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NAVSEA COMMAND ALIGNMENT  – PHASE 4

TEAM “B” STRATEGY AND IMPLEMENTATIONS PLAN

A.
SCOPE:

This plan provides analysis, recommendations and guidance from Team B on the execution of Phase 4 of the NAVSEA Command Alignment.  This report covers the three areas of the Command (HQ/PEOs, Warfare Centers and Naval Shipyards) that participated in the alignment assessment, but the report recommendations need to be adopted by all Command organizations.  It provides Team B’s assessment and recommendations for establishing a culture of Innovation throughout the NAVSEA Command.  

B. 
BACKGROUND:  


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


The Phase 4 Realignment is intended to:

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

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

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

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

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

6. Use the results of our Phase 4 work to jump-start the deployment of NSPS, including near-term communication and training of managers and workforce.

On 20 January 2004 COMNAVSEA also established two teams to address three Command-wide issues identified in the survey and directed the teams to present proposed actions to correct misalignments at the NAVSEA Commanders Conference on 25-26 February 2004.  The teams were as follows:

· Performance Accountability and Rewards and Recognition (Team A)

· Establishing a Culture of Innovation (Team B)


This document provides the final report for Team B.

C. 
WHAT IS INNOVATION? 

Before Team B could answer the challenge of improving our culture of Innovation, we needed to address the actual definition of Innovation.   What was it that we were trying to improve?  How would we recognize progress?   Through much discussion and the help of Mr. John Kao, a recognized expert in the area of Innovation, Team B concluded that in reality, Innovation is simply a means to get to a desired future state.   Innovation is the act of creativity with the intention to add value in pursuit of a desired end state.  Figure (1) shows us that every organization will ultimately transform to a new structure and culture, either by design or simply through changes in the environment.  As organizations establish a vision for the future, and a business model designed to drive the organization in that direction, Innovation is the catalyst that generates the transformational ideas and concepts necessary to reach that desired future.  
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Figure (1)


Innovation is also a bottoms-up concept.  While leadership can, and must, define the future state and vision for the organization, the innovative concepts that help transform the organization will likely come from those employees that are closest to implementing and executing our business and work processes.  


The recommendations in this report are focused on improving our emphasis and awareness on the need for Innovation as a critical element of our transformational plans throughout the Command.   

D.  
COMMAND-WIDE FINDINGS OF 2003 ASSESSMENT – INNOVATION:


Key Observations:


The observations from our 2003 Alignment Assessment provided a valuable basis for the recommendations and action plans established by Team B and the acceleration of our Transformation.  Innovation was not a single “factor” in the Assessment Survey.  Normative statements about the Commands culture and ability to implement an innovative environment were scattered throughout many factors.  Through observations and studying of the survey results, including the open-ended narrative statements, we learned that:  

1. The lack of Innovation is hindering our alignment with Current and Future Readiness.   Scores related to our ability to systematically and consistently encourage and promote innovative thinking and calculated risk taking were the weakest in the   Current Readiness Factor.   Similarly, our scores for adopting processes that support continuous innovation were among the weakest in the Future Readiness Factor. 

2. The climate and culture for Innovation is a leadership issue.  In all three surveys, statements associated with the establishment of an environment that is supportive of innovation were among the weakest score within the leadership factor.  While the survey indicates that our workforce is willing to change, our senior leaders need to encourage an environment where good ideas can be nurtured and developed into value added transformational concepts. 

3. Innovation is not uniformly understood throughout the Command.  There were wide disparities in the responses to statements regarding Innovation, including a large number of N/A responses. 

4. There was a significant gap in the alignment of Executive level respondents to the rest of the workforce in areas of Innovation. In all three surveys, the Executive level leadership scored higher amongst the highest demographic sector while the General Schedule and Personnel Demo employees scored among the lowest demographic sector.  

5. There are acknowledged alignment differences among the three target organizations (HQ/PEO, Warfare Centers, Shipyards) in the area of Innovation.  In general, our Warfare Centers consistently scored higher in areas of Innovation than Shipyards and HQ/PEO organizations.  As we implement the recommendations found in this report, Warfare Centers can be a source of good ideas and lessons learned toward creating a culture and environment for Innovation.   


Other Findings:



Team B recognized that the five key elements necessary to implement a change, as identified in the Genesys SCORE analysis, were also the key barriers in our ability to implement a culture of Innovation throughout the Command.    

1. Vision, Organizational Focus and Communications.  Employees must have a clear understanding of desired expectations and results of our transformational plans and these expectations must be effectively communicated to all levels of the organization.    

2. Individual Roles and Systemic Controls.  Employees must understand the roles that they play in promoting, encouraging, adopting, and implementing a culture of Innovation.  Externally mandated requirements and regulations that may inhibit our ability to pursue specific changes to our business processes cannot be used as excuses to stifle innovation and progress toward our vision.  

3. Cultural Environment and Leadership Support.  There must be full support and commitment throughout the Chain of Command for adopting a culture of Innovation in our workforce.  

4. Resources, Skills and Knowledge Base.  Our employees must be given the right resources and skills to adopt a culture of Innovation.  Information and knowledge sharing, particularly across generational and diverse populations, are vital in stimulating innovative ideas and suggestions.  

5. Rewards and Recognition.  Employees and organizations must be rewarded and recognized for the many innovative things that we have, and will, pursue.   It is generally thought that NAVSEA has done many innovative things, but we don’t do a good job at promoting or advertising these successes.  


Conclusions:


Team B reached five conclusions, which formed the basis for the Team’s recommendations:    

1. Implement an effective Communications Plan for Innovation throughout the Command.  

2. Promote Innovation in all that we do.  

3. Use the National Security Personnel System (NSPS) as a tool to encourage Innovation and instill the desired qualities and behaviors in our workforce.  

4. Assess both human and financial resource requirements needed to adopt a culture of Innovation and address any necessary shortfalls.   

5. Develop an effective training plan that promotes Innovation and the desired cultural behaviors of our workforce.     

E.
TEAM B RECOMMENDATIONS – INNOVATION 


Specific actions recommended by Team B can be found on pages 10 through14 of enclosure (1).  The matrix in Figure (2) identifies the mapping of the five overall conclusions (above) to the primary barriers and focus areas.   

[image: image1.wmf]What is Innovation?

What is Innovation?

Creativity applied with intention to create 

value

in pursuit of a desired end state

An organization’s vision defines the desired future and the vect

or of 

transformation that is the bridge from today to that desired fut

ure.

Innovation is the means by which organizations get to a 

desired future

The Present

The Desired 

Future

The Default Future

BHAG

BHAG

BHAG

Vision

defines the desired

future and the vector of

transformation

, which is the bridge

from today to the 

desired future

.

Innovation

, the ability of individuals, teams 

and organizations to generate what is both

new and valuable, when driven by the right

business model, 

becomes the engine that

drives

transformation

.  Innovation is  

Inherently

transformational

.  

Creativity

Is the fuel for innovation.  

BHAGS*

prototype elements of the desired

future state.

The unknown

What we 

value

Foresight

Leader’s

pov

Vision

Imagination

Note:  Slide from John Kao’s briefing, “Innovation: Designing th

e Future you want” of 3 Feb 2004

* 

BHAGs

= Big Hairy Audacious Goals


Figure (2) 

G.
NEXT STEPS – IMPLEMENTING THE RECOMMENDATIONS

Creating a culture of Innovation is the responsibility of all NAVSEA employees.  Although many of the recommendations provided by this report should be implemented through our Lines of Business, they are targeted at all employees at all levels of the organization.  

H.  
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Team B Members worked collaboratively to read, consider, analyze, summarize and create their findings and recommendations for this report.  This was truly a team effort and a well-deserved “Thank You” is extended to all the team members:
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What is Innovation?





Creativity applied with intention to create value in pursuit of a desired end state

An organization’s vision defines the desired future and the vector of transformation that is the bridge from today to that desired future. 

Innovation is the means by which organizations get to a desired future 

Note:  Slide from John Kao’s briefing, “Innovation: Designing the Future you want” of 3 Feb 2004

* BHAGs = Big Hairy Audacious Goals
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NAVSEA Alignment Process











			Alignment Overview


			Benefits of Alignment


			The Alignment Methodology


			Improving Implementation


			Creating Accountability
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NAVSEA Alignment Process











 Key Ideas of Alignment


			 Focuses on organizations not individuals


			 Does not measure past performance


			 Leading indicator of organizational effectiveness


			 Model is the new design of NAVSEA


			 Supports effective leadership action








“Better alignment enhances mission accomplishment


  and reduces costs through organizational and process


  efficiencies.”                              ADM Vern Clark, CNO





NAVSEA Alignment Process














			 Performance evaluation of individuals


			 Measurement of the past


			 Zero sum game in which some units


 benefit at the expense of others


			 Qualitative or judgmental








NAVSEA Alignment Process











			Mission: the strategies and goals of the


organization as defined by leadership





			People: the management teams and staff


charged with executing the mission





			Processes: the methodologies used to


execute the mission





			Those We Serve: the beneficiaries of the


mission
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NAVSEA Alignment Process











			Vertical Alignment


the extent to which People can successfully execute the Mission





 


			Horizontal Alignment


the extent to which each business Process 


adds value to Those We Serve








NAVSEA Alignment Process











   


			Mission: Changes are driven by strategic planning, changing threats, alliances, external direction


			People: Changes driven by organizational mobility, shifting skill sets, turnover


			Process: Changes driven by constant need to re-engineer, new technology, costs


			Those We Serve: Changes driven by evolving needs of “clients”





The constant pressures of change tend to force the organization out of alignment





NAVSEA Alignment Process








Alignment can only be


achieved by the perpetual, committed


involvement of leadership focused on their main objectives.
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NAVSEA Alignment Process











			 Accelerates implementation of NAVSEA 





     initiatives and organizational design





			 Measure current areas of alignment with





     respect to new organizational design




















			 Initial alignment assessment creates





     baseline for accountability for implementation


     of NAVSEA initiatives


			 Strengths to build upon


			 Priority areas for leadership attention


			 Leading indicators of areas of misalignment








NAVSEA Alignment Process











			Goal of alignment is the improved execution 


of the plans of NAVSEA units








			From alignment analysis you will:


				Identify Best Practice demonstrated within


  NAVSEA units


				Identify Critical Misalignments as potential 





     priorities for actions


				Establish a Common Framework for 


  communications and collaborative development
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NAVSEA Alignment Process











Define key success Factors for each Dimension


Develop Normative Statements for each Factor


Create draft assessment instrument


Establish communication plans to drive participation


Review and approve all deliverables


Implement alignment assessment via Internet


Analyze data and prepare reports


Present findings to each unit


Develop action plans for improved execution


Review and approve proposed action plans


Execute actions plans to accelerate execution


Implement 2nd alignment assessment





NAVSEA Alignment Process











			 Participate in development of instrument and


 design of action plans to execute more effectively





			 Unit team leaders:





     HQ/PEO


			 Pete Brown


			 Anne Sandel








     Warfare Centers


			 Mary Lacey


			 Dick Bonin





     Shipyards


			 Jim Brice








NAVSEA Alignment Process











Drivers


			 Sea Power 21


			 Sea Enterprise


			 Fleet Response Plan


			 CNO Guidance


			 Other








NAVSEA Alignment Process











For each factor 


			 4-5 statements of how each organizational unit


 within NAVSEA should function or act in order


 to achieve the desired outcomes for each factor.








			 Higher congruity with each statement is better





			 Some statements describe achievement of two


 or more factors








NAVSEA Alignment Process











			Normative statements tell everyone in the organization, simultaneously what are the behaviors and values that are essential for the “NEW” NAVSEA to succeed





			Alignment appraisal measures how well different demographic groups within NAVSEA “get it”:





			 In this case “IT” are the behaviors and values that 


 are essential for the “NEW” NAVSEA to succeed. 


			 Alignment appraisal also identifies what they don’t get.








			Transparency and re-measurement create accountability (expectation and reality) with respect to new design








NAVSEA Alignment Process











			 Increased visibility means:





	 “My boss knows how well aligned my unit is - 


      and my boss knows that I know that he knows ...”





			 What interests my boss, fascinates me





			 Manage what we measure


			 Increased awareness


			 Expectation of accountability


			 Non-political/quantitative and replicable








NAVSEA Alignment Process



































October         November     December     January        February       March            April              May               
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Prepare for first alignment assessment








First Alignment Assessment Instrument Online





Analysis of collected assessment data








Delivery of report on first Alignment Assessment





Produce action plans from implementation leaders








Approve action plans


Implement action plans





Performance period for initial plan














Prepare for second alignment assessment


Second Alignment Assessment Instrument Online


Analysis of collected assessment data


Delivery of report on second Alignment Assessment








NAVSEA tasks


Genesys tasks
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NAVSEA Alignment Process











October 2003
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November 2003
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December 2003
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October 22


			Review and validate demographics


			Define 4-5 key Factors for each 


Dimension


			Mission


			Those We Serve


			People


			Process








Follow-Up 


			Review Normative Statements
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NAVSEA Alignment Process











			 Unit specific








			 Identify highly aligned units and accelerate


 implementation of new design there








			 Identify factors that have strong Best 


 Practices in some units and form 


 cross-unit teams to “raise the bar” for all


 units








NAVSEA Alignment Process











Analyze key initiatives and the barriers


to their execution





			 Internal communication


			 Executive leadership/mentoring


			 Internal priorities and focus


			 Training, tools, systems, information


			 Recognition and, where appropriate,


 reward








NAVSEA Alignment Process











			 Urgency


			 Action plans from implementation leaders 


 within 30 days from first alignment report


			 Review and approval within 15 days


			 Implementation of action plan launched 


 within 15 days


			 Monthly reporting to NEC (?) on status 


 and progress


			 Reassess alignment 4-6 months after


 first measurement








NAVSEA Alignment Process











			 Implement new organizational design “better,  


 faster, more efficiently” with less risk








			 Ability to communicate operational guidance


 and leadership to lower levels








			 Reduce decision time and review cycles








	


“A unified NAVSEA Command providing  


  the world's best technical, acquisition, and


  life cycle support leadership.”
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Drivers Affecting Alignment





Dimensions of Alignment





Project Timeline | October 2003 - April 2004
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The Four Rimensions
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NAVSEA Alignment Benefits





Improved Implementation





Alignment Process





Unit Teams for Alignment





What Alignment is NOT





Normative Statements
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Expected Results for NAVSEA
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Model of Alignment
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What is Alignment?





Alignment is NOT the Natural,
Steady State of an Organization













