VIRTUAL SYSCOM (AND NAVSEA) 

HUMAN CAPITAL STRATEGY

FINAL UPDATE REPORT -- 13 AUGUST 2004

The Virtual SYSCOM is an effort by NAVSEA, NAVAIR, NAVSUP and SPAWAR to work collaboratively on the implementation of cost-wise and integrated business and technical practices to better support our Navy.  The Virtual SYSCOM Human Capital Strategy (HCS) is one of the ways in which we are continuing that collaboration.  The Virtual SYSCOM HCS Functional Community, which also includes NAVFAC and SSP, was established to align the individual commands’ human capital efforts into a single way forward that meets the unique challenges of each organization and achieves the CNO’s vision.  The desired outcomes of the Virtual SYSCOM HCS community include a unified strategy supported by common tools, models and processes. 

Enterprise alignment of the naval communities is an important outcome of the Virtual SYSCOM team.  This alignment will enable a comprehensive solution for human capital that addresses all aspects of the naval enterprise.  Each participating command is working to define how best to address HCS within its respective communities and with its customers.  For example, the Naval Aviation Enterprise concept encompasses NAVAIR, CNAF, CNATRA, CFFC, OPNAV N78 and N43, PERS43, NPDC, NAVICP and PEO Carriers. Similar efforts are on-going within the subsurface, surface, civil engineering corps, and supply communities.   

As a first step toward achieving the VSYSCOM goals and objectives, each command summarized their individual Human Capital efforts and their approach to alignment.  A summary of those efforts is attached for each Command.   

These individual reports followed the recommended six-step process for strategic planning.  The guiding principles used were Systems Thinking, Get the Facts Right, and Focus on Value.  The reports indicate a common understanding of the constraints and challenges to achieving a unified Human Capital Strategy and strong potential for continued progress. 

The Virtual SYSCOM agrees that the intersection of Workforce Shaping, Productivity and Sea Power 21 capabilities provides us with the outcomes we need to develop and sustain our human capital.  Key points of agreement include:

· A HCS is critical to effectively achieving naval transformation

· A common approach to setting a baseline for current staffing is essential to defining the “As Is” state of the workforce

· The products and services we support, once mapped to Sea Power 21 capabilities, will guide our understanding of future workload requirements

· The focus of strategic planning must be the core work required to be performed to achieve our missions in providing Fleet products and services

· Each command has several contributing tools and models already available to leverage toward a common solution set 

· Individual command’s strategic direction will closely align and identify opportunities to reduce cost and improve product quality

· The “right” metrics focused on key performance drivers will ensure management is accountable for making value-based decisions

· Accelerated attrition, targeted hiring, and training/retraining are important means of shaping the workforce to close gaps.
Naval Sea Systems Command

HUMAN CAPITAL STRATEGY PLANNING UPDATE
Executive Summary – Strategic Plan/Intent:

DoN/CNO Alignment

The CNO’s standing “Top 5 Priorities” provide the means to focus on the right actions and objectives in support of the Sea Power 21 vision to define how the Navy will organize, integrate and transform.  Two of the Top 5 Priorities, Manpower and Alignment, align directly with Human Capital Strategy and provide the foundation of the CNO 2004 Guidance action to “Streamline and Align Total Manpower Structure”.  Further, achievement of the following DoN 2004 Objectives requires a robust Human Capital Strategy:  (i) Shape, Streamline & Protect the Work Force for the Future; (ii) Align Organizations & Processes to ensure Service Collaboration on Key Joint Concepts & Capabilities and to Accelerate Force Transformation.

NAVSEA Alignment

NAVSEA has completed a number of phases in its transformation and alignment in the past two years.  Annually, the COMNAVSEA Guidance is focused to capture and execute each of these Phases as they mature, thus forming the strategic intent and tactical plans for the Command:

· Phase 1:  Re-established a definitive set of roles, responsibilities and accountabilities at the Headquarters and PEOs.  Formally established Technical Authority process and warrant-holders.  

· Strategy/Intent:  PEOs “Build and Buy” and the NAVSEA “Lines of Business” support the PEOs, the In-Service products, and the Fleet of the future.  NAVSEA “Lines of Business” are: Engineering; Industrial Operations; Warfare Centers and Business & Operations.  Reduce the size of the Headquarters and PEO staffs and improve operating efficiencies with increased reliance on field operations for support.

· Phase 2:  Transform the Warfare Center concept of operations/structure and Transform the Naval Shipyards into the “One Shipyard” concept.  Improve operations and efficiency in each case.

· Strategy/Intent:  Shift Warfare Center operations framework to a focus on “Product Areas” instead of a local/Division framework.  Realign senior leadership to these roles and capture and re-authorize the workload in a Product Area alignment.  Meet improved productivity and financial goals.  Operate Naval Shipyards as “One Shipyard”, meet improved productivity and financial goals, spread these changes across four Navy Shipyards and include two private yards where possible.

· Phase 3:  Begin to improve major business operations and processes across the Command.  These are generally focused efforts that would lead to results in the short-term.  They covered a number of processes that were centered in the NAVSEA “Lines of Business” – such as: Contracting Warrants & Process; Engineering Technical Authority – health of the workforce; Human Systems Integration; financial management; etc.

· Strategy/Intent:  Work across organizations and increase collaboration to resolve a number of fragmented process designs and authorities – at the macro level.  For example: leveraging earlier successes with SEAPort, with a national enterprise approach to contracting using ebusiness strategies with multiple award contracts; use of Multi-Ship, Multi-Option contracts to leverage learning curves and assure contractor performance and accountability; and leveraging enterprise IT investments to enhance Distance Support; etc.  Begin to address the HC aspects of the Contracts and Engineering workforce.

· Phase 4:  Assess the Command’s workforce to understand and diagnose the current situation relative to mission, organization and workforce alignment with Navy and NAVSEA goals.  Assess the deployment of changes initiated in Phases 1, 2, and 3.  The “Round #1” assessment was completed in late 2003; the “Round #2” assessment will complete in Sep 2004.  Results of assessment are provided to senior line leaders – with expectations that communications and actions in their organizations will improve their alignment.

· Strategy/Intent:  Discover alignment of managers and workforce with Command and Navy goals.  Act to improve situations discovered in results.  Foundation of portion of our HC Strategy.  Key drivers were Performance Accountability, Rewards and Recognition and Innovation, plus a better understanding of the deployment of significant change initiatives.

· Phase 5:  Major Command-wide effort to improve productivity, effectiveness and efficiency.  Expansion of LEAN and 6 Sigma principles in a systematic fashion to make significant improvements in Command output and costs.  Coordinating with “Acquisition Source Document” from ASN(RD&A) and work underway in the Naval Shipyards.  Includes increases in Collaboration within the organizations and workforce.  Phase 5 sets a number of workforce planning parameters in the HC Strategy.

· Strategy/Intent:  Improve productivity and drive down costs.  This may reduce the size of the needed workforce.  To the best of our ability, participation in LEAN efforts should not create immediate job risk; our goal is to apply “redirected” labor toward making even more improvements.  Workforce sizing will be by management of hiring using natural attrition over a period of time.  Knowledge of needed skills and the internal labor market within each Line of Business will determine the specific strategies and actions.
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