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A paper presented on an Air Force officer’s observations and subsequent recommendations to the Department of Defense as derived from a year working for the Chief Information Officer at Sun Microsystems, Incorporated in Palo Alto, California.  During the 10-month fellowship, this military officer operated as an active member of the Sun Microsystems Information Technology (IT) enterprise staff.  Sun’s IT organization is a $550 million global activity that serves the company’s needs for information, network communication, and data processing.  Additionally, the assignment included a seat on Sun’s Leadership Council, a group of a dozen senior VPs formally appointed by the CEO to improve leadership skills and practices throughout the company.  The observations and recommendations cover the whole range of issues; exploiting leading edge technology, adapting to changing global environments, human resources practices and adaptive, innovative business cultures. 
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OVERVIEW

This report will record the lessons learned from my participation in the Secretary of Defense (SECDEF) Corporate Fellows program for Academic Year (AY) 1999-2000.  From August 1999 until June 2000, I was assigned to Sun Microsystems in Palo Alto, California as an assistant to the Chief Information Officer.  This has been an enjoyable and educational year—a truly once in a lifetime experience.  

Experience is the operative word here.  Few people think about it but the Department of Defense is America’s oldest, largest, busiest and most successful company.  Sure, DoD’s men and women serve as warfighters first and are without equal around the world.  However, we continue to require the world’s best fighting force to add new skill sets to their repertoire.  Currently, our National Command Authority (NCA) and our allies expect and are provided warfighting, humanitarian, peacekeeping, evacuation, disaster and law enforcement assistance at a moments notice, with equal aplomb.  But where do future Service leaders get the contemporary business savvy to successfully consolidate redundant functions, streamline organizations, and adapt to changing global environments while appreciating the very real concerns associated with 2.1 million employees, nearly 600 bases of operations and a $270 billion budget in this new world economy?   The SECDEF Corporate Fellows program is an answer.

During this assignment, I’ve had the opportunity to operate as an active member of the Sun Microsystems staff.  I was able participate in all of the year’s management activities for the Information Technology (IT) enterprise, a $550 million global activity that serves Sun’s needs for information, network communication, and data processing.  I was exposed to the whole range of issues; staff recruiting and retention, planning, budgeting, reporting, emergency operational responses, equipment acquisition, software maintenance and global IT operations.  Additionally, I served on Sun’s Leadership Council, a group of a dozen senior VPs formally appointed by the CEO to improve leadership skills and practices throughout the company.  

This has been a great industrial learning experience and Sun has been an outstanding host.  I’ve gained unique insights into exploiting leading edge technology, adapting to changing global environments as well as an insider’s view of Silicon Valley human resources and financial practices.   I was given first-hand access to this adaptive and innovative business culture…thank you.  I hope to be able to influence relevant and noteworthy people, technology and process change initiatives in the DoD throughout the rest of my military career.

SUN MICROSYSTEMS

Since it’s inception in 1982, a singular vision “The Network is the Computer” TM –has propelled Sun Microsystems (Nasdaq:  SUNW) to its position as a leading provider of industrial strength hardware, software and services that power the Internet and allow companies worldwide to “. com” their businesses.  Sun can be found in more than 170 countries.         Sun Microsystems Public Release
Andreas “Andy” Bechtolsheim, Vinod Khosla, Scott McNealy, and Bill Joy founded Sun Microsystems in 1982.  This team of four had vision, ambition and Andy’s Sun (for Stanford University Network) computer.  The computer was powerful, cheap and filled the need for an affordable system for scientists and engineers.  Andy’s inspiration for the early workstation came from experiences at Xerox’s Palo Alto Research Center (PARC).  Although Xerox PARC invented the concept of the easy to use, networked desktop computers, Bechtolsheim’s vision of an “open” system running on UNIX would set the stage for many noteworthy accomplishments.

Sun Microsystems has had reason to be proud.  The company incorporated in 1982 and 6 years later was the fastest computer company to reach the $1 Billion revenue plateau.  Sun’s continuous hardware and software innovations bolster their business position as a Fortune 150 company and have led to their meteoric rise to $15 Billion in revenue, a $163 Billion Market Cap and nearly 40,000 employees. 

Sun’s founding fathers made a bet on the proliferation of networking, bandwidth increases, open systems and industry standards.  These bets have paid off in a big way.  

OBSERVATIONS

The stated objective of the Secretary of Defense Corporate Fellows Program is to build a cadre of future leaders who understand, not just the profession of arms, but also the organizational and operational opportunities made possible by the current revolutionary changes in information and other technologies.  The Fellows are assigned to leading edge companies and charged to observe best business practices and to prepare recommendations relevant to DoD.  

From the first day, I have been concerned that I would not be able to understand enough of Sun’s core business to reconcile best practices or to frame relevancy for the Department of Defense.  Although this Air Force officer and mobility aviator by trade will never be mistaken for an Information Technology (IT) professional, even a pilot can recognize good ideas and better ways of doing business...and I’ve witnessed many.  My frame of reference has been expanded in several categories: technology, security, Human Resources, business.   

Technology

The Silicon Valley of California is the recognized hotbed of hi tech of business innovations in this country and probably around the world.  You can’t help but be astonished by all of the developments that have spawned in this small area of land surrounding Highway 101.  As you drive from San Francisco to San Jose you are constantly bombarded with symbols of Internet, telecommunications and computer companies; logos on the buildings, people on cell phones in the car next to you and advertisements on billboards.  The local newspapers and evening news programs all highlight the latest startups and best innovations.  The future, and inside the Silicon Valley, the present, is colonized by everything from birth.com to death.com.

We are racing towards a service-driven network economy.  It won’t be many years from now when the United States will cease to manufacture goods.  There will be a few mainstays but the growth industry will be around providing service value to the customer.  Society will expect their applications, telephony and information to be available where they want them, when they want them on whatever device they happen to be using.  Established businesses will redevelop their processes around web technology or be replaced by new ventures that are born with digital signatures.

Of course, this is the old good news, bad news story for the hardware, software and telephony industries.  Massive, scalable, high availability servers will be in demand.  Bandwidth, which is increasing in use 3 to 4 times each year, is declining in price by between 30% and 50% per year.  The service driven industry won’t be able to acquire bandwidth fast enough.  Consumers will demand continuous, real-time availability and the hi tech industry will need to deliver.

There were added benefits to sitting in an office cluster with the Chief Information Officer (CIO), the Chief Technology Officer (CTO) and the former Sun Lab Director.  The primary plus was exposure.  I was routinely invited to meetings where new products and initiatives were demonstrated or discussed.  I am now a technology zealot.  I don’t propose technology for technology’s sake.  Technology is an enabler.  We can open the doors to a new way of thinking or our troops.  We can have a positive impact on recruiting, retention and most people issues by keeping the DoD’s lead role in developing new technology.  I have seen more evidence of advanced solutions in the past 10 months in the Silicon Valley than I have observed in 17 previous years as a military officer.  I have a better feeling for what is possible with technology (just about anything you can imagine) and can’t wait to share this particular perspective within DoD.

Security
Security concerns will be even more prevalent as the world shrinks due to the increased networked environment.  The global community is struggling with this issue.  Consumers want assurances that their personal information, credit card data and access to bank accounts won’t be violated.  However, consumer demands for access will require globalization, e-commerce, open architectures and an extensive use of wireless technology and will exacerbate the security solution.  Government regulations may play a part in determining how quickly the United States conquers these issues for the consumer.

Although business to consumer (B2C) electronic commerce organizations may fret over security, providers of business-to-business (B2B) solutions will cease to exist if they lose industry trust.  The billions of dollars available in B2B will make security a lucrative market to capture.

Unlocking the security matter has a two-pronged key—technology and policy.  Ironically, the US military and the defense industry may be positioned well to reconcile the security conundrum for the hi tech industry and the rest of the world.  Since it is difficult to place a return on investment (ROI) on a potential security lapse, some hi tech companies may be reluctant to make a significant investment.  Additionally, the process rigor that a stringent security program requires is not easily established within many light and agile Internet firms.  The defense industry has the requirement, the technical savvy and discipline and should invest the time and money.

Human Resources
Of all of the areas I’ve been exposed to in the business community, people issues have been the most eye opening.  Corporate America is in a fight for survival to attract and retain the very best talent available.  Daily interactions within Sun reveal technically astute, hardworking and extremely loyal employees.  Sun reciprocates by rewarding the people responsible for their innovation and speed to market successes.  

Sun targets only the very best talent and does a remarkable job attracting top shelf people.  Inside the Silicon Valley and elsewhere, the war for talent is intense.  Robert Levering and Milton Moskowitz summed it up best in the January 17, 2000 issue of Fortune magazine.  

“With labor in short supply, these companies are pulling out all of the stops for employees.”

When “pulling out all of the stops” is mentioned in a military audience in reference to civilian companies, most think about high salaries.  There is considerable wealth in the Silicon Valley and hi tech salaries are quite elevated but that is a baseline.  Companies profiled in Fortune magazine’s “100 best companies to work for” create a corporate culture that attracts and retains the best.  Money is not the essential lever when people make a decision to leave an organization.

Enlightened companies provide their employees a complete value proposition.  Corporate America is able to tailor compensation packages to individuals.  New cars, stock options, vacation plans, performance bonuses, telecommuting and flexible workweeks highlight a few benefits that attract people to a company.  However, people stay with companies in which the leadership acknowledges their positive contributions to business success.  Recognition programs, challenging and rewarding work, autonomy and increased responsibility all tend to keep people excited and motivated.  If pay is at market value and all other issues are positive, retention stays high.  In Sun’s case, content employees even recommend the company to their friends.   

College students were asked to name the characteristics they would find attractive in an employer.  The May 2000 issue of Fortune published the information in the chart bellow.
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Business
The average military professional is insulated from business matters and I have been no exception.  I realize now that I must make a concerted effort to stay engaged with industry to glean best practices.  A year working for a Silicon Valley giant has been a great corporate classroom.

Sun Microsystems’ internal Information Technology (IT) enterprise is a $550 million global activity that serves Sun’s needs for information, network communication, and data processing.  Joining the CIO’s staff and participating in all of the year’s management activities covered the whole range of Sun’s business issues.   I was exposed to staff recruiting and retention, planning, budgeting, reporting, and global IT operations.  

Every staff meeting began with a discussion of Human Resources (HR) concerns.  Sun has undergone meteoric growth and historic economic success during its eighteen years of existence.  The economic triumphs have more than quadrupled the size of the company in less that seven years.  Many extremely talented, innovative, individual contributors responsible for the company’s growth have been promoted to management positions without considering the new skill sets required for leaders.  The company has been fortunate to hire many people able to make the transition successfully from technician to leader/manager.  However, until recently, leadership development and succession planning had been delegated to the Human Resources people.  Line managers paid very little attention to ensuring high potential performers were identified, tracked and placed in responsible, challenging assignments.  The executives at Sun are attempting to reverse this trend.

The top 5% performers in each pay category are now identified and the entire management team tracks their progress.  Plans for coaching employees with noted performance deficiencies are also developed.  Sun feels the investment in improving deficient leadership skill profiles among managers is well worth the expense.  In fact, failing to address these deficiencies promptly may prove catastrophic.  

Although the executives understand and have acknowledged the negative impact that the bottom 10% have on execution and retention, they seem reluctant to make the tough decision to terminate them.  This unwillingness is also being addressed because it impacts the bottomline.  Return on investment (ROI) drives many decisions in Corporate America.  Top performers tend to have a high ROI and the bottom 10% detract from ROI.  Ending an association with a below average performer should be an easy call.

The planning and budgeting processes are shorter and narrower in scope than similar efforts in DoD.  Sun has an annual budgeting effort that supports the company’s strategic vision:  “To become the #1 provider of products, technologies and services for enabling the net economy.”  However, their war-like competitive environment and the pace of technology innovations in the industry, require flexible resource allocation.  Sun’s ability to quickly respond to changes in the marketplace and to bring the resources to bear are indeed strengths.  If the company can incorporate GE’s Six Sigma quality efforts into the Sun culture, they’ll assimilate long term process rigor as a forte.

Striving to become the “#1 provider of products, technologies and services for enabling the net economy” will be a challenge for this industry leader.  The future; a service driven network, massive scale and near 100% continuous, real-time availability.  Sun’s business strategy will help focus their efforts.

Sun has always insisted that the “Network is the computer”.  This simple mantra has brought them to the fore of the Internet revolution.  In Sun, if an application or process isn’t web-enabled, it is placed on the list to be converted or terminated. 

It has also been very interesting to witness the CIO staff deal with outsourcing initiatives.  The CEO has mandated that the company divest of non-core functions.  Decisions to acquire activities to build business position or to partner to fill the gaps in the overall strategy are balanced with strong outsourcing contracts.  Outsourcing deals must be carefully negotiated and monitored to ensure success.  Line managers must drive the determination of acceptable contract performance metrics.  If the ideal level of performance can’t be agreed upon, it is better to walk away from the negotiation.  One Sun executive said it best; “No price is low enough to justify a bad deal.”

The climate of mutual respect and trust that is the cornerstone to a successful partnership.  I had the opportunity to witness several multi-million dollar negotiations.  Both sides realized that empathy for the other party and a spirit of cooperation must be developed early and fostered throughout.

RECOMMENDATIONS

General Electric
Fairfield, Conn.; 340,000 employees 
TIP: Identify the best people in the organization, and then invest heavily in training and mentoring them.

Renew Focus on DoD Strength
When people quit, it is because they don’t like working for you.

Scott McNealy, CEO Sun Microsystems

The US military is a world class training organization.  In a matter of weeks, the DoD transforms America’s youth from inexperienced individuals to contributing members of the world’s première fighting force.  The fact that the military instills core values (duty, honor, and country), develops disciplined leaders and provides unmatched education and training opportunities is renown.  Corporate America’s recruiting efforts target former military members.  Businesses know that when they hire a veteran, they will obtain a dedicated team player, skilled at managing diversity, accustomed to operating in challenging work environments with significant levels of responsibility at an early age.  We need to refocus on the values that are recognized strengths to bolster DoD recruiting and retention goals.

For over two hundred years, the military profession has thrived on a strong reputation.  Young children sat at the knee of a relative listening to stories.  Parents would recommend enlistment as a way to serve while achieving discipline ad training.  In the technical and academic communities, military scientists and engineers were revered for their revolutionary advancements.  Although the DoD should be justifiably proud of the many contributions we make in changing the lives of America’s youth and developing technologies that improve the way we live, the stories aren’t being told.

Military men and women appreciate the camaraderie, discipline, accountability standards, customs and courtesies and understand the sacrifices associated with service.  In fact, most Soldiers, Sailors, Airmen and Marines will admit to being proud of the fact that they serve the greater good.

DoD accessions, from commissioning sources as well as new recruits, are universally gratified by their decisions to commit to service in the profession of arms.  However, in just a few short years on active duty some become jaded.  We aren’t doing our job!  Leaders at all levels must understand their impact on our personnel and accept personal responsibility for improving retention and recruiting numbers.   

Although leadership development has been an acknowledged strength for DoD, we have areas in which we can still improve.  All of our people, military and civilian deserve feedback.  Presently, our people serve for years without an honest, verbal assessment of their abilities.  We must insist that this improves.  Our top 10% must know how much we value their contributions, the middle 80% should be coached toward improving and the bottom 10% should be managed out of service.  Anything short of full compliance with this recommendation will have a further negative impact on retention. 

The DoD should benchmark Fortune magazine’s “100 Best” and try to gain a spot on the list.  We’ll learn a lot through the benchmarking effort but I think we’ll do even better at showing how well we take care of our people.

Make Recruiting and Retention a Personal Issue for Leaders
Recruiting and retaining the right mix of quality officers and airmen is our number one personnel priority.  General Ryan, Air Force Chief of Staff in USAF Notice to Airmen (NOTAM 00-2)

Recruiting and retaining quality people to serve in the Armed Forces as well as within our civilian ranks is core to our national defense business.  Each leader (military and civilian, officer and enlisted) should be graded on their efforts to help improve the statistics.   

Every supervisor should have a mandatory comment on their performance report that details current recruiting and retention efforts.  Each member of DoD should make a point to help close the gap with the civilian community.  Take the time to make a speech to a local civic organization.  Decide to wear the uniform to church or on an airplane and answer all the questions that will surely arise.  Volunteer with a youth group and allow Americans to get to know us all over again.

Public Affairs and Civilian Outreach organizations should develop a proactive plan tailored for the local populace.  We should be able to find where our talents are needed and offer assistance.  Additionally, civic and non-profit organizations would have a single point of contact to funnel requests for assistance.

Upon arriving at a new duty station, DoD members would register with Public Affairs and volunteer their services in at least one area: coaching, tutoring, speech making, recruiting, etc.  The individual would also designate an audience age group: elementary school, middle school, high school, college or civic/non-profit groups for example.  The volunteer database would be a great list of leaders available for community involvement or speeches.  

All commanders must foster environments in the local and base communities that expose people to the military as a viable career option for their friends and family.
Quality of Life Attention to Detail
Cisco Systems
San Jose; 30,589 employees 
TIP: Do everything you can, from day one, to make new employees feel welcome.

Valero Energy
San Antonio; 2,993 employees 
TIP: Foster a sense of family and community, so people feel that they're working for a cause as well as a company.

The Department of Defense has been increasing quality of life initiatives for each of my 18 years of service.  However, the troops’ expectations are different and we are just beginning to come to grips with the change.  

Many publications have detailed Generation X’s thoughts on career and family.  Most experts agree that the young adults entering the workforce today do not share career aspirations with people from prior generations.  The areas that military senior leaders have long considered irritants during their career are not tolerated by the men, women and families representing Gen Xers in our military.  This fact is not lost on the Services.  I recommend that we continue to vet new ideas outside the Pentagon as we search for answers to our recruiting and retention woes.  We also need to pick a few common irritants and solve them quickly and publicly.  We do in fact recruit individuals but retain families.  If we make it easy for our folks to remain with us on active duty, they will stay.

Transition to Electronic Environment

Our real mission is to focus on how we can provide better quality service to our customers—service members and their families.  We need to provide the kind of service that allows them to connect and make good decisions based on solid, real time information.  

Victor Vasquez, Deputy Assistant Secretary of Defense

There are countless reasons why the US military should transition to an electronic environment.  During the 1990s, the personal computer finally became the ubiquitous and powerful desktop tool many people predicted it would be.  The Internet is the next big business revolution.  The Internet has already been embraced as a communications medium, a consumer platform and a business channel.  Basic survival skills in 2000 and beyond include World Wide Web proficiency.  The organizations and people that do not have these new skill sets will be left behind.  As the defenders of the free world, we can’t afford to lag in this revolution and we must take our expected position in the lead.

The unprecedented access to information and instant communications the Internet provides holds the promise of improving the day-to-day quality of life of individuals regardless of where they live or work.  Eventually we will touch every member of the Department of Defense family via technology.

MGen Roger Brautigan, Deputy Commanding General, Fort Lewis, WA

MyMilitary.Mil Portal
The DoD should partner with industry to develop a MyMilitary.mil portal.  The portal will be a personalized, content rich service that our members can connect to from any browser-enabled device.  Concurrent with establishing the portal, we should web-enable all tools and processes so that day-to-day activities can be conducted via the web.  Imagine the cost savings, streamlined procedures and more involved, satisfied customer base.

We should decide upon realistic operational and security requirements and outsource the development and possibly the service itself.  The DoD should complete the electronic transition as quickly as possible.  Old economy businesses are trying to reinvent themselves in order to better serve the public and compete in the global marketplace.  According to Forester Research, Inc., “The fate of marketplaces will be sealed in the next 18/24 months.

The Air Force’s recently announced plans to implement an Electronic Commerce Strategy.  These plans are scheduled to “use business strategies of the 1980s and 1990s” and are projected to complete in 2010.  The Department must insist on a faster timeline and require each independent effort to comply with a standard architecture.

The benefits of a successful and quick transition to electronic environment will be astronomical.  The Department will be forced to align and streamline financial systems, personnel systems and organizations.  We will be required to focus more on our audience.  We’ll need to determine how we want suppliers, contractors, troops and families to be served online.  Consequently, we’ll become more service-oriented and more focused on care and support transactions.  An e-business attitude will transform the Defense industry, as it will the rest of the world.

How do we get faster?  Senior leadership within the government will need to drive this powerful change agent and demand results.  Each service chief will need to become an e-champion for change.  The troops will quickly adapt but we will need to develop a shared need among them.  Each speech delivered by our “executives” should instill the reasons for such a dramatic change.  The Public Affairs organizations should use a multimedia campaign to ensure the vision and desired outcome is clear and widely understood throughout DoD.  Each service must have regular meetings with senior leadership (Flag Officers) to regain full commitment to the effort.  The essential message should be to remind each officer to invest their time and demand the attention of their organizations.  

A change effort of this magnitude in an organization as large as the DoD will need to achieve a couple more things to ensure the multi-year effort continues and accelerates.  First, the military community must learn from the experience and the lessons must be transferred throughout…regularly.  The e-champions should establish accountability for each measure and set benchmarks along the way to assess progress.  As the process towards the DoD electronic environment continues, we’ll have to stay focused—on the customers.  We shouldn’t be afraid to outsource to agencies that have mastered what we’re trying to accomplish or to forge an alliance to complete a task.  We don’t need to invent it in order to benefit from it!

Universal Internet Access
Do you have the new survival skills?  The Web reinvents the basics of business life.

Katherine Mieszkowski, Fortune

The DoD transition to electronic environment is sure to be a multi year undertaking.  In the interim, the Department can’t wait to provide the requisite new survival skills to the troops.  Every day our people are kept off the World Wide Web en masse, another potential innovation or process improvement goes unrealized.  

The answer is quite simple.  Every soldier, sailor, airman and marine should be issued personal computers and provided free Internet access.  Internet Service Providers (ISPs) increase market share by adding subscribers to their websites.  DoD’s $270 billion budget, name recognition and over 5 million people make it a large economic force.  The entire DoD can contract for computers and service at incredible savings.  

 The barriers to entry into the Internet age must be eliminated for our people.  Currently, the uniformed services construct or inter into contracts for new buildings and base housing units that aren’t equipped for broadband Internet access.  Additionally, many existing dorms, barracks and base houses don't have enough telephone lines for modem connections.  If the soldier, sailor, airmen or marine wants to have Internet access, they must pay exorbitant rates to the local Telephone Company to install telephone jacks or additional phone lines.  We have inadvertently institutionalized not only military construction (MILCON) barriers but economic and policy barriers as well.

Increase Total Compensation and Benefits
Money is not the key lever to attracting and retaining top talent.  However, most industry experts will mention that salaries must be at or near market value.  Once the compensation and benefits packages reach market value, money is no longer a factor.

DoD leaders and Congress are making great strides with recent proposals detailed in a 24 May 24, 2000 Air Force News release.  Pay raises, reduced out of pocket housing expenses, targeted subsistence benefits for economically challenged service members and special bonuses for critical skills are on target.  Increases in Montgomery GI Bill benefits will also have a lasting, positive impact on the following demographics:

· 55 percent of the military's 1.4 million active-duty members are married

· 46 percent of active-duty members have children

· 40 percent of the nearly 1.3 million children with military parents are under age 6

· 6 percent of active-duty members are single parents

· 8 percent provide some level of support for elder relatives

"Our military families are the heart of our nation's armed forces.” President Clinton in his 1999 Military Family Week message

It would be fiscally irresponsible to suggest the Department of Defense match Corporate America dollar for dollar to recruit and retain skilled Soldiers, Sailors, Airmen and Marines.  However, we’ll need to fill the ranks and there are additional things we can and should do.  

Pursue state tax exemptions for all DoD employees.  California has legislation pending to exempt educators from state taxes in order to entice talented applicants to consider the teaching profession.  The profession of arms is facing a critical recruiting and retention juncture as well.  Universal state tax exemptions would help decrease the gap between current salaries and market value without increasing the DoD budget.

Launch a “Mileage Plus” program that pools DoD frequent flyer miles and redistributes them to local commanders.  The Soldier of the Year at Fort Lewis could be rewarded with two free tickets to Hawaii.  An Air Force civilian assigned to Charleston AFB might get a free ticket home to West Virginia when going on emergency leave to visit a gravely ill parent.  The DoD earns millions of miles per year (and could earn even more since we’ve mandated the government travel card use).  Let’s establish the process to recoup these unused resources and share the windfall with the troops.

Increase enlisted salaries!  Every Service professes that the enlisted corps is the backbone of the force.  Over 6000 military families qualify for Food Stamps.  Everyday DoD officials and even a few members of Congress declare their outrage at this highly publicized fact.  However, there are influential Department of Defense officials willing to discount the metrics by qualifying the numbers.  Some suggest that large family sizes explain many military Food Stamp recipients.  Others have been heard to say that 6000 isn’t bad for an organization as large as the DoD.  We all know the right answer.  No man or woman willing to give their lives in defense of freedom should subsist below the poverty level.  I’m thankful for the many people trying to rectify this situation.

A few more data points from a 1998 Rand Corporation study:

· one-fifth of enlisted service members felt financially squeezed

· one-quarter of enlisted personnel reported having received food stamps, welfare or other public assistance in the past year

· about 63 percent of junior enlisted spouses' work outside the home, most say to provide basic necessities

Through this program of study and my experience as a squadron commander, I’ve become more sensitized to the economic vise many of our young military families live in.  I will continue to stand up, speak out and evangelize.

Best Business Practices
Never underestimate the magnitude of the forces that reinforce complacency and maintain the status quo.  John P. Kotter, Leading Change
The Department of Defense has made a commitment to lead change around the world, to shape the emerging security environment and to respond when our interests are threatened.  In the Defense Reform Initiative: The Business Strategy For Defense in the 21st Century, Secretary of Defense William Cohen said that he was devoted to “bringing competition and best commercial practices into the business of government and, especially, defense.”  Transforming the world’s only remaining superpower is a very worthwhile yet lofty undertaking.  The Congress, the Departments of the Army, Navy and Air Force as well as several defense agencies will need to relinquish some control in order to realize maximum efficiencies.

The common set of principals given to the Defense Reform Initiative (DRI) Task Force by corporate executives bears repeating:

· Focus the enterprise on a unifying vision

· Commit the leadership team to change

· Focus on core competencies

· Streamline organizations for agility

· Invest in people

· Exploit information technology

· Break down barriers between organizations

These are obviously great suggestions and provide an excellent guide for execution of this massive task.  The Defense Management Council (DMC) is the change leadership team formed by the Secretary of Defense.  The DMC is chaired by the Deputy Secretary of Defense and consists of the Vice Chairman of the Joint Chiefs of Staff, the four Under Secretaries of Defense, the three Service Under Secretaries and the four Service Vice Chiefs.  They have defined a series of initiatives in four major areas:

1. Reengineer:  Adopting modern business practices to achieve world-class standards of performance.

2. Consolidate:  Streamline organizations to remove redundancy and maximize synergy.

3. Compete:  Apply market mechanisms to improve quality, reduce costs, and respond to customer needs.

4. Eliminate:  Reduce excess support structures to free resources and focus on core competencies.

My recommendations, from a year as a corporate fellow, are aligned with the recommendations received from several corporate executives and fit within the guidelines the DMC set for itself.  

The DMC can help keep the department energized but a true change in lifestyle will require a broad-based education effort.  Everyone from the Secretary of Defense to the newest recruit must understand the advantages of the reform and must want to help make the journey.  Our “executives” inside DoD, military and civilian as well as officer and enlisted need to understand more than just the profession of arms if we are to be successful.  The education effort must include business training.

Professional military education, commissioning, and indoctrination programs must introduce our members to the Defense Reform Initiative.  Additionally, enlisted, officer and civilian would benefit from this exposure.

GE’s Change Acceleration Process
One great experience was a trip to General Electric’s University to learn their Change Acceleration Process (CAP); a great toolkit for change.  In GE, change is treated as a process and an executive champion is assigned.  Every person inside GE has been equipped with the following tools to expedite change:

· Create a shared need:  the reason for change must be instilled in the organization

· Shape the Vision:  the desired outcome must be clear, communicated and widely understood

· Fully Commit:  key leaders must invest their time and demand the attention of their subordinates

· Make change last:  learning must be transferred throughout the organization

· Monitor progress:  set benchmarks and establish accountability for each metric

If we follow GE’s model, a shared need for change must be established.  Future military operations will require leaders at all levels to become familiar with electronic business, vendor management, finance, logistics and transportation.  We should indoctrinate future officers before they attain commissions and continue to expand upon the concepts through their professional military education (PME).  Our enlisted leaders will also need to masters these new skills.  The first scheduled PME course after they’ve mastered the requirements of their new jobs must contain an orientation to business reengineering efforts.  The building block approach will forge a warfighting force more receptive to the changes needed for the future environment.

Leadership Conferences
Leadership conferences are another wonderful practice used in industry.  A well-designed conference reinforces institutional values and vision, updates the constituency on current initiatives and provides an opportunity for essential leadership networking.  Corporate America uses semi annual corporate executive meetings to do all of these things and more.  A regional derivative for military leaders at the wing/brigade level will help make change last.

Wing/Brigade Chief Information Officer (CIO)

The DoD needs to install a trained CIO level thinker at the “go to war” level in all of the services.  The position would ensure adequate integration and interoperability in information technology/security solutions and serve as the commander’s advisor for transitioning to the electronic environment.

DoD Smart Card
The Smart Card initiative must include additional applications.  A wonderful opportunity exists to consolidate medical records, purchase, travel and Officer/Enlisted Club authorizations as well as secure building access into one truly smart card.  The smart card DoD employs should be considered each members digital signature.  This piece of hardware should be able to represent every transaction we need to make to complete our mission, represent ourselves and our families.

Perks@work Website
The one-stop shopping website for DoD employees.  Place all information regarding available government discounts and links to suppliers and vendors in one place.

ADDITIONAL ITEMS

The forces that reinforce complacency and attempt to maintain the status quo are formidable and must not be ignored.  Senior Defense Company Executive
The year that I’ve spent in the Secretary of Defense Corporate Fellows program has been very productive.  As mentioned earlier, this paper provides observations and recommendations relevant to the DoD in an attempt to foster notable change.  There will be very few original insights contained in this paper that some bright Pentagon staff officer has not already considered…and discarded.  However, the true impact this program will have will be on my personal and professional growth throughout the rest of my career.  I will share a few of my personal lessons learned with the men and women I command and with you in this section.

The Transition to Corporate America

Any transition from a known, comfortable environment should be expected to be traumatic.  I’ve always wondered what it will be like when the time comes to hang up my Air Force blue uniform for the uniform of Corporate America.  I now have a better understanding of what this will be like and will be able to assist my people with their adjustments.

The SECDEF Fellows program is a little artificial in that everyone in your new company knows that your position is temporary.  Therefore, relationships are key.  Rank, position and title mean very little and you must determine the true power centers in the organization.  The SECDEF Fellow Program Director did well establishing my credentials with the CIO but I needed to develop a level of trust and respect with my new “boss” and “peers.”  It took several months to of sitting and watching before I felt like a contributing member of the team.  

I spent a lot of time “shadowing” my peers and talking to them about their backgrounds and ideals.  We found that we had a lot in common.  In time, the company Vice Presidents saw me as a professional with talents similar to theirs.

By the end of the program, I was able to operate within the company culture and get things done.  I have a better appreciation for many of the intangibles skills (leadership, accountability, discipline and integrity for example) that a military career provides.  Although the people I met on a daily basis possess these same skills, few appreciate how their character impacts the organization. 

What I’ll Do Differently

I will continue to refine how I’ll manifest the new skills I’ve developed.  I hope to be able to champion change and become an enabler for innovation in my next command.

· Be a champion for change

· Challenge people to benchmark and share best practices

· Add leadership, mentoring, recruiting and retention to every job description

· Create an atmosphere for fun in my organization
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