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Introduction:


The Chief of Naval Operations (CNO) guidance and expectations for 2003 provides the framework to organize, align, and integrate our Navy to meet the challenges that lie ahead.  As we look to the future, our Navy Leadership practices must transform to retain the advantage against innovative and determined enemies.   As we transform and align, we will better manage our people to maximize our productivity and customer service.  

The challenge of a leaner force will require better management of our personnel to balance the privileges afforded by the Alternative Work Schedule (AWS) program with the successful completion of assigned missions in those positions deemed as critical fleet support.   We believe that there are opportunities to optimize our organizational performance through improved workload management of the AWS program.

Background:

Section 6133 of title 5, United States Code, grants the Office of Personnel Management (OPM) authority to promulgate regulations necessary for the administration of AWS programs, provide educational material and technical assistance relating to AWS programs, and conduct periodic reviews of AWS programs established by agencies. 

AWS programs have the potential to enable managers and supervisors to meet their program goals while, at the same time, allowing employees to be more flexible in scheduling their personal activities. As employees gain greater control over their time, they can, for example, balance work and family responsibilities more easily, become involved in volunteer activities, and take advantage of educational opportunities. The employee benefits provided by AWS programs also are useful recruitment and retention tools.

The President's memorandum of July 11, 1994, "Expanding Family-Friendly Work Arrangements in the Executive Branch," directed the heads of all executive agencies to establish a program to encourage and support the expansion of flexible family-friendly work arrangements. The second memorandum of June 21, 1996, "Implementing Federal Family Friendly Work Arrangements," directed the heads of all executive agencies to review their personnel practices and develop a plan of action to provide their employees flexible hours that will enable employees to schedule their work and meet the needs of their families. An agency may determine the general policy, as well as guidelines, instructions, and procedures providing for the establishment of AWS programs in its headquarters and field activities.  An agency may establish any number of AWS programs.  Two programs that fall under AWS are the Flexible Work Schedule and the Compressed Work Schedule.  Kay Coles James, the Director of OPM, cites the vital need for strategies that produce a capable workforce:

It is OPM’s job to ensure Federal agencies adopt the strategies that produce a workforce capable of delivering the services the American people want and deserve. Whether it is our heightened homeland security needs, the health of our people, or the education of our children, America demands the best from its public servants and, as the events of September 11 and after have shown us, fully appreciates that service when done well. 

If the head of an agency determines that a proposed AWS will have an adverse impact on the agency, the agency may not establish such a schedule.  If the agency and the union representing bargaining unit employees reach impasse over this determination, the impasse must be presented to the Federal Service Impasses Panel for resolution. Adverse agency impact is defined as a reduction of an agency's productivity, a diminished level of services furnished to the public, or an increase in the cost of agency operations (other than an administrative cost to process the establishment of an AWS program).

Termination:  If termination of the AWS is based upon "adverse agency impact," then the agency must promptly determine not to continue the schedule. If establishment of the AWS schedule was negotiated, the agency may reopen the agreement to seek its termination. If an impasse results, the dispute goes to the Federal Service Impasses Panel, which will determine within 60 days whether the agency's determination is supported by evidence. If it is, the Panel must act in favor of the agency. The AWS schedule may not be terminated until agreement is reached or the Panel acts. 

When the AWS is properly managed it creates a work culture that meets the President’s intent of promoting an environment that promotes high morale and performance by supporting the privilege of “Family Friendly Work Arrangements.”  After analyzing the responses to a questionnaire that was developed by our Team and presented to our February 2003 AMP class (Appendix B), the data indicates that some management frustration exists with the absence of key personnel particularly on Mondays and Fridays.  The eighteen respondents represent fourteen DON/DOD activities.  Ninety-four percent of responses indicated that it is imperative that key personnel at their activity be available on Mondays and Fridays to effectively support customers, even though only 36% of responses indicated that the organization had received feedback, expressing dissatisfaction with the inability to reach key personnel Mondays and Fridays.  

Discussion:


Current guidelines give managers, supervisors, and employees sufficient flexibility to achieve parody in the AWS to better meet the needs of the customer in those organizations that find it necessary to do such.  Change may be necessary to continue to achieve our commands mission goals today and even more so as we scale down to a leaner, more efficient organization.  We must be able to provide service to the fleet in both their peace and wartime efforts.  This may prove difficult as we lose key individuals and still maintain a policy of allowing a Regular Day Off (RDO) under the AWS program. This may only apply to organizations that have the day-to-day responsibility of providing critical fleet support.  Most RDOs occur on Monday or Friday. Both days are critical as preceding or following a weekend without support for the fleet. In effect, the day is critical because it can cause up to a three-day work delay for the fleet if they cannot reach the expert individual to fulfill a high priority request, or provide mission critical information.


Two of the five organizations represented within our team expressed frustration or issues associated with the management of the AWS, in particular the RDO.  The need for personnel coverage or position criticality is predicated by the way we interface with the Fleet customer or Warfighter.  These organizations (Fleet Industrial Supply Center (FISC) San Diego, Naval Inventory Control Point (NAVICP) Mechanicsburg) are those who interface either in person, by telephone or both.  For example, in the parts support business the inventory manager has the best view of real time solutions to customers request for status.  


Since the inception of this presidential policy, the privileges afforded by the program have become the accepted practice.  These privileges have become so deeply ingrained in the organizational culture that many view them as inalienable rights.  To achieve a maximum benefit or optimization of the RDO, it is normally scheduled as a Monday or Friday day off.  The AWS presents two methods of scheduling to optimize the RDO.  Under the compressed work schedule employees would work four, ten-hour days to earn one day off per week (four days on, one day off).  A second choice for employees is to work eight, nine-hour days and one, eight-hour day to earn one day off per pay period (nine days on, one day off).  An individual can elect to work a standard schedule consisting of eight hours every day, Monday through Friday and opt for no days off (no RDO).  Both the FISC and NAVICP have experienced calls from customers that required expert knowledge, however, that individual was not available on that day.  In any other business this may be acceptable, but when mirrored with mission criticality can impede or hinder mission success.  Managers often find themselves frustrated as they try to provide essential information to answer the Fleet issue.  This practice may be acceptable in some peacetime scenarios, but often has resulted in a negative impact to customer perception and ultimately our business reputation.  In those times of higher operational tempo or increased Fleet deployment, management cannot afford to allow this type of situation to continue.  Furthermore, our projected transformation numbers will only magnify this issue.  A leaner force will require a higher level of management of the AWS to achieve the proper blend of coverage to address Fleet critical support requirements.  Comparatively, the nature of business conducted by the three remaining organizations on our Team (DON E-Business Office Mechanicsburg, the Comptroller Office MCAS Miramar, Defense Logistics Agency (DLA) Liaison, Albany GA) allows them to provide the RDO as intended by the Presidential policy, without adverse impact on the mission.  

 
Additionally, private industry has researched alternate work arrangements and many companies have successfully implemented the modified workweek to provide quality of life benefits and incentives to their employees.  Northrop Grumman (NG) for example implemented a program known as the “4-9-4” work schedule.  An NG activity that decides by vote to participate is afforded the privilege of working Monday through Thursday for nine hours per day, and only 4 hours on Friday.  This allowed them to easily provide coverage for the customer, yet afforded each individual the opportunity to take advantage of longer weekends.  Coverage for the first four days of the week is at 100% and Friday falls to only 40%.  The increased family and personal time has reaped both morale benefits and increased productivity.  


As managers and leaders of our business, we are expected to manage this issue on an organization-by-organization basis, in order to balance the needs of the organization with the needs of the workforce.  Through proper management, this program can offer the employee greater flexibility and opportunity and can give the organization greater support coverage by providing longer hours of service to global customers.  
Management Strategy:  


In those organizations that find it necessary to modify the work schedules of their employees due to adverse agency impact, current organizational culture regarding the AWS and particularly the RDO can present management challenges.  The following strategies can bring positive change:

1. Organizational changes that effect mission and/or structure require a reassessment of the practices and policy of AWS.  This will optimize productivity and customer service.

2. Know the AWS policy.  Know your business and be responsible for it.  Provide training as necessary.

3. Look closely at your organization.  Change is different for each, and one size does not fit all.  Each organization’s mission is different and may require a change in current management practices or keep the status quo.

4. Ensure that critical positions within the organization are defined and documented within the job description. If not, then adjust as necessary to support the requirement.

5. Managers must be willing to take the “hard right” for the goodness of the organization where necessary…that’s what they get paid to do.

6. Communicate up and down the chain of command.

Summary:  

In conclusion, proactive management practices applied to the AWS program will reap better customer service for the Fleet and Warfighter.  It will balance organizational goals with employee satisfaction.  Some organizational structures and positions will find that they can achieve their goals through a continued status quo, and some may not.  The appropriate AWS program will depend on the organization’s mission and their direct relationship to the Fleet and Warfighter.  The responsibility and accountability for these decisions reside with leadership promulgation of policy.  It is the manager who must assess the organization and manage to meet or exceed the goals of that policy.   When an organization changes, managers must also change.  They will restructure the business processes, tasks, performance measures, compensation systems, and training to meet customer needs.  Above all, know your job and do it right. 

We put the Fleet at the center of all we do, creating a single voice for fleet requirements, streamlining organizations, and eliminating redundancies.  Better alignment enhances mission accomplishment and reduces costs through organizational and process efficiencies.  To enhance alignment, we expanded the Fleet’s authority to determine requirements, influence resourcing decisions, and direct experimentation.  We will continue to strengthen organizations and eliminate redundancies to make our Navy more effective and efficient.    

--Admiral Vern Clark, CNO
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APPENDIX B

SURVEY

Please identify your organization and position and respond to the following questions and 

statements:

    Organization:  _______________________________________

    Position:      _______________________________________

1.  Does your position require direct interface with fleet personnel to support their mission?

_______
 
________
    ________
 ________     ________

   5
         4
      
  3
           2
      1

Strongly
 Agree

Agree
        Disagree
 Strongly

 Agree


           Somewhat


 Disagree

2.  It is imperative that key personnel at my activity be available on Monday and Friday to effectively support the customer.

_______
      ________
    ________
 ________
  ________

   5
         4
              3
           2
      1

Strongly      Agree

     Agree
        Disagree
 Strongly

 Agree


          Somewhat


 Disagree

3.  My organization has received customer feedback expressing dissatisfaction with the inability to reach key personnel on Monday and Friday.

_______
      ________
    ________
 ________
  ________

   5

    4
              3
           2
      1

Strongly
  Agree

Agree
        Disagree
 Strongly

 Agree


           Somewhat


 Disagree

4.  In anticipation of transformation my organization has assessed the impact Monday and Friday RDOs will have on customer.

_______
      ________
    ________
 ________
   ________

   5

    4
              3
           2
      1

Strongly
  Agree

Agree
        Disagree
   Strongly

 Agree


           Somewhat


   Disagree

5.  Transformation will impair my organization’s ability to accommodate Monday and Friday RDOs.

_______
     ________
________
 ________
     ________

   5
   
   4
          3
           2
        1

Strongly
 Agree
  Agree
  Disagree
     Strongly

 Agree


       Somewhat


     Disagree

6.  Individuals in my organization have received training on the Alternate Workforce Schedule regulation and implementation policy.

_______
     ________
 ________
 ________
     ________

   5

   4
           3
     2
         1

Strongly
 Agree
   Agree
  Disagree
      Strongly

 Agree


        Somewhat



Disagree

7.  RDOs cannot be changed without union concurrence.

_______
      ________
  ________
 ________
     ________

   5

    4
            3
     2
         1

Strongly
  Agree
    Agree
  Disagree
      Strongly

 Agree


         Somewhat



Disagree
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