceptions.

5.  A 2-3 year cycle is optimal; annual is too frequent for meaningful change and 5 years is too long to allow more timely reaction to trends.

Recommendations:  Have an outside objective person/organization conduct the survey to encourage broader participation and more honest answers.  Demonstrate top management support of the survey; e.g., the PHD Commander sends a letter prior to survey distribution announcing the survey, requesting recipients’ support and demonstrating PHD’s commitment to using survey results to improve PHD’s services.  At the same time, leadership must be willing to accept and objectively consider potential negative feedback.  A process for integrating survey results into the command strategic planning process is vital.  
High Performance Leadership System

Rick Fuller, FullerRD@nnsy.navy.mil
Norfolk Naval Shipyard

Purpose:  In 1999, NNSY initiated a High Performance Leadership System (HPLS) to systematically align our quality principals, policies, tools, and practices to Baldrige performance criteria.  This initiative forms our long-term continuous improvement program, and resulted in NNSY becoming a PQA Program Finalist in 2000.  NNSY has continued to mature its HPLS, and has also initiated a Shipyard-wide program of self-assessments of key activities and work practices for continuous improvement in support of the Shipyard's Strategic Plan.

Process & Steps: The NNSY Leadership Organization uses a High Performance Leadership System (HPLS), which includes the Council, Committee, team organizations, and the organizational review process as the primary structure to set directions and seek future opportunities.   HPLS includes a performance management database application that stores organizational data upon which the Leadership Organization relies to make important decisions.  Our HPLS process begins with strategic planning during which mission, measurable visions, guiding principles, strategic evaluations, and prioritized strategic performance goals and strategic action plans are developed. The NNSY Leadership Council and representatives from the six HPLS teams conduct monthly Performance Reviews using trends of strategic performance measures, organizational health measures, and Shipyard operational measures in the HPLS database. The NNSY Leadership Council, leadership teams, and functional departments take timely, corrective and preventative actions to ensure that the NNSY mission, vision, guiding principles and strategic goals are achieved as planned. Collectively, these measures ensure that NNSY systematically evaluates its overall “State of Health”.

Implementation History: The preliminary steps were taken in early 1999 with our first HPLS guide published in August of 1999.  A revised HPLS guide was published in August of 2000.  We expect to update our guide annually as the system matures in our organization.

Performance Metrics:  The HPLS performance management database enables NNSY leadership to review a single measurement system that consolidates information from all Shipyard departments.   This data comes from operational and project management systems that are an integral part of managing day-to-day Shipyard activities. 

Lessons Learned: Many lessons learned are available from NNSY upon request.  The major lesson learned is that to integrate this system into practice takes a major cultural change, without which departments will not embrace such a sweeping change to business practices.
Recommendations: We consider this to be a “best practice” process suitable for many NAVSEA activities.  

COMPETITIVE COST COMPARISON AND BENCHMARKING
Jim Colebank, colebankjw@psns.navy.mil
Puget Sound Naval Shipyard Best Practices

Purpose: To reduce total operating costs and create the best value for the customer through use of benchmarking and cost comparison techniques.

Process & Steps: Competitive Cost Comparison and Benchmark Division (Code 1250) is a NAVSEA pilot program site that was formally established in July 1997 (fully staffed in January 1998). The team provides a full range of services from providing cost estimates and other cost data to accomplishing cost comparison and benchmark studies to customers both internal and external to PSNS. They are encouraged to search for and pursue "out of the box" solutions and innovations to PSNS problems and processes. A basic tenet of Code 1250 is that the organization must interact and communicate with other existing PSNS process improvement related organizations and programs within as well outside PSNS successfully. This practice has identified over $5.5M in actual savings by using and promoting benchmark and cost comparison techniques.
Performance Metrics: Over the past two years, the Team has identified over $21.5M in potential savings and $5.5M in actual validated savings which equates to about a 2.5 to 1 return on investment (actual saving /budget).
Previously recognition of this Best Practice includes:

Listed as a Best Practice on BPIL web site www.bpil.navsea.navy.mil

Feb 2000 NAVSEA CPI "Best Practice"
Recommendations: Applicable to all activities.

POC: Jim Colebank

Phone Number: 360) 476-7096

DSN Phone Number: 439-7096

POC E-mail Address: colebankjw@psns.navy.mil
Applying Malcolm Baldrige National Quality Award Criteria

Phil Landesberg (Code 092)

NOSSA

Purpose:  To apply the Malcolm Baldrige National Quality Award (MBNQA) Criteria to assess Command performance in order to focus on continual improvement of the products and services provided to customers.
Process & Steps:  NOSSA developed a Performance Management Cycle to drive continual assessment and improvement of performance.  The Performance Management Cycle provides a link for planning for the future, measurement, assessment, and improvement initiatives.  The MBNQA Criteria were chosen as a means of Command assessment because they provide a comprehensive set of management requirements.  The following steps have been taken to date:

1.  Defined a statement of aim to set direction.

2.  Developed Guiding Principles and Key Success Factors to guide management action and provide a common basis for interpreting the MBNQA Criteria.

3.  Selected a self-assessment report format that identifies opportunities and plans for improvement.

4.  Held a series of All Hands meetings to explain the self-assessment process.

5.  The following actions are planned:

6.  Incorporate goals areas of the NAVSEA Strategic Plan in developing opportunities for improvement

7.  Prepare draft self-assessment report and post on LAN to obtain feedback from employees; also obtain feedback from key stakeholders

8.  Make changes as appropriate to the self-assessment report

9.  Submit an updated version of the self-assessment report to the NAVSEA IG prior to the Command Performance Inspection

Lessons Learned:  This process provides a means for aligning guidance in the NAVSEA Strategic Plan with Command plans for improvement.

POC: Mr. Phil Landesberg, NOSSA 092, DSN 354-6078 X106.

BALANCED SCORECARD PROCESS

Robert White, bwhite@kpt.nuwc.navy.mil
NUWC Division Keyport

Purpose:  To provide performance measurement data in several critical areas to build a COMNUWC level Balanced Scorecard.  The intent is for the Division to feed business, technical and financial data that was being used by the organization as input to the balanced scorecard.

Process:  Senior leaders at Keyport select measure of progress for the six COMNUWC scorecard perspectives and annually set targets for each of them.  The perspectives currently in use by COMNUWC are: Stakeholder, Customer, Financial, Internal Business, Learning and Growth and Overall Command perspectives.  The senior leaders then determine which actions will drive them toward the targets, identify the measures that apply to those drivers from the six perspectives, and establish the short-term goal that will mark progress toward our strategic goals.

Implementation History: In early 1998, COMNUWC requested that Division Keyport and Division Newport provide performance measurement data in several critical areas to build a Command level Balanced Scorecard. 

Performance Metrics: Performance metrics, some of which feed the Balanced Scorecard, are developed at various levels of the organization for Keyport specific requirements, are linked to our Strategic Plan and are utilized as a tool to assess progress in achieving strategic goals and objectives.  Performance Metrics are reviewed and managed by Keyport’s senior leaders on a quarterly basis, at Board of Director meetings, technical briefing sessions, and during the course of various operational program reviews and meetings.  Measures selected by the Board of Directors for corporate level review change periodically as the strategic goals and objectives, budget strategy and business planning, human resources and capital investment planning are updated.

Lessons Learned: In November 1999, our top managers determined the need to further align the Balanced Scorecard metrics with our Strategic Plan.  In response, the Business Services Group has developed a Balanced Scorecard structure that accomplishes this assignment, as well as, maintains the discipline and principles of balanced performance metrics, and aligns with NUWC and NAVSEA business initiatives and interests.

Recommendation:  NUWC Division Keyport recommends this practice for implementation at all NAVSEA activities as a tool to assess progress in achieving strategic goals and objectives.

EXTERNAL CUSTOMER SURVEY

Frances Cole, cole@kpt.nuwc.navy.mil
NUWC Division Keyport

Purpose:  The Division Keyport External Customer Survey Process was implemented as a formal method to assess customer satisfaction.  The process was designed to help gain a better understanding of customer needs and to provide an additional mechanism for identifying ways to improve customer satisfaction, indicators to better address customer support issues, monitor changes occurring in the Fleet, identify opportunities to improve products/services, and serve to monitor customer satisfaction.   This initiative will change and improve customer/supplier relationships.

Process: The survey is conducted on a yearly cycle initiated at the end of the calendar year.  Tabulated and analyzed results are reported and distributed so that necessary corrective and preventive actions can be developed.  Keyport’s external customer survey questions solicit scores, comments, and trends relative to nine performance factors.  The factors help identify actionable information that is linked to key operating processes with cost, schedule, and performance effectiveness implications.  The customer also rates how important a particular factor is in achieving overall satisfaction.  The relative importance helps the Division determine improvement priorities.  The nine factors are:

1. Technical performance (quality) of our products and services.

2. Timeliness of deliveries.

3. Value added to the product or service in relation to our cost.

4. Our understanding of your expectations and requirements.

5. Our ability to communicate effectively with customers.

6. The right people communicating with customers.

7. Our attitude, responsiveness, and accountability.

8. Technical capability of our personnel

9. Comparison of our performance, cost, schedule to similar private and government activities 

The customer performance rating is expressed numerically from 1 to 10 with 10 being “excellent” and 1 being “terrible.” An overall customer satisfaction indicator is derived by averaging the numerical rating of all nine performance factors.  Customer comments and suggestions are also gathered on the survey, and compiled and analyzed to highlight customer “likes” and “dislikes.”  This year 199 customer surveys were sent out, with return and analysis of these surveys ongoing.  The Commander, Executive Director, Deputy Executive Director, Customer Advocate Group, and technical points of contact review customer survey data as it is received.  If a significant problem is identified, the Executive Director immediately responds with a personal follow-up letter or personal visit to the customer. For a routine response, the assigned Customer Agent makes customer contact within days of receiving the survey to extend Keyport’s appreciation for completing the survey and identifying any actions planned for implementing improvements based upon the feedback.  As appropriate, meetings are scheduled with customers and senior Group-level managers to review progress of the improvement actions. 

Implementation History: The External Customer Survey Process was initiated in 1991, and has been continually improved.  Improvements include modifications to survey questions in order to better understand customer satisfaction and dissatisfaction; transfer of the responsibility for results analysis from a third party to the Customer Agent familiar with the customer and products/services produced; and development of an “Organizational Scorecard.” 

Performance Metrics: Metrics are charted through the “Organizational Scorecard” for each of the Groups, providing a high level look at their results and improvement areas. Current improvement initiatives aim towards managing external customer surveys and their analysis through a Web-based environment. This Web-based environment will offer a real time review of the most current satisfaction statistics. 

Lessons Learned: We realize it is not only important to capture customer feedback, but it is vital to use the data to drive improvement efforts. The report identifies trends and helps place proper priority on responding to areas of suggested improvement. The Program concept has been expanded by placing On-Site Representatives (OSRs) in many of our key customer offices. 
Recommendations:  Keyport’s approach for understanding customer expectations and obtaining feedback is tied to operational, support and management processes.  These processes incorporate planning sessions with the customer, direct program manager interaction, ad hoc meetings to discuss lessons learned, and process improvement teams and internal department initiatives aimed at improving customer satisfaction.  We recommend this process as a best practice.
USE OF MALCOLM BALDRIGE NATIONAL QUALITY AWARD CRITERIA FOR COMMAND PERFORMANCE INSPECTIONS

B. Wayne Ripley,  RipleyBW@supship.navy.mil
SUPSHIP Newport News

Purpose:  To apply the Malcolm Baldrige National Quality Award (MBNQA) criteria in order to assess command performance and provide continuous improvement of our products and services.

Process & Steps: 

· Formed a Unit Self Assessment (USA) team to coordinate strategy and efforts.

· Trained selected personnel in the MBNQA criteria.

· Commenced development of command metrics.

· Re-instituted employee and customer surveys.

· NAVSEA IG performed Command Performance Inspection (CPI).

· After CPI, USA team selected several critical areas for improvement.
· Improvement plan developed; teams established to act on areas for improvement.

· Established a Command Improvement Council (CIC) to assist the Supervisor and Deputy Supervisor in developing strategies and plans.

· NAVSEA IG follow-up provided additional recommendations.  

· Established an Executive Steering Committee (ESC) to assist the Supervisor and Deputy Supervisor in executing strategies and plans.

· Determined Critical Success Factors for the command.

· MBNQA process ongoing

Implementation:  The USA became a baseline for improvement efforts.  After the initial CPI and follow-up visit command efforts were re-focused to involve more senior leaders.

Performance Metrics:  All departments have developed performance metrics; some also function as command metrics.  Determining “value adds” was critical in determining our metrics (i.e., process being measured must provide added value to the customer.)

Benefits:  

· Aligns improvement efforts within the SUPSHIP & NAVSEA community.

· Provides a balanced, complete view (internal & external) of command performance.

· Enhances the command’s efforts of corporate alignment with NAVSEA.

· Share information/”Best Practices,” leverage off similar organization’s efforts.

· Maintains focus on need for continuous improvement.

Lessons Learned: 
· Obtain senior level management commitment early.

· Prepare USA early and build on it.  Make it a “living” document. 

· Participate in assessments of other organizations to benefit through the experience of others, and to more quickly and thoroughly reach an understanding of the criteria.

Point of Contact:
B. Wayne Ripley, (757) 380-4481, ripleybw@supship.navy.mil
Private Sector "Complimentary" Partnerships

Ernest Dickson, DicksonEF@mail.ports.navy.mil
Portsmouth Naval Shipyard

Purpose:  Portsmouth Naval Shipyard provides the U.S. nuclear-powered submarine Fleet with high quality, affordable, depot-level overhaul work (reactor servicing and system/component modernization, repair and testing) in a safe and timely manner.  Included in this is a full spectrum of in-house support services (engineering, quality assurance, production shops, unique capabilities and facilities, as well as extensive and sophisticated off-site support) serving an expanding number of Fleet requirements.

Portsmouth Naval Shipyard has come to recognize the strategic and economic value of mutually beneficial, complimentary partnerships with other organizations.  Not surprisingly, certain functions are better performed by organizations outside Portsmouth Naval Shipyard.  On the other hand, Portsmouth performs many functions, unique or otherwise considerably more efficiently or effectively.


Our experience with partnerships reflects a deliberate approach to each opportunity and from the standpoint of creating honest, “win-win” partnerships.

Process & Steps:  Because each partnership exists for different reasons and to produce different results, the process through which partnership agreements are created will vary considerably.  However, in each case, the series of events that proceeds a partnership agreement, is relatively the same and, in fact, can be flowcharted in an Partnership Agreement Initiating Process.

Partnership Agreement Initiating Process



While the above process seems simple, each step is a complex process in its own right.  And each time the process is tailored to the situation as is warranted.  Following is one example of a complimentary partnership that was mutually beneficial to the stakeholders.

Implementation History:  In the interest of brevity, only one partnership agreement will be addressed; one we have with Electric Boat Corporation in Groton, CT.


The initial Memorandum of Agreement (MOA) signed April 17, 1998 between Electric Boat Corporation (EBC) and Portsmouth Naval Shipyard (PNS) under provisions of Title 10 USC Sec 2474 with the objective of improving affordability and effectiveness of life cycle support in the Northeast Region.  This would be done by reengineering industrial processes and adopting best business and management practices.


The MOA was modified in February 1999 without reference to Title 10 USC Sec 2474 and tailored after a similar MOA between Newport News and Norfolk Naval Shipyard.


To go beyond borrowing EBC labor as needed, an additional meeting between EBC and PNS was held at Naval Underwater Warfare Center in Newport RI on March 10, 1999.  The meeting resulted in a proof of concept plan for execution of two concurrent Selected restricted Availabilities (SRAs) at SUBASE New London – USS ANNAPOLIS (SSN 760) assigned to PNS and USS MEMPHIS (SSN 691) awarded to EBC.  Best practices would be used for division of labor for each SRA; i.e. best practice at the Ship Work List Items Number level.

Subsequently, EBC and PNS have agreed to:

· Establish management oversight and working groups to address follow-on initiatives.

· Continue dialog by meeting biweekly (VTC or site visits) that include SUPSHIPS, SUBGROUP2, and Director Northeast Regional Maintenance Representatives.

· Continue to identify PNS workforce requirements and borrow resources as necessary – Resource Sharing.

· Develop common production work execution standards.

Performance Metrics:  These concurrent SRAs were executed September through December 1999.  During SRA work execution, an additional $559,634 of CSMP work (backlog) was completed.  Also, several improvement opportunities were identified from this complimentary effort that are currently be assessed for future efforts.

Net savings were applied to backlog of Ships’ Force and Intermediate Maintenance Facility (Consolidated Ships Maintenance Program – CSMP) workload on each boat.  The objective was to provide additional work to the customer (COMSUBLANT), without an increase in price and to set the stage for more significant, long-term, joint ventures.

Lessons Learned:  A thoroughly well-thought out partnership arrangement between a government owned, not-for-profit, shipyard and privately owned, for-profit shipyard can result in mutually improved performance with the customer a the direct beneficiary and, in the long term, the U.S. Taxpayer as well.

Recommendation:  As a result of our partnership success, the following initiatives with EBC offer potential opportunities for all stakeholders.

· Contract with EB to perform specific work of PNS SRA SSN 719 in execution at SUBASE New London.

· Identify work on two EB awarded SRAs - USS DALLAS (SSN 700) & USS PITTSBURGH (SSN 720) – under new legislation that allows a public depot to do work for a commercial contractor for nuclear related work; Title 10 USC 2553.

· EBC has agreed to use PNS Ship Availability Planning and Engineering Center (SHAPEC) paper in the execution of submarine maintenance in the future.

· PNS and EBC developed a consolidated Workload and Resources Report that identifies joint workload and available workforce.

· PNS and EBC have a contract by where the manufacturing of many unique and/or experimental rubber gaskets are performed by PNS using special equipment.

· Continue Resource Sharing and actions necessary to make the complimentary partnership process more seamless.
CUSTOMER SURVEY

Robert Johnson, johnsonrr@npt.nuwc.navy.mil
NUWC Division Newport

Purpose: Division Newport’s first strategic goal is to increase customer loyalty. We recognize that we must fully understand and satisfy our customers’ needs in the near term while anticipating and preparing for their future requirements.  To that end, the Division implemented a customer survey process in FY96 to measure the satisfaction and loyalty of our customers.

Process & Steps: The main phases of our customer survey process are listed below. Continuous refinement and improvement are integral parts of the process. 

1. Design: Survey questions are developed based on recommendations from our Customer Satisfaction and Loyalty Team and approval from the Commander and Executive Director(CO/ED).

2. Deployment: Customer lists that include sponsors, end-users, and stakeholders are developed.  Surveys are mailed or hand delivered.  Reminders are provided to customers who have not replied.

3. Analysis of results: Scores from all surveys are logged in a database. Surveys with marks that are all good or above are forwarded to Principal Investigators via their chain of command. Customers are sent a letter of appreciation for answering the survey. Surveys with any mark of Fair or below or with negative comments are sent to the CO/ED for follow-up.

4. Follow-up: The CO/ED contact the customer if the survey has low marks.  Their phone call notes are forwarded with a formal action item to the appropriate department for corrective action.  Action items are tracked to completion.

5. Monitoring: Customer Survey and follow-up corrective action status is reviewed with each department at Quarterly Performance Reviews.

6. Reporting:  An Annual Report is prepared; it is sent to Principal Investigators (PI) and product line managers and to customers who request it;  the report is available to all employees on our Intranet.

7. Repetition: The survey is conducted at end of each fiscal year. 

Implementation History: The survey was conducted for all Division customers from FY96 to FY99 and for selected customer segments in FY00.  In FY00 we refined our survey and process and were assist in our efforts by a nationally recognized consultant.  As a result of that work, we have developed separate surveys for our three customer types; sponsors, end-users (the Fleet), and stakeholders.  We have added open-ended questions to get better feedback and have added questions on referrals and repeat business to better measure customer loyalty.  The new surveys and processes will be used in FY01.

Performance Metrics: The first part of the Customer Survey asks the customer to rate delivery of our products and services for Technical Performance, Timeliness, Cost, Innovation, Responsiveness, and Senior Management Access. The second part asks them to evaluate Division Newport as a Team Player, Honest Broker, Technical Leader and Innovative Organization.  We ask them to rank the importance of each set of rating factors and also include questions on our Overall Performance and Rating Relative to Similar Organizations.  A space for comments is also included.  

Lessons Learned: Lessons the Division has learned about the survey process include:   

· Personal and continuous involvement of senior leadership is critical.

· PIs should be educated on the importance of customer loyalty through customer loyalty training. 

· Support from a highly qualified consultant is important.

· Use of a cross-department team to socialize the survey process within the Division is helpful.

Recommendations: Our customer survey has become one of our primary tools in our efforts to improve customer satisfaction and loyalty at all levels of the organization.  We consider it a “best practice” suitable for use at other NAVSEA activities.

ISO 14001 ENVIRONMENTAL MANAGEMENT SYSTEM 

Susan Beal, bealsm@npt.nuwc.navy.mil
NUWC Division Newport

Purpose:  The implementation of ISO 14001 was undertaken to create an Environmental Management System (EMS) based on a structured systematic approach to environmental management.  An EMS provides a system for managing and improving environmental performance and it increases identification and timely resolution of environmental compliance issues.

Process & Steps: The Division Newport Environmental Steering Committee committed to implementing ISO 14001 in 1997.  An ISO 14001 Implementation Team was formed comprised of the Environmental Management Representative Designee and Department EMS Points-of-Contact.  The steps involved in implementing an EMS based on the requirements set forth in the ISO 14001 standard included:

a) Conducting a Gap Analysis

b) Designing the system

c) Developing an EMS Manual and Procedures

d) Developing documents identified from the Gap Analysis

e) Implementing the EMS throughout the command

f) Auditing the EMS against the ISO 14001 standard

g) Conducting a Management Review of the EMS

Implementation History:  ISO 14001 implementation began in October 1997 and took 30 months to complete.  A team approach was used to integrate ISO 14001 requirements with Division business processes.  During this period, the Division participated in the DoD ISO 14001 Pilot Project.  ISO 14001 Registration was granted to the Division by a third party registrar on 2 May 2000.  The Division is the first DoD activity to register all its activities at one site to the ISO 14001 standard.

Performance Metrics:  Metrics have been developed for the objectives and targets identified under the EMS.  Metrics have been identified at both the Division and department levels.  Progress on these metrics is reported to the Commander and Executive Director on a quarterly basis.

Lessons Learned:  The ISO 14001 Implementation process has resulted in many lessons learned.  Some major lessons learned or issues to be considered in implementing in EMS include:

a) Take a systematic approach to implementing the EMS.  The “Plan” stage is the most important part of implementation.

b) Be prepared for resistance from both employees and management.  To be successful you must obtain senior management buy-in.  Perseverance is key.

c) There will be a continuous cycle of reviewing, revising, and building upon the original EMS during the implementation process.

d) Track EMS implementation costs as well as any cost savings/cost avoidances realized as a benefit of implementation.

e) Provide EMS awareness training early in the implementation process.

f) Develop an electronic document control system.

g) Explain the difference between “compliance” and a “management system.”  Most people understand what is expected from a compliance viewpoint, but do not know what an EMS is in comparison.

h) Define EMS terminology and be very explicit in explaining the elements of the EMS.  EMS terminology can be confusing. Assume that people do not know what you are taking about.

Recommendations:  We consider ISO 14001 suitable for many NAVSEA activities.  ISO 14001 is an international standard that provides the framework for implementing an EMS.  ISO 14001 is flexible and can be tailored to an activity’s business processes.  Successful implementation requires significant planning, preparation, commitment, and specific knowledge and experience in EMS implementation. 

EXTERNAL SCAN

Beth Miller, millerre@npt.nuwc.navy.mil
NUWC Division Newport

Purpose: The External Scan is conducted annually at Division Newport to document technical, policy and regulatory drivers that define the environment in which we will operate over a planning period and is used by line and staff organizations in the formulation of their business unit plans.  It is an essential element of the Division’s annual 5-Year and Business planning processes.

Process & Steps: The External Scan report is produced prior to issuance of the planning guidance developed by the Commander and Executive Director.  It is the culmination of a scanning process that is performed throughout the year.  Results of the process are reported bimonthly by the Flash Brief, an electronic newsletter highlighting key recent information, by the Division's Strategic Management Information Center (SMIC), a component of the Corporate Strategy Development Staff.  Steps in the process are:

Step 1 – Perform a major scan of doctrine, high level Navy guidance, Congressional activity, technological breakthroughs/trends, customer activity, business/industry trends, and a relevant set of socioeconomic drivers with the potential to impact the Defense, Navy and undersea warfare sectors.  Key participants in this phase include knowledge specialists and analysts.

Step 2 – Assess potential impact on Division Newport and identify possible scenarios and wildcards.

Step 3 – Document the formal scan in the annual External Scan report and deploy throughout the   organization as a process stage in Business and 5-Year plan development.

Implementation History: The External Scan process was formalized in FY96 when the first report was generated.  Before FY96, external drivers were documented and communicated to the organization through the annual Commander’s and Executive Director’s Planning Guidance. 

Performance Metrics: Currency and quality of data and relevance of the major drivers identified in the External Scan are the measures used to continue improvement of the External Scan report.

Lessons Learned: The formalization of the external scanning process in FY96 has been of considerable value in the continuing improvement of the Business and 5-Year Planning processes.  The External Scan supports development of plans within the context of a commonly understood external environment.  The documentation provides information and knowledge to all elements of the organization involved in the planning process and is an important element of the Division’s knowledge sharing process.

Recommendations: The External Scan is an important Element of the Division's Strategic Management Process. The External Scanning Process has been shared with NAVSEA and PEOs in support of the NAVSEA Business Plan development and an External Scan element of the new NAVSEA Business Planning Process has been identified.  Use of this process by other NAVSEA activities is recommended.
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BALANCED SCORECARD

Beth Miller, millerre@npt.nuwc.navy.mil
NUWC Division Newport

Purpose:  The Division Newport Balanced Scorecard (BSC) is a system of key measures that provide a comprehensive and multi-dimensional assessment of progress toward mission, vision, and goal attainment. Our BSC is a key element of our Strategic Management process, in which continuous improvement is a critical and constant objective.
Process: A BSC is an alternative to traditional control and performance measurement systems. The BSC concept is based on work done by David Kaplan and Robert Norton as initially reported in the Harvard Business Review. The basic tenets of the concept derive from studies done in benchmarking, best-in-class performance measurement, and performance management techniques. 

Our BSC process addresses the design, development, and quarterly assessment of BSC results

Step 1 - Develop, revise, or validate current BSC objectives, metrics and long term performance  goals, and establish annual targets.  (4th Qtr CFY)

Step 2 - Include BSC objectives and measures in Business Planning and annual 5-Year Plan development.

Step 3 - Implement measurement process and reporting mechanisms.

Step 4 - Conduct quarterly review of BSC results and take corrective action as required based on results assessment.

Step 5 - Develop and deploy annual BSC results throughout organization.

Implementation History: The Division took the lead among Navy activities in linking performance measurement with the planning process in 1994 when it developed an enterprise-level system of performance measures. This initiative was consonant with the tenets of the Government Performance and Results Act of 1993. The measures were used as indicators of the overall organizational health and to assess progress toward achieving the strategic goals.  The BSC approach to performance measurement was implemented in 1997, in conjunction with creation of our Strategic Plan, to strengthen the Division’s performance measurement system.  Since the 1997 planning cycle each directorate and department has developed a department-specific BSC that is aligned, but not duplicative, with the Division BSC.  Quarterly review of Division, directorate, and department BSC metrics are conducted as part of the Quarterly Performance Review (QPR) process that provides an opportunity to assess and, if necessary, redirect action needed to keep the Division moving toward goal attainment.

Performance Metrics: BSC results are developed, validated, and reviewed on a quarterly basis at the Division and department/directorate levels.  Management decisions and corrective action selection are based on the results.

Lessons Learned: Senior leadership support is essential for successful implementation of a performance measurement system such as the BSC.  The strength of the BSC tool is that it provides indicators of progress toward achievement of the enterprise’s vision and strategic goals, while also providing tactical performance results.  Strong linkage to the Division’s strategic management process has ensured measures are directing initiatives essential to overall enterprise success.
Recommendations:  Division Newport has benefited from implementation and use of the BSC as a key element of our strategic management process.  Deployment of BSC results has strengthened overall organizational effectiveness and the communication process at the Division.  The BSC helps to keep employees informed about the performance of the Division and to show them how their efforts aligned with the direction articulated by Division leadership.  We consider the BSC implementation process a ‘best practice’ suitable for use by other NAVSEA activities.  Division Newport has strong participation on the NAVSEA team working to develop and implement a Corporate BSC as an adjunct to the new NAVSEA Strategic Plan.
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QUARTERLY PERFORMANCE REVIEW (QPR)

Beth Miller, millerre@npt.nuwc.navy.mil
NUWC Division Newport

Purpose:  The Quarterly Performance Reviews (QPR) are conducted by the Commander and Executive Director with directorate and department heads to assess business and technical health and performance against 5-year plans and operating targets.  QPRs address program highlights, BSC measures, customer survey data, and Employee Opinion Survey, safety and environmental and core equity sustainment initiatives.

Process and Steps: The QPR process provides a standard format for data organization and presentation that focuses on key business and technical performance elements.  It melds review of the departmental cascading BSCs with requisite assessment of technical and functional program performance.  The QPR uses a red/yellow/green (RYG) assessment system.  The process facilitates fast-paced face-to-face meetings that focus on resolving issues and making decisions.  Discussion during the QPRs concentrate on items assessed yellow or red with acknowledgement of green assessments as indications of success and progress.  The QPR process allows the performance review of organizations as large as 800+ employees with $200M of revenue to be conducted within a one-hour framework.  Major sections of the QPR format include:

· Section I: 
Balanced Scorecard Review (departmental) 

· Section II:
Key Current Technical Program Evaluation 

· Section II:
4% Wedge Initiatives 
· Section IV:
Key Operating Metrics 
· Section V: 
Technical and Business Issues 

· Section VI:
Highlights 
Implementation History - The QPR was implemented in FY96.  It was redesigned in FY00 to better focus discussion and make better use of meeting time.  The redesign involved adapting the concept of the business unit ‘roll call’ that was presented by IBM at NAVSEA Commanders Forum VI.  Implementation of the roll-call template has significantly improved the substance and conduct and increased the utility of the QPR meetings. 

Lessons Learned – Use of a standard format eliminates the need for departments to prepare costly individual presentations for the quarterly meetings.  The format is facilitated by use of our Executive Business Information System (EBIS) to extract current fiscal and human resource data.  The RYG assessment, with critical accompanying data, focuses discussion on issues whose resolution will contribute to overall organizational effectiveness improvement.  Commander and Executive Director leadership of the process assures committed participation by all line and senior staff managers.

Recommendations:  The QPR process is an important element of the Division’s systematic performance measurement process.  Division Newport was an early-adopter of the roll-call concept briefed at NAVSEA’s Commanders Forum.  We recommend that the implementation and usage process be considered a ‘best practice’ suitable for use by other NAVSEA activities.
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BENCHMARKING AND COMPARATIVE ANALYSIS PROCESS

Beth Miller,  millerre@npt.nuwc.navy.mil
NUWC Division Newport

Purpose: We conduct periodic comparative analyses of government and industry performance against certain corporate performance measures and participate in formal benchmarking studies as part of our strategic management and external scanning processes.  We do this to learn from best practitioners in technical and business management processes and to develop and validate understanding of our progress toward achieving organizational effectiveness improvement goals.  

Process and Steps:  Comparative assessments are conducted on a quarterly basis and focus on other Navy Warfare Center Division business performance consisting of standard fiscal and performance measures and ratios.  This process provides us with significant information and creates an opportunity for discussion within the warfare center community.  The Division has broadened the scope of this comparative analysis to include comparisons with  industry groups and individual corporations.  Findings developed during the last 3 years have indicated that the Division has made significant progress toward positioning ourselves as a lean, technically capable member in the USW community.  It has also provided information on companies and industry groups that have achieved greater efficiency.  The results of our efforts have encouraged us to extend our participation to more formal benchmarking studies.

Implementation History:  Division Newport conducted its first comparative analyses with other government activities in FY96.  Analysis of industry performance ratios commenced in FY98, as we implemented more and more business practices in response to the challenge from NAVSEA and Navy to “run like a business.”  Participation in formal benchmarking studies has been limited because of cost, but Newport has derived valuable learning from participation in a formal IT benchmarking study and a formal Knowledge Management Study that have impacted strategic planning and resource decisions.

Lessons Learned:  Understanding of relative performance provides significant benefit to the Division and helps us to focus on practices that accrue maximum improvement in organizational performance.  We have learned which indicators to watch most closely to ensure current and future organizational health.  Formal benchmarking study participation has helped develop learning partnerships with other government and industry practice leaders.

Recommendations:  We consider this methodology a ‘best practice’ suitable for use by other NAVSEA activities.
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				Totals as of 02/04/00

				Coaching Topics		Incomplete		Working		Complete		Total

				Quality Assurance Issues		22						22

				Business or Logistics Issues		21						21

				Test and Trial Problems		20						20

				Human Resourses (HRO)		18				1		19

				Environmental and Facilities Concerns		18				1		19

				Support Services Issues (Admin, Strategic, PMT, etc.)		18				1		19

				Management Issues		17				1		18

				Information Technology (IT)		17				1		18

				Planning Concerns		14						14

				Project Management Issues		5						5

				Engineering and technical problems		3						3

				Change Process Concerns		2						2

						175		0		5		180





March 1

		

				Totals as of 03/01/00

				Coaching Topics		Incomplete		Working		Complete		Total

				Management Issues		44				2		46

				Human Resourses (HRO)		34				2		36

				Information Technology (IT)		23				10		33

				Environmental and Facilities Concerns		26				2		28

				Planning Concerns		27						27

				Support Services Issues (Admin, Strategic, PMT, etc.)		23				1		24

				Business or Logistics Issues		22						22

				Quality Assurance Issues		22						22

				Project Management Issues		20						20

				Test and Trial Problems		20						20

				Engineering and technical problems		3						3

				Change Process Concerns		2						2

						266		0		17		283
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				Totals as of 03/13/00

				Coaching Topics		Incomplete		Working		Complete		Total

				Management Issues		48				5		53

				Human Resourses (HRO)		26				18		44

				Information Technology (IT)		14		9		17		40

				Engineering and technical problems		21				13		34

				Environmental and Facilities Concerns		16		9		6		31

				Planning Concerns		27						27

				Support Services Issues (Admin, Strategic, PMT, etc.)		18		1		6		25

				Business or Logistics Issues		21				2		23

				Quality Assurance Issues		21		1				22

				Project Management Issues		18		2		1		21

				Test and Trial Problems		20						20

				Change Process Concerns		2		1				3

						252		23		68		343





Chart-Totals

		Management Issues		Management Issues		Management Issues

		Human Resourses (HRO)		Human Resourses (HRO)		Human Resourses (HRO)

		Information Technology (IT)		Information Technology (IT)		Information Technology (IT)

		Engineering and technical problems		Engineering and technical problems		Engineering and technical problems

		Environmental and Facilities Concerns		Environmental and Facilities Concerns		Environmental and Facilities Concerns

		Planning Concerns		Planning Concerns		Planning Concerns

		Support Services Issues (Admin, Strategic, PMT, etc.)		Support Services Issues (Admin, Strategic, PMT, etc.)		Support Services Issues (Admin, Strategic, PMT, etc.)

		Business or Logistics Issues		Business or Logistics Issues		Business or Logistics Issues

		Quality Assurance Issues		Quality Assurance Issues		Quality Assurance Issues

		Project Management Issues		Project Management Issues		Project Management Issues

		Test and Trial Problems		Test and Trial Problems		Test and Trial Problems

		Change Process Concerns		Change Process Concerns		Change Process Concerns



Incomplete

Working

Complete

Topics

Number of Items

48

5

26

18

14

9

17

21

13

16

9

6

27

18

1

6

21

2

21

1

18

2

1

20

2

1



Chart-Cumulative

		Feb 4		Feb 4		Feb 4		Feb 4

		Mar 3		Mar 3		Mar 3		Mar 3

		Mar 13		Mar 13		Mar 13		Mar 13



Totals

Complete

In Progress

Incomplete

Sample Dates

Numbers of Items

180

5

0

175

283

17

0

266

343

68

23

252



Coaching Totals

		

				Cumulative Totals

				Coaching Topics Dates		Incomplete		Working		Complete		Total

				Feb 4		175		0		5		180

				Mar 3		266		0		17		283

				Mar 13		252		23		68		343

				6-Jun

						693		23		90		806






