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Executive Summary

This document provides the background and action plan to improve Naval Sea Systems Command overall alignment through a planned process of communication and training across the various management levels of our organizations.  Results of the Alignment Assessment survey in late 2003 point to a need to more broadly communicate the mission, goals and initiatives of the Command across and throughout NAVSEA organizations.  The planned deployment of a new civilian personnel system, with its performance management aspects sets a parallel need to increase dialog among managers and employees about Command mission, goals and objectives.  Rather then create a number of adhoc approaches to improving alignment and getting ready for NSPS, Command leadership (the NEC) requested a review and recommendations to improve Rewards and Recognition, Performance Accountability and Innovation in our managers and employees.  The reports of this review (for Teams A and B) are complete and ready for implementation – these are identified as the Second Level in this Plan.  

This Plan sets expectations for senior leaders and line managers of the Command.  It sets a process where Command alignment and initiative objectives, discussions, understanding and feedback are required across organizations.  The three Levels identified in the Plan require action on the part of each organization to complete this communication process.

Training will be a key component of the Navy roll-out of the NSPS personnel system.  While we do not expect formal Navy-level training until the July 04 timeframe, the actions in this plan to improve alignment are very similar to actions needed to get ready for NSPS.  We will take advantage of this similarity and use our communication and training strategy to both deploy our Command alignment initiatives more fully and to help our managers get ready for NSPS.  Our training recommendations focus on manager/employee communications and dialog that lead to broader understanding of Command initiatives, alignment and performance expectations and management.

There will be metrics to track and measure the deployment of the actions in this Plan.  The Second Level actions are complete; the First and Third Levels need to complete by the June timeframe so that, if approved by OSD and Navy, the NSPS training can begin in July 2004.

SCOPE:

This plan provides guidance regarding the management, coordination, and execution of communication and training within NAVSEA in support of Phase 4 alignment efforts.  Improving our alignment is necessary to accelerate gains in productivity and efficiency that will result from our transformation.   The actions to be taken to improve our alignment are Phase 4 alignment efforts and are a part of the 2004 Commander’s Guidance.

The results from the recent NAVSEA alignment surveys indicate that improved communications within organizations and within the Command (NAVSEA, its affiliated PEOs, Warfare Centers and Shipyards) is a significant factor necessary to improve our overall alignment with NAVSEA and Navy goals and objectives.  The survey results also indicated that the method and channel for various forms of communication are key factors in improving our overall alignment.   There are three-levels of on-going effort where alignment strategies and communication must be interlaced in order to achieve improved alignment:

First: the Commander’s Guidance for 2004 will address key initiatives such as:

· Technical Authority – completion of deployment and improvement of alignment and acceptance

· Shipyard Transformation and Productivity Improvements – ensure the roll-out of this Phase 2 alignment initiative is understood, accepted and effective across all organizational layers

· Warfare Center Product Area Leadership, Work Acceptance Process and Productivity Improvements – ensure the Phase 2 alignment initiative is understood, accepted and effective across all organizational layers

· Command Lines of Business – Improve the understanding and deployment of process consolidation, improvement and best practices – some of which are Phase 3 alignment initiatives and some of which will result from actions in the 2004 Commander’s Guidance.

Second:  Special Teams were created to work key focus areas of:

· Rewards and Recognition and Performance Accountability – Team A

· Innovation – Team B

These Teams’ recommendations and actions are now complete and available for use with this Communication Training Strategy and Plan.  (SEA 10 can provide copies)

Third:  Each Line Organization reviewed their organization’s results of the alignment assessment and prepared Action Plans to address shortfalls and highlight best practices within their organization.  In the next steps, each organization will more specifically describe the tasks, timelines and milestones required to ensure improved alignment.

These three-levels of effort are focused on diagnosing and making improvements in support of the overall effort to increase alignment, productivity and efficiency.   In the First Level, we assigned specific Command Leaders to define and complete the efforts across their Organizations.  In the Second Level, we created two Teams to cover the three Command-wide focus areas.  The outcome of the Second Level Teams needs to be quickly communicated to the Command – in support of both the First Level and Third Level tasks.   The results of the Second Level Teams must will be quickly and clearly communicated to the Leaders of the First and Third level efforts – to reduce stove-piped and unique outcomes.  

DISCUSSION:

The second-round of the alignment assessment will be taken in August 2004.  This Communication Plan seeks to create coordinated products so that the Command can best explain and complete the Three Levels above and be ready for NSPS.   It addresses three key communication attributes: 

· Understanding the target audience

· Determining the appropriate channels of communications

· Establishing a correct timeline for communications

Understanding the Target Audience:

Identifying the target audiences is key to defining the content and establishing the timeline and frequency for effective communications.  Listed below are recommendations for content and frequency of effective communications with various target audiences: 

1.  Second Line Supervisors: 
Our alignment survey results indicated that effective communication with second level supervisors is a key component of executing our alignment initiatives.   The second level supervisors are the enablers for execution of the various initiatives.  Direct communication from senior leadership to second line supervisors is necessary.   The message should be tailored to provide complete understanding of the initiative and the role of the second level supervisors.  It must also express the expectations that senior leadership has for second level supervisors in executing the initiative.  We need to create communication packages with tools that will allow second level supervisors to effectively convey the message to their own teams and direct-reports.  Communication with second-level supervisors should occur frequently to ensure execution of initiatives is well underway.  The leaders of the First, Second and Third Level efforts mentioned above are responsible for the creation of these packages.  The Scope paragraphs above highlight the needed sequencing.  This level of communication also includes work to achieve better mission alignment, better productivity and preparation for management participation in NSPS.

2.  First Line Supervisors:

Our first line supervisors are the link to the general workforce and should be provided as many resources as possible to communicate the Command initiatives to the general workforce.  They should be given the opportunity to meet with their leadership to ensure full understanding of the 2004 Commander’s Guidance and key initiatives.  Communication between first and second level supervisors should occur to effectively execute assigned actions.  A key goal is to enhance the knowledge, understanding, role and initiative acceptance of the second line supervisors and managers by providing information to effectively understand key initiatives and facilitate dialog and communication between the levels.

3.  Work Force:
Our general workforce is highly dedicated to accomplishing the Command mission.  They execute both innovation and process change.  While management sets the overall direction and guidance to specific initiatives, it is the general workforce that executes the changes desired.  Direct communication through their chain of command is important in this process.  Group meetings led by supervisors/department heads to communicate one-on-one the Commander’s Guidance and the Command initiatives is encouraged.  The content of the communication package should be to relate the work of the general workforce to each of the First, Second and Third Level initiatives above and to the larger goal of NAVSEA increasing our overall alignment, productivity and efficiency.   Targeted follow-up communication after group meetings is encouraged to reinforce desired behaviors. 

Determining the appropriate Channels of Communication:
Channels of communication are: direct, indirect and mass communication. 

An example of direct communication is a departmental/unit meeting that focuses on the 2004 Commander’s Guidance for 2004 or the key initiatives in the First Level, or with emphasis on Performance Accountability, Rewards and Recognition, and Innovation information from the Second Level.  Supervisors should lead direct communication tasks with their direct reports.  


Indirect communication can be made up of targeted emails to work groups that convey key initiatives and the Command-wide status of the initiatives. Creative ways for indirect communication for Accountability, Recognition and Rewards, and Innovation should be encouraged at the second and first line supervisor levels.  These would include bulletin boards, brown bags, and use of management councils as other indirect methods to communicate key initiatives.

Mass communication can be used as an opportunity to send the same message to everyone at the same time.  Examples are all-hands emails, newsletter articles, or Web site updates.  Mass communications are not an effective method for communicating concepts and actions for execution but may be used by senior leadership to establish high-level goals, overall initiatives, and leadership support. 

Establishing a correct Timeline for Communications:

To ensure that the Phase 4 initiatives outlined in the 2004 Commander’s Guidance are well understood and being applied to our everyday jobs, each audience group should be reached by direct, indirect, or mass communications every two weeks for the next six months. 

Timing of communications should be scheduled to ensure that all groups associated with a specific initiative receive the message at the same time.  

EXPECTED COMMUNICATIONS PRODUCTS:

From the First Level Initiatives:

· Information for second line and first line supervisors on how to execute the major initiatives in terms of 5 key categories (Understanding the initiatives, Individual Roles, Support for the initiatives, Tools and Resources needed, and Rewards and Recognition) for the key roles in the initiatives.
· It is the responsibility of the initiative leaders to provide the basic information needed to improve the deployment of their initiatives.
From the Second Level Teams:

· Command-wide guidance (for leaders, second, first line supervisors and workforce) on how each initiative leader and organization is to approach these three aspects  (Rewards and Recognition, Performance Accountability, and Innovation).
· The reports of Teams A and B are available from SEA 10.  These Teams suggested approaches that employ the new aspects of NSPS as well as general actions that can be deployed now.
From the Third Level Organization Efforts:

· Use the products of the above efforts as first-choice when discussing the specific initiatives with second and first line supervisors and the workforce.

· Augment with communications matched to your organizational needs.

· Emphasize communications with second and first line supervisors in addition to such products as all-hands emails.

The Warfare Centers are not constrained by the Navy schedule for NSPS roll-out.  Improvement in the alignment assessment in the Warfare Centers should proceed as above, with emphasis on the fact that the personnel demonstration programs have aspects of performance management that lend themselves to adoption of Teams’ A and B recommendations.  Where possible, new performance factors, designed and communicated to improve alignment, mission accomplishment, accountability, innovation, and rewards and recognition are to be adopted by Warfare Centers.

TRAINING ASPECTS OF PHASE 4 ALIGNMENT

Scope:  

This section of the strategy and plan supports Phase 4’s alignment and productivity efforts by providing competency framework for first and second level supervisors.  This will assist our managers to participate more broadly in Command initiatives and to get ready for NSPS.  The following elements that will guide our focused training and improvement efforts are:
· Strategy that guides all Phase 4 alignment initiatives  

· Framework to focus and unite first and second level supervisors and the workforce

· Process to apply the strategy

· Behaviors that will provide a foundation for results

· Leadership roles and responsibilities

· Enabling system to integrate and apply principles and other components

We must establish organizational climates that encourage our first and second line supervisors to support improved productivity in our Navy mission, to innovate and experiment where risk assessments tell us it’s appropriate to do so.  Our employees want to believe in our supervisory leadership.  They must believe that leadership’s word can be trusted, that we will do what we say, that we are excited and enthusiastic about the direction in which the Command is headed, and that we can demonstrate the knowledge and skill to lead.  In essence, this is what our employees stated in the survey on how NAVSEA leadership can improve the efficiency and effectiveness of NAVSEA; and, is foundational as we embark on the new human resources management system. 

The Target Audience and Strategy

First and second level supervisors are key to the success of our alignment initiatives in Phase 4.  They are the enablers who mobilize the workforce, operationalize Command vision/goals at the Directorate/PEO level, and inextricably connect with the process of innovation, of bringing out new ideas, methods, or solutions into use.  Innovation means change, and change requires leadership.  Successful change requires effective leadership communication to cultivate a pervasive awareness and acceptance of the change.  Effectively communicating reduces resistance, increases acceptance and support by building credibility.  

First, it is imperative our supervisors’ (first/second level) and the workforce understand how the Directorates/PEOs; Warfare Centers and Shipyards transformation plans and realignment has created an agile and responsive organization, the expectations from the CNO and how Vice Admiral Balisle plans to continue to streamline and lead the 2004 transformation.  A “NAVSEA and Its Organization” seminar package will be developed to cover these topics along with highlighting 2003 accomplishments; Command initiatives/innovative processes.  It will include the Genesys Survey and the relationship between survey results and alignment improvements and the new human resource management system; and close with describing the new leadership paradigm/role in today’s business environment.  This package will be made available across the Command, and is expected to be understood and briefed by our managers and supervisors.

A similar package will be prepared, with the assistance of these initiative leaders, that outlines the content and expectations for the Command Initiatives mentioned in the First Level of the communications strategy/plan.  These are:

· Technical Authority – the processes, policy and authorities that the Command has established to define and “warrant” specific experts to make decisions and provide options to resolve technical issues

· Shipyard Transformation and Productivity Improvements – the improvements in shipyard processes and productivity that will speed the repair work and save Navy dollars.  This Phase 2 alignment initiative needs to be understood, accepted, adopted and effective across all organizational layers

· Warfare Center Product Area Leadership, Work Acceptance Process and Productivity Improvements – the business process and leadership changes deployed in the Phase 2 alignment initiative are understood, accepted and effective across all organizational layers

· Command Lines of Business – improve the understanding and deployment of process consolidation, improvement and best practices – some of which are Phase 3 alignment initiatives and some of which will result from actions in the 2004 Commander’s Guidance.

Using these seminar packages, Directorate/PEO leadership will continue the dialogue with first and second level supervisors to create a cascading leadership network that fosters communication, agreement, and teamwork.  Key to the understanding of NAVSEA alignment and its effects on our mission accomplishment is the understanding of how each organization contributes to the total outcome of the Command.  This creates a consistent understanding in the workforce that addresses how their organization aligns with NAVSEA’s mission and illustrates how the workforce’s interest and values are served by the shared vision of the future.  

Through this series of workforce briefings and meetings, supervisors will make workforce connections to roles and responsibilities, workforce competencies and behaviors as they relate to improved alignment (from the survey content).   This effort will also help prepare managers and employees to understand and relate the seven NSPS factors (technical competence, cooperation/teamwork, communication, customer care, resource management, leadership/supervisor, contribution to mission accomplishment) to both improved alignment and the soon-to-be-deployed NSPS personnel system.

The seminar package will be available in March, with added information on the four key initiatives above.   With that in hand, we would expect to see cascading leadership-supervisory-workforce discussions that build a shared organizational context.  
Group meetings would utilize a communication package that addresses 2004 Commander’s Guidance, key initiatives,  organizational alignment/goals, and individual and mutual support roles for achieving mission and goals.  In addition, with Command guidance, organizations will
 conduct focused supervisory skills workshops utilizing various learning methods in the areas of:

· Interpersonal Communication

· Coaching and Developing Others

· Conflict Resolution Skills

· Change Management

· Facilitative Teamwork Skills

· Performance Problems and Feedback

· New Leadership Paradigm (style and competencies)

These communication and training efforts will precede the formal NSPS training that should start in July.  Figure (1) below outlines the integrated schedule for alignment improvement, NSPS training and deployment and the second-round of the Genesys alignment assessment.  Organization metrics – showing progress on achieving the communications and training goials – will be identified and reported.
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