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Transformation is getting people to do things smarter, more effectively

– improving processes

not

introducing new technology.
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Executive Summary:
The Key Messages:

· Remember the mission

· Communicate clearly 

· Technology is just an enabler

· Show success quickly

· Share – Be Transparent
· Measure the right things

· Accountability to the end point

· Be direct

Transformation = leadership + communications

For Success:  Show leadership

· Develop strategy

· Align organization

· Communicate

· Make it continual

For Communication

· Communicate the goal/mission simply and continuously

You can’t expect people to see the light when they’re in the dark.

Share and restrict what you must vs. restrict and share what you must.

· Small luncheons with leadership

· Working groups on key agency issues
· Staff briefings 
· Director “random visits” (management by walking around)
· Everyone has an elevator speech

For the Team

It doesn’t take a lot of people; 
it takes the right people.

· Strive for effectiveness, not for efficiency.  That will come.

· When you have an idea, bring your “business case” to leadership.

· Individual objectives must align with organizational strategy.

Ms Safra Katz,  

President and Chief Financial Officer of Oracle Corporation: ORACLE’S BUSINESS TRANSFORMATION

Technology is only an enabler.  Transformation is a sociological effort 

not an IT effort.

“The Internet Changes Everything”

While transforming Oracle she learned what every dictator knows:  “the man on the street has a great deal of power.  He can nod in agreement and ignore you.”
Oracle could not answer the basic question of “how big are we?”
Ms Katz favorite reason for why things cannot change is “It is illegal in my country.”  So, never ask your own attorneys to review things.  Always send it out to other lawyers.

♦  CHANGE is sociology, managing people;  NOT Technology.  

To get people on board:

· Make it transparent.  Broadcast the successes 

· Go for the quick rewards

· Make sure there is something in it for them.

THOUGHTS FROM Ms Katz:

· Measure the correct thing.

· Accountability:  If the customer has a problem, the problem belongs to the person who created the issue.

WHAT IS THE MISSION?


Communicate the goal.


Ask:  “Who is my customer?”


Remember:  A simple solution is always the best solution.

There is always resistance to change. 

· You cannot get over the wall without a running start.  Go for the easiest things first to gain momentum. 
TRANSPARENCY:

Make it TRANSPARENT.  Let everyone know what is going on.  Who is doing well?  Who is not?  You need to measure the correct thing.  This is the only way to know who is doing well and who is not.

The Americans and the UK were willing to support Oracle’s transformation effort.  Latin America came next.  The French and the Germans were unwilling to accept transformation until they saw the success of the Americans and UK.  Then they wanted to share in the profits.  

GOAL SETTING:

A CRAZY target is worth putting out there.  You have great people – stand back and let them go there.  If they believe that is where you want to go, they will find a way to get there.  

COMMUNICATIONS:  

Half the advertisements are aimed at our own employees.  Transformation is one big selling job.  But use really simple messages.  

“Not changing is scarier than changing.  DoD has a big logistics tail and cumbersome business practices.  We cannot accomplish our mission carrying around all this caboose.” 

Transformation takes courage and stamina.  The employees that carry out the transformation mission are the “coalition of the willing.”  

><>-<>-<><><><><><><><><><>-<>-<>-<

Robert Kaplan, 

Professor at the Harvard Business School - father of the Balanced Score Card and ABC Accounting (Activity Based Costing)

ABC accounting update 

There are 7,200 minutes of work per month.  (This assumes 6 hours of productive work per day.)

· By knowing what it costs to run a particular department for one month you can calculate the cost for that department to complete one minute of work.  
· If you know how long a task takes, you can now calculate the cost of that task.  

A Strategy for Change Execution:

1.  Leadership drives the strategy for change:

Leaders make the case for change

They decide what part of the status quo needs to change

Alignment

Mission to strategy

Strategy to out-put

2.  You need to create a strategy map that defines the goals: 

The goals are where you want to go.

You define the goals by asking, “How do you add value to your customers?”

How do you align your staff to improve you processes to deliver your value?

3.  Align the organization: 

· cascading philosophy

· align the goals of each subordinate organization with the goals of the one above it.

4.  Communicate the strategy:

· Tell the employees 7 x 7 ways 

· Hold up the strategy map and ask an employee,

“What is this?”  If they can answer, ask

“Can you explain this?”  If they can answer, ask

“How does what you are doing relate to this map?”

5.  Sustainment: 

Break the Score Card into strategic themes

The leader needs to set stretch goals

♦  Metrics need to be indicators not measurements

><> <><> <><><> <><> <><><> <><> <><

Dr. Frank Moss, 

Director of the MIT Medical Lab.

The Media Lab provides a non-structured program of study where students and professors of various engineering and technology backgrounds collaborate to produce the future.  For example, two of the current projects are artificial limbs that can interface bio-mechanically with the human body as normal appendages and robots that can interact socially with people.  The former is being developed for amputees returning from Afghanistan and Iraq.  The latter is currently taking the shape of a high tech teddy bear that talks to children in hospitals.  The bear can read the children’s expressions and body language.  

The building where this all takes place is all open space to allow the free exchange of ideas.  

Technology is the enabler 

of innovation and creativity

How will the technology affect people’s lives?  

A result of the ever quickening pace of change is causing people anxiety.  

“It is not enough to invent the future.  

We need to invent a BETTER future.  

We need to fix the problems facing our society.”

Web Sites:

http://www.media.mit.edu

email address:  fmoss@media.mit.edu

><> <><> <><><><><><><><><><><><

Clay Johnson, III,  

Deputy Director for Management, OMB NSPS.

A lot of energy is spent deciding what to spend the money on (budget formulation) but little time is spent dealing with how the money should be spent.  There is no process nor is there an effort to ensure the money is well spent.  i.e., no process to ensure the taxpayers get their money’s worth.  Take adult education for example:  there is no process to ensure that the best adult education providers receive the grant monies.   No process to determine how well the funded programs are doing.

The President’s Management Agenda is not about making government more efficient it is about giving the government the ability to be more efficient.

Ownership, Clarity, Transparency

OWNERSHIP = Accountability

The employees own the work, the job of the Manager is to help them succeed.  

Ask yourself, “Where would you be proud to be one year from now?” 

Now ask, “How do I get there?”

DREAM that the goal has been achieved.

                 Now ask:  – How did we do it?

Clarity:

To succeed you need: 

1. really clear goals

2. really clear action plan to accomplish the goals and meet the milestones

3. really clear responsibilities – assignments of who is responsible for each task in the action plan

4. really clear communications that this is important to the agency

Transparency:

What is the quality of our:  

1. Goals

2. Metrics

3. Improvement Plan

You need to match your goals to the desired outcome.

Don’t thank your employees for a good job, 

Congratulate Them.
You do not thank a baseball player for hitting his 57th home run?  No, you congratulate him.

♦  Communicate the goals, metrics, and improvement plan.

><> <><> <><><> <><> <><><> <><> <><

The Honorable John Hamre, 

former Deputy Secretary of Defense  (1997-1999)

Misses the sense of importance that comes from being a government employee.

How do you get more value out of constrained budgets?  

Our buying power is diminishing.  The less we buy the more expensive it is.  The more expensive it is the less we can buy.  It is a downward spiral.  

We have done everything to reduce budgets – base closures, military reductions, canceled programs and future weapons systems.  There is little more we can reduce.  

Newt Gingrich gave the answer on day two of the conference:  You need to increase efficiency. If it used to take two months to build a tank and now you can build it in one month you have saved the cost of one month’s overhead, one month’s labor cost, etc.

The Contractor Challenge:

We have hired so many contractors that are filling GS 12 & 13 positions and O4 & O5 positions that we can no longer provide continuous on-the-job-training for leaders like we did in the past.  Given the OPM rules, where do we get future 14’s and 15’s if most of the 12 and 13 positions are occupied by contractors?  How do we provide management training to O4’s and O5’s if the management positions they used to rotate through to receive that training are now filled by contactors? 

An analogy for change:
There are two sports where you win by going backwards: Tug of war and Crew

· In tug of war you win by pulling (forcing) the other side to your side.  This is not the way to get your stakeholders to work with you.

· In crew, you all have to work together to win.  You all row in unison and row strong.  

><> <><> <><><> <><> <><><> <><> <><

The Honorable Gordon England, 

Deputy Secretary of Defense

“DC is 25 miles surrounded by reality”

Principles or Leadership:

At the United States Naval Academy's Forrestal Lecture Series, Secretary of the Navy Gordon England identified important principles of leadership based on his personal experiences as a business executive and in government.

His 15 principles of leadership are all about the people:

1. Provide an environment for every person to excel.  Provide the leadership environment to allow people to do the best job they can.

2. Treat every person with dignity and respect — nobody is more important than anyone else.
3. Be forthright, honest and direct with every person and in every circumstance.
4. Improve effectiveness to gain efficiency.  You do not strive for efficiency. You strive for effectiveness.

5. Cherish your time and the time of others — it is not renewable.  People can do other things with their time – thank them for giving their time to you.

6. Identify the critical problems that need solutions for the organization to succeed.
7. Describe complex issues and problems simply so every person can understand.
8. Never stop learning — depth and breadth of knowledge are equally important.
9. Encourage constructive criticism.  You need an environment in which you can have a thoughtful, honest debate.

10. Surround yourself with great people and delegate to them full authority and responsibility.
11. Make ethical standards more important than legal requirements. 
12. Strive for team-based wins, not individual wins.
13. Emphasize capability — not organization.
14. Incorporate measures and metrics everywhere.
15. Concentrate on core functions and outsource all others.
"England Expects That Every Man Will Do His DUTY" Admiral Lord Horatio Nelson, Battle of Trafalgar, 21 October 1805

His other comments:

· We need to do better in the area of strategic communications.
· In large organizations you need to diversify decision making.  You manage performance through measures and metrics and by communicating goals and objectives.

· You need to trust and respect your staff.  

· Persistence, commitment, and stamina are needed to make change.

· War used to be our steel mill against their steel mill.  But terrorists do not have steel mills!

· Portfolio Management:  you need to build “capability” portfolios.  

· “Interagency cooperation is a contact sport.”  You need to partner with your stakeholders.  
· People need to decide to work together.  Partnerships build capability. 
· Every generation needs to learn to defend and protect our rights and freedoms.

><> <><> <><><> <><> <><><> <><> <><

The Honorable Newt Gingrich, 

Former Speaker of the House of Representatives.

View the world as a warthog!  Not as what you are, not as a Democrat, not as a Republican, not through the glasses of what you are supposed to believe.  Suddenly you can identify what is dumb because it probably is dumb.  Now you can identify what needs to change.

“When you get up in the morning and things seem dumb, they are.”
Make people say, “Yes, if …”  

Not “No, because …”

“Can we have pizza for lunch?”

“No, because we have no money!”

or

“Can we have pizza for lunch?”

“Yes, if we had money!”

Now, you have identified the challenge you need to over come to be able to achieve your goal.

Read Churchill’s biography of Marlborough.  It took Marlborough months to convince the Austrians to allow him to take their armies into Germany to fight the French.  Gingrich was impressed with Marlborough’s perseverance, stamina, and patience in dining with the Austrian King night after night, month after month until he convinced the monarch to allow him to lead the Austrian armies.

“Real change requires real change”
We need good metrics to measure the effectiveness of the changes.

♦  Read Drucker’s the Effective Executive
Effectiveness is getting the correct things done.
Efficiency is not spending resources.
Look at best in class.  How do they do things?

The Gingrich WEB Site:  http://newt.org/
Listen, Learn, Help, & Lead

><> <><> <><><> <><> <><><> <><> <><

LTG Peter Chiarelli, 

Former Commander of the Multi-National Force in Iraq currently the senior advisor to the Secretary of Defense

The Contractor Challenge:

Reopening factories and putting people back to work reduced the attacks on his personnel by 60%.  As there were no government workers available to manage the economic recovery, he had to wait 8 months to begin the work of reopening the factories because it took that long to hire contactors to do it.

Business Processes Matter:

The business processes (something he was not taught) were more important than synchronizing kinetic energy on a target.  (What he had been taught to do since he was a second lieutenant.)
“The business mission area is critical to the success of winning of the peace.”

><> <><> <><><> <><> <><><> <><> <><

Dr. Thomas Barnett, 

Author:  The Pentagon’s New Roadmap
The Challenges:
The nature of war has changed.

· Asymmetric warfare

· Reconstruction vs. attack and defense
· More agile force (terrorists have no infrastructure)

We need two types of forces to meet the new challenges:
1. A ready reaction force always prepared to act:

Includes clandestine units like the Delta Force and Navy seals and the transport assets needed to carry them to the fight.  It also includes Marines and stealth assets.  
2. A heavy force that can be expanded to engage in and sustain a protracted fight in a major conflict: 


Includes army units, heavy lift assets, heavy bombers, and Navy Fleet assets.
><> <><> <><><> <><> <><><> <><> <><

G. Martin Wagner, 

Senior Fellow IBM Center for the Business of Government.

We are building a new model for how services will be provided to the Federal Government.

It is not that the rules are changing - The game is changing!

The 20th Century Business Model:

· Hierarchical, bureaucratic.
· Change could be dictated.
The 21 Century Business Model: 

· Decentralized decision making.
· Change can no longer be dictated.  It needs to be sold so the pieces of the organization want to change.

Look at end-to-end processes:  This is where the improvement will come from.
Now look side to side.  This is where the bite will come from.  Not from above.

How do you safely trust someone else who is more efficient than you - who doesn’t work for you - to perform your business processes?  

THE ANSWER:  You need governance


Especially at the boundaries between stove pipes

Sustainability:  Changes need be across administrations – They need to continue from one president to the next.

The new business model:  “SHARED SERVICES.”

Governance is required to make shared services work.

Do metrics and measures.  Identify the cost of doing things.  

You need satisfaction metrics.  How happy are your partners?

For change to happen, you need a leader.  Today, the situation is ripe for change.
Process for change:

1. Can they do it better than me?  Then I need to let them do it for me.

Remember, stove pipes work! Especially in a crisis.

2. Governance:  

· Include how disputes will be resolved.

· Clear lines of responsibility are needed.

Web site for the IBM Center for the Business of Government: Http://www.businessofgovernment.org/
><> <><> <><><> <><> <><><> <><> <><

Conclusions:
My closing thoughts:

1. Meaningful Metrics:  You need to measure the correct thing 

· remember the red bead factory

· the metrics need to be indicators not measurements

2. Managing Transformation requires stamina and perseverance.  – and a personal support structure, you can not fight the battle alone.  

3. Transparency – everyone needs to know where you want to take the organization.  

COMMUNICATE! 
COMMUNICATE!, 
COMMUNICATE!
4. We are relying too heavily on contractors.  Just ask Dr. Hamre and LTG Chiarelli.

5. Change is getting people to do things smarter, more effectively – improving processes not introducing technology.

><> <><> <><><> <><> <><><> <><> <><

Beth McGrath’s closing thoughts:

“Everyone needs to know where they are going, even if it’s on the bus to Abilene
.”

><> <><> <><><> <><> <><><> <><> <><

Paul Brinkley’s Rcap: 

Deputy Under Secretary of Defense (Business Transformation) 

How are we coping with such fast paced change?  Anxiety is on the rise.  It is growing.

Change is socioeconomics not IT.
Business processes are important.  Just ask LTG Peter Chiarelli, the former Commander of the Multi-National Force in Iraq.

You need an Architecture to manage the change.
Privacy and security need watching.  They especially become a challenge when dealing across agencies.

How do you deal with transparency in a government organization?  Everything becomes visible.

Metrics:  Do not abuse them.  Metrics exist to indicate the state of health of a program, not as a tool to punish someone.

“Archimedes said:

‘With a long enough lever and place to stand, you can move the world.’
Make sure you move it in the right direction.”
− Paul Brinkley
Closing comment, Sept 6, 2007
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�  THE RED BEAD FACTORY:  W. Edwards Deming, the father of quality management, devised a practical exercise to show how organizations often measure the wrong thing.  In this exercise, participants are given a box filled with red and white beads.  They are asked to scoop out the red beads.  Any white bead in their scoop counts as a defect.  The goal is have zero defects.  Score is kept - how many “defects” each participant has is recorded.  The participant with the most defects per round is chastised by the leader and threatened to be “fired.”  It does not take long for someone to realize that if they pull an empty scoop from the box, they have no defects!  It does not matter that they have no red beads as management is only counting the defects (white beads) they scoop from the box.  


� BUS TO ABILENE:  participants willingly agree to do something without protest that they really think is a bad idea 
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