Chapter 3  	�Acceleration Change Model �for Defense Reform


	Overview


The DoD has a strong history of leading and innovating. In a time of war, the Department sizes up the situation, determines the necessary resources, and executes to win—not just battles, but wars. And the DoD is used to winning. While the terrain for war traditionally is the battlefield, the rapid pace of technological change and the economics of warfighting have made the defense business enterprise a critical component of winning wars.


In order to “win” in Defense Reform, the DoD needs committed and skilled leaders and tools for accelerating change. Education and training are key tools for accelerating change. However, we have concluded that education and training alone are insufficient for accelerating Defense Reform. Instead, an aggressive effort using an acceleration change model such as the one we present in this chapter can succeed in accelerating and supporting a systemic change initiative led by senior leaders.


	Objectives


Our proposed acceleration change model can help the DoD:


Create commitment and direct energy toward accelerating Defense Reform;


Adopt a common vision;


Build the business case for making the envisioned Defense Reform changes;


Establish a new leadership behavior model;


Select projects for accelerated reform through focused application of the acceleration change model;


Enroll sponsors; and


Integrate industry/stakeholders/Congress/requirements community as participants, speakers, facilitators, and consultants.





	Acceleration Change Model


We recommend an acceleration change model as the necessary tool for accelerating Defense Reform. This change model has been used successfully in industry by organizations such as Motorola and Telstra (Australia’s telecommunications company). Examples from these two entities illustrate how this model has worked for private entities.


	Motorola


Motorola—traditionally a hardware-based company—adopted the acceleration change model to institute large-scale organization changes because most of Motorola’s product functionality (75 percent or more) is software driven and some Motorola products were 100 percent software. In order to make the shift to integrate software, Motorola needed to establish software as a stand-alone business and utilize best-in-class processes for software development and reuse. Motorola’s ultimate goal was to make itself an organization in which software professionals prosper. As a result of the institutional changes at Motorola, software engineers now hold corporate vice president positions in business lines, Software Engineering Institute Level 5 was achieved in Motorola’s main business lines, and Motorola software centers are set up throughout the world.


When Motorola determined that it needed to use a different business model in the new markets in order to build them in shorter cycle times and meet the customers’ expectations of cooperation, the organization again used the acceleration change model. As a result of the institutional changes at Motorola, new markets in central and eastern Europe and Africa were opened in record time, country managers were established to coordinate business interactions within their countries, and new rules of engagement were established. The model worked so well that it was replicated for access to Latin American markets as well.


	Telstra


As for Telstra, this organization used the acceleration change model to thrive in the newly deregulated Australian telecommunications industry. Because of the partial privatization of a government-owned, monopolistic utility provider, Telstra was suddenly faced with the need to consider commercial concerns, such as shareholder value. As a result of the institutional changes at Telstra, the workforce was downsized (from 97,000 to 52,000) to retain the best employees, higher profit margins were achieved while maintaining good market share, and stock value increased (from floating shares initially at A$1.91 to the current trade value of A$8.67). Such positive business results, as achieved through the acceleration change model, were possible only through the superb alignment of senior managers’ performance with the company’s direction.


	Key Success Factors


Indeed, both Motorola and Telstra testify to common factors that were key to the success of their individual change acceleration efforts. Foremost is that the reform endeavor was “owned” and driven by top senior management (e.g., the chief executive officers). To reinforce the message that the change efforts were embraced by top leaders, the initiatives were cast as the work of line managers (not support staff), key messages were communicated through a cascading framework, and the change initiatives appeared on managers’ agendas throughout each workweek.


Another shared key success factor was that Motorola and Telstra’s reform initiatives were driven by business issues. This meant that business outcomes were the primary focus of the change acceleration teams. Education and training were similarly focused on business outcomes. Further, education and training designed to develop enabling skills—such as teaming—were woven into, and linked with, the business issue in a just-in-time fashion.


The final shared key success factor identified by Motorola and Telstra is that ripple effects of the change initiative were aligned. The work environments were systematically reviewed to determine the ramifications of new ideas and new behaviors. Further, strong messages were sent, through each organization’s reward system, to institutionalize new behaviors.


Given the success of acceleration change model at organizations like Motorola and Telstra, we believe that this model could be used to accelerate Defense Reform.


	Elements of the�Acceleration Change Model


The acceleration change model used by Motorola and Telstra to effect the changes described above contains the following elements:


Business results scorecard,


Senior leader jumpstart program,


Action acceleration workshops,


Action acceleration teams,


Mission support office,


Action acceleration coaches,


Education and training in skills and knowledge, and


Knowledge management infrastructure.


We discuss each of these areas in the sections that follow, with the first four briefly sketched here by way of introduction and highlighting the model’s application to the acceleration of Defense Reform.


To accelerate Defense Reform, the DoD must issue an organization-wide call for action—a notice that major change is coming. First, goals will be identified and managed against a scorecard. Second, senior leaders will be trained so that they can understand the changes required to meet these goals and then coach and direct the people who work for them. As highlighted in figure 3-1, these leaders will attend a senior leader jumpstart program. From there, a roll-down process begins, as the next-level managers are assigned to a similar experience through team-based application workshops. Next, the resulting action acceleration teams apply their learning and begin to redesign their processes. These facilitated team activities focus on redesigning specific projects or processes. The goal is to change by example or business case. When teams demonstrate that they have made the necessary mental shift, their progress should be boosted by assigning consultants and other resources to help accelerate their development. Led by top- and management-level instructors, the programs share a common purpose—defining new behaviors—and, in a sense, serve to train the trainers. Success stories should be publicized—once success stories are broadcast, others begin to follow down the path of change.


Figure 3-1. Select Aspects of the Acceleration Change Model Used by Industry
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With this overview of the initial elements in the acceleration change model in mind, we next explore each element of the model in further detail.


	Business Results Scorecard


A fundamental precept of the acceleration change model is that goals must be identified, and the accomplishment of those goals must be measured through a business results scorecard. The logic behind this practice goes to the heart of any reform effort: you cannot manage something if you cannot measure it; similarly, you cannot improve something if you cannot manage it.


We propose that the Defense Reform business results scorecard measure the following areas, which we address in the sections below:


Attainment of DoD outcomes,


Customer/supplier/employee satisfaction,


Achievement of reform targets, and


Alignment between achieving targets and using the acceleration change model.


	Attainment of Department of Defense Outcomes


The Defense Reform scorecard should measure whether the following DoD outcomes, which are consistent with the Government Performance and Results Act performance plan for fiscal year 2000�, are attained:


A minimum of 70 percent of Defense Technology Objectives are judged “green” (i.e., “progressing satisfactorily toward goals”);


A minimum of 14 joint experiments (as determined by the United States Atlantic Command) are undertaken;


Infrastructure spending is reduced from 46 percent to 43 percent, based on reduced response times, ability to track items in the supply channel, reduced inventory, and elimination of excess real property;


A downward trend is documented in the budget allocated to infrastructure compared to combat forces;


The number of positions subject to A-76 Competition Studies is increased to 53,400; 


Logistic response time is decreased to 18 days;


A total asset visibility level of 90 percent is achieved due to enhanced interface among the Services and Defense agencies and monitoring through quarterly status reports;


National Defense Stockpile Inventory is reduced by disposal of $2.2 billion (in fiscal year 1996 dollars);


Supply inventory is reduced to $56 billion (in fiscal year 1995 dollars);


Excess acreage is reduced by 146,000 acres;


Excess space at military facilities is reduced according to plan on an annual basis (leading to 80 million square feet by fiscal year 2003);


Major Defense Acquisition Program (MDAP) Cost Growth is less than 1.0 percent;


Cycle time for delivering new MDAPs to the field is less than 99 months;


90 percent of micro-purchases are made with the purchase card;


Electronic contracting and payment practices are used in 90 percent of DoD transactions;


The acquisition workforce is reduced by 11.3 percent in fiscal year 1999 and 15 percent in fiscal year 2000; and


The cumulative value of tooling and equipment held by contractors is reduced by $3 billion.


	Customer/Supplier/Employee Satisfaction


The Defense Reform scorecard should measure whether the following groups are satisfied with the DoD by surveying them on the areas indicated:


Customers:


Whether their needs are met,


The ease of doing business with the DoD, and


Whether the DoD is a supplier of choice.


Suppliers:


Ease of doing business, 


Professionalism, and


Whether the DoD is a “customer of choice” for doing repeat business.


Employees:


Professionalism, 


Commerciality, and


Whether the DoD is an “employer of choice.”


	Achievement of Reform Targets


The Defense Reform scorecard should measure whether reform targets are achieved, as indicated by the following:


Percentage of reforms completed,


Degree of success achieved in ameliorating issue with the reform, and


Cycle time for completion.


	Alignment Between Targets and Change Model


The Defense Reform scorecard should measure whether alignment exists between the means for achieving reforms on the one hand and the acceleration change model on the other. Alignment will be judged by whether the following exists: 


Cross-functional team representation,


Authority equal to responsibility, and 


Good business judgment.


	Senior Leader Jumpstart Program


After the business results scorecard has been established, the second element in the acceleration change model—the senior leader jumpstart program—is ready for action. We need to rapidly accelerate Defense Reform, and this will require senior leaders’ direct involvement. Senior leaders need to set the targets, know the plan of attack, visibly lead the attack, and enlist others in implementing the plan. A jumpstart program is planned to accomplish this. The purpose of this program is to mobilize senior leaders to drive Defense Reform faster in their organization.


The proposed senior leadership jumpstart program requires the mandatory participation of the top 200 DoD executives to focus enterprise cultural change. Included in this essential group are program executive officers, heads of contracting activities, force commanders, Office of Secretary of Defense principals, and military department leaders.


These executives will participate in facilitated, 1- to 3-day sessions for groups of 50, with the Secretary of Defense ensuring attendance at each session. The sessions will culminate with the development of action plans to implement cultural change via enterprise-wide action learning teams.


Program nonparticipants will be assigned to other positions of enterprise responsibility, as the program cascades down to subordinate tiers. This program will be benchmarked with Motorola University and other private enterprise change models, which we discussed in the chapters that follow.


The senior leader jumpstart program will cover the following topics:  


Defense Reform: What and Why


Scorecard for Measuring Success


Current Levels of DoD Performance


Acceleration Change Model


Case Studies


Executing the Plan: Next Steps


Our Role as Leaders


DoD Opportunities


We propose that the faculty and instructors for the senior leader jumpstart program include:


John Hamre, Deputy Secretary of Defense;


Stan Soloway, Deputy Under Secretary of Defense (Acquisition Reform);


Defense Management Council members;


An industry leader who has achieved major changes in short cycle time; and


An industry supplier who does business with the DoD.


	Action Acceleration Workshops


The third element of the acceleration change model is action acceleration workshops. Senior leaders need a mechanism to enlist others in implementing the plan to accelerate Defense Reform. Hence, the DoD needs a model to ensure that real action is taken and reform is made across the board. Action acceleration workshops provide the needed mechanism and model. The purpose of these workshops is to accelerate Defense Reform on a project-by-project basis throughout the DoD. Participants should include senior managers and their teams that have been selected to work on reform targets.


We recommend that the workshop curriculum include the following content:


Defense Reform: What and Why


Scorecard for Measuring Success


Enterprise Change Model Simulation


Executing the Plan: Next Steps


Determine Reform Target


Work with Team Leader and Coach to Establish Plan of Action


Show Measurable Results in 60 Days


We recommend that the workshop faculty and instructors include the following:


DMC members,


Senior leaders (from the Senior Leader Jumpstart Program),


An industry representative who has been successful using the acceleration model,


Change management practitioners who have been successful using the acceleration model, and


Action acceleration team coaches.


	Action Acceleration Teams


After the workshops, the roll-down process is ready to continue through the fourth stage of the acceleration change model: action acceleration teams. These teams will attend their own workshops and leave equipped with a target, model, and accountability.  In 60 days, they will report on completion (or completion of milestones). The purpose of these teams is to get “home runs” on the board throughout the DoD.


Target participants in this stage are cross-functional and cross-level teams who need to improve their performance in meeting their customers’ needs. These participants will engage in the following actions:


The team leader focuses the team on its target,


Each team attacks its reform target using the tools provided in the workshop,


Coaches are available to assist with the process of implementing the change,


Subject matter experts are available to assist in weighing content decisions, and


Each team reports its outcomes to its manager after 60 days.


	Mission Support Office


While the rollout program described in elements 1 through 4 above is essential, it will not sustain any headway without the existence of element 5: a mission support office. Successful missions need adequate support. Thus, a mission support office, headed by a DoD senior leader and sponsored by the Secretary of Defense, will be put in place for the duration of the action acceleration teaming.


The purposes of the mission support office include the following:


To provide just-in-time support to each action acceleration team leader to help ensure success;


To capture the results across the DoD ;


To enable the reuse of ideas, methods, and outcomes;


To accelerate the reform energy across the DoD.


To resolve team resource issues; and


To escalate issues that need higher levels of support.


We recommend that, in order to meet its purposes, the mission support office should directly report to the Secretary of Defense and should be led by a DoD senior leader and staffed by change management experts and facilitation experts.


	Action Acceleration Coaches


Element 6 of the acceleration change model is designed to sustain the momentum. Managing change is not rocket science, but there are tools and techniques that can help ensure its success. Change management tools are not yet resident in DoD managers to the extent needed. Action acceleration coaches will serve as mentors with the mission of leaving change management skills resident with the team leaders at the completion of the projects. 


The purposes of action acceleration coaches include:


Helping to ensure the successful completion of the action acceleration teams,


“Unsticking” teams that get stuck,


Providing model coaching (as a leadership behavior), and


Providing feedback from across the DoD regarding the effectiveness of the acceleration change model.


	Education and Training in Skills and Knowledge


Education and training in Defense Reform skills and knowledge are addressed in element 7 of the acceleration change model. Existing curricula need to be refreshed to include courses that teach the skills necessary for accelerating and institutionalizing Defense Reform. Similarly, existing curricula need to be reviewed to exclude courses that are not aligned with the messages supporting Defense Reform.


	Knowledge Management Infrastructure


Element 8 of the acceleration change model—knowledge management infrastructure—acknowledges the fact that organizations can accelerate their business improvement when they equip themselves to transfer information in meaningful ways, learn openly and freely from each other, reinforce the reuse of information, and create language and enshrine war stories that reinforce new expectations and behavior.


The purposes of the knowledge management infrastructure are to:


Build on the DoD’s ability to capture, package and reuse information and learnings from throughout the organization; and


Reduce the cycle time of improving business practices to meet the customers’ needs.


	High-Level Design of Acquisition Example


A sample high-level design for our DoD acceleration change model, as applied to an acquisition example, has the following content modules:


Expert speaker validation of the state-of-the-art practices in supply chain management;


Expert speaker presentation of on the acceleration change model, as applied to the government, which includes government examples and a military model;


Presentation of  some case examples for a “should-be” model (e.g., the “Man Pac” product);


Case examples of the current situation;


Case examples of projects gone wrong;


Future scenario work (addressing the worst and best cases);


Ideas for linking to joint vision 2010 work (i.e., a revolution of military affairs should be linked with a revolution in business affairs);


The essence of the delegation of authority and responsibility; and


Presentation and practice of a new leadership model.


	Acceleration Plan Timeline


To illustrate an acceleration plan timeline for the DoD, we selected the example of an installation commander who is acquiring base operations support. The following sketches a possible timeline for implementing the DoD acceleration change model on a selected acquisition program. 


1 June 1999: The business proposition is presented to the installation commander: “You will form a team on your installation that will put together a business deal in a way that develops the market structure and utilizes the expertise of multiple functions in support of the team. No one on the team will have the choice to continue to do business as it was done in the past and survive. We are offering a way to make your acquisitions using a team approach with end-to-end management and any training needed. We are offering a better value—more for less, with reduced cycle time.” This proposition is made in a positive manner rather than as a warning that could elicit a defensive response from the installation commander.


Next, the installation commander gathers his or her direct reports, and the plan is presented to them. This top team attends the trigger event, at which the following message is delivered to the participants: “We have a model that is better, faster, and cheaper.” The participants are given the team structure, and the concept of different roles and different hats for different functions on a single team is explained. The team is encouraged to delegate responsibility and share the practices of our model. The curriculum is, perhaps, presented at this point.


1 August 1999: Once the team understands the game and has been through the training, two action teams are launched. One will address any process improvements that were identified as necessary during the training, and the other will focus on the acquisition project(s). (Note that, at any given installation, multiple projects or a mega-project could be selected.) The emphasis of this stage is on changing the way of doing business. The selected projects are merely a starting point—a way of validating the new way of doing business. A focus on projects alone is not sufficient for the widespread change we recommend. Next, support for the teams is provided in the forms of coaching, facilitation, and additional, just-in-time training.


The final step is to evaluate team performance via feedback from the action team.


These four are only the very basic milestones. For a simple, commodity-oriented project, this timeline might be as short as 90 days. However, for a complex project such as the next phase of the joint strike fighter, the timeline could extend from three to four years.


	Metrics


In addition to, and in consonance with, the overall business results scorecard established at the outset of the DoD acceleration change program, selected programs might establish their own metrics. These lower-level metrics can measure the successful acceleration of Defense Reform on three levels: scorecard, systems, and activity. The scorecard level measures performance success by identifying and evaluating specific outcomes. For example, dollars saved, the number of vendors bidding on contracts, and a reduction in cycle time are all key performance indicators that can be tied in to each vision goal on the stakeholder and internal scorecards illustrated in chapter 2. At the systems level, changes are reflected as restructured roles and responsibilities, new incentive programs, and new database programs. Finally, at the activity level, changes are reflected as large-scale accomplishments toward the vision. For example, teams launched and programs designed reflect movement from the old culture to the new. 


Continuing with our acquisition program example, the following sections illustrate what each of these lower-level metrics might look like.


	Scorecard


On the scorecard level, the following performance metrics could be used to evaluate the efficacy of the Defense Reform acceleration on an acquisition program:


Reduced procurement cycle time;


Increased nontraditional vendor participation; and


Transition Year 2000 goals� across the acquisition enterprise: 25 percent major Defense acquisition program cycle time reduction and 1 percent major Defense acquisition program cost growth. These goals also call for 80 percent career (civilian and military) buy-in through specific behavioral performance appraisals, and 95 percent community satisfaction (i.e., the “fairness factor”).


	Systems


On the systems level, the following performance metrics could be used to evaluate the efficacy of the Defense Reform acceleration on an acquisition program:


The implementation of a a teaming benchmarking database;


The development of an enterprise-wide requirements analysis process (i.e., a way to classify and collect requirements); 


The development of a model project process architecture;


Organizational review of  structure, mission, function, position descriptions, accountability, and reward system that promotes team acquisition;


Restructuring of financial compensation to reward the team acquisition process;


The establishment of DoD/industry sector consortiums;


The integration of staff specialists with the Defense Acquisition University;


The elevation of operational requirements documents and acquisition program benchlines to performance-contract status; (The operational requirements document married with the acquisition program baseline should be a binding contract for the entire enterprise.)


The implementation and utilization of responsibility; and


The initiation of a corporate university model for DoD acquisition (e.g., the designation of an institution, benchmark, and design). 


	Activity


On the activity level, the following performance metrics could be used to evaluate the efficacy of the Defense Reform acceleration on an acquisition program:


The initiation of 8 pilot programs (including complete facilities, major programs, and Defense Logistics Agency);


The provision of training in teaming, project, and change management;


A transition of 20 percent of activities to the team acquisition concept;


A survey of the baseline community climate;


The development of metrics to measure customer and supplier satisfaction;


The initiation of 50 pilot-type projects and the completion of 5 projects across the range of acquisitions, following the team acquisition model;


The development and deployment of a training curriculum and skill sets; 


The training and deployment of change agents; and


An increase in the number of products, technologies, and services that are purchased from commercial segments that previously have avoided doing business with the DoD.


	Summary


The DoD should adopt the acceleration change model, with has been validated by commercial enterprises such as Motorola and Telstra, to accelerate Defense Reform. As evidenced by the many elements of the acceleration change model detailed above, the movement of the current organization into an acceleration mode for Defense Reform requires a change in the way the existing population works and thinks—the DoD must behave differently. Thus, as discussed in chapter 4, the population must embrace new roles and responsibilities for Defense Reform to succeed.





� Cohen, William S. Annual Report to the President and the Congress, 1999. Government Performance and Results Act performance plan for FY 2000 is appendix J. Available on Defense Technical Information Center’s Web site at http://www.dtic.mil/execsec/adr1999/apdx_j.html.


� Cohen, William S. Annual Report to the President and the Congress, 1999. Government Performance and Results Act performance plan for FY 2000 is appendix J. Available on Defense Technical Information Center’s Web site at http://www.dtic.mil/execsec/adr1999/apdx_j.html.
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