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ABSTRACT


A great deal of effort is going into the exploration, technical development, and possible future application of new sensors in support of the technical systems and overall command and control linkages for using our delivered ships, systems, and trained crews.  On occasion there are reductions in the resources applied to providing the trained crew and work force which will employ and produce the systems and ships.  The efforts are underway to develop and field those sensors and data fusion capabilities needed to turn the network centric warfare and full spectrum dominance ideas discussed within Joint Vision 2010 into true capabilities for the crews and Commanding Officers.  The efforts indicate that not only must the technical aspects be addressed, but the training and development of the personnel, along with the tactics and doctrine the new sensor technologies and data fusion capabilities need must be developed as well.


A central factor in acquisition efforts is the personnel involved in producing and using the systems and ships that are delivered to the Fleet Commanders.  There is an opportunity to closely link the development of new sensor technologies and data fusion capabilities to the Naval Sea Systems Command Core Equity for personnel development and the ‘Joint Doctrine, Agile Organizations, Joint Training & Education, Enhanced Materiel, Innovative Leadership, and High Quality People’ (DOTML-P) of JV 2010.  The Author proposes an education development campaign tied to the Core Equities for the work force and JV 2010 to assist in developing the agile and adaptable enterprise workforce which produces the systems and ships for our Fleet users.
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ABBREVIATIONS/DEFINITIONS

BTET – Business Transformation Executive Team
CINCs – Commanders-in-Chiefs

CNO –Chief of Naval Operations
DOTML-P – Joint Doctrine, Agile Organizations, Joint Training & Education, Enhanced Materiel, Innovative Leadership, and High Quality People

DoD – Department of Defense

DSMC – Defense Systems Management College

EPP – Executive Potential Program
…FTS –  . . . From The Sea

F…FTS – Forward . . . From The Sea

F…FTS:NOC – Forward . . . From The Sea: Naval Operational Concept

JV – Joint Vision
M&V – Mission & Vision
NAVSEA – Naval Sea Systems Command

NDP – Naval Doctrine Publication

NEC – Naval Executive Committee
NSSC – Naval Sea Systems Command

NMS – National Military Strategy
OMFTS – Operational Maneuver From the Sea

PCSD – President’s Council of Sustainable Development
PEO – Program Executive Office

SP – Strategic Plan
TSC – Theater Surface Combatants

WADSA – Workforce Accession, Development, Sustainment and Attrition
WMD – Weapons of Mass Destruction
WNY – Washington Navy Yard

PAPER

INTRODUCTION: ENVIRONMENT & STRATEGIC TO TACTICAL LINKAGE CONCEPTS


Several years ago in July 1996, Chairman Joint Chief of Staff Shalikashvili released Joint Vision 2010 (JV 2010), outlining in broad terms, the approaches and principles for future Joint and Allied Services planning and execution of military missions.  It outlines in broad terms the guidance to fulfill the military component of national security against an uncertain future of changing threats and challenges with no significant peer competitor.  The world as presented was and continues to be one of significant challenges and threats as can be seen in Figure 1 from the JV 2010 standard brief.


All of these areas of operations call for technical systems and capabilities, which are in some cases present and in other cases under development.  Whether those systems and capabilities are hardware or hardware with software, they all are produced, operated, and maintained by the extended team of operators and producers in the public and private arena.
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Figure 1

What is called upon for the systems and sensors currently fielded and developed for fielding is for them to work together and combine their capabilities and information – to fuse them together to provide a larger picture.  Almost literally, the view from ‘30 thousand feet’ – the common operating picture.  The complexity of this effort is particularly visible when reviewing the listing of response efforts related to the areas of concern just depicted and mentioned within ‘Proliferation: Threat and Response’ (November 1997) surrounding weapons of mass destruction (WMD).  That listing is summarized in Figure 2.
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Figure 2
It is worth noting that in the Secretary of Defenses memorandum introducing ‘Proliferation: Threat and Response’ Secretary Cohen wrote: “Weapons of mass destruction already have spread into new hands.  As the new millennium approaches, the United States faces a heightened prospect that regional aggressors, third-rate armies, terrorist cells, and even religious cults will wield disproportionate power by using - or even threatening to use - nuclear, biological, or chemical weapons against our troops in the field and our people at home.

“America’s military superiority cannot shield us completely from this threat.  Indeed, a paradox of the new strategic environment is that American military superiority actually increases the threat of nuclear, 

biological, and chemical attack against us by creating incentives for adversaries to challenge us asymmetrically.  These weapons may be used as tools of terrorism against American people.  In warfare, these weapons may be used to attack U.S. and coalition vulnerabilities, such as air bases and seaports.  They may also be used in an attempt to counter U.S. dominance on the battlefield, neutralize vastly superior U.S. conventional forces and power projection capabilities, or deter U.S. involvement in a 

conflict.”


This quote documents some of our national concerns (protection of our population and protection of our national sovereign territory) and points out likely sources of threat.  It also provides additional context when reviewing the National Military Strategy (NMS) and its outline of expected outcomes and conditions shown in Figure 3, as a strategic document for the military as a whole and the services individually.  Of note is the fact that our personnel comprising our military forces are very prominent in this document, for without them, all the equipment would be cold and lifeless – almost without a soul.
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Figure 3

Admiral Johnson regularly presents the fact that as the military leader of the Navy he has four stars by which to steer and guide the Naval service.  These were originally announced 26 March 1997, at the Sea Air Space Conference, through ‘Forward . . . From the Sea: Naval Operational Concept’ (F…FTS:NOC).  Those four points are summarized in Figure 4, and once again include 
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Figure 4
our personnel, both military and civilian.  (On balance, ALL the services include personnel as a critical component of their organizations and structure.)


Our Naval Sea Systems Command (NSSC) has similar components providing the outline of organizational guidance and mission as an Organizational strategic statement in its Mission & Vision (M&V): We Are Ships! – The NAVSEA Team.  (See Figure 5.)  At the 

same time, the NSSC Strategic Plan (SP) includes a ‘helm’ which evokes the steering and guidance of the corporate NAVSEA Team – public (military and civil
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Figure 5
service) & private (prime and support vendors).  (See Figure 6.)  Looking at both of these, one is struck by the inclusion of both sides and the facets of that public and private Team.  Public-Military – ‘. . . so our Sailors and Marines can protect and defend our national interest and, if necessary, fight and win.’  It takes the public private team to produce these products, and many families to share loved ones so that there are military forces to be on the front line.  In truth, when an examination of contributions is reviewed, it is noted that all sides are fully involved and engaged in the complete delivery effort of the ‘Mission . . . develop, acquire, modernize, and maintain affordable ships, ordnance, and systems that are operationally superior . . .’; and ‘Vision:  . . . will deliver timely, cost effective solutions to meet Naval and Joint war fighting requirements.’  It truly is a Team Effort.
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Figure 6

When viewing the points of the NSSC M&V it is worth considering that they are both tactical and strategic at the same time.  They are tactical when considering the flow down of tasks and efforts from the Executive Branch and Congressional leadership and directions, while at the same time they are very strategic when considering the internal organizations and structures for the ‘. . . ships, ordnance, and systems . . .’ and ‘. . . timely, cost effective solutions . . .’ to the Commanders-in-Chiefs (CINCs)/Combatant Commanders. Even with this point, the workforce and operators are a fundamental component of keeping any organization vibrant, adaptive and agile, to respond to the challenging environment outlined in JV 2010, the NMS, and ‘Proliferation: Threat and Response.’  This continuum: strategic, campaign, operation, and tactics is represented as a set of nested arches depicted in Figures 7.  The arches are not only on one scale they also can be viewed as a continuum, with the tactical (NSSC relative to NMS) also being the strategic top arch of the force provider for the CINCs, Commanding Officers, and individual operators and providers.
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Figure 7

To summarize a part of the strategic to tactical continuum: The uncertain future leads to the systems, sensors, and communications linkage and fusion efforts to produce a seamless system-of-systems (made up of ships, weapons systems, aircraft, artillery, support components).  This production effort must be supported by a parallel  campaign to develop and educate the personnel to operate, produce, maintain, dispose of, and trainers for the sensors and systems.  Both pieces must support the ability to apply and field new developing technologies at an increasing pace while maintaining core principles and foundations.  In fact, like the triad of Clausewitz, government-military-population and ways-means-will, the systems, people, and introduction of innovative ideas do not exist in isolation they are all complexly linked.  The challenge is to not only produce the components (hardware) faster and better, but also to develop and sustain an agile and adaptive cadre of operators and work force (public and private).  A cadre who understands the details of the specific job that they fill, AND the implications, possibilities, and responsibilities associated with that job in the tactical through strategic levels of connection and linkage.

Not only is it a challenge to perform, it is a challenge to measure as well.


To state this linkage another way, the NMS and JV 2010 establish a high level set of references for understanding what the services are tasked to accomplish in defending national interests.  The service vision statements expand on these, and allow the service acquisition organizations and commands to nest their mission/vision and strategic plan in alignment with the higher documents.  Thus, there is a linkage: NMS/JV 2010 – Forward…From The Sea: Naval Operational Concept (F…FTS:NOC) – NSSC Mission/Vision (M/V) & Strategic Plan (SP) – PEOs/Divisions M/V & SPs.   These address mostly equipment and systems, the personnel and their training are included, that includes the uniformed and non-uniformed members of the Team.  This is where the opportunity arises for assisting the NSSC Team of personnel – the operators who are temporarily on staff, the post sea command leaders, the prime and support contractors, and all civil service employees.  Moving back to the JV 2010 level, the Team is evoked when looking at Figure 8, and personnel and their contributions and foundational bedrock are invoked directly in four of six 
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Figure 8
parts of the ‘Joint Doctrine, Agile Organizations, Joint Training & Education, Enhanced Materiel, Innovative Leadership, and High Quality People (DOTML-P) of JV 2010.  This NSSC Team is a component of this larger Team and has a rich history of experiences and ideas, and regularly produces incredible results, and represents a resource worth investment and nurturing. See Figure 9 for the military side of the team.  (While the image is the military services, they represent the trained and ready military forces and components of NSSC efforts, organizations, and personnel.)  Several opportunities and efforts to discover, develop, and release the potential resource of mixed experiences and ideas within the work force will be discussed in the following section.
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Figure 9
OPPORTUNITY AND RECOMMENDATION DEVELOPMENT


Times of uncertainty are times of opportunity.  Within the larger environment discussed above, the NSSC and associated PEOs are preparing for the move to the new headquarters buildings at the Washington Navy Yard (WNY) currently scheduled to start Feb 2001, while continuing to perform all the customary tasks and core equities.  At the same time there are recognized concerns for the aging of the work force, the ability to recruit qualified personnel AND retain them (this varies from headquarters to field activities and laboratories), and the continued National Performance Review and budgetary pressures to perform more with less personnel manifest within much legislation.  While to claim that this is completely new would be too much, though there are some definite challenges and opportunities for assisting, developing, and sustaining the team of operators and the work force.


An examination of Figure 10, shows what traditionally is viewed as only an engineering problem of detect, track, control, and engage for countering a missile.  In truth the item being tracked could be a ship, an aircraft, or a group of personnel (all either military or civilian) that represent a target set associated with a mission.  There are many implied components and systems included within this seemingly simple diagram.  Each of them also is a representation of the organization (and associated team) that designs, produces, trains, operates, maintains, and supports the components.  Thus, the diagram also represents the points and places where those organizations and personnel must interact and fuse the systems’ and organizations’ data and goals to produce a coherent
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Figure 10
smoothly functioning whole.  This diagram represents ~ 8 points of interface/fusion and opportunities for developing the knowledge and understanding of the other systems and organizations in a macro sense.  (It is by no means complete and inconclusive of the number of relationships and interfaces between all the components involved.)  This may seem quite complex, though to expand that just a bit to a Joint environment alluded to in Figure 11, remember that at the same time the JV 2010 objective is to produce a fully integrated and smoothly operating system-of-systems.
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Figure 11

Several terms have been used through this paper: information, knowledge, and understanding.  They are three of the four components of the cognitive hierarchy, the fourth being data.  The relationship between the components, some characteristics, and brief descriptions are shown in Figure 12.  This diagram not only applies to the systems produced, but also the people and organizations that produce them.  One of the most difficult aspects of monitoring an organization is the collection of the correct data through the best questions and mechanisms to monitor results of actions and current conditions.  Looking at the combined factors of the NSSC move to the WNY, and the NSSC SP factors ‘People’ and
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Figure 12
‘Customers & Communication’ of the (SP items 4 & 5),  there is a window of opportunity to make improvements in the investments of developing and managing the workforce.  There is existing data and metrics on the workforce, existing information on development plans and programs, individual development plans, and NSSC and Organization strategic and business plans, now is the time to meld them together, to fuse them, and test some ideas for supporting the workforce team.

The likely comments will be: there is not enough time to perform this effort; there are others who are supposed to provide the resources to perform the effort; there is too much work to do to waste time on the fuzzy personnel thing; or, it has not been done before so why change now.  The reply is: what better time than now to provide opportunities to others, test many ideas, learn from the problems, and keep moving forward, taking care of our work force.


For some background, the overall framework for carrying out plans for changing from one condition to another is sometimes referred to as a strategic planning cycle.  An example is used within the Naval War College education program and is shown in Figure 13, representing: Where are we?  Where do we want to go?  How will we get there?  Are we getting there? Answering some points of these questions has been part of the prior discussion of this paper.


‘Where are we?’  NSSC is experiencing an aging work force, not necessarily the correct alignment of recruitment to the needs of the organizations, the feeling that there is too much work to perform without enough workforce or time, that accomplishments are not recognized, within a complex and confusing world environment, and, declining resource levels.
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Figure 13
‘Where do we want to go?’  To a competent, adaptive, vibrant, enthusiastic, knowledgeable, and understanding workforce that can and does ‘deliver timely, cost effective solutions to meet Naval and Joint war fighting requirements’ so that ‘our Sailors and Marines can protect and defend our national interests and, if necessary, fight and win.’

‘How will we get there?’  Get more resources – a challenge in the Congressional environment and budgeting process, though achievable with a better workforce.  Reallocate resources to try other ideas, we do some of this with training funds to send personnel to schools and education programs.  Promote the view and objective that education programs as opportunities for the immediate individual AND also for the remainder of the organization to broaden the experience history of an office mate or some one in another division, directorate, or a field activity.  Promote, recognize, and support organizations to who expend ~10%-20% of the personnel man-years on development activities AND maintains customer satisfaction with product deliveries.  Even more of a challenge, recognize those organizations that LEARN from the difficulties of trying different methods to accomplish the development efforts.  Provide the communications and tool kits needs and devices to promote an agile, adaptive, teambuilding organization, that promotes joint training and education, employs adaptive and innovative leadership techniques, and has, produces, trains, or shares high quality people.

‘Are we getting there?’  Look at the data and the trends, while remaining somewhat skeptical of the data, proceed assuming that the best and correct data is collected in the cognitive hierarchy and used to monitor the progress and make adjustments.


Having noted that personnel are a central factor in the acquisition of our systems.  What are some of the tools that are available for personnel and personal development?  Hopefully a continuous development program, not just one that waits for the final step to ‘senior management’.  This distinction is shown in Figure 14, which depicts the difference between late start, and early identification and continuing development of personnel for leadership positions.  Some individuals and organizations fit into each of these depictions, where would you the reader prefer to be?
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Figure 14
Another way of viewing this continuum is that provided in Figure 15, from the 1998-1999 Executive Potential Program (EPP) group project – Towards Successful Mentoring.  After researching several different approaches, this group recommended a ‘filter mentoring’ method, which did mentoring throughout the organization structure, not just in a singular direction of segment.  In some ways these two examples summarize the hoped for outcomes of formal and informal mentoring, and learning support structures that the JV 2010 DOTLM-P addresses.
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Figure 15

Another expression of the development and leadership continuum is associated with the skills that are fundamental, demonstrated, and added while moving through the leadership levels, this is shown in Figure 16.  This skills depiction lists almost all of the 27 leadership competencies which are grouped under the 5 core qualifications for members of the Senior Executive Service.  These skills are present in all the workforce to varying degrees, the challenge is to promote the skills and their application in linkage with the expectations and goals of the small and large organizations which make up the combined public and private workforce team.
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Figure 16

Having presented these leadership competencies, what are some of the available development programs and opportunities?  There are quite a few available within NSSC, DoD, the Executive Branch, at home, in the local 
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Figure 17
community, even within our own families.  Examples of some of these are: rotational assignments which are announced (as well as self arranged); NSSC & Corporate Learning & Development Center sponsored courses; DSMC courses; local college courses; Defense Leadership and Management Program; DoD Executive Leadership Program; Aspiring Leader Program; New Leader Program; Executive Leadership Program for Mid-Level Employees; Executive Potential Program; Service War Colleges; National Defense University courses; programs for initial college degrees funded from work; degree programs in Public Administration, Business or Engineering Management; community or county service and training programs; or, even organizing a family reunion.  These are but a few of many possibilities.  Figure 17 provides another listing of these and several others, along with several other sources.


At Commander’s Forum VII, there was an identified concern about the make up and trends of the NSSC overall workforce structure and demographics.  This generated a call for a work group to address factors and options associated with NSSC workforce accession, development, sustainment, and attrition (WADSA) – including shipyards, laboratories, field activities, and associated PEOs.  The result was the formation of the WADSA work group under the supervision of the Personnel standing committee of the Business Transformation Executive Team (BTET) and NAVSEA Executive Committee (NEC), which draws its members from the complete NSSC Organization. The WADSA charter notes “A commitment to our people through professionalism, communication, continuous learning, diversity, and equal opportunity.  Further, it’s Purpose includes that the WASDA “ . . . will identify the steps that NAVSEA should take to acquire, develop and maintain a highly motivated and skilled workforce which is sized, shaped, focused, and empowered to effectively accomplish the NAVSEA mission.”  Figure 18 provides a synopsis of the areas of emphasis for this work group, of particular interest is providing a set of tools and 
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Figure 18
assistance aids for not only supervisors but the whole workforce toward developing a vibrant, responsive, and adaptive workforce.  The workgroup started its efforts in early December 1999, and as of early February has a signed charter and is working out the internal committee contributions and products.  An intent is to produce a set of planning aids, along with an active education and exchange program between the several sections of the NSSC organization for sharing and learning from each others experiences and difficulties.  It offers a particularly appropriate launching point for a workforce education and communications plan/program during the final planning months and the period of movement to the WNY.  Emphasizing the training and development programs and opportunities available, linking them into performance management plans, individual development plan, organization business plans, and the budget plans.  A brief summary of the education and development plan recommendations presented in this paper is shown in Figure 19.  These recommendations are intended to be all inclusive or definitive, but are intended to start the discussion and help facilitate communicating the options available for a training and development awareness campaign for our work force team of personnel.  The campaign would provide encouragement and demonstrate support of the work force through investment, and the development of knowledge and understanding of the organizations along with the reasons why all the pieces and products are needed and produced.
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Figure 19

Are these recommendations realistic and challenging?  Challenging they definitely are!  For working on personnel and personnel development issues, while seemingly detracting from the primary responsibility, actually will provide a greater support foundation for the work force team. One which is more attuned to seeing the patterns in the data and the information it produces, as well as having the knowledge (from learning, integrating experiences, and fusing the information and objectives associated with the products and organizations), and the ability to apply judgement to produce understanding. That makes them realistic!


Quoting from Naval Doctrine Publication (NDP) 6 – Naval Command and Control [NSSC applicable phrases added]:“Understanding is distilled from knowledge that has been synthesized and applied to a specific situation to gain a deeper level of awareness – knowledge of the situation’s inner workings.  We may know what is going on; we understand why.  Understanding equates to situational awareness, through which we can see patterns emerging from events in the battle space [include work environment] and anticipate the consequences both of our actions and those of the enemy [any opposing force or team].  True understanding should be the basis for our decision.  [At work and at home.]  At the same time, however, we must recognize that the inevitable constraints of uncertainty and time in combat [and work], may preclude full situational awareness prior to deciding and acting.”  General Patton’s point “A good plan violently executed now is better than a perfect plan next week.” While completely appropriate for the wartime footing, it currently has parallels in the current business environment and for NSSC supporting testing many ideas from the workforce on the front line, and supporting them, not getting in their way, and, encouraging and celebrating failures that result in learning, along with the successes of learning.


Secretary of the Navy Danzig has been heard to say, “Our People are the Jewel of the Force!”  As has been pointed out through this paper, that theme is present through the linkage of DoD, Service, and Organization mission, vision, and strategy documents and statements.  There must also be the follow through actions behind those statements.  This paper has introduced the opportunity to provide some of that follow through with the NSSC move to the WNY.  It is a call to put action behind the Secretary’s words.  With out taking care of the people and personnel, all the equipment will be just that, equipment.  The follow through will assist NSSC to have the innovative, adaptive, and agile work force and operator team to “develop, acquire, modernize, and maintain affordable ships, ordance, and systems that are operationally superior so our Sailors and Marines can protect and defend our national interests and, if necessary, fight and win”, as stated in the NSSC mission.  The NSSC work force will truly represent the statement “Our People are the Jewel of the Force!”
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NSSC Mission & Vision

MISSION

VISION

We are ships!  We develop, acquire, modernize, and maintain affordable ships, ordnance, and systems that are operationally superior so our Sailors and Marines can protect and defend our 

national interests and, if necessary, fight and win.

The NAVSEA Team will be the world’s best acquisition, in-service 

support, and technical organization.



We will deliver timely, cost effective solutions to meet Naval and 

Joint warfighting requirements.
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