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1.0 Executive Summary

Every communications plan should speak directly to change and the impacts of change.  Change communication is effective only when focused in the context of an overall change management plan.  Therefore this document provides a fully executable Communications Plan integrated in a Change Management Plan. We have addressed communication to support the DMB Transformation, with additional scope extending across all areas of change management, including strategy, training, and supporting management systems.  This plan applies Center-wide, since it is difficult to focus only on DMB’s role in this initiative when changes in this part of the Center have implications for Center-wide leadership, communication, training and management policies and practices.

A widely accepted view of change management
 outlines eight stages of organizational change.  Research on best practices validates that organizations that follow this framework have the highest rate of success in their change efforts.  This plan augments and tailors this change framework to fit the change efforts necessitated by the lean and cellular process improvements to be deployed at DMB.

The eight change stages are:

1. Establish the Motivation for Change and a Sense of Urgency

2. Build a Guiding Coalition

3. Develop a Vision and Strategy for Change

4. Communicate the Vision, including Key Communication Action Steps

5. Empower Broad-Based Action, including Key Training Action Steps

6. Generate Short-Term Wins

7. Sustain the Momentum: Consolidate Gains and Produce More Change

8. Anchor New Approaches in the Culture

The intent of this document is to provide a tool to help focus DMB Transformation resources in the near term.  As the transformation is implemented, changes will emerge that will need to be incorporated in longer-term plans.  Therefore, more detail is provided for the near-term stages than for the longer-term.  The program office and selected contractor will develop future details as the plan is rolled out.

Due to the complexities and challenges of the multiple organizations involved in this transformation effort, success is critically dependent on the relationships among the key leaders in each transformation office and key divisions and the willingness of these individuals to work together and support each other.

This plan identifies the Key Action Steps to implement this change model based on an assessment of the current change management activities underway at DMB.  Details of these action steps follow the Executive Summary.  The gap analysis upon which these recommendations are based is in Appendix A.

2.0 Critical Activities and Key Action Steps 

The Key Action Steps from each Change Management Stage are integrated into approximate time frames for the change effort. The myriad of Communications activities is incorporated in these stages as well. While there is a sequence to accomplishing these stages, it is not perfectly linear and often requires working stages simultaneously or doubling back to revise or repeat part of a stage.  Therefore, the timeframes indicated should be understood to be approximations only.

	Key Action Steps

*C denotes a communications plan component or requires communications
	Time Frame

	To establish a sense of urgency, you need to:
	

	· Direct a single office with full authority, talent and financial resources to coordinate and integrate the DMB Transformation *C
	Immediate!

	· Reconnect with customer needs
	Near-term and periodic

	· Hold an DMB Transformation Leadership Off-site
	Within 30 days after stand-up single office

	· Closely coordinate all DMB Transformation approaches and integrate action steps
	Continuous, after office stand-up

	· Hold all managers accountable for coordinated implementation of this Transformation
	Starting immediately after off-site

	To build a Guiding Coalition, you need to:
	

	· Determine which internal and external stakeholders are part of the Guiding Coalition
	Concurrent with each recurrence of “Reconnect with customer needs”

	· Determine when and how you need these stakeholders to participate over time
	Concurrent with each recurrence of “Reconnect with customer needs”

	· Ensure customer's voices are represented in all Transformation initiatives *C
	Make first assessment prior to Building Management Team; recurring

	· Build an DMB Change Management team
	After establish single office, prior to off-site

	To develop a vision and strategy for change, you need to:
	

	· Refine and simplify the Center's Transformation vision and strategies
	Off-site critical outcome

	· Define Leadership’s expectations of employees' role in transformational initiatives *C
	Off-site critical outcome; reevaluate periodically

	· Tie vision, strategies, and objectives to planning and budgeting processes
	Based on refined vision; reassess & redirect at least quarterly

	· Develop and use metrics that align behavior with strategy *C
	Implement quickly after define employees’ role; revisit with planning & budget

	· Align performance measurement, rewards, promotion and succession systems with vision and strategy *C
	Establish initial incentives; work integrated long term system

	To communicate the vision, you need to:
	

	· Create and implement a Lean Communications plan for your Lean organization *C
	Immediately after stand up single office; continuous implementation

	· Communicate Center and MA-T visions and strategies at every opportunity *C
	Immediately and continuously after refine vision AND develop center-wide toolkit definitions

	· Develop Center-wide definitions for the Transformation tool kit *C
	After off-site & refine vision

	· Encourage, listen to and use feedback on Transformation initiatives *C
	Continuously after stand up single office

	· Ensure leadership is walking the talk and modeling new behaviors *C
	After stand up single office; use off-site to instantiate

	To empower broad-based action, you need to:
	

	· Create and implement a Lean Training plan for your Lean enterprise
	Initiate training planning at off-site; continuously

	· Use change agents to spread the word about Transformation *C
	As soon as refine vision & clearly define what to communicate (in communications plan)

	· Ensure personnel, information, financial and management reporting systems provide appropriate support to empowered workforce
	Start at off-site; link to employees’ roles, metrics and performance system

	To generate short-term wins, you need to:
	

	· Learn from and leverage existing short-term wins, such as the Lean cell teams *C
	Inputs to off-site; use lessons learned continuously in all aspects of transformation

	To sustain the momentum and produce more change, you need to:
	

	· Address systemic issues to enable Transformation success *C
	Based on refined vision; continuously monitor, anticipate and react

	To anchor new approaches in the culture, you need to:
	

	· Define and build the attributes of the new culture *C
	Start at off-site; link to employees’ roles, metrics and performance system


In conclusion, this document develops a plan for change management at DMB based on government and industry best practices.  It identifies specific actions that will ensure effective transformation of the Center.

The most critical action for DMB is to direct a single office with full authority, talent and financial resources to coordinate and integrate the DMB Transformation.  Continuity of both leadership and vision are crucial in accomplishing this and the other key actions. Through demonstrated leadership and effective execution of this change management plan, people will know that this transformation effort is well supported and is moving along the path to success.  
3.0 Recommendations and Detailed Action Steps

This plan breaks down the eight stages of the change management framework
 into Key Action Steps.  Each Key Action Step provides a component of implementation, collectively achieving the transition from the current state to the desired future state.  The detailed gap analysis supporting these Key Action Steps is in Appendix A.

Some initiatives under way at DMB partially address several of the Key Action Steps.  However, these initiatives are currently either managed separately or, at best, are loosely coupled.  Successful transformation depends on a closely coordinated and integrated approach, as described herein.

Implicit in this model is a management structure that directs the change effort.  Key Action Step 1.a is the single most critical action.

3.1 Establish the Motivation for Change and a Sense of Urgency

a.
Direct a single office with full authority, talent and financial resources to coordinate and integrate the DMB Transformation

b.
Reconnect with the voice of the customer.  What do the Military, warfighters, and other key customers need in these transformation efforts to remedy? Take what you’ve done in regard to the key customer needs and connect and incorporate this into all messages in the communications and change efforts.  Align the message of bring it to DMB with your customers' needs.  Stay connected with your customers and other key stakeholders throughout the transformation
c. Hold a Leadership Off-site for all DMB Transformation Leaders to develop and agree upon:

i. A clear charter and responsibilities for each transformation office and the coordinating transformation office.  Senior leaders must provide role clarity between these offices and agree to coordinate the work of these individual efforts

ii. The case for change, the urgency of the change, and a common view of the future state (the vision)

iii. Key messages to be used consistently and frequently by all Transformation leaders (see details in Stage 4: Communicate the Vision)
1. Develop an elevator speech of four to six key points that describe the future state; these are points that everyone can easily understand and remember
(a) Develop the burning platform—a compelling communication that explains why things must change and overcomes organizational complacency.  Bring it to DMB needs to be punched up to motivate people to buy-in.  What are the consequences of not changing?
(b) Develop a short, powerful linkage that explicitly describes how the future state will mitigate the burning platform

(c) Develop key messages and answers to anticipated questions, such as: What will happen to my job?
b. Closely coordinate all DMB Transformation approaches and integrate action steps.  A toolbox approach can easily create confusion in employees' minds.  Carefully explain only what workers need to know about these efforts just in time for them to use them.  Keep detailed information and training about a particular tool set local and exclusive to the people who need to know, when they need to know

c. Hold managers at all levels accountable for coordinated implementation of this Transformation.  Managers' performance goals need to outline not only their responsibility in implementing their own division's change efforts, but also their role in assisting with other change efforts, as appropriate

3.2 Build a Guiding Coalition

a.
Perform a stakeholder analysis to examine which internal and external stakeholders are currently part of the Guiding Coalition and where are missing, for example, representatives from the community, MILITARY management, political or regulatory stakeholders.  Identify their What’s in it for Me? (WIIFM)

b.
Determine when and how you need to have representation from each stakeholder group in the change process.  Use the DMB Office of Public Affairs to support you in developing a plan to appropriately bring in external stakeholders

c.
Bring those key stakeholders into the Leadership Off-site (either during the off-site, or afterward via briefings or other communications, as appropriate) to obtain their input, buy-in and support for the changes that will be taking place.  After the DMB transformation effort engages a stakeholder or stakeholder group, maintain that engagement according to a plan based on time as well as accomplishment

d.
Ensure customers’ voices are represented in all transformation initiatives, decisions and actions of Guiding Coalition

e.
Build a DMB Change Management Coalition, or team of representatives from each of the transformation initiatives at DMB, including Maintenance, PSCM and Product Support.  Coordinate all transformation activities through this team (i.e., the Transformation Working Group).  Ensure they have direct support from and are empowered by Center leadership.  Clearly charter and delineate the team’s roles and responsibilities, and identify the team’s leadership and sponsors.  Build trust among Coalition members.  Center leadership must publicly and frequently support the Coalition, by both words and action (see Stage 4: Communicate the Vision)

3.3 Develop a Vision and Strategy for Change

a.
Refine and simplify the multiple layers of Center and Transformation initiative visions and strategies.  Cook it all down to one single, compelling elevator speech of a vision that fits for the Center and all transformation offices and initiatives. Paint a clear picture of the future of DMB and how you will get there

b.
Translate the current Center Vision of World-class people and facilities in combination with synchronized and innovative business practices and systems—the warfighter's first choice for Logistics into a compelling vision for the Transformation initiative so that customers, employees and other stakeholders are drawn into it

c.
Translate your strategy to continuously transform Center business practices, processes, technology, IT systems… to achieve world-class efficiency and effectiveness of all products and services into clearer language describing how you plan to get there.  For example, Bring it to DMB—the warfighter's first choice for logistics speaks to the strategy, the vision and the customer

d. Begin to define Leadership’s expectations of employees' role in transformational initiatives

e. Tie vision, strategies, and objectives to planning and budgeting processes.  Develop and use metrics that align behavior with strategy

f. Align performance measurement, rewards, promotion and succession systems with vision and strategy.  This will need to be addressed Center-wide.  A performance system that rewards competitive individual performance undermines team-based goals

g. Communicate the Center’s vision and strategy at every opportunity. Research shows that the brain must hear a message six times before it is implanted in memory.  Goal clarity and alignment behavior is created when employees can cite the goal from memory

h. Center leadership continues to publicly endorse the Transformation, in word and action

i. Center leadership should use the same phrases and highlight the specific changes being addressed by the Transformation team.  This has to obviously support the actions of the transformation team

j. Develop Center-wide definitions for the transformation tool kit, including Lean, Six Sigma, cellular manufacturing, etc.  Consistent definitions and messaging are essential to goal clarity and alignment. The definitions include the applications for each other the tools

3.4 Communicate the Vision

a.
Create and implement a Lean Communications plan for your Lean organization.  Lean communication is the ability to deliver the right message to the right people at the right time in the right way.

b.
Coordinate all DMB Transformation offices to develop a joint communication plan to address the information and education needs of all stakeholders, as defined in stakeholder analysis (see Stage 2)

c.
Analyze the results of the various communication surveys that have been completed.  Determine which communication vehicles are the most effective for each stakeholder

d.
Examine the number of newsletters, memos and briefings being created; streamline into fewer vehicles, such as a single monthly Transformation newsletter, a weekly plasma screen briefing, and coordinated sign-board usage

e.
Limit e-mail and Web-based communication until the technology and access are more widely available. Have realistic expectations of shop floor employees' use of e-mail and Web sites, based on IT system realities and civil service computer usage policies.  Managers who have complete access complain of receiving too much e-mail.  Most front-line employees don't yet have computer access and/or have restricted access to e-mail

f.
Maximize use of DMB's preferred communication method—word of mouth.  Have managers hold weekly stand-up staff briefings to convey the latest news regarding Transformation. Provide managers with talking points for those briefings.  Talking points include carefully scripted, meaningful catch phrases that are clearly understood and repeated often

g.
Coordinate all DMB Transformation messages. Agree on common language and definitions for transformational initiatives

h.
Conduct regular (recommend weekly) meetings among Divisions and transformation offices to keep each other informed regarding communication efforts and plans

i.
Actively solicit feedback on transformation initiatives; LISTEN to it; use it.  Create vehicles for ongoing feedback and timely response to issues/concerns.  Devise ways to frequently receive information from employees, especially thorough informal conversations such as weekly staff briefings with managers.  Give recognition for feedback; using it while giving credit to sources provides greater endorsements

3.5 Empower Broad-Based Action

a.
Create Lean Training for your Lean organization.  Lean Training is the ability to deliver the right level of training to the right individual just in time to prepare them to be competent and effective in performing their work.

i. Coordinate Transformation training within the Maintenance Directorate and across DMB.  Develop a comprehensive and coordinated training plan, timed to address employees needs Just in Time
ii. Build a central database of training offerings in order to determine and track the appropriate training for a given individual or project team at a particular time.  This database also helps identify your expert training cadre for sustainment

iii. Provide Lean and Cellular high-level awareness education to all employees prior to rolling out the lean and/or cellular improvement process

iv. Attend to middle managers training needs first.  They are key drivers of change and need to be well prepared and motivated to lead others

v. Design and deliver lean and/or cellular concept and tool training as well as team development training for cell teams as they become involved in the process redesign for their cell.  Others have established a best practice in this area.  Follow their approach; it's excellent, and the evidence says it works!

b.
Get out of your offices and talk with people.  Walk the talk and model new behaviors

i. Listen to what people have to say. Actively solicit feedback and respond quickly to issues/concerns

ii. Use the elevator speech to describe the future of DMB and get people excited about the change

iii. Be prepared to talk about the consequences for people who don't get on board the Transformation train

iv. Look for people who see the WIIFM for them selves because they will get on board the transformation train.  Encourage them to participate as change agents.  Support them in making a contribution and assure them that their ideas will be heard and respected

c.
Use change agents to spread the word about Transformation

d.
Perform an assessment of personnel, information, financial and management reporting systems to determine where there is alignment with vision and provide appropriate support to empower the workforce

3.6 Generate Short-Term Wins

d. Benchmark, learn from and leverage existing short-term wins.  Other lean and/or cellular redesign teams have demonstrated great initial success.  They are building morale and enthusiasm for Transformation. Their success factors need to be understood and replicated, and their stories need to be communicated more widely

e. Develop a video that shows the Lean Cells in action and show it to everyone associated with the transformation initiative

f. Ensure METs are achieved by integrating the IMP/IMS for all transformation projects.  Provide adequate resources to carry it out this responsibility, and ensure all transformation offices coordinate their implementations

g. Because this implementation will take several years to complete, it is critical to manage stakeholders' expectations concerning the changes they will see over time.  There will likely be a series of short-term wins that will build motivation across different stakeholder groups at different times

3.7 Sustain the Momentum: Consolidate Gains and Produce More Change

a.
Address systemic issues to enable Transformation success

i. The current performance system that measures process efficiency is inconsistent with a Lean approach.  Measurement systems need to change and supervisors need to be trained in how to motivate others with this new performance measurement structure

ii. Government regulations constrain what can be done to compensate and motivate employees.  Leaders need to explore what latitude they have with existing regulations and what needs to be changed

3.8 Anchor New Approaches in the Culture

a.
Employees believe the culture needs to change to support a Lean approach.  These changes will have a significant impact on the psychological contract employees have established with DMB. Effective change management planning and implementation is essential to effectively implement these changes and retain key talent.  This will be an ongoing effort as the transformation unfolds.

Appendix A: Gap Analysis

For each change management stage, describe: 

Current State (This is where you are)

Comments on the current state of the Transformation initiative at DMB would be based on observations from people representing a cross-section of managers, staff, union representatives and shop floor employees from most divisions.  Also base observations on an extensive review of documents, briefings, and change-related artifacts (such as newsletters, training manuals, and memos) related to the DMB Center-wide Transformation strategy and initiatives.

Desired Future State (This is where you wish to be)

A “gap analysis” is performed between the current state and the desired state. This gap is where the actions to achieve the future state are derived. Comments regarding the desired future state would be based on experience in communications / change management, as well as research on best practices in both the commercial and military arenas. 

Research and Reference Best Practices in Change Management and Communications 
For each stage, it is helpful to reference any best practices, as in Appendix F.

Stage 1: Establish the Motivation for Change and a Sense of Urgency

Current State

a.
Confusion and a lack of understanding stem from many uncoordinated Transformation initiatives

i. There are many Transformation initiatives underway being led by different change offices

ii. Attempts to coordinate efforts have had limited success due to insufficient people and budget resources and an apparent lack of coordinating leadership

iii. Employees' focus and allegiance are to their Division's unique Transformation efforts.  Little information about initiatives flows across divisions, and few people understand how their Division's Transformation efforts link to others.

iv. Many believe that Lean and cellular is just for shop floor workers

b.
Employees have mixed reactions to Transformation

i. Some pockets of employees in a few Divisions demonstrate significant excitement and enthusiasm for Transformation

ii. Most employees lack understanding and many think they will lose jobs to contractors.  One person estimated, "Easily 60% of the shop floor employees don't know about or understand Lean or Transformation and many first- and second-level supervisors don't understand it either."  Shop floor workers and some middle managers are concerned that Transformation means they will streamline the work and then contractors will be brought in to take over their jobs.  One group stated, "Transformation has turned from a process to a hostile takeover."  For some employees, this view has its roots in their experience at one military base when they Leaned the organization and (in their perspective) the base was closed and a commercial company took their jobs.  Still others understand that Lean removes waste and they fear that their jobs are waste and will be eliminated; hence, they will be eliminated
iii. Many employees need more details to trust that DMB will transform, saying, "Show me the money!"  This workforce has been through many changes and BRAC in past years.  They know the only way any change initiative will stick is if it is funded.  They want to know: Where is the money coming from? When will we see it?  How long will it last?  What is the backup plan if we run out of money?  How do we know that this will still work if it’s only partially complete? How are you going to track cost savings?  You need to prove that this is not the flavor of the month
c.
There is no sense of urgency; employees don’t understand why this needs to be done now

i. Message being conveyed is there is an opportunity to bring back previously outsourced work or bring new work to DMB in the Bring it to DMB campaign

ii. Leaders are avoiding the message everyone understands which is that DMB is subject to closing in a future BRAC if it isn’t improved and made more productive and cost efficient

d.
People want to get on board; early initiatives are building support

i. DMB employees are very proud of their work, their role in supporting the warfighter, and are loyal to DMB.  They want to be an integral part of this or any change initiative.  They don't want it done to them or taken away from them

ii. Many people want to help, but they lack resources, training and information

iii. The Lean Cells are successful quick wins and are building enthusiasm for Transformation

iv. Shop floor employees like the idea of bringing the upstairs downstairs.  They want more managers and technical people (schedulers, etc.) involved directly in their cells.  But they are somewhat skeptical about this happening

Desired Future State

a.
All stakeholders understand the real or potential crisis or opportunity that is spurring the change.  Because crises are more compelling than opportunities, conversations about the urgency for change include the worst case scenario (BRAC closing) as well as the Bring it to DMB opportunity message

b.
Employees thoroughly understand and can articulate the customers' needs when describing what needs to change/improve at DMB.  The customers’ point of view is articulated in the case for change
c.
Everyone has a common view of and is in agreement about the motivation for and urgency of change
d.
Common language and definitions are used to describe the future state.  Everyone understands the Transformation tool box approach, and which tools will be used in their unit, and why
e.
Leaders are able to answer questions such as: Why should we do this NOW? What is at stake? What will happen if we don't do this?
f.
All managers understand it is their responsibility to help implement change; their future opportunities and compensation are commensurately affected by their performance

g.
There are consequences for employees who actively impede change

Stage 2: Build a Guiding Coalition

Current State 

a. Little has been done to identify and bring in important stakeholders beyond DMB

b. The voice of the customer is rarely mentioned

c. A transformation office exists and has been charged with coordinating the integration plans for all transformation initiatives as well as coordinate all change efforts, yet it is understaffed and under funded.  The transformation office has not coordinated their communication or training efforts

d. Because multiple transformation initiatives are underway using a variety of tools and approaches such as Lean, Six Sigma, and benchmarking, leaders believe they are speaking about a common transformation effort; but to employees it looks disjointed, confusing and internally competitive

Desired Future State

a.
Center leadership provides resources and guidance to support the effective coordination of the various Transformation initiatives

b.
DMB key managers and change agents have positional power, expertise, credibility and leadership in change management as well as maintenance operations

h. Key external stakeholders (including customers, suppliers, union, regulatory, Military leadership, media, community, local and state political representatives and groups) are represented in the guiding coalition

e. Coalition members have validated the goals of the transformation initiative and shared their ideas in the vision

f. The guiding coalition is a high performing team

Stage 3: Develop a Vision and Strategy for Change

Current State 

a.
Multiple strategy statements exist for the Center and for each transformation initiative.  There are lots of words, but little understanding among employees about what it means to their work - what will change and what will stay the same

i. Vision, strategy, budgets, performance measurement, rewards, promotion and succession systems, and therefore behavior, are not systematically linked and aligned

c.
Town Hall meetings and other communication efforts are underway to articulate the Transformation vision and strategy…and more will be needed.

Desired Future State

a.
A vision is regularly communicated by Center leaders that is compelling enough to pull people through the status quo, that wins both the heart and mind, and that motivates and helps coordinate people's actions
b.
Both the vision and the strategy have been simply defined so that all stakeholders see both the logic and a first level of detail about how this future can be accomplished
c.
Employees understand their role in creating this future: what will be expected of them, how they will be prepared/trained to participate in the change, how they will be rewarded for their contributions, and what the consequences will be if they impede the change
Stage 4: Communicate the Vision

Current State 

j. Communication has not been coordinated across the transformation offices or elsewhere within the DMB

i. There is a full spectrum of Transformation-associated messaging and communication vehicles in place or in development.

ii. DMB has the results of several independent communication surveys, and it is currently collecting data from a survey distributed at the recent Town Hall meetings.  The results of these various surveys have not been pulled together nor has any coordinated communication planning yet resulted from these surveys

k. Word of mouth is the most frequently cited method of communication

i. The good news is that when messages are sent down the chain of command and passed along in staff meetings, they are heard
ii. The bad news is that messaging is not occurring consistently nor does it always reach all the way to the shop floor.  In the absence of information, other messages are made up.  For example, some say that LEAN means Less Employees Are Needed
c.
Communication is predominantly top-down via briefings, signs, memos, newsletters, plasma screens, Town Hall meetings, etc.

d. There was no evidence of input from the shop floor employees except in the pilot lean cells

Desired Future State

a.
All DMB Transformation communications are coordinated across the transformation offices and divisions and a plan is implemented to address the specific needs of key stakeholders

b.
The vision is articulated in a clear, simple message (focused and jargon-free).  Everyone has a common understanding of the vision and their role in accomplishing the change

c.
Consistent messages are delivered in timely manner to appropriate constituents using the best vehicle for that audience

d.
A variety of vehicles are used to communicate and inform constituents about Transformation efforts.  Employees receive weekly updates
e.
The guiding coalition models the behavior expected of all employees and walks the talk
f.
Messages are conveyed using the key elements of effective communication:
i. Simplicity

ii. Metaphor, analogy and example
iii. Multiple forums

iv. Repetition

v. Leadership by example

vi. Explanation of seeming inconsistencies
vii. Give-and-take/two-way communication
Stage 5: Empower Broad-Based Action

Current State 

a.
People want to get on board; early initiatives are building support; many people want to help, but they lack resources, training and information
l. Much training is taking place, but it has not been planned or coordinated across the transformation offices

i. There is a full spectrum of Transformation-related training being used

ii. Many people from all Divisions are attending Lean training programs and understand the concepts

iii. Middle managers urgently need more training.  From First-Level supervisors to Division Managers, they are often caught in the middle; they need to support Transformation and sometimes are managing people who have already been trained when they have not

c.
Lean Management Training is a best practice and it was developed organically.  Continue to expand the use of this training in a Just-In-Time approach

Desired Future State 
a.
Leaders have identified and are supporting key change agents across the organization, and are satisfied they have enough of the right people to implement the change
m. The right people are receiving the right training, just in time

c.
Information and human systems (e.g., performance appraisal, compensation, hiring, promotions, succession planning) have been examined and are now aligned with the vision
d.
Financial and management reporting systems have been improved to provide information essential to empowered decision-making

e.
Barriers to empowerment (e.g., troublesome supervisors) have been removed

Stage 6: Generate Short-Term Wins

Current State 

a.
The Lean cells are successful short-term wins

n. Shop floor employees like the idea of bringing the upstairs downstairs. They want more managers and technical people (schedulers, etc.) involved directly in their cells

Desired Future State

a.
A series of short-term wins build organizational momentum and motivation for continuing the change

b.
Leaders keep pressing for results and employees keep delivering

c.
Employees want to be change agents and rotate through that role to support and spread the word about Transformation

d.
Early successes are communicated extensively and celebrated. Everyone feels part of a winning team!
Stage 7: Sustain the Momentum: Consolidate Gains and Produce More Change

Current State

a.
What is happening at DMB is important to the state and local community.  In addition to providing a large number of jobs, families have worked at DMB for generations and are loyal and committed

o. Systemic issues need to be addressed to enable Transformation success

i. The current performance system is inconsistent with Lean.  Most supervisors are measured on efficiency metrics that conflict with Lean approaches.  They aren't motivated to change until their performance measures are aligned with Lean goals.  They don't know how to motivate their employees to make changes and still keep up production

ii. Government regulations enforce an uneven playing field.  People are ready to make changes but are constrained by government regulations

Desired Future State

a.
Family legacies, the local and state community, politicians and regulatory agencies, and Military leadership feel like they have had a hand in DMB's success and are invested in continuing to support Transformation

b.
The cellular process improvement successfully builds from the lessons learned and the successes of the early Lean Cell efforts

c.
The lean, cellular redesign process is continually reinvigorated with new projects, themes and change agents

d.
By using the increased credibility generated by these successful implementations, DMB has received support from HQ to make dramatic changes to systems, structures, and policies that previously didn't fit the transformation vision

e.
New performance measures have been implemented which reinforce the new strategy, performance behaviors and personal responsibility

f.
People who were actively resisting or impeding the change have left.  Leadership is hiring, promoting, and developing people who can implement the change vision

g.
Customers are knocking on DMB's door and bringing it back to DMB
Stage 8:  Anchor New Approaches in the Culture

Current State 
p. People believe the culture needs to change to support a Lean approach.  They don't have a common view of what the new culture would look like.  They want to be empowered and participate in making the changes, but don't know how this will happen

Desired Future State 
a.
Culture change evolves from the changes in norms and shared values that emerge during the transformation process

b.
The new way (lean, cellular processes) is demonstrated to be more successful than the old way, which provides the foundation for a new culture

c.
There may be some turnover to replace active resistors with people who embody the new culture and behaviors

d.
A performance-focused mindset is in place demonstrated via customer- and productivity-oriented behavior, more and better leadership, and more effective management

e.
People understand the connections between new behaviors and organizational success

Appendix B: People Involved in Data Collection

	Division/

Group
	Responsibility
	Number Interviewed
	Employee Category

	
	Maintenance - Transformation

Office
	
	Manager, staff

	
	Major Systems Division
	
	Managers, staff, shop floor

	
	Subsystems Division
	
	Managers, staff, union steward, shop floor

	
	Maintenance Division
	
	Managers, staff, shop floor

	
	Process Improvement and Quality Division
	
	Managers, staff

	
	Commodities Division
	
	Managers, staff, union steward, shop floor

	
	Material Division
	
	Manager

	
	Finance Division
	
	Staff

	
	Software Division
	
	

	
	New Work
	
	

	Industry Day
	DMB Participants
	
	Managers, union steward

	
	Public Affairs
	
	Manager, staff

	
	DMB Overarching Transformation Office
	
	Managers, staff

	
	Product Support Transformation Office
	
	

	
	
	
	

	Total
	
	
	


Appendix C: Transformation Philosophies and Approaches in-Place at DMB

	Message
	Description
	Interviewee Response

	Lean
	Lean manufacturing is a robust approach to operations that is responsive, flexible, predictable and consistent.  The operation is focused on continuous improvement through a self-directed work force and driven by output-based measures aligned with customer performance criteria.  The goal is to maximize value to the customer, and minimize waste and cost.
	A few pockets of employees understand and are involved in implementing lean cells.  Most use lean and cell interchangeably. 

To some of the untrained, Lean seems cumbersome and slows them down, takes away their tools and parts or adds to inefficiency (current measures).  Sounds like Waste work = waste people and generates concerns that people will be laid off.  LEAN = Less Employees Are Needed. Some don't understand this is a form of process improvement.

	5S+1
	Training about the Lean concept of 5S (sifting, sorting, sweeping, standardizing and sustaining) +1 for Safety.
	Lots of banners hanging around. While many people are pleased with the results, most don't seem to understand it's a lean concept—they think of it only as decorating.

	Six Sigma
	Training black and green belts. 
	

	Back to Basics
	
	

	Kaizen Events
	
	

	ISO
	A set of international quality management standards and an ongoing certification process against those standards.
	Many employees do not know what this means or why it is important.

	Benchmarking
	An approach for gathering best practices from other organizations to use to improve one's processes.
	Heard very few people talk about it.

	Divestiture
	An initiative to eliminate work that is redundant or unnecessary.  People submit ideas (anonymously if they wish).
	

	Affordable Readiness, Bring it to DMB
	Because of efficiencies generated by lean, cellular work place, additional capacity will be freed up and work that had been given to contractors can be brought back to DMB.
	


Appendix D: Communication Vehicles

	Name 
	Description
	Interviewee Response

	Word of Mouth, Meetings and Briefings
	The most effective form of communication at DMB.  It is said that a message can be passed from one end to the other end of a Building faster than a person can run that distance!


	People consistently agreed that the best way to communicate to them is through meetings with their supervisor/manager, or the rumor mill.  Smokers and secretaries are said to have faster and more credible access to communication.

	Newspaper
	Base newspaper published weekly and distributed in racks around the base.
	Employees either scan it or look at it (shop floor thru management); some commented that their families read it

	Newsletter
	Monthly Transformation Newsletter
	

	MILITARY publications
	Military News
	

	Local City Newspapers and Media
	Local media outlets to convey news about DMB to the local, state, and national media.  Also includes a Speakers Bureau, Community Partners program (civic and business leaders connected to base) and Civic Leader Tours.
	Goal is to inform and educate the community.  Some say, "When friends see something about DMB in the paper, they want me to tell them about it."

	Other DMB Internal Communications
	Commander's Newsletter, for special base-wide issues
	

	Plasma Displays
	Plasma screens located around DMB.  Used to display information, metrics, security threats.
	People are reading and understanding quick messages.  Need to change content frequently.  Shop floor employees don't want to be only allowed to read on their breaks or at lunch. Managers mentioned plasma screens should be put in cafeteria.  Union workers may have a different view of that.

	TV
	Maintenance TV.
	

	DMB Web site
	Web site
	

	E-mail
	Small portion of shop floor has e-mail addresses.  
	Most expect that shop floor employees will only use e-mail to access computer-based job-related sites (to post hours worked, etc.).  Do not have the time or interest to use for Transformation information gathering or education.  People who already have e-mail complain of the very large volume of e-mail and SPAM they receive.  Concern that Transformation messages will get lost.

	Story Boards
	To depict progress on cell redesign. 
	

	Bulletin Boards
	
	Only read if supervisor reminds employees to read them.

	Brochures
	What is changing - Lean - a place for everything and everything in its place.
	

	Promotional Items
	Badge lanyards that say, Bring it to DMB
	

	Banners and Posters
	Banners hang in Buildings re: 5S+1, ISO certification, etc.


	

	Transformation Video
	
	Younger people prefer video to hard copy information.

	Town Hall Meetings
	
	Surveys have frequently identified that managers are not getting out on the shop floor enough.  Need to do more of this.  Employees like the idea of having Town Hall meetings.  Videotaping Town Hall meetings.

	Collaborative Tools
	Could be used as a communication tool although not its primary function.
	Groups mention the benefit of a shared Transformation site where they could benchmark internal best practices and even have a chat room to talk about cross-division change projects.

	Transformation Working Group
	TWG
	

	Database Of Process Improvement Web sites
	Tracks process improvement projects (Benchmarking, Six Sigma, Lean, and Simulation).  
	

	Surveys
	
	


Appendix E: Training Initiatives

	Name 
	Description
	Interviewee Response

	Lean Management Training
	Comprehensive Lean Training.  Action Learning format (teams work real problems and present analysis and recommendations to managers).  Includes concepts, tools and templates.
	People who have participated have very positive reactions to the training.

	Six Sigma
	
	

	Benchmarking Site Visits
	
	I would like to take my people there to show them how it works.  The workers are proud of it.  They get a bonus for exceeding their performance measures.  Can we do that here?


Appendix F: Research and Best Practices in Change Management and Communications

ESTABLISHING A CASE FOR CHANGE

and

THE ROLE OF LEADERSHIP AND THE GUIDING COALITION

Reference:  Best Practices in Change Management: Prosci Benchmarking Report 2003

Success Factors and Obstacles

Greatest contributors to success: Overwhelmingly, the greatest contributor to project success was effective and strong executive sponsorship. Effective sponsors:  

· Show active and visible support, both privately and professionally 

· Ensure that the change remains a priority 

· Demonstrate their commitment as a role model of change 

· Provide compelling justification for why the change is happening 

· Communicate a clear understanding of the goals and objectives of the change 

· Provide sufficient resources for the team and project to be successful 

The top-five contributors to success were: 

1. 
Effective sponsorship (as described above)

2. 
Buy-in from front-line managers and employees.  Many participants highlighted the importance of support from the impacted employees and managers. Involvement early in the process increased support from these levels. 

3. 
Exceptional team - The change management team itself was identified as a contributor to success. The skills, expertise, experience and commitment of the team were critical. Additionally, an effective leader and motivator should lead the team. 


"The right people... highly professional, highly motivated, highly focused, highly questioning and extremely resourceful." 

4. 
Continuous and targeted communication- Communication was identified as a key contributor to success. Effective communication was consistent, open and honest, targeted at the specific recipient and delivered through a variety of media. 


"The Right communication to the Right stakeholder at the Right time during the project.” 

5.
Well planned and organized approach - Organization and planning contributed to the success of some projects, including the use of a methodology or specific plan, initiation of change management activities early in the project, a systematic approach to the change and the anticipation of specific resistance. 

Greatest change management obstacles:

The top obstacle to change was employee resistance at all levels. Participants indicated that there was a natural human resistance to change that impacted project success (specific reasons for this resistance are covered in a later section). Surprisingly, the effectiveness or correctness of the actual business solution, process or system changes was cited only five times in over 200 responses. In other words, having the "right answer" to the problem was not enough. 

The top-five greatest change management obstacles were: 

1. 
Employee and staff resistance - Employees were fearful of the unknown and were opposed to moving outside of their comfort zone. The background conversation or "coffee pot" discussions between employees contributed to this resistance. 


“People accepting the changes ... many people feel that if they wait long enough, this too shall pass." 


'Battling the grapevine” 

2. Middle- management resistance - Middle managers posed a significant obstacle since they directly interact with front-line employees. Resistance was due to a perceived loss of power and/or limited input in the project. 

3. Poor executive sponsorship - Executive sponsors either did not play a visible role in supporting the program or shifted their support too soon after project initiation. 


"Lack of active sponsorship. We have surface 'buy-in' but lacked visible reinforcement and leadership modeling the change." 

4. Limited time, budget and resources - Project teams did not have adequate time to complete the project. The strain of the change project on existing resources compounded the problem. Change projects were over shadowed by daily activities and responsibilities. 


"Current resources are stretched nearly beyond capacity." 

5. Corporate inertia and politics - The organizational culture pushed back against the change initiative. 

"Unshackling the embedded culture of the organization...too many long tenured employees.”

What would you do differently on your next project? 

Participants indicated that the number one thing they would do differently in the next project was to ensure they had sufficient support from the primary sponsor.  Responses regarding sponsor actions included the need to: 

· Clarify who is directly responsible 

· Train executives and senior managers about what is required of an effective sponsor 


“Articulate the specific roles, activities and behaviors to the sponsor as part of their commitment to the initiative." 

· Illustrate the importance of change to more members of senior management, not just those directly involved with the project 

· Demonstrate commitment early and maintain sponsor support throughout the program, not just at initiation 


"[Senior management should be] committed in actions, not just words. They said that they were committed to the leadership piece, but never followed through. " 

The top responses for what participants would do differently next time were: 

1. Ensure sponsor support (see above) 

2. Begin change management earlier in the project - not as an afterthought or add-on "See change management as critical from day one, not just a nice add on." 

“Begin change awareness earlier." 

3. Develop better and earlier communications that fully address employee concerns - answer "What's In It For Me (WIIFM)"

“ Prepare employees for the change to eliminate psychological fear. " 

4. Engage users and employees earlier in the project and gather input and feedback. 

5. Increase the amount of time and resources allocated for the project. 

6. Form a change management team of committed top-performers with full-time dedication to the project. 

THE IMPORTANCE OF VISION AND STRATEGY
Reference:  BMPCOE.ORG

Corpus Christi Army Depot 
Corpus Christi, TX 

Original Date: 
01/26/1998 
Revision Date: 
04/14/2003 

Best Practice : Strategic Planning Process 

Corpus Christi Army Depot (CCAD) developed and put in place a disciplined and well-implemented strategic planning process. Previously, the Depot's strategic planning was difficult to integrate into the complex nature of Depot operations. Very little external information regarding the position of the Depot in the industry and the competitive environment was obtained in developing strategies. As a result, common business objectives had been sporadic. 

In the early 1990s, the Depot began to develop marketing plans. CCAD soon realized that it was necessary to develop a strategic plan before a meaningful marketing plan could be accomplished. The foundation of the strategic planning process developed by beginning with the best of past efforts, studying external forces (e.g., the Government Performance and Results Act of 1993, and the Industrial Operations Command (IOC) Strategic Plan for Year 2001 requirements), and focusing on CCAD's customers and the business environment.

In 1997, CCAD began to implement a strategic planning process for the years 1998 to 2001. A formal Strategic Planning regulation was put into effect which fully documented and defined the process. Figure 2-3 shows the process flow for strategic planning, implementation, and management. Strategic planning begins with identifying the beginning and ending periods of the planning time frame. It involves assessing the Depot's current situation, its strengths, weaknesses, opportunities, and threats (SWOT). Strategic planning includes reviewing the mission and any anticipated fiscal or resource constraints that are expected over the planning period which may stand in the way of achieving the mission. In the process, the leadership team visualizes what the Depot wants to achieve (its vision) by the end of the planning period. The steps in a strategic planning cycle result in strategies, goals, objectives, and performance measures to achieve that vision for the future. Strategic planning involves all Depot members to be successful and effective. Its success is measured ultimately by the Depot's customers.

The planning process was kicked off by forming teams which included a Strategic Planning Working Group, the Depot's Executive Leadership Team (ELT), and five SWOT Teams. These teams worked in parallel to develop, customize, and implement the 26-step process for CCAD. A Customer Survey was taken to get honest input from the Depot's customers as part of the overall environmental scanning process. A six-question telephone survey was conducted with 20 customers to which 100% responded. The three most important items identified by customers were 1) reduce cycle time; 2) improve communications; and 3) adhere to the customer's statement of work without compromising quality and safety.

Each of the five SWOT teams addressed a specific area: Market Knowledge, Human Resources, Operations, Financial, and Management Information Systems (MIS). The MIS team received the input from the others to develop an Information Strategy that supports the other four areas. The teams developed five strategies: Planning, Customers, the Workforce, Information, and Cost. Each of the strategies has well defined and clearly specified goals and objectives.

The Strategic Planning Handbook for the next three years is printed and distributed to all Depot employees during the March to April timeframe. The Annual Performance Plan is developed by the ELT and is distributed with the handbook. The strategies are implemented through the Depot's Continuous Improvement Process (CIP) involving communication, coaching, and ownership to all levels of the command. This process is increasing communication across the entire organization. The primary focus is on the customer. The process requires increased teamwork and creativity. A key to success has been coordination at all levels. The process has provided a strategic planning and management roadmap for CCAD, and has given the Depot a tool with which it can control and manage the course and pace of change.

LESSONS ON EFFECTIVE COMMUNICATION
Reference:  Best Practices in Change Management: Prosci Benchmarking Report 2003

Communications

Critical Employee Messages:  

· The current situation and the rationale for the change (why is the change needed) 

· A vision of the organization after the change takes place (alignment with business strategy) 

· The basics of what is changing (scope of the change), how it will change, and when it will change 

· The goals or objectives for the change 

· The expectation that change will happen and is not a choice (risk of not changing) 

· The impact of the change on the day-to- day activities of the employee (WIIFM - what's in it for me) 

· Implications of the change on job security (will I have a job) 

· Specific behaviors and activities expected from the employee during the change 

· Status updates on the performance of the change, including success stories 

· Procedures for getting help and assistance during the change 

How often to communicate:

Nearly 40% of participants indicated that weekly communications provided the desired frequency, with about one-third indicating either several times a week or daily. Although the trend was toward more frequent communication, 40% of participants communicated at the frequency that they identified as ideal. 

Communication methods:  The list below represents all of the methods participants used to communicate... 

· Brown bag lunches 

· Bulletin boards 

· Cafeteria postings 

· Cascading communication trees 

· Change booklets 

· Corporate newsletters (feature section)

· Demonstrations 

· Department or enterprise meetings 

· Emails

· Faxes 

· Focus groups 

· Frequently asked questions 

· Internal paper memos

· Intranet pop-ups

· Leaflets 

· One-on-one meetings

· Posters 

· Presentations 

· Project newsletters 

· Road shows 

· Team meetings 

· Town Hall meetings

· Training courses 

· Videos 

· Voicemails

· Web casts 

· Web site (Intranet) 

· Word of mouth

· Workshops 

Participants indicated that face-to-face communications were the most effective. Face-to- face interactions included: 

· Group and team meetings 

· Presentations and demonstrations 

· One-on-one discussions 

Many participants also identified email and intranet websites as effective methods. However, one participant wrote that employees "did not read emails (we all get too many I)." 

Several other themes emerged in relation to effective communication. First, communication should be open and "risk free" where employees can ask questions. Second, different types of communication are better depending on the message. One participant wrote that the best methods of communicating were: 

"Face to face (for effect), email (for efficiency)"

Who should deliver the message? 

Participants were fairly split over who was the ideal sender of change management messages. The top two senders indicated by participants were: 

· The employee's supervisor 

· CEO/president 

Editor's note: The top two answers (CEO/President and supervisor) show an interesting dichotomy. The two individuals selected most often are the closest to and farthest away from the front-line employees in the organizational structure. A second implication results from the amount and type of control of these two particular individuals. The supervisor has the most control over the direction of the employee's daily activities, while~ the president has the most control over the direction of the business. 

Important messages to communicate 

The most important messages) to communicate to impacted employees fell into two categories: 

1. Messages about the change the current situation and the rationale for the change 

· A vision of the organization after the change takes place

· The basics of what is changing, how it will change, and when it will change 

· The expectation that change will happen and is not a choice 

· Status updates on the implementation of the change, including success stories 

2.  Messages about how the change impacted the employee 

· The impact of the change on the day-to- day activities of the employee (WIIFM - What's in it for me?) 

· Implications of the change on job security (Will I have a job?) 

· Specific behaviors and activities expected from the employee, including support of the change

· Procedures for getting help and assistance during the change 

What aspects of communication contributed the most to your programs success? 

Responses regarding the most successful aspect of communication varied. Participants discussed both the type (how it was delivered) and the specific message and characteristic (what was delivered) of effective communication. 

In relation to the delivery of the message, participants overwhelmingly indicated that direct, face-to-face communication was most effective. Direct communications were seen as successful for conveying messages about the need for change, providing details about specific roles and expectations, describing the future state and answering specific questions. 

In addition to how the message was delivered, participants provided characteristics of communications that contributed to success! According to participants, successful communications were: 

· Honest - "Honesty even when the consequences were possibly negative" 

· Frequent and constant throughout the entire program 

· Consistent 

· Open, transparent and safe 

Participants also stated that communications, when done properly and delivered by the right source, were direct evidence of the support and commitment to change by executives and sponsors. 

What would you do differently with regard to communication? 

Participants indicated that the top five changes they would make regarding their communications were: 

1. 
More communications (more frequent) 

2. 
Begin communications sooner in the project

3. 
More face-to-face communications – some participants felt that they relied too heavily on email, not recognizing the importance of a   personal approach 

4. 
More communication from executive sponsors and senior managers 

5. 
More about the impact of the change on employees - answering the questions how this will affect me, and what is in it for me 

Feedback mechanisms 

The following three methods were the most used by participants to collect feedback from employees:  

team question and answer sessions 

· Email 

· Individual question and answer sessions 

· Feedback box

· Web form

Reference:  Leading Change, John P. Kotter

Two Cases Of Failure To Communicate  & Steps In A Simple Communication Plan 


A division-level general manager running a telecommunications business says that a group developed a vision for change last year and spent a great deal. of time communicating it broadly. Go down a few levels in the hierarchy, and people say, "Vision? What vision?" Checking further, you find that the seeming inconsistency is quite explainable. Senior managers did expend what seemed to them like a lot of effort communicating the vision. They devoted precious time at the annual strategic planning meeting to that topic. They ran three or four articles in the company newspaper. One senior manager spent hours helping to produce a video for employees. And the general subject was on the executive committee agenda during at least a dozen meetings. Furthermore, if you push first-line managers a little harder, they admit to having heard something. But they honestly cannot remember much, mostly because they are overwhelmed with information, only a small fraction of which has to do with the new vision. "Something about customers and partnerships, wasn't it?" And the more candid among them will say: "It was just a bunch of jaw movements. Two weeks after they announced the new vision, they promoted some jerk whose approach is totally inconsistent with that message." 

Another disastrous but not uncommon scenario: The vision is communicated often, but poorly. "Our goal is to become the first truly transnational firm at the conjunction of the converging communication/information industries to achieve both a boundary less organization and a paradigm shift strategy." As ridiculous as this may sound, some interesting ideas lurk in that sentence.. But as communication, even if repeated often, the statement works very poorly. 

Why does this happen? Failure in the first three phases of a transformation effort often contributes to problems here. When the urgency rate isn't high enough, people don't listen carefully to information about a new vision. If the guiding coalition isn't the right group, it will have difficulty both creating and sending an appropriate message. If the vision itself is too blurry or just a 

bad idea, selling poor goods becomes a tough job, But even when the first three phases of change are handled well, people still often have difficulty because of the sheer magnitude of the task. Getting a hundred, a thousand, or ten thousand people to understand and accept a particular vision is usually an enormously challenging undertaking. 

For people who have been trained only to be managers, communication of vision can be particularly difficult. Managers tend to think in terms of their immediate subordinates and boss, not the broader constituencies that need to buy into a vision. They tend to be most comfortable with routine factual communication, not future-oriented strategizing and dreaming. Of course, they can learn. But that requires time, effort, and, perhaps most of all, a clear sense of what the problem is and how it can be solved. 

THE MAGNITUDE OF THE TASK 

Failures to communicate vision are often attributed to either limited intellectual capabilities among lower-level employees or a general human resistance to change, and, hence, to acceptance of information about change. While both of these factors can be relevant, neither gets at the most basic problem. 

The development of a transformational vision often requires those on the guiding coalition to spend a few hundred hours collecting information, digesting it, considering alternatives, and eventually making choices. I've seen more than a few cases in which after months of work some of the senior executives involved had great difficulty articulating the latest version of their vision. Not intelligent enough? Hardly. Resisting change? To some degree, yes. But more fundamentally, I think this problem reflects difficulties inherent to the process. 

Accepting a vision of the future can be a challenging intellectual and emotional task. Our minds naturally generate dozens of questions. What will this mean for me? My friends?  The organization? What other alternatives are there? Are any of the other options better? If I'm going to have to operate differently, can I do it? Will sacrifices from me be required in the process of achieving the vision? How do I feel about those sacrifices? Do I really believe what I'm hearing about a direction for the future? Or are others playing some game, perhaps to improve their positions at my expense? 

One of the main reasons that vision creation is such a challenging exercise is that those on the guiding coalition have to answer all these questions for themselves, and that takes time and a lot of communication. The purely intellectual task, the part that could be done by a strategy consultant, is difficult enough, but that often is a minor part of the overall exercise. The emotional work is even tougher: letting go of the status quo, letting go of other future options, coming to grips with the sacrifices, coming to trust others, etc. Yet after they are done with this most difficult work, those on a guiding coalition often act as if everyone else in the organization should become clear and comfortable with the resulting vision in a fraction of that time. So a gallon of information is dumped into a river of routine communication, where it is quickly diluted, lost, and forgotten.

So why do smart people behave .this way? Partly, the culprit is old-fashioned condescension. "I'm management. You're labor. I don't expect you to understand anyway." But more important, we under communicate because we can't figure out a practical alternative: Put all 10,000 employees through the same exercise as the guiding coalition?  Not likely. 

The magnitude of the task unnerves people. If the guiding coalition spends a total of 150 hours working on the vision, and if we allow only 20 percent of that for communication to others, that's still 30 hours per person times (let's say) 10,000 people. At $14 an hour for wages and another $6 for benefits, that's $20 x 30 x 10,000 = $6 million. Few firms have room for an additional expense of $6 million in their budgets. 

So how do you deal with this problem? Seven principles appear to be closely associated with this stage in a successful transformation.

Keep It Simple

The time and energy required for effective vision communication are directly related to the clarity and simplicity of the message. Focused, jargon-free information can be disseminated to large groups of people at a fraction of the cost of clumsy, complicated communication. Techno babble and MBA-speak just get in the way, creating confusion, suspicion, and alienation. Communication seems to work best when it is so direct and so simple that it has a sort of elegance. The challenge of simple and direct communication is that it requires great clarity of thought plus more than a little courage. Remember the old saw: If I had more time,  I’d write you a shorter letter. It's much harder to be clear and concise than over- complicated and wordy. Simple also means no bamboozling. Techno babble is a shield. If the ideas are dumb, others will recognize them as dumb. Dropping the armor makes us more vulnerable in the short term, which is why we are often reluctant to do so. 

Key Elements in an Effective Communication Plan

· Simplicity: All jargon and techno babble must be eliminated.

· Metaphor, analogy, and example: A verbal picture is worth a thousand words.

· Multiple forums: Big meetings and small, memos and newspapers, formal and informal interaction-are all effective for spreading the word.

· Repetition: Ideas sink in deeply only after they have been heard many times.

· Leadership by Example: Behavior from important people that is inconsistent with the vision overwhelms other forms of communication.

· Explanation of seeming inconsistencies: Unaddressed inconsistencies undermine the credibility of all communication.

· Give-and-take: Two way communication is always more powerful than one-way communication.

Reference:  HBR Article

Reaching and Changing Frontline Employees 
 Larkin & Larkin 2000

For a major change effort to succeed, you have to mobilize the support of frontline workers-the people actually making the product or delivering the service. But the methods executives most often use to communicate change- big campaigns, mission statements, videos, and corporate publications-regularly fall flat with frontline employees. Why? Mistrust of management runs high among the rank and file, who look instead to their frontline supervisors. Face-to-face meetings between senior management and supervisors, and between supervisors and frontline employees, represent the best way to gain the buy-in a change initiative requires

Across industries and countries, frontline workers tend to be highly cynical about management's actions and pronouncements. So if you want frontline employees to change the way they do their jobs, you've got to change the way you communicate with them. Forget about introducing a change initiative via videos, or video hook-ups, or in-company publications- employees view these vehicles as unreliable sources of information. Ditto for new mission statements or pronouncements about company values-they're quickly discounted. Nor are huge rallies the way to go because they're too distant. 

So what constitutes an effective means of communication? Repeated studies show that employees are most receptive in small-group, face-to-face meetings. For these vehicles to work, you have to enlist the people closest to frontline workers-their supervisors. Briefings that bring supervisors together with their senior managers accomplish three things: 

1. They solicit supervisors' opinions. Ideally, one senior manager should meet with a small group of supervisors-no more than ten. The manager should give each supervisor a single page memo describing the change program and dividing it into tow parts: the fundamental aspects of the program that are not up for discussion and the aspects which can be altered or need fleshing out. Ask for the supervisors' recommendations on the latter and incorporate as many of their recommendations as possible into the change plan. The degree to which supervisors buy into the change initiative depends in large measure on how much input they feel they have. 

2. They communicate final plans to supervisors. After the change plan has been revised, the same senior manager should meet with the same supervisors. Distribute a single-page memo, but this time list the supervisors' recommendations; next to each one. explain briefly why it was accepted or rejected. Try to answer supervisors' questions without arguing or becoming defensive. Finally, distribute a change booklet to each supervisor 

3. 
They help prepare supervisors to talk with frontline employees. The first words front- line employees hear about a major change should come from their supervisors. The change booklet readies supervisors for these face-to-face conversations. In as few words as possible, change booklets should articulate what senior management plans to do. They should be free of slogans and pep talk-nothing but facts. Change booklets are not really meant to be read closely; they are meant to be explained and discussed.

Reference:  BMPCOE.ORG

Raytheon Missile Systems Company 
Tucson, AZ 

Original Date: 
09/14/1998 
Revision Date: 
06/29/2001 

Best Practice : President's Communication Forum 

Communication within an organization is an essential element of any business. However, this task can be difficult in today's world of mergers and consolidations where employees from different companies and cultures are brought together. Employees need constant reinforcement and feedback from the top down on the status of the company's goals, and on their role within the company's structure. Prompt and effective internal communication enables the company to keep its workforce informed, and allows the employee to truly engage in the business and success of the company. In January 1996, Raytheon Missile Systems Company (RMSC) developed the President's Communication Forum as a vehicle for doing this.

The President's Communication Forum works as a top down and a bottom up communication process. The president conducts comprehensive quarterly briefings to all managers and supervisors who, in turn, cascade the information to their employees by using copies of the presentation material along with a video tape of the president. This approach ensures the accuracy and promptness of the information. At the secondary briefings, employees discuss the information and provide feedback up the chain of communication. RMSC also conducts surveys to verify that the employees are receiving the information and to solicit ideas for improving the process.

The President's Communication Forum is a unique and effective way to communicate within the organization. The forum provides an in-depth account of progress, issues, and metrics at RMSC including organizational changes of the company, market shares and forecast, customer satisfaction, competitiveness, factory performance, quality, people development, union and management partnerships, and financial performance. By being informed through this vehicle, employees and groups can adjust their activities to meet current challenges. The President's Communication Forum reinforces the company's values and mission of Vision 2000, and is a key tool for RMSC in building a corporate culture and a common focus.

Reference:  BMPCOE.ORG

Electric Boat Corporation, Quonset Point Facility 
 North Kingstown, RI 

Original Date: 
03/22/1999 
Revision Date: 
04/14/2003 

Best Practice: Facility-Wide Communication Program 

Electric Boat Corporation, Quonset Point Facility (EBQP) recognizes communications as an important tool for clearly disseminating announcements, updates, policies, and procedures throughout the facility. Even during its massive downsizing, the company still maintained lines of communication for security and safety issues because of their criticality to the workplace. However, the exchange of general information diminished due to resource constraints. Now as the company rebuilds, the communication mechanisms are also being re-established.

The Facility-Wide Communication program is a gradual process, but utilizes some low technology and innovative methods:

Security Issues
Security Bulletin ' Used as the primary communication medium, published periodically, and provides employees with need-to-know or adverse information.

Special Notices ' Used as needed to address special topics like alcoholic beverages during the holidays.

Safety Issues
Safety Training Presentations ' Presented on a monthly basis by supervisors to communicate safety issues/training to hourly employees. All employees must sign a roster sheet to document their attendance.

Safety Quiz ' Distributed during Safety Training Presentations. Employees who complete and return the quiz receive a coupon redeemable for a free dessert in the cafeteria.

General Issues
Weekly Information Bulletin ' Addresses general topics (e.g., safety, quality, recreation) which supervisors review with their employees. All employees sign a roster sheet to indicate acknowledgment of content.

Diversity Newsletter ' Discusses multi-cultural events, programs, information, and human interest stories (e.g., retirements, family highlights).

Electric Boat News ' Provides items of interest for the Quonset Point and Groton facilities via a company newspaper.

All Team Notices ' Used as needed to announce items of general interest (e.g., general raises, special equipment sales, government facility inspections).

Quarterly Information Briefings ' Presented on a quarterly basis by the Site Manager to all employees. This state-of-the-state presentation discusses cost and performance goals as well as achievements.

Notes from the Site Manager ' Presented on a monthly or bi-monthly basis by the Site Manger to all employees. These notes provide information and feedback from top level management in regard to business structure and activities across the various shops.

Bulletin Boards ' Used to display job postings and special notices at the main gates.

EBQP Bulletins ' Used to display corporate-wide announcements of major events such as large contract awards.


Automated Time and Attendance (AT&A) System ' Used to announce facility events (e.g., blood drives) via security badge reader screens.

The Facility-Wide Communication program enables EBQP to keep its workforce informed on the latest information regarding security, safety, and general issues. By utilizing low technology and innovative methods, the company finds new ways of effectively communicating important points to its targeted audience ' an industrial workforce engaged in heavy fabrication with critical safety and security requirements.

Reference:  HBR Article

Talk with People


Ford Motor Company underwent a massive change in the late 1990’s in a HBR interview with then CEO Jacques Nasser he spoke about how Ford was able to accomplish this and reach 340,000 employees separated by fiercely independent fiefdoms spread across 200 countries.  Ford did this and created a corporate DNA” that drives how they do things everywhere by teaching.  Not academic teaching involving consultants in classrooms, but with  in-house leaders reaching out to every corner of the company with teachable points of view-“documents written by people to explain their theories about competition and success.”

Reference:  BMPCOE.ORG

NASA Marshall Space Flight Center 
Huntsville, AL 

Original Date: 04/26/1999 
Revision Date: 04/22/2003 

Best Practice : ISO-9001 Implementation 

In 1995, the NASA Administrator mandated that all NASA centers become registered to ISO-9001. Marshall Space Flight Center (MSFC) began working on this objective in May 1996 and completed it by February 1998. Aside from the directive, MSFC viewed ISO-9001 registration as an opportunity to improve self discipline and internal communications; facilitate better communication among all NASA centers; and attain better alignment with support contractors.

The key to successful implementation was fostering effective communications at every level and through every stage of the process. MSFC's quest began with commitment from top management and personal involvement by the Center's Director. ISO was viewed as a management system, not just a quality system. Everyone was involved in the implementation process, which soon became an inherent way of performing MSFC's day-to-day business. The Center established an effective implementation organization and set up teams. An electronic, web-based document control system was also created with an electronic review and approval process, making instant access/retrieval a reality and improving the currency of policies and procedures. Frequent internal audits were conducted to build accountability and drive the base lining process. MSFC put in place a single corrective action system for the entire Center, where previously ten had been. A capable and trusted outside consultant provided guidance and assistance throughout the implementation and certification processes. General awareness training was conducted as soon as possible in the early stages for 100% of the Center's personnel. This helped minimize any misinformation or misunderstanding. Process specific training was also conducted to address procedure changes and new ISO processes. Continuous communication was applied in multiple media modes (e.g., memos, websites, newsletters, e-mail, posters, organizational representatives).

By far, the single, most effective communication tool at MSFC is its ISO-9000 website (http://iso9000.msfc.nasa.gov:9001/index.html). This site provides a single source for generic and specific information about MSFC's ISO-9000 issues, and is also an excellent reference for other NASA centers or anyone wishing to obtain data on the implementation process. MSFC's ISO-9000 website provides general information on every possible aspect of ISO-9000 plus every detail of MSFC's experience (e.g., historical publications, presentations, clarifications, audit notes, findings). This site is extremely valuable for anyone contemplating or undergoing ISO certification.

The ISO-9001 preparation and certification processes provided MSFC with many lasting benefits. The most important is improved communications. The Procurement Department experienced a 65% reduction in procedures, and other departments have had similar reductions. The Center now has greater rigor in project planning and configuration control planning. Contractor accountability and control has also greatly improved. The ISO process prompted scrutiny and formal mapping of internal processes by organizations, often for the first time. Redundant functions and documents were eliminated, and more discipline was achieved in the control of records, documents, and procedures. Others can benefit from the lessons and experience of MSFC by exploring its ISO-9000 website.

Reference:  BMPCOE.ORG

Tobyhanna Army Depot 
 Tobyhanna, PA 

Original Date:
11/16/1998 
Revision Date: 
04/22/2003 

Best Practice : Communications Strategy Plan 

A 1996 employee survey identified communications as a major area for improvement at TYAD. The workforce pointed out that information flowed in 'stove pipes' with little cross communication between functional areas. The inconsistent transfer of information and data produced internal competition and conflict adversely affecting morale and productivity. To improve communications, the leadership team developed a Communications Strategy and formal Communications Plan. The purpose of the plan was to formalize communications processes throughout the Depot and standardize the methods of sending and receiving business and general information.

In developing the strategy, the leadership team reviewed existing tools, forums, and media, and identified business and general requirements. These were validated, consolidated, and deleted as necessary. New requirements were identified and added. The strategy was designed to ensure consistent, accurate, disciplined, and routine two-way communication at every level of the organization. Two categories were identified: 

Meetings: The Meetings category identifies more than 20 standard types of meetings and specifies the purpose, expectations, and outcomes for each. Four types of audit processes are identified to make sure that the communication processes are applied consistently and effectively. They are real-time audits, meeting questionnaires, meeting observation, and a review of meeting action registers and reviews. Audits are used to identify areas of improvement and to emphasize best practices. 

Communications Support Tools:  The Communications Support Tools category lists and defines 16 other mechanisms besides meetings that can be used for disseminating business information. They are intended to augment but not replace face-to-face meetings or verbal communications. Examples include Action Registers, Employee Bulletins, and E-mail. The Communications Plan is considered a living document which is updated as necessary and is available via the Depot's Intranet.

The Star Point Network is a related communications process which supports and enhances the overall communications strategy. It is such a key process that it is covered in its own dedicated plan and described separately in this report.

Key elements of the communications strategy which make it very effective are discipline and standardization. For each meeting, the sponsor of the meeting must specify and/or prepare the meeting type, proponent, purpose, frequency, duration, attendees, agenda, expected outcomes, special considerations, estimated start date, and the audit process to be used. All meetings are facilitated, and strict time keeping is used to ensure that the agenda is followed and accomplished on schedule. This keeps the process focused and enables information to be communicated efficiently without taking more of the participants' time than is necessary. Another standard tool is the use of 'cascading' briefings to flow down information through the organization. In this process, the same briefing is given successively at the leadership, directorate, division, and team levels. By using this method, important information can be transmitted clearly to everyone in the Depot within two days.

The Communications Strategy and Plan represent the first time all communication methods have been identified, published, and standardized for all teams to use. It provides a very effective way to facilitate the application of proven best practices for communicating and to continuously improve. Now information is consistently and accurately passed through the organization up, down, and across at all levels. Rumors have been reduced, and people are talking about issues with better understanding and more accurate information. The Depot environment is more open for communication, and communication has improved at all levels. A survey of 260 employees conducted in October 1998 registered overall improvement in communications at 33% at the top management level, 26% at the middle management level, and 7% at the employee level. Improvement at the employee level was lower because the strategy had only been recently deployed at that level. All employees had completed training but had not had much time to experience its effect.

EMPOWERING PEOPLE TO CHANGE:

INCLUDING TEAM STRUCTURES, TRAINING, ETC.

Reference:  Best Practices in Change Management: Prosci Benchmarking Report 2003

Topics Of Training 

Study participants were asked to describe the topics on which they provided training. The top three areas were: 

1. Specific details of the change:

· Training on new processes 

· Systems training 


· Technical training 

2. Change management:

· Personally dealing with change 

· Managing resistance 

· Being successful in a changing environment 

3. Why the change is taking place 

· External business conditions 

· Competitive pressures 

· Benefits to the employee 

· Benefits to the customers 

Participants also mentioned particular skills that were required by the new change. Training that did not focus on the details of the change typically focused on developing new skills and competencies: 

· Performance management skills 

· Communication skills 

· Problem solving skills 

· Project management skills 

· Teamwork and team-building

· Orientation toward results 

Most Successful Training Elements 

Although training programs were unique to the organization and the change, participants identified the characteristics of their program that made it successful. 

The top-four elements of successful training programs were: 

1. 
Effective delivery 

· Multiple channels (classroom, online, self-paced, group settings, etc.) 

· Real-life demonstrations, learning-by- doing and hands-on practice - "Provide a sandpit environment for practicing. " 

· Open and interactive environment

· Concise, simple and digestible sessions 

2. 
Well-designed content 

· Targeted materials 

· Mapped against specific needs of employees 

· Conveyed vision and awareness 

3. 
Effective trainers

· Subject matter expert

· Excellent communication skills

· Credible with employees

4.  
Post training support mechanisms

· Go-live assistance

· Supervisor coaching and mentoring

· Problem resolution

Reference:  BMPCOE.ORG

Corpus Christi Army Depot 
Corpus Christi, TX
Original Date: 
01/26/1998 

Revision Date: 
04/14/2003 

Information: Building High Performance Teams Through Experiential Education

High performance organizational training was adopted at Corpus Christi Army Depot (CCAD) to provide managers and employees with a methodology to diagnose the organization, determine what needs attention, and to use the appropriate levers to improve those areas requiring assistance. The methodology provides organizations transformational assistance. With the assistance of high performance training, CCAD is able to review its present method of conducting business and bridge the gaps that exist between current operations and what they ascertain is high performance.

Enhancing this high performance organizational training is a program called Honesty, Ethics, Accountability, Respect, Trust & Support (HEARTS) which are the program's fundamental principles. In January 1994, the decision to adopt this new approach to team enhancement was made by the commanding officer at the Depot. The HEARTS program is designed to lead the Depot's labor and management away from a confrontational relationship toward a cooperative arrangement.

The HEARTS system presents employees with a series of mental and physical challenges that alter the way they work together to solve problems, overcome obstacles, and reach goals (Figure 3-2). The Depot has completed the first of three phases of the program (HEARTS 1). In this phase, participants climb a 35-foot pole to stand on an 18-inch disk and traverse suspended wires to challenge their comfort zones. The experience helps strengthen the bonds between team members and relieves the friction that has existed over the years. Confidence and self-esteem are further bolstered as members conquer unknown fears and personal inhibitions. HEARTS 2 has been designed to aid in promoting team building, synergism, and improved communications. CCAD began this phase in January 1996. As of 1998, 600 of the approximately 2,700 Depot employees have been through the training. HEARTS 3 ties all prior learning together with the principles of continuous improvement. The Depot has deemed the HEARTS program a total success.

Reference:  BMPCOE.org

Information: Employee Involvement

Lockheed Martin Tactical Aircraft Systems (LMTAS) is working to maintain productivity and improve the quality of its work environment as it accepts the challenge to create a lean manufacturing environment. While it improved schedules and cost, LMTAS management realized that it must listen to the needs of the factory workers and encourage communication among all tiers of personnel.

The company is improving personnel relationships by completing 2,135 employee/department projects. For example, it has upgraded break areas and restrooms, and machine operators have been asked to provide input toward modification of tooling to accommodate their special needs. The company has purchased ergonomic equipment to ease factory floor discomfort.

Increased communications and concern for the employees have reduced grievances by 62%, reduced worker compensation costs by 20%, reduced lost workdays by 44%, and reduced job classifications by 67%. Integrated Product Teams (IPTs) are working to bring concerns to management attention. Daily meetings have been held in some factory areas for the last three to four years to discuss safety, concerns, schedules, and tooling. LMTAS upper level management provides an open-door policy with production personnel by participating in breakfast and lunch meetings to discuss issues. Management has also initiated an issue-and-concern board to address any employee questions.

Reference:  BMPCOE.ORG

Corpus Christi Army Depot 
Corpus Christi, TX

Original Date: 
01/26/1998 
Revision Date: 
04/14/2003 

Best Practice : High Performance Training

In recent years, Corpus Christi Army Depot (CCAD) has been developing and putting in place action-oriented initiatives and training programs designed to give every member of the command the skills and knowledge necessary to achieve high levels of performance, characteristic of a High Performing Organization (HPO). The goal is to create an organization with the understanding and will to focus on higher performance. HPOs consistently meet or exceed customer expectations for quality, value (fast delivery), and financial performance within a constantly changing, dynamic environment. CCAD is motivated to become an HPO by the need for survival, pride, and to achieve a higher moral purpose.

The leadership of the organization defines the functions, philosophy, and form expressed in terms of the vision and values of the organization which define the strategy, structure, and systems of the HPO. To achieve this level of performance, it is necessary to build a mechanism for change. This mechanism must work effectively at all levels in the organization 'from the top managers, through all the naturally occurring groups, down to the individuals. 

CCAD built this mechanism on a series of interconnected programs that support personal growth and continuous improvement in the organization. It begins with the training and application of the Myers-Briggs Type Indicator (MBTI) system. This is taught and used in a variety of ways for such processes as career development, team building, and problem solving. It forms the foundation for other training and processes including the application of Dr. Stephen R. Covey's Seven Habits of Highly Effective People, Honesty, Ethics, Accountability, Respect, Trust & Support (HEARTS) training, and formal HPO training. All members of the command will receive two-and-one-half days of MBTI training, three days of Seven Habits training, two days (initially) of HEARTS training, and three days of HPO training. The net result of these programs is improved teamwork, more focus on improving processes and how to do it, clear direction and leadership from top management, much better communication at all levels, and people equipped to deal with change. Individually, these programs are common to many organizations and are often applied and forgotten as fads. CCAD has linked them together in a comprehensive and well executed process to give all its employees the capability to make the Depot an HPO.

Reference:  The Lean Approach

The Lean Approach
 David Taylor

In his book The Lean Approach David Taylor uses as an example a Lean Implementation project at British Strip Steel Products.  His example points out the important need to communicate early and often.  Getting buy-in form all levels as well as generating “small wins”.

Lean Implementation Project at British Strip Steel Products 

A consistent approach taken throughout the project was that of awareness raising education and implementation.  In every organization the importance of awareness raising and education stages cannot be understated.   In a large organization this represents a significant challenge. While it is important to start at the top it is not enough to raise awareness only at the senior level. Buy-in at all levels of the organization is important and the LEAP team decided that one way to do this was through the implementation of practical improvement projects. This learning by doing is very powerful and can quickly convert a healthy skepticism into enthusiastic support. The original intention was to take the value streams that had been component manufacturers and steel service centers and follow through all their processes at the steel mill. The sheer size of the facility provided challenges for the application of some of the tools .For example the site mapped is over 3 miles long and walking the process to collect data for the process activity map  would have taken several days. …… 

The enormous size and complexity of the operation meant that these tasks were very time consuming. It quickly became clear that there was a danger of resources being expended on data collection that could take several months to gather and even longer to analyze. Instead it was decided to focus on two areas: the information flow from  receipt of customer order and the detailed physical flow in one of the dispatch bays.  

Summary of  British Steel Program

It takes a lot of time, effort and resources to achieve change in a large organization. Full support from the top is clearly essential but it is not enough in its own right. It is necessary to engage key players at all levels in order to ensure that the vision is carried through. It is important not to underestimate the resources needed to effectively communicate to the wider organization. 

An important aspect of the communication is that the initiative should not be perceived as being driven by a particular functional area with its own agenda. Implementing any lean improvement requires the organization to focus on the key processes and these invariably cut across several artificially created departmental boundaries. In some large organizations, entrenched departmental views may need to be broken down. One way of doing this is by using cross-functional teams with strong representation from each area that will be affected by any change. 

It is important not to underestimate the importance of the awareness and education process. When it comes to implementing changes this can only really be successfully achieved by the people in the line jobs buying into and believing in the change. If implementation is seen as a project issue then it is unlikely to succeed. Instead the line managers must own the change as their own improvement initiative which can be facilitated by project teams. 

In order to convince the organization of the need to change and the potential benefits, it may be necessary to undertake projects in specific areas to demonstrate what is possible. This is fine as long as they are in support of the overall strategy and can be tied into an overall coordinated program. 

Reference:  Best Practices in Change Management: Prosci Benchmarking Report 2003

What was the root cause for the effectiveness (or failure) of your change management program? 

For those who considered their change management program successful, the top contributing factors were: 

1.
Alignment and visible support of the executive team including senior managers 

2. 
Planning and preparation of the change management team, including training and education for the team members 

3. 
Excellent communication to employees, including early involvement of employees in the process 

4. 
Great communications and negotiations with stakeholders in the organization 

For those who considered their change management program unsuccessful, participant overwhelmingly cited a "lack of management commitment and sponsorship" as the primary contributor. The second most frequently cited factor was significant employee and middle management resistance to the change. Reasons cited included the current culture, long-tenured employees, previous change failures and resistance to the new way of doing work. Employees lacked a reason to change or an urgency to make the change happen (i.e. "no burning platform"). 

THE POWER OF SHORT TERM WINS

Reference:  Leading Change, John P. Kotter

The Nature and Timing of Short Term Wins

“A good short term win has at least these three characteristics:

1.  It’s visible; large numbers of people can see for themselves whether the result is real or just hype. 

2 . It's unambiguous; there can be little argument over the call. 

3.  It's clearly related to the change effort. 

When a reengineering effort promises that the first cost reductions will come in twelve months and they occur as predicted, that’s a win. When reorganization early in a transformation reduces the first phase of the new-product development cycle from ten to three months, that's a win. When the early assimilation of an acquisition is handled so well that Business Week writes a complimentary story, that's a win. 

In small companies or in small units of enterprises, the first results are often needed in half a year. In big organizations, some unambiguous wins are required by eighteen months. Regardless of size, this means that you're probably still not out of most of the early stages when phase 6 has to produce something. 

Q: But isn't operating in multiple stages at once complicated? 

A: Yes. But that's what happens in successful cases of major change.”

THE ROLE OF SHORT-TERM WINS 

“Short-term performance improvements help transformations in at least six ways.  First, they give the effort needed reinforcement. They show people that the sacrifices are paying off, that they are getting stronger. 

Second, for those driving the change, these little wins offer an opportunity to relax for a few minutes and celebrate. Constant tension for long periods of time is not healthy for people. The little celebration following a win can be good for the body and spirit. 

Third, the process of producing short-term wins can help a guiding coalition test its vision against concrete conditions. What is learned in these tests can be extremely valuable. Sometimes the vision isn’t entirely right. More often, the strategies need some adjustments. Without the concentrated effort to produce short-term wins, such problems can become apparent far too late in the game. 

Fourth; quick performance improvements undermine the efforts of cynics and major league resisters. Wins don't necessarily quiet all of these people (which is probably good, since diversity of opinion can keep a firm from blindly walking off a cliff), but they take some of the ammunition out of opponents' hands and make it much more difficult to take cheap shots at those trying to implement needed changes. As a general rule, the more cynics and resisters, the more important are short- term wins. 

Fifth, visible results help retain the essential support of bosses. From middle management all the way up to the board of directors, if those hierarchically above a transformation effort loose faith its in deep trouble.

Finally, and perhaps most generally, short term wins help build necessary momentum.  Fence sitters are transformed into supporters, reluctant supporters into active participants, and so on.”


Exhibit The Role of Short Term Wins

· Provide evidence that sacrifices are worth it:  Wins greatly help justify the short-term costs involved.  

· Reward change agents with a pat on the back:  After a lot of hard work, positive feedback builds morale and motivation.

· Help fine tune vision and strategies:  Short-term wins give the guiding coalition concrete data on the viability of their ideas.

· Undermine cynics and self-serving resisters:  Clear improvements in performance make it difficult for people to block needed changes.

· Keep bosses on board:  Provides those higher in the hierarchy with evidence that the transformation is on track.
· Build momentum:  Turns neutrals into supporters, reluctant supporters into active supporters.
The Usefulness of Short-Term Wins: An Example
“An insurance company has a huge reengineering effort under way.  Aware that the project will take at least four years to complete, those on the guiding coalition ask themselves, How can we target and then produce some unambiguous performance improvements in six to eighteen months?  With careful thought, they identify three areas: one department in which costs could drop significantly within a year, a process improvement that should be quickly visible to and liked by customers, and a small reorganization that should improve morale in one group.  For each of the three areas, specific goals and plans are built into the company’s tow-year operating budget.  One person in the coalition is given responsibility for monitoring all three efforts.  In executive committee meetings, at least once every sixty days all three nminiprojects are reviewed.

Realizing these performance improvements within the short-term time frame turns out to be a challenge.  Middle management tries to delay the reorganization. Even the zealots driving the reengineering effort want to slow down the process improvements that would be visible to customers. Complicating all this, the company's information systems do not always track the

correct data on which improvements can be shown. Had someone not actively managed these performance issues, the firm in this case would probably never have had three unambiguous short- term wins. Various pressures would have caused delays or changed the agenda. Existing systems would have failed to track the data needed to demonstrate the gains clearly. 

Even with these wins, skeptics were able to find some evidence that the reengineering was too costly, too slow, or simply wrongheaded. But the performance improvements knocked air out of their sails. Creating those wins also provided the guiding coalition with concrete feedback about the validity of their vision. And for those who were working so hard to produce meaningful change, planning for the short-term results provided milestones they could look forward to while achieving the actual wins gave them a chance to pat themselves on the back. “

SYSTEMIC CHANGES TO SUPPORT MORE CHANGE:

INCLUDING PERFORMANCE MEASUREMENT, COMPENSATION AND REWARDS SYSTEMS, FINANCIAL AND MANAGEMENT DECISION-MAKING SYSTEMS, ETC.

Reference:  BMPCOE.org

Corpus Christi Army Depot  
Corpus Christi, TX 

Original Date: 
01/26/1998 
Revision Date: 
04/14/2003 

Information : Group Award Plan

In 1994, Corpus Christi Army Depot (CCAD) designed a bonus plan to replace the various existing performance awards. This was called the Group Award Plan (GAP), and was intended to supplement the new teaming initiatives with Installation-wide monetary awards commensurate with Installation-wide performance.

Prior to 1994, CCAD used the traditional Government award system to recognize people who demonstrated extra effort or received outstanding performance ratings. Approximately 25% of the workforce received some type of award on a yearly basis. These included performance based monetary awards, quality step increases, special acts, and on-the-spot awards. As CCAD migrated to the team approach in all levels of management and functional performance, there was a concern that many people were not being recognized for their efforts. It was also recognized that in a team effort, the average performer contributed a great deal to the team and Installation performance, and therefore deserved recognition as well as the outstanding performers. In support of the teaming concepts, the GAP was developed and instituted as a replacement to the traditional award system.

The first year of implementation of group awards was 1994. Both the group award concept and the pay out parameters were negotiated and agreed on by the local union. The plan itself was also concurred with by the Headquarters Industrial Operations Command (IOC). In the first year, the awards were based on attaining cost and revenue goals with $450 being awarded for attaining each parameter. The pay out was $900 for every employee based on the overall Installation's performance. In 1995, the same parameters were agreed to by CCAD and the union; however, the revenue goal was not met and, as a result, the total award was $450 per employee. The parameters since then have been based on CCAD installation net operating results (NOR) which took into account both cost and revenue. Meeting this goal has been a requirement for any level award. In 1997, schedule conformance was added as a goal for additional money if the NOR goal was met; and in 1998, cost, schedule, and quality were each considered for increased award amounts. This is consistent with the Executive Level Team strategic goal of making CCAD a High Performance installation.

No award money was distributed in 1996 or 1997due to not meeting the NOR threshold, even though other goals such as schedule were met. Efforts have been underway to consider all parameters equally in getting some level of award pay out instead of having NOR as the first screen out. Success in changing this in the evolution of the GAP is considered critical to the future success of this program, since the possibility of three consecutive years without any awards would affect support for continuing the program. Results for 1998 and the treatment of NOR are considered pivotal for the future effectiveness of the GAP as an alternative to traditional award systems.

CULTURE CHANGE

Reference:  HBR Article

Changing the Way We Change 
 Richard Pascale, Mark Millemann, and Linda Gioja  

How can a top-down approach to change revitalize a culture that is resistant to senior management's edicts? It can't-leadership must also come from the lower echelons of the company, say the authors, not just from the executive suite. To alter "the way we've always done things;' you have to engage employees throughout the organization in concrete, meaningful ways. Indeed, the entire workforce needs to become involved in dealing with the business challenges facing the company. And to keep old ways and bad habits from reasserting their dominance, you have to instill mental disciplines in employees, so that they internalize the new principles you want to shape their behavior. 

Reference:  BMPCOE.org

Lockheed Martin Tactical Aircraft Systems  
Ft. Worth, TX 

Original Date: 08/07/1995 
Revision Date: 04/13/2003 

Survey Summary:

Lockheed Martin Tactical Aircraft Systems (LMTAS) is a government-owned, contractor-operated facility designated as Air Force Plant 4, located adjacent to the realigned Carswell reserve base in Ft. Worth, Texas. This division of Lockheed Martin employs over 11,900 personnel with a 1994 payroll of $677.76 million. Facilities encompass 602 acres with over seven million square feet of building space. LMTAS supports several major programs including the Air Force's F-16 Fighting Falcon, FS-X, and F-22 Air Superiority Fighter aircraft. In addition, LMTAS is leading Lockheed Martin's effort in the Joint Advanced Strike Technology program to develop future tactical aircraft for the Navy, Marines, and Air Force. 

The Best Manufacturing Practices (BMP) program last surveyed this site in 1988 when the company was the Fort Worth Division of General Dynamics. Many of the significant practices reported at that time have carried through to present-day programs. For example, the company was ahead of many organizations in addressing environmental concerns ' a program that has resulted in millions of dollars saved over the last seven years. Combining the best of General Dynamics with Lockheed strengths has produced a company that provides its customer with the highest quality products. LMTAS has also developed and enhanced new practices and processes. Its Lean Enterprise Initiative program and a strong relationship with its suppliers have resulted in a right sized workforce and a 38% cost reduction to the F-16 program. These efforts in turn have relied on integration and communication as underlying support mechanisms to execute initiatives and practices successfully.

In 1988, General Dynamics had a corporate strategy of protecting the environment and achieving zero discharge of all hazardous wastes. This policy was forward-looking and successfully generated LMTAS' present-day, proactive emissions remediation management program. More than 50 successful zero-discharge projects have been completed, and pollution prevention initiatives have saved the company more than $25 million on hazardous waste disposal. The result of LMTAS' environmental program was its selection to receive the Clean Texas 2000 1995 Governor's Award for Environmental Excellence.

LMTAS has remained progressive in its newer programs. Recognizing that Department of Defense dollars would continue to be reduced, LMTAS instigated a Lean Enterprise Initiative in 1991 by first examining and then eliminating all non-value-added costs as they relate to the total weapon system cost. It then outsourced many of its machining, sheet metal fabrication, and other fabrication functions and has become predominantly an assembly and composite fabrication operation with Integrated Product Team participation by its fabrication suppliers. This has allowed LMTAS to actively concentrate on two critical Lean concepts: effectiveness (doing the right things) and efficiency (doing things the right way). Through the Lean Enterprise Initiative and its associated outsourcing program, LMTAS has become more efficient and has reduced the F-16's flyaway price by $3M per unit.

Outsourcing would not be possible without strong relations with suppliers since purchased material is a high cost driver for LMTAS products, accounting for more than 50% of the total cost. LMTAS has aggressively addressed all aspects of supplier base improvements, communications, and long-term relationships. This program, based on generating objective metrics, is supported by a framework of core programs that improve supplier communications, affect cost/quality/schedule, and establish a certified supplier base. This highly successful supplier relations effort has produced substantial benefits; in particular, the per-unit cost of deliverables has been reduced although total volumes are declining, and 99.9% of all schedules are met while maintaining high levels of performance. 

Integration and communication constitute the support infrastructure for these LMTAS programs. These two efforts can be independent or, at times, interrelated. Integrating internal software databases such as those used in the avionics integration process and the Logistic Support Analysis program provides access to all personnel involved at any location. Bringing together these personnel who require, share, or access specific data has helped to eliminate duplication of effort and provide a valuable communication tool throughout the organization. This action has led to LMTAS' award in the Logistic Support Analysis program of a Blue Contractors Performance Assessment Rating for the past three years.

The BMP survey team considered the early involvement of end users in the design process to be among the best communication practices documented by the BMP program. The company's Integrated Product Development effort includes the end user on functional Integrated Product Development teams to help it produce an effective, efficient product that satisfies the end user's needs. Since 1985, LMTAS has included end users (pilots) as members of its F-16 Cockpit Review Process to help reduce development costs, improve pilot efficiency, and enhance combat capabilities. This coordination with users constitutes a critical component to ensure that end products specifically address customer requirements. LMTAS' extensive collection of coordinated design processes produce complete 'build-to' packages, and also features the use of solid models and process-based cost estimating. These processes not only provide modeling and simulation capabilities for today, but also provide the basis for virtual manufacturing concepts of the future.

Companies such as LMTAS will continue to meet considerable challenges for many years. However, building on past successful practices (e.g., environmental program) and cultivating current programs such as its Lean Enterprise Initiative and solid supplier relations, LMTAS is adapting to and excelling in a highly competitive arena. Effective integration of databases and end-user communication are strong capabilities that will help LMTAS continue as a premier aircraft production company well into the 21st century. The BMP team considered the following practices among the best in industry and government.
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