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Introduction:

The Navy is continually seeking new ways to save money and improve processes while still accomplishing its mission in the most efficient and effective manner possible. Motivating and providing incentives to the Navy workforce as they achieve on-the-job efficiencies is an essential part of the success the service has experienced throughout its existence.    Naval Power 21 is the most recent vision Navy leadership is pursuing.  This vision focuses on four fundamental qualities of Naval Forces: Decisiveness; Sustainability; Responsiveness; and Agility.  Achieving this vision through technological and organizational transformation will require the Department of the Navy to optimize resources at every level of the chain-of-command.  Of the strategic objectives identified, Sea Enterprise will focus on implementing business initiatives that provide for continuous process improvement freeing up resources for reinvestment in war fighting capabilities, specifically to build a 375 ship Navy.  Navy leadership recognizes that a cultural change is required within the Navy to achieve the $20 billion savings needed for capital investment within the Five Year Defense Plan’s current goal.    The means to successfully implement this new culture is the focus of the Phoenix Team Project.

Current Environment:

The Navy has created a culture over the past decades that will make this transformation challenging.  Years of judging ones ability to execute and spend all funding allocated to their command each Fiscal Year has not prepared our current work force to find efficiencies for cost savings.  The budgetary environment over the past two decades has left our organizational structure one deep in all areas of responsibility with no decrease in mission requirements.  The result is that the workforce below the top leadership are so busy meeting the current mission/task at hand that taking the time to look for efficiencies is a luxury.  Additionally, with a tight funding climate over the last decade, individuals in the civilian workforce are concerned about losing their livelihood.  Therefore, when asked to find efficiencies, individuals are afraid that: (1) they will fall behind on their own job while concentrating on finding efficiencies; or, (2) they will find an efficiency that results in either themselves or their friends losing their jobs.

Sea Enterprise is a re-capitalization plan designed to provide funds for new ships, aircraft, and weapons systems while changing the culture of “spend it or lose it.”  The current budget acquisition process for ships and aircraft falls far short of this requirement.  To meet the objective of Sea Enterprise, the Chief of Naval Operations (CNO) created a vision which directs the Navy’s logistical and infrastructure maintenance system to identify efficiencies that will realize the savings necessary to procure the additional equipment and weapons systems needed to meet the future requirements of a transformed force in Naval Power 21. 

Transition:

The United States Navy has five different categories of resources: financial; physical; technological; human; and idiosyncratic (the unique way people think about an organization).  The two resources which offer the greatest opportunity for expansion to meet the goal of Naval Power 21are physical (ships and aircraft) and technological.  Fiscal reality in the Navy dictates that financial resources remain the same and can only be redistributed.  Part of that redistribution will come from the Navy’s human resources.  There is a need to reduce the size of the crews necessary to man and maintain Navy weapons systems as well as the associated shore support and procedural infrastructure.  The Navy can achieve personnel reductions by increasing technology and outsourcing non-core resources and personnel or, eliminating functions altogether that support these systems.  However, the dollar savings realized from these efforts might be insufficient to meet the savings necessary to support the CNO’s vision.  Therefore, the Navy must address idiosyncratic resources in order to achieve the required savings.  This resource presents unlimited potential when personnel are properly enabled.  Buy-in to the CNO’s vision is essential to achieve the desired results.  The men and women of our active, reserve and civilian workforce must make sacrifices to meet the mission if there is proper motivation and incentives from Navy leadership.  Approaching this human resource with the right plan that increases awareness at the working level and give employees ownership in the process will dramatically increase the probability that the Navy will achieve its cost saving efficiencies.  These savings will be realized while enhancing the Navy’s capability to accomplish its mission.  

We believe that the CNO’s message has not adequately communicated the current strategic goal to the average worker in the Navy.    In fact, we believe the concept of Naval Power 21 and Sea Enterprise is foreign to most of the workforce in the Navy.  Communicating this knowledge of the Navy’s current vision is crucial to achieving the visions success.

On the bright side, the character of a typical civil service worker and sailor in the Navy today is one who is a dedicated, patriotic citizen, who only wants to be successful in their job.  They will do everything possible to ensure that the Navy remains on the cutting edge of technology if they believe that it will strengthen their own position.  They are willing to commit and work diligently to achieve a cause such as Sea Enterprise if they are given the strategic goal, the culture to work within, and realize the positive impact they can have on the organization.  

Proposal:

To begin implementing this overarching enterprise strategy on a positive note, the Phoenix Team proposes that the Navy broadcast its strategy quickly and effectively to all sailors and civilians in the workforce.  Creating a web-based presentation using existing technology, as well as incorporating other forms of video production techniques where web-basing isn’t practical, will accomplish this goal.  Immediately after this media blitz, the Navy must develop tenants for creating a culture that will establish the foundation for implementing Sea Enterprise.  The Phoenix Team will outline a number of implementation strategies that can make this culture a reality.
Cost-Benefit:

As we move forward with the institutionalization of Naval Power 21, we must ask ourselves “how can we afford not to implement the vision?”  Our top priority is to identify and increase resources available to grow and sustain Naval Force core combat capabilities. Without a corresponding increase in funding for these necessary initiatives, we must look to our existing operations and find ways to reap the benefits of efficiencies and innovations brought forward by our employees.  Without the crucial Fleet modernization and expansion under this new vision, we will rapidly become an obsolete or second rate Naval Force.

Another benefit of implementation is the employment of a thorough scrutiny of current year fiscal operations - just as we do for our long-range fiscal planning.  Our initial investment must be in a comprehensive analysis and business process re-engineering in order to capitalize the annual dollars the Navy seeks.  Future war fighting readiness and combat capabilities depend on efficiencies discovered across all headquarters, operating force and field support activities alike.

Sea Enterprise, properly implemented, will serve to motivate and make more productive both our military and civilian workforces.  The results of their hard work and perseverance will directly impact the overall savings that the Navy as a whole must experience.  The goal is to achieve buy-in from the workforce in order to foster an atmosphere of process ownership.  Ultimately, sailors and marines will experience improved quality of life, state-of-the-art training and more efficient weapon system operations.  Civilians will find a renewed sense of purpose, determination and patriotism by having their efforts recognized and valued by senior naval personnel.  An atmosphere must be created in which we all feel a part of the solution.  Our conscientious support for Naval Power 21 will not only result in savings today but will also allow us to plan for future capabilities by improving business processes and modernizing legacy systems and structures.

Implementation Strategies:

It takes a lot of commitment to achieve improved organizational alignment, reduce overhead, streamline processes, and reinvest savings in order to recapitalize our Navy and deliver increased combat capability.   Human skill in recognizing patterns and thinking creatively about these challenges will continue to mark the difference between being successful and unsuccessful.  Harvesting corporate efficiencies for reinvestment may a be daunting challenge; yet not necessarily impossible.  Navy leadership must implement an innovative incentive program to reward and recognize commands for their success in achieving these goals. It should start with the CNO presenting through web-based initiatives and video, a clear, concise description of the Sea Enterprise vision.  The CNO message should include a challenge for each command to sponsor, through budgetary saving over the Five Year Defense Plan, a next generation ship, aircraft, or weapons system.  The following five strategies will create the cultural atmosphere for successful implementation of Sea Enterprise:

1. Mandatory participation.  All Navy commands and civilian organizations, both        shore and sea based, will be required to participate in the Sea Enterprise vision.  To ensure active participation create a website at the deck plate level which contains information regarding the vision and train Navy personnel (civilian and military) in it’s administration.

2. Establish Escrow Account. A “Navy Savings” escrow account will be established for each major command. This account will be used to transfer individual command savings as they occur through the Five Year Defense Plan. This account will be available for viewing on the web allowing commands to monitor their own progress and the progress of other activities.  

3. Goals. Senior commands will establish goals for their subordinate commands down to the Field level command.  Units will be assigned financial sponsorship for a specific next generation ship, aircraft, or weapons system.

4. Fitness Reports/Annual Review Input. Achievement success in meeting established goals and overall participation in support of Sea Enterprise will be a mandatory entry in Commanding Officer Fitness Reports and Annual Reviews for civilian officer-in-charge.

5. Program Support Initiatives.  Create a program detailing specific criteria for an annual award program recognizing commands that have fully supported Sea Enterprise.  Included in this program would be:  (1) Awarding of a Meritorious Unit Commendation to commands who are top contributors in different categories based on command size and budget; (2) Commands will be assigned financial sponsorship for a next generation ship, aircraft or weapons system funded through savings specifically identified to their Sea Enterprise savings efforts; or, (3) Provide smaller awards consisting of mugs, ships pictures and meritorious leave for top supporters of the Sea Enterprise vision.  Suggested criteria for award input might include and be expanded on the following criteria:

A. How the command supports opportunities for individual employee initiative and responsibility in achieving process improvements that will save money in support of Sea Enterprise.

B. A command’s ability to effect communication and knowledge of the Sea Enterprise vision across work functions, units, and locations within the command structure.

C. How the command’s work ethic and support structure encourages employees to contribute to Sea Enterprise initiatives.

Conclusion:

Once the CNO’s vision is clearly and properly communicated it will lend itself to a complete transformation of how the Navy embraces the future.  In this transformation, our organizational behavior and responsiveness answer these significant questions: (1) What is the organization’s primary purpose? (2) Why do we exist? (3) Will the outcome justify our existence?  Empowered employees will instinctively know where the organization is heading because they have been kept informed and involved in the changes affecting the organization; and, they can relate what they and others do to fulfill the organizational purpose…to turn the CNO’s vision in Sea Enterprise into reality.  The strategies recommended by the Phoenix Team are intended to achieve that goal in the most effective and efficient manner possible. 
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