Human Capital Strategy Proposal 

NAVSEA Middle Management Council (MMC) Endorsed for NAVSEA Task Force LEAN & Office of Force Transformation (OSD)

CNO Guidance 2005 directs all of us on the U.S. Navy payroll to do the following:


( Challenge the assumptions in our current manpower approach.


( Pursue new technologies and competitive personnel policies that will streamline personnel positions.


( Become a better educated and better trained workforce.

Tall orders from CNO bring many workforce challenges. 

Workforce challenges: A few of the larger workforce challenges of the 21st century follow:


( Increasing technical complexity of our work.


( Rapid growth rate of technologies used in our business.


( Loss of corporate knowledge as people retire at an ever increasing rate.


( Declining budgets as we have resources spread over more highly technical systems.


( LEAN Management philosophy seeking Six-Sigma organizational perfection. 


( Enterprise solutions requiring both Government and contractor engineers to “be on the same wavelength” for maximum optimum use of tax dollars.

If we do nothing a plethora of missed opportunities and negative consequences are sure to follow:


( Opportunities of growing technical complexity, high growth rate of technology, new interoperability requirements, new information assurance requirements, replacing technical warrant holders, LEAN Six-Sigma Management initiatives, growing need for qualified systems engineers, and replacement of an aging work force due to retire could have dire consequences.


( Consequences of the status quo are sure to follow:



- Smaller workforce becomes unable to effectively handle all variables.

· Engineers and managers become less capable of good decisions.

· Added complexity will drive cost and schedule negatively.

· Failure to meet information assurance requirements may compromise national security.

· Fewer people on staff may cause bottlenecks.

· High level vacancies may not be filled with academically qualified individuals.

· Significant brain drain will increase risk.

Recommendation: To address these challenges simultaneously MMC recommends a new emphasis on improving the academic qualifications of our civilian workforce.

Doctor of Philosophy (Ph. D.) and Doctor of Engineering (D. Eng.) by thesis programs for recent young undergraduates miss the use of valuable experienced engineers who, heretofore, had other priorities. Smart, mature, sophisticated engineers at the top of their professions could apply vast experience to solving issues plaguing U. S. Forces while meeting requirements for advanced degrees by theses writing.

How: An engineering cohort is a team of quality people from multiple disciplines formed to develop comprehensive solutions to complex problems. The cohort has the following characteristics:


( They can be established, chartered, and disbanded like an integrated project team (IPT).


( They can be more cost effective than contracting work out particularly where requirements are yet to be defined.


( There needs to be something in it for everyone.

Office of Naval Research (ONR) and NAVSEA could advance military technology while working to improve the condition of mankind by funding universities for experienced professionals to work Fleet issues while working engineering cohort studentships. ONR could transition to U. S. Forces work of cohorts of engineering candidates applying years of experience. Cohorts of engineers could team to work multi-disciplined issues harvesting design and process improvements during the course of the studentships theses writing.

Technical teams provide benefits in both production and individual learning as discussed Roger T. and David W. Johnson.

Roger T. and David W. Johnson discuss Cooperative Learning - Two heads learn better than one. On the web
IN CONTEXT - A quarterly Of Human Sustainable Culture.


Mrs. Carly Fiorina, CEO Hewlett-Packard Company, in her lecture October 10, 2003, at the University of Maryland discussed three integral components to modern organizations:


( Digital

( Mobile

( Virtual

Horizontal, heterogeneous, and connected high-tech low-cost environment providing the best total customer experience: Professors would visit work areas routinely to guide the cohort of engineers. Problems of high complexity requiring multiple skills could be used for both technical solutions and team-building development. University partnerships could address subjects as diverse as knowledge management, the application of management “best practices” and information and the subject of network security which were not on any courses offered just a few years ago.

Merit systems principles would guide the effort providing and equal opportunity for all to excel. Currently professors sail with Sailors on aircraft carriers providing the infrastructure for degree programs for all on board.  

Organizations, Duration and Qualifications:


Organizations, currently employing doctoral candidate engineers, could afford detailing engineers to focus on working issues of mutual interest. E.g. working fluids systems design where multi-phase flow problems require solutions for health and safety. Organizational prestige and credibility would improve with more highly qualified people.

Cleared professors and academically qualified people with a Doctor of Philosophy Degree in science or engineering currently employed by Governmental activities and professors from local universities could provide guidance in the production of paper products focussed on fleet problems working at Washington Navy Yard. Problems requiring laboratory work could be performed either at a Navy lab or a university.

Engineers could work at universities up to two days per week keeping in electronic contact with their offices for emergent work during the academic year. Engineering cohort studentships could last three or more years as determined by research results. Findings, from the review of current literature and summarized in an annual report, could be transitioned to U. S. Forces. E. G. weapon's systems improvements. Individuals would work in the cohort until their publications and teaching deemed them WORTHY of a degree. Technicians could be trained by engineering studentship cohort in fundamentals of engineering so as to pass the Engineer In Training (EIT) examination. Passing the EIT examination qualifies the individual for an engineering series per Office of Personnel Regulations. An engineering series would qualify the individual for membership in an engineering studentship cohort. Therefore, all staff would be in a degree program with all work credited toward a degree of some type: Education basing changing behavior in the work place would result in FOCUSSED CHANGE. Credible courses of action, based on lead engineers’ informed recommendations, approved by top management, would address 21st Century missions.

Precedence:


Currently NAVSEA pays about $26,000 per student per academic year for advanced programs such as Executive Master of Science in Systems Engineering. While academically interesting, these programs have no immediate return on investment for U. S. Forces. 



Sample calculation:

25 Students X $26K/Student/year X 2 years = $1.3 million


$1.3 million investment, from the standpoint of U. S. Forces, represents a sunk cost with an unknown return on investment in the out years. 

WIN/WIN/WIN - ENGINEERING COHORTS BY THESES - The ultimate goal would have all staff in accredited degree programs working on Navy issues during the workday. Professors would visit our campus working with staff in the preparation of reports. Focussed graduate education provides much more effective staff members. Highly motivated individuals would prepare more reports/studies, volunteering to work nights and weekends, would progress more quickly to attain degrees. Unlike today where chosen people are taken out of the workforce to attend special schooling, all staff members would be afforded the same opportunity to excel. A more highly motivated and productive work force would be a win-win situation.

( NAVSEA gains:

· Timely solutions to complex technical problems at reduced cost.

· Inexpensive academic expertise.
· Better educated workforce for the future.
· Incentive to attract bright young talent.
( Academia gains:

· More graduate students and graduates with advanced degrees for teaching at all levels.

· Interaction with experienced senior engineers.
· Potential for grant money.
( Industry gains:


- Potential future contracts.
BUSINESS CASE ANALYSIS

Problem Statements:


The Office of Federal Procurement Policy Act (41 U.S.C. 401 et seq.) as amended requires “ . . . The head of each executive agency, after consultation with the Administrator for Federal Procurement Policy, shall establish policies and procedures for the effective management (including accession, education, training, career development, and performance incentives) of the acquisition workforce of the agency. . . [and] shall be carried out consistent with the merit system principles set forth in section 2301(b) of Title 5 United States Code.”


For spending nearly 20 billion dollars per year, NAVSEA has the fewest number of experts with Doctor of Philosophy degrees. “Ship-drivers” promoted to Admirals require well staffed advice to make the right decisions for compliance with the laws of the country as well as the laws of physics to optimize use of precious tax dollars. Human capital strategy for the long term with academic involvement is minimal: NAVSEA’s activities will supply the human capital to “fill the billets”. NAVSEA needs the right mindset for managing high-tech teams. NAVSEA needs to upgrade academic goals of expert work force with metrics to support the decision.


The National Science Board has called for an effort to produce more scientists. Science Magazine, February 20, 2004.


The following discussion elements highlight tangibles and intangibles as it relates to existing university coursework compared to a focussed program at the Washington Navy Yard (WNY) Campus of the Naval Sea Systems Command (NAVSEA):


( Investments related to business strategy currently are minimal as only a few people attend courses and their coursework usually centers on a professor’s case study unrelated to NAVSEA business strategy. A sunk cost with practically no return on investment. (Funding expenditures are usually closely held.)


( Payoff for the fleet of existing training dollars investment is very low if not invisible. 


( Team building at university courses or Defense Systems Management College does little for the NAVSEA Team working together as class members work in different organizations usually with different cultures.


( NAVSEA needs to be extraordinarily responsive to fleet needs to fight an asymmetrical war. University coursework can distract workers from their assigned tasks at WNY. Most advanced coursework requires students to attend classes away from WNY Campus hence unavailable for the fleet.


( NAVSEA’s “Technical experts” are developed by on–the-job training vice academic advancement. Senior supervision finds “resume builders” in high rotation personnel schemes. A career of forty years becomes two years of experience twenty times. Resulting mediocre decisions have decision-makers off to another job never aware of the consequences of decisions made. Highly complex problems remain unresolved usually defended by, “We can’t afford the solution”.


( NAVSEA has a plethora of micro-tasks performed by contractors staffed with retired Navy technicians writing reports reviewed by retired Naval Officers and retired NAVSEA personnel. Shipbuilders are currently staffed with many recent college graduates who have had “no time on the pond”. Shipbuilder staff works under the direction of what they are told in writing, sometimes blundering, requiring yet another ship alteration.

DEFINITIONS PROCESS

Doctoral Studentship Definition Process:


Doctoral studentship definitions for the cohort of engineers should take about one academic year. During the academic year, engineers should review technical journals' abstracts, technical papers, technical data-bases of scientific reports, and other documents to work engineering solutions for U. S. Forces while highlighting areas for discussion with the engineering cohort and professors guiding doctoral studentships.


University work should focus on engineering solutions for U. S. Forces. Therefore, all students should be U.S. citizens and possess proper level security clearances. Security will be handled in accordance with all applicable regulations.


All work should be written in English.

COMNAVSEA and CNO Priorities as Applied to engineering studentship cohorts:


Reduce our size while improving our effectiveness:


( Articulate the needs of the Fleet.


( Speed the delivery of new capabilities to the Fleet . . . Global in scope, layered in design and seamlessly joint.


( Provide stewardship to our key workforce . . . education, training, and career development. 

Engineering cohorts working in Technical Management and Policy - Specifically applied to the Fleet with the following benefits - 


( Maximize value and R & D focussed on Fleet needs. 

( Optimize available resources to leverage industry: Develop ability to mobilize industrial team and one workforce to work across boundaries producing active engagement.

 
( Produce greater alignment of expectations and needs.


( Stimulate motivation.

"In the period ahead, our military will still need more power, speed, precision and flexibility. We see signs of transformation all around us - and we need to keep at it."








Donald Rumsfeld








Secretary of Defense

Skills Areas From NAVSEA 05 Skills Assessment Matrix:

1. Total Ship Integration.

2. Ship Systems Integration: Hull systems; Mechanical Systems; Electrical Systems; and Combat Systems.

3. Ship Systems and Functional Areas: Structures; Materials; Machinery Systems - Nuclear; Machinery Systems - Non-Nuclear; Electrical Systems; 
Communications Systems and Networks; Auxiliary Systems; General Arrangements and Habitability; Combat Systems; Hydrodynamics; Propulsors; Vulnerability and Survivability; Signatures and Silencing; Weights and Stability; Damage Control and Fire-fighting.

4. Ship Concept Development and Other Functional Areas such as Knowledge Management interdisciplinary approach. 

Advanced Topics Applied to Ship Systems and Functional Areas:

Specific functional areas highlighted in NAVSEA 07T, In-Service Submarine HM&E Systems Engineering, discussions with management consultant DB&A crossed above boundaries. Several subsets of major engineering disciplines defined above in Ship Systems Integration define processes proven successful in Fleet operations are silent in most colleges and universities courses:


DAMAGE-CONTROL


DATA-EXCHANGE-AGREEMENTS


ENGINEERED-MAINTENANCE-PERFORMANCE MONITORING PROGRAM


ENGINEERING-MANAGEMENT-TMA-TMI-SEA-TRIAL-AGENDAS


ENGINEERING-QUALITY-ASSURANCE


ENVIRONMENTAL-SAFETY-HEALTH


FIREFIGHTING


GENERAL-OVERHAUL-SPECIFICATIONS


LEVEL-1-MATERIAL-CONTROL


PROGRAM-MANAGEMENT-AND-POLICY


SAFETY-OF-FLIGHT


SHIP-CERTIFICATION


SUBMARINE-UNIQUE-SYSTEMS


SUBSAFE-DESIGN-REVIEW (SSDR)-AUDITS- URO-MRC PROGRAM


TEMPALT-SHIPALT-DESIGN-IMPROVEMENT-PROGRAM(DIP)

Annual Programs Reviews


Cohorts should report results pushing the envelope of knowledge: Experimental or theoretical knowledge base making an advancement. Report work appropriately both ad hoc and annually.

"If there is something we are doing that isn't supporting the war-fighter, then we ought not be doing it."








VADM P. M. BALISLE








COMNAVSEA

PROPOSAL

( NAVSEA Middle Management Council proposes SEA 04 consider a pilot program establishing an engineering cohort to harness the strengths of quality people at NAVSEA, Academia, and Industry to solve a complex Navy problem while improving academic qualifications of our engineering workforce.

( Learn from the example and expand to other academic disciplines.

First steps:


( Select from a short list of high priority chronic problems one best suited to involving academia, industry, and Government.


( Identify interested partners in academia and industry.


( Develop a pilot plan.


( Research, evaluate, and develop comprehensive solutions to the problem.

Participation:


( SEA 04 

· Determine if this proposal has merit.

· Provide leadership and guidance.

( Middle Management Council:

· Provide manpower and assistance.

· Establish links with academia and industry.

( SEA 05/06/07 Develop prioritized list of candidate projects.

( HRO:

· Provide expertise and guidance.

· Establish policy and pilot program.

Personal Opinion Disclaimer: This document was prepared as a service to the NAVSEA community. Neither the United States Government nor any of their employees makes any warranty, expressed or implied, or assumes any responsibility for the accuracy, completeness, or usefulness of any information, product, or process disclosed, or represents that its use would not infringe privately owned rights. The opinions of the authors expressed herein do not necessarily state or reflect those of the United States Government and shall not be used for product endorsement purposes.
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