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Preface

Although not a research project per se, this report summarizes several best-practices observed at General Dynamics C4 Systems (GDC4S) during my nine months embedded within the company at its Scottsdale, AZ facility.  There were literally dozens of other processes and business methods that clearly establish GDC4S as one of the best defense companies in the industry today.  Unfortunately, time and space here preclude me from fully summarizing all the important lessons I learned during my assignment.  The Secretary of Defense Corporate Fellowship Program has been an outstanding experience both professionally and personally for me.  I encourage any military officer who is interested in understanding the business context that Fortune 500 companies operate in to pursue this program for their war college experience. I would like to commend the program’s director, Eric Briggs, CAPT, USN (Retired) for consistently providing outstanding organization and assistance to me throughout this year.   
I would also like to thank several of my “mentors” at GDC4S.  Chris Marzilli, Larry Burleson, Al Moore, Ken Reynolds, Nancy Taylor, Kevin Merrigan, and Lynn Perez provided immense top-level guidance and support.  Chris Brady, Dave Kohler, Bill Rau, Chris Moyer, Carol Real, and Kelly Langefeld exercised exhaustive patience with me during my time in the Communication Networks Division.  John Cole, Bill Ross, and Wendy VanDerSchaaf took me under their wing while in the Information Assurance Division.  And Manny Mora, Scotty Miller, Don Morue, Mike Fallon, Richard Coupland III, and countless others gave me a wonderful education while in the Battle Management Systems Division.  Thank you all for your help.  
au/AFF/NNN/2007-05
Abstract

This report discusses three best-practices implemented by the leadership and management teams at General Dynamics C4 Systems (GDC4S) in Scottsdale, AZ as observed by the author during a nine month assignment within the company as part of the Secretary of Defense Corporate Fellowship Program (SDCFP) for academic year 2006-2007.  During that time, the author was exposed to business strategy forums, financial reviews, business development opportunities, program management meetings, and enterprise-wide support venues.  
  The purpose of the SDCFP is to study best-practices within private industry in an effort to assess their applicability to transform the business side of the Department of Defense (DOD).  The author was embedded in three of GDC4S’ seven divisions and was able to witness the daily execution of numerous business decisions and processes.  These observations formed the foundation of this paper.  The author describes the three most applicable practices with potential for DOD transformation: 

· GDC4S’ system of systems innovation center: The EDGE.  This endeavor displayed private corporate leadership among various defense and academic organizations to focus and help standardize the evolution of the US Army Warrior program. 
· Strategic alignment via GDC4S’ unification strategy, Prime: Core to Edge.  This effort linked common functions within each business division to guide unified effort and greater company communication. 
· Targeted employee feedback via 360 degree reviews.  This practice evaluates manager performance with regard to leadership development by including the input of peers and subordinates as well as superiors.  
Chapter 1

General Dynamics C4 Systems in Context
General Dynamics C4 Systems (GDC4S) is a dynamic and growing defense contracting company specializing in prime systems integration of command, control, computing, and communication solutions marketed primarily to the US military and other US state and federal government customers.  Technological elegance combined with disciplined program management is the cornerstone of the company’s value proposition.  So as not to confuse the separate and distinct business entities collectively known as “General Dynamics (GD)” a short background discussion is warranted to place GDC4S in its proper context.  
General Dynamics:  The Parent Company
General Dynamics consists of numerous business groups and subsidiary companies which together form the fifth largest defense contractor in the US and employ over 81,000 employees worldwide.  In 2006, total GD sales were $24.063B which was a 14.7% increase over the previous year.
  This growth pattern has been consistent over the past ten years due to a combination of generating internal revenue (sales and services contracts) coupled with routine acquisition of complementary companies.  GD’s largest customer is the US government from which it generates 68% of total sales; the remaining customer base consists of US and international commercial markets and foreign governments.
  The various companies within GD span market areas covering shipbuilding, aircraft manufacturing, land combat systems, weapons manufacturing, and communications and information technologies.  Keeping in mind customer needs, GD’s overall financial philosophy is to focus on: “earnings, free cash generation, and disciplined deployment of capital to build value for shareholders.”
  

GD is aligned by four business groups based on common served market areas. These four groups are:  Marine Systems, Aerospace, Combat Systems, and Information Systems & Technology (IS&T).  Each of these business groups is managed by an executive vice president; however, within the business groups there are numerous subsidiary companies with their own presidents and corporate structures.  GDC4S is one such company within IS&T.  
Information Systems and Technology (IS&T) 
Collectively, the IS&T group generated $9.0B in total sales in 2006. Although this was an increase of 15% over 2005 performance, primary growth was attributed to acquisition activity and not internal growth.
 Commenting on the reduced internal growth in IS&T, GD’s Chairman, Nick Chabraja summarized it this way:

The absence of significant organic growth in what has been our fastest growing sector over the past five years is in part attributable to a changing product mix.  We have managed a transition from several mature production programs to development-stage activity.
 
Even with this shift in product development, customer demand for information systems and data management is consistently growing across the US government.  IS&T remains a fully fueled engine ready to capitalize on those customer needs.

IS&T was created in 1997 and has grown to address markets in three areas: 
1. Tactical and strategic mission systems

2. Information technology and mission services
3. Intelligence mission systems.  
The companies within IS&T include: GDC4S, General Dynamics Information Technology (GDIT), General Dynamics Advanced Information Systems (GDAIS), and General Dynamics United Kingdom Ltd.  During the 2006-2007 academic year the author was placed within GDC4S in Scottsdale, AZ as part of the Secretary of Defense Corporate Fellowship Program.
GDC4S: Wholly Owned Subsidiary
GDC4S is a “prime systems integrator of network-centric” products, systems, and services with approximately 11,000 employees in 15 major locations worldwide.
  As it is known today, GDC4S is a product of successive acquisitions and organizational changes over 50 years until becoming a wholly owned subsidiary of General Dynamics in January 2003.  Its heritage of integrated information systems fit well within the GD IS&T business.

Growth and Reorganization
In November 2003 GDC4S acquired GD Decision Systems (formally Motorola Integrated Information Systems Group) and relocated its headquarters from Taunton, MA to Scottsdale, AZ.  Over the following years, GDC4S growth was bolstered by several other key company acquisitions to advance capabilities in several areas: Spectrum Astro, Inc. (ground and space-based communications), TriPoint Global Communications Inc. (ground-based satellite and wireless communication equipment), and MAYA Viz Ltd. (enhanced visualization and collaboration technologies) to name a few.  The company core capabilities support several disciplines as indicated in Table 1.
Table 1. GDC4S Capabilities and Disciplines

	GDC4S Capabilities and Disciplines

	· Systems Integration

	· Communication and Networking

	· Information Assurance

	· Command and Control

	· Intelligence, Surveillance, Reconnaissance

	· Space Systems and Services

	· Ruggedized Computing

	· Platform Integration

	· Wireless Ground-Based Communication

	· Satellite Communication

	· Switching Systems

	· Training and Simulation


Source:“GDC4S Capabilities”, GDC4S Website, n.p., on-line, Internet, 1 May 2007, available from http://www.gdc4s.com/documents/GDC4S_Capabilities_Brochure.pdf.

The GDC4S organization consists of senior staff support functions and seven market-organized divisions each reporting directing to the company president, Chris Marzilli.  The various divisions and the markets they serve are listed in Table 2.
Table 2. GDC4S Division Summary  

	GDC4S Divisions
	Market Focus

	· National Systems
	Integrated networks and satellite ground segments

	· Communication Networks
	Mobile/tactical communication networking

	· Information Assurance
	Information security/protection products

	· Battle Management Systems
	Battlefield C4I products and systems

	· General Dynamics Canada
	Canadian C4ISR products and services

	· SATCOM Technologies
	Satellite and wireless communications

	· Computing Technologies
	Ruggedized computer products


Secretary of Defense Corporate Fellowship Assignment
From August 2006 through May 2007, the Secretary of Defense Corporate Fellow was assigned to three of these seven divisions: Communication Networks Division (CND), Information Assurance Division (IAD), and Battle Management Systems Division (BMSD).  Each of these assignments was approximately three months long and focused on a variety of company activities including business development, marketing and communication, process improvement, program management, human resources, and strategic planning.   The exposure within these divisions provided the opportunity for significant observation of company practices and was augmented by independent study in other support staff offices throughout GDC4S.  Together, these observations formed the foundation of this report.  
Chapter 2

The EDGE™: Innovation in Systems Integration
On 14 Dec 2006 GDC4S opened their EDGE™ systems integration and innovation center at their Scottsdale, AZ campus.  The facility was almost a year in the making and represented an unusual and exciting independent investment by a defense contractor.  
Where the Cutting Edge Meets the Tactical Edge™
The EDGE™ is a state-of-the art collaborative environment where members of industry, academia, and the government assemble to work together on technologies of interest to benefit the development of future US Department of Defense “system of systems” (SoS) programs of record.  At the time of this writing, the configuration of the EDGE™ supports the collective US Army Warrior programs.  The series of Warrior programs (Land Warrior, Mounted Warrior, Air Warrior, and Future Force Warrior) leverage networking and communication technology with the soldier as part of the “system” to create unprecedented lethality and effectiveness.  GDC4S’ decision to tailor the EDGE™ in support of the Warrior program was based on the company’s formal leadership role in the program coupled with an obvious need for sophisticated SoS integration processes during program development.  For the purposes of this discussion, the focus of the EDGE™ is on Warrior program advancement, however, the concepts presented can equally be applied to future SoS programs.

There are two concepts that make the EDGE™ systems integration laboratory (SIL) environment unusual.  First, GDC4S has opened their doors to competitors and other potential business rivals with unprecedented transparency; and second, the government did not drive this decision nor fund its infrastructure.  
Why the EDGE™?
GDC4S was motivated to create and entirely fund (except for modest user-fees) the EDGE™ by their commitment to the DOD to demonstrate leadership in perhaps one of the largest and most complex programs (Warrior) the Army has ever undertaken.  The genesis of the EDGE™ stemmed from the notion that traditional methods of integrating a variety of related federal programs into one “system of systems” is cumbersome, costly, and time consuming.  The existing federal acquisition process does not efficiently deliver high-quality, leading-edge capability to the warfighter; at best the current process provides an effective framework for acquisition, but it is hardly efficient.  The purpose of the EDGE™ is to act as an open-architecture SIL, encouraging interested companies and academic institutions to commit their own energy, resources, and ideas toward creating Warrior-related technologies.  The goal of all EDGE™ participants is to transition technologies rapidly in order to offer the DOD new capabilities as quickly as possible.  In a way, the EDGE™ encourages private independent research and development (IRAD) efforts to solve soldier’s problems before the federal bureaucracy can formally request industry assistance.  Although the EDGE™ is in its infancy, early results are promising.  As more vendors participate, GDC4S will continue to add to a catalog of Warrior-certified capabilities (products) ready to rapidly transition to production and fielding for interested combat customers.  

GDC4S created both physical and virtual experimentation space for companies interested in technologies that may complement Warrior programs to create, develop, test, and incorporate their innovative ideas into the overall Warrior SoS.  GDC4S was driven to establish this type of innovation center to “enhance…[overall Warrior] program execution by leveraging an integrated suite of modeling, analysis, simulation, integration and test capabilities as well as [establish] a broad network [of] EDGE™ members.”
  To host such a center of excellence required GDC4S to make very open and accessible the common architecture, standards, and protocols implemented as the backbone of the Warrior concept.  Evolving technology could then mate seamlessly into that backbone to produce true “plug and fight” subsystems and products, fully integrated from the beginning.  
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The Four Pillars 

The EDGE™ consists of four principle components: a member agreement, physical building space, virtual information space, and a technology development methodology.
    
EDGE™ Member Agreement.  The member agreement establishes the cooperative framework for EDGE™ participants to develop and integrate their specific Warrior technology in the EDGE’s™ physical and virtual spaces.  It is the “contract” of terms and conditions that protect the intellectual property (IP) of all members and outline how information and data is to be shared.  It also covers the modest user fees meant to cover the operating expenses of participation.  All organizations who are members of the EDGE™ (industry and academia) agree to contribute a very low user fee to help offset their incremental cost of participation; however, GDC4S covers the bulk of operating expenses and all infrastructure costs.  The member agreement simply defines the expectations of all participants.  
EDGE™ Physical Space.  The physical space for the EDGE™ is located in the main Hayden building of the GDC4S plant at 8501 East McDowell Road in Scottsdale, AZ.  It is an over 8,000 square foot purpose-designed space and consists of four main areas:  the Collaboration Facility, the Warrior Integration Center, the Immersive Demonstration Center, and the Program Execution Facility.
The Collaboration Facility is an office space environment intended for combined collaborative use between members as they work to develop new and emerging technologies. 

The Warrior Integration Center (WIC) is a series of individual labs where members can “own” space to integrate their technology into the Warrior system.  This space is partitioned from other members (to maintain IP) and used in the evolution of their product through the EDGE™ “gate” process.  The WIC labs connect to the Warrior architecture standards and are where new vendor systems are tested for form, fit, and function within the greater Warrior SoS.

The Immersive Demonstration Environment (IDE) is where newly integrated vendor technology is run through a simulation of real-world operational scenarios to demonstrate and assess its potential to assist the warfighter.

The Program Execution Facility (PEF) is the business facility used for program management of the various Warrior programs. 
EDGE™ Virtual Space.  The EDGE’s™ “virtual space” consists of public and member-only websites that allow participants to connect to the project without traveling to the facility.  It also functions as a “virtual collaboration” space and contains elements such as standards, toolkits, member dialog forums, project folders, and EDGE™ meeting and event notices.  The public website address (www.edgewarrior.com) for EDGE™ information is the portal for access to both the public and member-only portions of this virtual space.  
EDGE™ Processes and Methodologies.  The final component of the EDGE™ is perhaps the most important.  It is the formalized processes and methodologies which tie potential customer needs to candidate technologies.  These EDGE™ processes align customer needs and independent vendor technology investments.  The interaction between customers/users and potential vendors is a key benefit to the open dialog created among EDGE™ members.  The process used by GDC4S engages both the user and potential vendors to share ideas and motivate technology development.  It is understood by all members that this dialog is not a contracting process but rather a free exchange of ideas that share thoughts and vision for future warfighting concepts.
Initially, customers/users communicate possible future program capabilities which are translated by GDC4S into a “Capability Radar” diagram in order to categorize and aggregate the capability concepts as in Figure 1.  It is important to understand that the “Capability Radar” concepts are not formal government contracting commitments; they are non-binding expressions of ideas from the users that could make the overall Warrior system more lethal, survivable, or sustainable.  This dialog is distilled by GDC4S and distributed to EDGE™ members periodically in the form of “Calls for Innovation” (CFI) announcements which entice members to develop technologies that may address a customer need.  The benefit of engaging the user informally in this way is to offer vendors a more focused alternative to IRAD investments that might otherwise be committed to unnecessary or irrelevant technologies or products.




[image: image1]
Figure 1.  EDGE™ “Capability Radar” Example

After vendors are notified of potentially useful innovation concepts via a CFI, GDC4S assists the vendor in their technology development through a “gate” process in order to transition useful ideas into consideration for the Warrior programs.  GDC4S developed the “gate” approach to categorize and advance member ideas within the EDGE™.  The gates begin at Gate 0 (generic industry technology) and advance through to Gate 8 (technology fielded in the Warrior program.)  Figure 2 illustrates each of the nine EDGE™ gates.  It is important to note that these gates do not represent technology readiness levels (TRL) but rather reflect the maturity of integration and acceptance of member technologies into the overall Warrior program of record.  The goal for each EDGE™ member is to develop their concepts through the gates in order to have mature Warrior-certified products ready for the warfighter as soon as they are formally required.  

[image: image2]
Figure 2. EDGE™ “Gates” Reflect Member Technology Progression

EDGE™ members and GDC4S work closely together to evolve new products and technologies for possible inclusion in the Warrior suite of systems as quickly as possible.  EDGE™ member technologies can rapidly progress through the early gates (Gates 0-3) and quickly enter the integration and test phase inside the WIC (Gate 4).  Once the business case is made for pursuing these technologies further, member IRAD funding may be used to produce a field-demonstration to engage the customer and determine if this new capability is worth advancing to the field-ready stage (Gates 5-8).  After a capability is proven, it has the possibility to be included as a program requirement (based on customer requirements), or the vendor may simply develop the product as an on-the-shelf option for future use by the customer.  Either way, the vendor’s product would be included in a tactical systems catalog which contains all Warrior-certified products able to satisfy future warfighter needs.    

EDGE™ Management

Although the EDGE™ is a GDC4S enterprise, an executive integrated process team (EIPT) structure exists to represent the interests of each EDGE™ member.  The EIPT consists of one representative from each member organization as well as key customers who may wish to participate.  The EIPT meets semi-annually and its purpose is to “review the benefits, progress and improvements of the EDGE™, ensuring an open and impartial process.”
  The bottom line for the EDGE’s™ success is that it must be mutually beneficial for GDC4S and all EDGE™ members; the EIPT provides the venue for that assessment.     
Implications for DOD
The concept of a systems integration lab for complex program development is nothing new.  The concept of one initiated and supported by private industry outside the scope of the program however is something fairly uncommon.  The EDGE™ serves to spark imagination and create dialog between interested parties in an effort to rapidly provide Warrior capabilities to the warfighter as efficiently as possible.  The leadership and financial risk taken by each member organization (especially by GDC4S) should be encouraged from a DOD perspective; the potential for an innovation center such as the EDGE™ to save taxpayer money is highly likely since private IRAD funding is used to advance technology instead of government program funds to do the same.  At the very least, there is no drawback to the DOD for a private venture such as the EDGE™.  At the most, however, the government stands to benefit in both cost savings, and rapidly fielded warfighter capabilities.  
Chapter 3

Aligning a Horizontal Organization
GDC4S is organized similarly in many respects to any large corporation: the company is organized along lines of business which are classified as ‘divisions.’ Each of these divisions has a somewhat unique market niche within the company and is postured to capture the product or service opportunities most closely related to their specialty.  The business divisions within GDC4S are:
1. Communication Networks Division (CND)
2. Information Assurance Division (IAD)
3. Battle Management Systems Division (BMSD)
4. National Systems Division (NSD)
5. Satellite Communications Technologies Division (STD)
6. Computing Technologies Division (CTD)
7. General Dynamics Canada.  
Organizing these divisions into a coherent business enterprise could have taken many forms, from a tightly structured hierarchical company to a loosely formed business cooperative.  GDC4S chose to implement an organization somewhere in between.

Business Units as Divisions


As an independent company within General Dynamics, GDC4S has latitude to organize its business units and support staff as it sees fit.  The choice made was to borrow from the example set at corporate headquarters in Falls Church, VA.  GDC4S elected to push decision making and profit/loss (P&L) responsibility to each division and maintain a very small senior support staff to coordinate enterprise-wide overhead capabilities (i.e., legal services, quality and supply chain operations, travel, etc).  This alignment ensured as little bureaucracy as possible while still holding each division responsible for its own success; it is best described as a horizontal or flat organization.

GDC4S’ divisions rely on their own internal processes and strategies to the maximum extent possible to make business decisions so long as they are consistent with overall headquarters or senior company leadership profit goals and policies.  This relationship fosters adaptive independence among divisions and a responsive approach to customer needs within each market segment.  The downside to a flatly organized company though is that there is often redundancy of business functions in each division and a tendency to focus on the division as an isolated entity (i.e. stove piping) in which communication is fostered within the division but not across divisions.  
GDC4S Unified Effort

As GDC4S discovered, company-wide strategy needed to account for the distributed division framework in order to ensure company vision took root through each level of each division.  It was with this in mind that GDC4S articulated their 2007 vision statement: Establish GDC4S as the best-of-breed prime systems integrator of net-centric solutions—Core to Edge.
  President Chris Marzilli understood the challenge of transforming that vision into action and directed a ‘strategic unification’ plan to support the new company vision.  It would leverage the strengths of each division and ensuring effective communication throughout the company.  His September 2006 quarterly bulletin to employees brought this point home, “Collaboration across the divisions will be our leg up [to ensure continued growth].”
  
PRIME: Core to Edge


The GDC4S unification strategy (termed, PRIME: Core to Edge) was embarked upon to deliver that collaboration and broad spectrum communication throughout the company while still maintaining the ‘reconfigurable’ company essence created by the division framework.  The term ‘reconfigurable’ refers to a company’s ability to reorganize assets and people into coherent teams (in GDC4S’ case the teams are the divisions) to address specific challenges.  Reconfigurable organizations consist of two elements: 1) the reconfiguration elements (teams) necessary to compete in a changing business environment, and 2) the permanent resources within the company which provide oversight and synergy across each team.
  In GDC4S’ case, the PRIME: Core to Edge unification effort focused on the latter element – the common functions and permanent corporate capabilities spanning the divisions.  The ‘President’s Intent’ for the unification strategy articulated the concept, “…to integrate GDC4S divisional strengths, enabled by the network backbone…”
  The concept of the company network as an enabler was central to the unification effort.  
Strength through Collaboration

Working within the existing organizational relationship between GDC4S divisions and staff (Figure 3) PRIME: Core to Edge was implemented to improve information sharing and unification of efforts among all GDC4S organizations.  


[image: image3]
Figure 3. GDC4S Organizational Relationship

While the relationship model before PRIME: Core to Edge worked well with regard to reporting and chain-of-command issues, it reinforced the separation of divisions and relied upon a small support staff to ensure coordinated effort across functional areas.  Informal coordination between divisions did take place but it was personality driven and had limited scope and duration.  The GDC4S unification strategy aimed at modifying (but not replacing) the existing structure by creating formal functional working groups whose membership included representatives from each division.  The concept blended both human participation and knowledge management techniques to ensure coherent company-wide effort.  PRIME: Core to Edge therefore was designed to become a “…guiding vision leading to interdivisional research and development, active pursuit of opportunities promoting teaming across divisions, and the development of a truly best-of-breed prime systems integrator process.”
  
Five Functional Areas

Five functional areas within the divisions were identified from which working groups would focus company-wide efforts to leverage each division’s strengths: 
1. Engineering
2. Knowledge Management
3. Business Development, Marketing and Communication
4. Program Execution Business Practices
5. Employee Development.  
These functional areas are now connected throughout each division as illustrated in Figure 4.  Once the unification concept was developed, attention was turned to the specifics needed to implement these changes.


[image: image4]
            Figure 4. Prime: Core to Edge Functional Area Relationships across Divisions

The PRIME: Core to Edge concept of operations consisted of functional area teams engaging senior company officials at frequent intervals in order to address rapidly developing business opportunities or changes in the operating environment.  This adaptive framework was specifically chosen to avoid the stagnation of action that can typically be seen in companies that tie decision-making to annual strategic planning timelines and initiatives. 
Executive Integrated Project Team
Strategic decision-making in GDC4S is conducted by senior company leaders, so Prime: Core to Edge established an Executive Integrated Project Team (EIPT) to facilitate involvement of all necessary leadership; the EIPT standing members include the President, Vice-Presidents (VP), and Division General Managers (GM).  The EIPT also includes one non-voting member, the PRIME: Core to Edge Director, who is charged with the efficient running of the overall process.  He also functions as the meeting facilitator and works with the EIPT to manage tasks and with the functional teams to set EIPT agendas.      
The EIPT relies upon the functional area teams (also called lines of operation or LOO) to present issues and opportunities for EIPT consideration.  The functional teams represent the concerns of each division in those fields.  Figure 5 illustrates the members of the functional teams in relationship to the EIPT.  Of note is the Core Team which acts as the task-engine that directs work for the functional team leading up to EIPT sessions.  The Core Team consists of the lead of each functional team as well as a representative from each division GM/VP. 
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Figure 5. PRIME: Core to Edge EIPT and Functional Area Framework
Functional Responsibilities

The functional area teams consist of two or three key representatives from each division and are led by a functional representative chosen by senior company leaders.  These positions are considered additional duties, however, the work they accomplish on behalf of the EIPT is directly related to their primary duties in their own organizations.  Each functional area has a specific charter:

1. Engineering: To demonstrate integrated company solutions through a System of Systems Independent Research and Development (IRAD) effort to build product, processes, and procedures.
2. Knowledge Management: To foster radically improved teaming and collaboration among divisions while improving existing tools.
3. Business Development:  To inform all divisions of business development opportunities; to conduct net assessments; and to communicate the value of the unification strategy throughout the company.

4. Employee Development: To grow competent personnel capable of performing key roles within the company.

5. Program Execution: To develop critical business processes required of a prime systems integrator.

A standing schedule drives the unification strategy’s intended interaction.  The functional teams meet monthly to discuss issues needing senior leader involvement.  The EIPT convenes semi-monthly and their charter is to resolve issues brought forward by the core teams and ensure a coherent company approach to reach the GDC4S vision.  EIPT outcomes ensure continued company growth while establishing or validating the company’s top priorities.
  Although the implementation of GDC4S’ unification strategy is in its early stages, the processes are now in place to improve responsive decision-making in relationship to changing business environments.  Just as Colonel John Boyd’s OODA-loop model provided a military tool to explain the benefits of operating inside an enemy’s decision cycle, GDC4S is using their new unification strategy to remain at the leading edge of their business: Observe-Orient (using functional team inputs) then Decide-Act (through unified EIPT participation and direction.)    

Implications for DOD

On a much larger scale, the DOD also functions as separate ‘divisions’; individual services and major commands within services are two examples.  Each service is more or less independent and has redundant functions to ensure capabilities to organize, train, and equip their personnel.  While the Joint Staff could be seen as a cross-service coordinator, its primary role is as an operational facilitator and not as a business-level opportunist.  A unification strategy for the DOD will at some point be necessary to leverage the redundant and often cross-purposed functions across the services.  
The individual services serve important, and distinct, warfighting “business niches” so it is expected that these “teams” will continue to be separate organizations.  Even so, a department-wide unification strategy could focus on connecting functions across the services to minimize redundancy and ensure unity of effort at an administration level.  
It is beyond the scope of this paper to recommend the specific implementation of this strategy; however, the Air Force has recently explored a service-wide attempt at a similar task to identify functional threads throughout the force with an intent to orchestrate functional decisions consistent with long-term service priorities.  This effort may function as an example for the DOD at large although the lessons from the AF example will need further study before any parallels may be made.  

Chapter 4

360 Degree Reviews: Feedback from a Different Viewpoint
Private industries as well as military services recognize that performance feedback is a critical aspect of employee development and expectation management.  Even so, effective feedback is difficult to institutionalize because it is such a personal dialog, traditionally directed top-down between supervisors and their subordinates.  When managers or leaders provide one-on-one critiques of subordinate behaviors and performance it is often viewed as negative commentary which makes the discussion all the more uneasy.
  Realizing this type of dialog must take place for the health of the organization and the employee, many companies in the past ten years (including GDC4S) have augmented this supervisor feedback with peer and subordinate reviews of employee performance in what are known as “360 degree reviews.”  
360 Degree Reviews
360 degree reviews are designed to, “…capture perceptions of key internal audiences (superiors, peers, subordinates) regarding the quality of an individual’s leadership and management characteristics, and compare those perceptions to the individual’s self-view.”
 Although there is value for the individual receiving this feedback in order to improve performance (productivity), it is even more valuable to the individual (and organization) when this feedback shapes employee development in leadership roles.
  
Benefits of 360 Degree Reviews
Traditional feedback from supervisors tends to focus on mission performance since it’s simpler to discuss quantitative measures and results.  Not to discount the importance of accomplishing the organization’s mission, it is equally important to ensure the sustained health of the organization.  This is where 360 degree reviews come in.  360 degree reviews allow the rated individual to understand their impact on those people with whom they work most closely.  Although the results of a 360 degree review are arguably nothing more than subjective perceptions, it is these perceptions that have enduring impact on the overall work environment.  
It should be company leadership’s responsibility to ensure the right people are in the right roles if the company is not only to survive but to excel.  The results of a 360 degree review can be useful to screen for and repair behavior that threatens that objective.  In some cases a self-reflective individual may benefit from seeing their behavior from a different viewpoint; in other cases it may give the individual’s supervisor a more clear view of that individual’s leadership and management capabilities.  
It is beyond the scope of this paper to specifically discuss how to initiate 360 degree review processes within an organization, however, it should be noted that employee development should at the core of the company’s motivation to conduct them.  GDC4S has placed this developmental focus on their 360 degree review effort.  Rather than requiring all employees to receive this type of feedback, GDC4S targets these reviews to key individuals in the company.

Targeted Reviews
As part of GDC4S’ succession planning, the company established a Leadership Academy in partnership with the Arizona State University executive education department.  The Leadership Academy provides an educational forum for GDC4S’ “Top 200” employees to gain the leadership skills and perspective necessary to implement company strategy and organizational objectives.  The selected employees who attend the academy are nominated by their division managers and then hand-picked by senior company leaders.  As part of the academy training, each employee receives a 360 degree review.  For most of them, this is the first time in their careers they have participated in this type of assessment.  Instead of internally conducted reviews though, at GDC4S 360 degree reviews are conducted by outsourcing the task to a private consulting firm.

The private consultant develops the review format (questionnaire) and coordinates it among the various evaluators (peers, subordinates, and superiors) within GDC4S.  Those being asked to comment on an individual are posed specific questions regarding the ratee’s performance and behaviors.  At GDC4S each employee documents areas for improvement during their annual goal-setting process with their supervisor.  These areas, among others, are evaluated during the 360 degree reviews for specific feedback on behaviors for which the employee wishes to improve.  The consultant also acts as an executive coach for the individual being evaluated in order to explain the review results as well as offer guidance for future development.  
The decision to outsource 360 degree reviews is a business decision based on the quantity of reviews conducted.  Since the number is low in comparison to the number of overall employees in the company (only targeted at approximately 2 percent of the company) it is more efficient to hire a specialized firm to ensure high quality results.  However, the additional cost of this outsourcing decision also acts as a restraining factor for additional reviews throughout the company.  Even though the “Top 200” employees are targeted for 360 degree reviews, any employee can request a 360 degree review for their own self-improvement.  Unfortunately, since the extra outsourcing expense is charged to the division where the employee is assigned, there is a negative incentive on the part of division management to embrace widespread use of 360 degree reviews.   

Employee Development

The investment necessary to conduct this type of development feedback is significant and GDC4S does not take these reviews lightly.  During the company’s 2007 PRIME: Core to Edge unification strategy process, the concept of employee feedback was a major focus throughout the Employee Development line of operation across each division.  Senior company leaders understand how important employee feedback is and they recognize the company could always do better.  As part of the unification strategy discussion, GDC4S articulated five specific ‘management dimensions’ that set the expectations for successful manager behaviors: business management, people management, process management, communication, and personal effectiveness.
 Of these five areas, three (people management, communication, and personal effectiveness) have direct competencies impacting interpersonal relationships with peer and subordinate employees.  
Identifying the characteristics of effective managers in this way is a critical first step to setting expectations.  The follow up step then is to assess an employee’s success in these areas through periodic reviews (whether via a traditional supervisor review or a 360 degree review.)  Individual companies will correlate unique values and core competencies for evaluation during employee reviews; a 360 degree review questionnaire should therefore reinforce the evaluation of those values.  The GDC4S Employee Development team is considering ways to embed a management curriculum at key career points in order to develop these critical competencies.   360 degree reviews provide one additional mechanism to improve employee (specifically manager) effectiveness in leadership roles and GDC4S is currently evaluating whether 360 degree reviews can be expanded beyond the current “Top 200” focus in order to cascade the benefits throughout the company.      

Implications for DOD


360 degree reviews are not the answer to current deficiencies in accomplishing military feedback
.  A military (or government civilian) superior’s failure to provide individual formal feedback is a professional deficiency of those trusted to lead.  A 360 degree review of that same ratee though would only be useful if it were considered an institutional effort and not left to the whim of the supervisor to implement.   So what purpose would a 360 degree review serve?  In short, it would be serve two purposes.  First, it would be a tool, albeit only one, to help develop the leadership potential of those being evaluated.  At the very least it would provide the basis for a discussion between the ratee and his supervisor on leadership issues and may actually encourage more sophisticated feedback in general from the supervisor.  Second, in extreme circumstances it could alert senior supervisors to detrimental behavior of some mid-level leaders who are placing unit morale and effectiveness in jeopardy.  

Too often, military members are placed in positions of leadership not because they are the best person to lead, but because their previous records indicate they have satisfied the prerequisites for serving in that capacity.  There is a difference.  There are two basic criteria for assessing readiness for leadership: scope of experience, and fitness for the position.  Scope of experience is easy to evaluate.  It is the historical record of what “squares” the military member has filled--one need only look at military promotion boards to view this process.  The issue of fitness for leadership is more intangible and requires a personal knowledge of the individual under consideration before making a judgment.  
As a matter of fairness, when faced with a comparison of two or more military members it is unlikely anyone could know all candidates equally well so human nature tends to judge what can be measured…namely, the scope of experiences.  Military supervisors who must select subordinates for leadership positions rely more heavily upon the tangible records of the contenders and less on the answer to the question, “are they suited to lead?”  Conversely though, peers and subordinates rely more upon the intangible and subjective factors when making their judgment of the leadership capabilities of those appointed leaders with whom they interact.  Previous records mean little to peers and subordinates; to them leadership skills are a matter of personal intimacy between leaders and “the led.”  360 degree reviews would encourage addressing these intangible aspects of leadership but the military institution would need to embrace these evaluations as part of professional development.    

360 degree reviews are not necessary for all members of the military.  Similar to GDC4S’ concentration on their “Top 200”, the military service would need to establish criteria identifying the leadership positions from which individuals would benefit from a 360 degree review.  The applicable level could be as low as platoon leader or flight chief but may be at the company or flight command level or higher.  The more important point is to institutionalize the decision so that anyone occupying the position understands they will receive feedback from many avenues.  
Equally important is the expectation by peers and subordinates that they will be directed to evaluate leadership performance of others.  This will take some time to acclimatize in a hierarchical system where questioning leaders is not always welcomed.  The services should look for ways to help with this normalization.  One approach endorsed by some in industry is to automate the process using information technology.
  

An automated process strengthens the consistency displayed by senior leaders to ensure these reviews are accomplished.  It becomes a more consistent process and therefore will have more credibility and acceptance in the unit.  The automation would ensure that the correct peers and subordinates are contacted at the correct time to provide 360 degree review inputs.  Just as a position number within a unit could identify someone who is entitled to a 360 degree review, there would also be a set of linked subordinate and peer position numbers identifying those military members required to provide inputs via the questionnaires.  Currently the military services use automated information technology approaches to assist with surveys at various levels.  These methods could serve as an example of how information technology might be leveraged to fill a similar function for 360 degree review inputs.  Successful implementation of 360 degree reviews depends not only upon understanding the benefits of the effort but also upon communicating the organization’s commitment to leadership development through words and actions.               

Chapter 5

Conclusions

At the outset of this program, the concept of unearthing information technology (IT) solutions within private industry to solve existing DoD problems appeared to be a worthwhile goal.  The surprising discovery throughout the year was that even though GDC4S has very efficient IT processes across all business enterprises, the DOD wasn’t far behind in many respects.  Both have web-based travel systems, both have central finance and personnel systems, both have information services to cover routine issues like policy notification and messages from senior leaders.  The list of similarities could go on.  The more interesting revelations came not from IT areas, but from novel intellectual approaches to solving a variety of challenges addressing company growth and sustainability across many planes.  The three main observations within this paper were examples of those types of value-added concepts.

First, innovation thrives in a free and open competitive market.  Unfortunately, the US defense market is burdened by bureaucratic federal acquisition regulations and competition has been re-defined in this industry by political forces as much as advancements in technology.  GDC4S provides an example of how independent innovation, such as the EDGE™, can still blossom within the defense industry.  Interestingly enough, it is the cooperative venue the EDGE™ provides that may be the most innovative concept of all.  Can defense companies work together toward a common goal when the government is not dictating the scenario for success?  GDC4S’ response would be yes.  The DOD could study this example to view the advantages of such independent collaboration and encourage greater industry risk-taking in systems research and development.  Bringing back market-driven innovation is in the best interest of the military services as well as taxpayers.  


Second, diverse organizations will always require consistent and effective communication at all levels to achieve common goals.  They also are well served to leverage strengths from various parts of the company to realize those goals.  The methods for developing this strategic alignment can take many forms using many tools but the outcome must be an unambiguous message from senior leadership and a unified company approach to execute their plans.  GDC4S has set in place a cross-division functional model to nurture and coordinate this type of company communication and unity of effort with their PRIME: Core to Edge process.  The DOD has a greater challenge in this regard due to size and geographical barriers but the concept is still valid.  A “company-wide” approach to strategic alignment for the DOD could be to reorganize the various functional headquarters at the Pentagon to become a truly joint staff.  As a minimum though, each service and agency should re-evaluate the methods used to unify their own organization’s missions. 


Third, there is widespread endorsement of 360 degree reviews throughout many Fortune 500 companies in the US.  Even among the other seven companies sponsored this year by the SDCFP, 360 degree reviews were common methods to help assess and develop employee performance.  So the question remains: Can or should the US military services institutionalize feedback from peers and subordinates to help develop all leadership levels?  The author suggests that it is not only appropriate to do so, it is imperative to do so.  Without a “view from the bottom” (or side) individuals placed in leadership roles receive feedback only from above.  The results of this type of feedback are more likely to focus exclusively on bottom-line mission results rather than the interpersonal impact upon subordinates and peers.  Additionally, peers and subordinates often possess institutional knowledge that can be shared with the ratee through this feedback mechanism in order to improve mission accomplishment.  A particular leadership style impacts not only the quantitative outcome of the mission but also the human fabric of the military mission.  In times of difficult personnel retention, scarce resources, and greater demands to succeed, it is critical to develop all aspects of military leadership; 360 reviews allow a vantage point for assessment that has yet to be tapped in military organizations.   
The goal of the Secretary of Defense Corporate Fellowship is to identify the best innovation and business practices from their sponsoring companies that have potential to transform the business aspect of DOD.  While this report presents a snapshot of ideas to answer that charge, these ideas will only be as successful as the motivation from within the DOD to effect the change.  The concepts presented do not provide comprehensive roadmaps for success.  They merely raise ideas that have shown merit within industry.  It is now up to senior DOD officials to validate these concepts for applicability within the department and determine how best to implement those ideas found useful.        
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