Hi It’s Bob Flowers. I’m here to talk with you today about USACE 2012 -- one of the major initiatives in creating a vision of one team capable of operating virtually in a Learning Organization. This is the culmination of almost two years of work on the part of a number of great corps employees, customers and stakeholders and the national leadership

I want to talk about some guiding principles and some changes that those principles will effect in the organization but I invite you to read the full report and comment to me on what you think.

(PURPOSE)

The briefing that you will see and the information that you’ll receive, we are making  available for all of our stakeholders and all who have participated in the USACE 2012 project. 

The challenge we face is moving from a stovepipe organization to one where we are a team of teams that leverages the best of our people, all of our strengths and sets us up for success in a changing environment. 

And so we are changing from something that resembles this  (THE CHALLENGE) to something that looks like this and that is a Regional Business Center netted with the headquarters and it’s districts in providing the best possible service to the American public. 

And so we will become a team of teams. 

(LEARNING ORGANIZATION)

Many of you have seen this slide where I talk about a learning organization and communities of practice and you’ll hear more about that before I complete this briefing.

But what we’re trying to leverage is the tremendous power of the people that are out there. To be more inclusive, open as we form our teams and do our work. 

(GUIDING PRINCIPLE – ACT AS ONE CORPS)

The guiding principle of acting as one corps is extremely important we have to assign responsibility and authority and then hold accountability and we will try to drive that to the lowest level possible. We have to get used to trusting each other and depending on each other to complete our missions at the Washington level, at the regional level and at the districts. 

We have to align our expertise with the work that we’re assigned and we want to use the PMBP to promote outcomes. 

(GUIDING PRINCIPLE – ACT AS ONE HEADQUARTERS) We have to assign functions at each level, add value and eliminate redundancies. 

Program oversight will occur at Washington, program management will take place at the region. 

There will only be one review of any of our actions by a headquarters and we will empower to the lowest level possible. 

(ACTUALIZE THE RBC)

The centerpiece of USACE 2012 is the Regional Business Center. To maximize the efficient and effective use of our resources and expertise and to utilize the concept of mutual interdependence. 

(WASHINGTON LEVEL FOCUS)

The Washington level focus will be on national command and control, strategic learning planning and direction, our national relationships, relationships with committees in congress that authorize and appropriate, policy development and compliance and to set the conditions for the success of the Regional Business Centers. 

(REGIONAL LEVEL FOCUS) 

Our regions will command and control within their regions. They’ll do operational planning and they will manage the Regional Business Centers. They will assure the regional interface, working with Congressional delegations, major partners and shareholders and they will do regional program management and quality assurance for the work done through the Regional Business Center.

(DISTRICT LEVEL FOCUS)

At the districts, the districts will command and control their organizations. They will execute the work that’s assigned by the SBC, provide quality control. They will provide regional support as directed by the Regional Business Center and they will co-produce with partners, customers and other districts. 

(USACE 2012 ORGANIZATION)

The USACE 2012 organization is set to best enable the districts to accomplish their missions.  The Regional Business Center in conducting its function will have two major elements, the director for program management and tech services and the director of the Regional Business Center. These two organizations will be led by Senior Executive Service civilians. The director of Program Management and Tech Services will be responsible for both military and civil works within the region, the Director of Regional Business will run the Regional Business Center and be responsible for the provision of support to all of the districts and the Regional Business Center utilizing resources at both the Regional Business Center, the regional headquarters and from the districts. All of this together is the Regional Business Center. 

The Washington level headquarters will also have a link to the Regional Business Center and that is through Regional Integration Teams. Headed by a Senior Executive Service civilian that will be a multi functional team rated by the commander of the Regional Business Center.  

Throughout the Regional Business Center and the Washington level headquarters you will have individuals who form Communities of Practice.  These Communities of Practice will be leveraged as key members of these cross-functional teams in order to accomplish our missions. 

(WASHINGTON HQS CONCEPT) 

Let me take you through some detail now of how the Washington level headquarters would function. As I mentioned you have Regional Integration Teams assigned to each of our subordinate commands. Each of our current divisions. These teams will be made up of individuals from Operations, E&C, Military Programs, other areas of Civil Works, Counsel, HR, contracting cross-functional teams that are responsive to the Regional Business Center for the region that they support. The leader of each of each of these regional integration teams, a Senior Executive Service civilian will also be dual hatted as the leader of a community of practice. And we will have other communities of practice throughout the organization. 

What they will do is they will be rated by the Regional Commander and also mentored by one of our senior general officers here at the headquarters, either the Director of Military Programs or the Director of Civil Works. All work and everything moving through these regions will pass through these regional integration teams to assure integration at the Regional Business Center. To assure national integration we will create integration cells for both the Director of Military Programs and for the Director of Civil Works. 

They will work policy development in concert with the Regional Integration Teams, program integration at the national level. We will also fold in Homeland Security and Water Policy Review to the Director of Civil Works. And we will make our Operations Center and the G3 organization responsive to the Director of Military Programs. 

Let me take you through an example of how things might work in the headquarters. Let’s say that the integration cell for the Director of Civil Works must put together the FY06 budget for civil works. In putting that budget together a team will have to be formed – a cross-functional team -- headed by a project manager. That team will be drawn from the Regional Integration Teams, other offices in the headquarters perhaps from the Regional Business Center. A team will be formed to help put that budget together to accomplish that particular mission and so we will always form PDTs using our PMBP process in order to deliver what we need to deliver.

And so the vision is you will have relatively small integration teams, working for the Director of Military Programs and the Director of Civil Works that leverage the staff that will exist at both the Washington headquarters and the regional headquarters. Very important and I think it will make us a very powerful organization. 

(REGIONAL CONCEPT)

Let me review the regional concept.

Under the regional concept the MSC commander now will have three senior executive civilians responsive to his or her needs. You will have the director of the Regional Business Center and the director of the program management and technical services. An ADCS, assistant division commander for support and assistant division commander for operations if you prefer. You will also have the Washington Regional Integration Team working in support of the MSC commander. 

This team of teams and this integration across the Corps  is extremely vital to the success of USACE 2012. The region is the centerpiece of USACE 2012. An enabler for USACE 2012 is the community of practice. Each community of practice will be headed by a senior civilian and that community of practice will be responsible for making sure that people within that community are professionally developed and are being utilized as effective members of cross-functionalized teams. In order to do their jobs they will be supported by staff from the national headquarters who have a responsibility for the success of the Communities of Practice.

Some examples of Communities of Practice would include the organizations and the skill sets on this slide.

(SUB-COP EXAMPLE) 

Some will have Sub-Communities of Practice and let me show you what E&C would look like. E&C could have all of these Sub-Communities of Practice headed by a champion. Each head of the Community of Practice or Sub-Community of Practice would be responsible for making sure that members within that Community of Practice were developed and serving as functioning members of that team. 

Can you be a member of more than one Community of Practice. And the answer is yes. 

For example, You may be an electrical engineer and a value engineer and could be a member of both of those practices. 

We are looking for ideas on how to better implement the communities of practice and so your suggestions would be very welcome. 

(SHORT TERM SCHEDULE) 

In order to begin implementing USACE 2012 by the first of October, I would like you to review and comment on the material provided with this video by the eighth of September. We will utilize all of the comments in putting together final recommendations and then begin implementation of the plan on the first of October.

Once we begin implementation there will be national and regional teams formed to help develop the program and project management plans for bringing USACE 2012 into the Corps of engineers. I think it will be an exciting journey I look forward to your comments and I remind you again that this is part of my vision of the future of the U.S. Army Corps of Engineers. 

Essayons. 

