Good afternoon

My name is Commander Mark Murphy

It is a real honor to be here.  Thank you for joining me.

I am obviously here representing the United States Navy, but what is not obvious is that I also represent my Navy’s newly formed, as of last October, Information Professional community.  This new warfare specialty, now on par with the submarine community, the surface warfare community, or the aviation community, is a recognition of the vital role that the collection, processing, and use of information plays in modern warfare.

Our Navy, like many organizations today, is focused on becoming a learning organization that captures and shares knowledge in a way that supports our core mission of  providing trained and equipped, combat ready, Naval forces capable of winning wars, deterring aggression, and maintaining freedom of the seas.

Now, rather than explore the nature and merits of Knowledge Management on a philosophical level, my intention is to share with you some real life experiences.  I’ll describe our successes and failures in hopes that you will hear some ideas and strategies that will benefit you in your own efforts.  

To begin with, I think that it is important to establish some context to improve your familiarity with the environment and culture of our service.  With that backdrop in place, I will explain, in practical terms how we have improved knowledge sharing on the headquarters staff using a system built on Lotus products called HQWeb.  I will describe the proliferation of QuickPlace websites across the staff and the way in which they have quietly crept into some of our most fundamental processes.  And finally, I will share the ways in which all of these tools helped to mitigate the effects of the terrorist attacks of September eleventh and summarize our lessons learned.
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First I should explain that I work for the Chief of Naval Operations, Admiral Vern Clark, an impressive individual who has been a strong supporter of our efforts.  Although Admiral Clark shoulders some responsibility for the operation of the fleets, his primary focus is managing the support structure of the Navy.  If  we were to model the Navy as an economic production function where the outputs are things like military readiness, global presence, and power projection, then the CNO is responsible for the inputs.  He is charged with recruiting, training, and supporting the people than comprise our forces, as well as developing, procuring, and fielding the ships and equipment needed by those forces.  In short, he runs the business side of the Navy, and that is where we think there are significant opportunities to improve our processes and benefit from knowledge sharing.

Many people assume that military organizations have a high degree of centralized control.  That is certainly true for out tactical data systems that share contact information and fire-control solutions.  But that has not been true for our shore-based infrastructure and services.  Our shore side has been strongly influenced by our culture of independence, autonomy, and initiative which has some of its roots in the days of sailing ships when a the Captain of a ship could not communicate with his headquarters.  In fact, I have heard this spirit of independence repeatedly celebrated by the CNO in his stories.  He tells of the USS Theodore Roosevelt battle group, returning from a long deployment in the Persian Gulf.  When they received news of the second World Trade Center being struck, the battle group commander immediately put the rudder over to steer his ships back to the Persian Gulf where he knew they would be needed.  He did not wait for orders from the National Command Authority, he just took the action that he knew to be correct on his own initiative.  That same sense of independence can be seen in our information systems and infrastructure.  In a world of rapidly changing technology and opportunities, smart sailors and officers have not waited for centralized programs but rather they have taken the initiative to use IT to satisfy their local needs.  This has led to many centers of excellence but as you can imagine, it has not produced many enterprise-wide solutions.  But that is changing …
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Back in 1997, realizing the increasing urgency to improve standardization and interoperability of our computer systems, Admiral Archie Clemens, Commander of the Pacific fleet, advanced a vision for the improved use of IT aboard our ships at sea which he called IT-21, or Information Technology for the 21st Century.  One product of this vision was a list of hardware, operating system, and application software standards.  This list, updated with time, continues to serve as our standard for non-tactical IT systems at sea.  This Microsoft-centric list helps us produce documents in consistent Microsoft formats but it does not provide for any higher level of collaboration.  That is why an underground movement emerged, using Domino and Sametime servers on ships at sea with database synchronization between ships.  The accomplishments of this grass-roots movement caught the attention of our senior leadership, developed into an official program known as “Collaboration at Sea”, and fundamentally changed the way in which our ships coordinate and communicate at sea.  We now have Domino and Sametime servers on nearly all of our ships.  The story of how this came about and what has been accomplished is fascinating.  Some of it is documented in a Lotus white paper and I would be glad to discuss it with you offline.

On the shore side, we face similar challenges.  To improve the consistency, interoperability, reliability, and security of our networks across the country, the U.S. Navy is in the process of outsourcing all of its IT infrastructure, support, and training to the Information Strike Force which is a contractor team comprised of EDS, MCI Worldcom, Raytheon, and numerous smaller companies.  A nearly 7 billion dollar multi-year deal, this is reportedly the largest ever IT services outsourcing contract.  This effort will provide a more capable infrastructure but the Navy retains responsibility for managing data, information, and knowledge.  Similar to IT-21, the enterprise-wide software licenses that come with this effort are very Microsoft-centric and yet Domino based systems like HQWeb which I will describe shortly continue to gain popularity because of the additional capabilities that they bring.

One Navy-wide effort to leverage our upgraded infrastructure is Task Force Web, a group established to define our path to a Web Enabled Navy.  They started by prescribing a three tiered architecture that separates data, business rules, and interface and they have started to deploy a Navy-wide portal that will provide service-wide, integrated access to resources like HQWeb.
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So what is HQWeb?

It started in N4, the logistics branch of the headquarters staff.

They were receiving complaints from their subordinates and sister organizations who were concerned that they had little visibility into the headquarters.  What were the priorities in the Pentagon?  How could they find and contact the staff experts on a given topic?  Were any white papers or briefings available on topics of interest?

Then N4 realized that they had some significant problems with internal information sharing.  Action Officers (the workhorses of the staff) might work on a project for weeks never realizing that the person holding the answer to their hardest questions worked just down the hall.

There was also considerable frustration over the paper-based tasking system.  Tasks were frequently lost or misrouted, often arriving at the Action Officer’s desk after their due date.  Once the task was answered, it was too easy for it to languish in someone’s inbox for weeks.

The Logistics Directorate decided to correct address these problems with a set of web-based tools.  The focused on reducing the burden of the Action Officer, building tools that allowed them to share and locate key information more easily.  They were given a tool for identifying local experts.  A tool named “Taskers” was built which speeds a task to the Action Officer in electronic form in a matter of hours or minutes.

The same framework was used to satisfy the requirements of internal and external coordination and the set of tools that were built on the unclassified network (which is accessible from the Internet) was duplicated on the classified LAN (which is accessible from the SIPRNET, the Navy’s Secret IP Routed Network).

The most important design principle was that of self-service.  HQWeb makes every staff member a web-master.  By filling out a simple web-based form, they can create a web page, add key files as attachments.   The site also offers a self-service directory, where every staff member is not only responsible for updating their own contact information but also their areas of responsibility and interest.
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The HQWeb product suite started with a basic set of tools which included, among other things, self-service document libraries, a self-service directory, and user defined related links.  

-Also provided were invitation only, collaborative QuickPlace sites which have proven to be enormously popular.  I will talk about those more in a few minutes.  

-An electronic tasking system was provided as a flexible electronic workflow tool.

-Also provided was a search tool that searches across all the databases, allowing the user to identify people, websites, documents, and tasks of interest.

-Building on the same framework, an Executive Portal was added to the classified side.  This is a site built for the coordination between the CNO and his deputies.  The deputies receive email notifications and links to the CNO’s “hot tasks” that require their action.  In the CNO’s virtual morning meeting section, each person who logs in is presented with color coded buttons indicating content that has been posted for their review.

-Executive portal was delivered with the Sametime real-time collaboration tool and Sametime is being extended to the rest of the staff.  In fact, even though Net Meeting is our standard tool for chat, since NetMeeting is limited to the users domain, Sametime servers are being evaluated for deployment across the Navy.  The previously mentioned “Collaboration at Sea” project relies heavily on this tool.

-Then, using the existing framework, we replaced the old, static FlagWeb with FlagSESWeb, a collaborative site for all Navy admirals and Department of the Navy civilian Senior Executives around the world.  One of the most important features of this site is the Broadcast Mail tool.  When Admiral Clark became CNO, he was frustrated with the redundant effort of Flag staffs around the world, trying to keep their local email contact lists up to date.  FlagSESWeb offers a reliable, centralized database of email addresses and method of grouping and filtering those addresses.  If I want to send an email to all the Submarine Admirals, all the three and four stars, or all the admirals working in the Washington, DC area, this tool can target those groups.

-From FlagSESWeb, Retired FlagWeb was born.  For minimal deployment cost, we were able to provide a similar set of tools for retired admirals and a mechanism for the exchange of ideas between the active and retired communities.

-Seeing our successes, a number of other organizations – like the Office of Naval Research and the International Programs Office – have developed similar sites off of the same framework.

So, are these tools being used?  Do they make a difference?

It depends on who you ask?  Some of the directorates have enthusiastically embraced the toolset while others wait with cautious reserve.  
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A model that has helped us with our marketing efforts is Geoffrey Moore’s “Crossing the Chasm”.  Although we are not selling a product, we are undoubtedly involved in internal marketing.

Moore’s model segments the market by their comfort with, and their expectations of  technology.  The first group are the “innovators” or the “techies”.  Technology is a central interest in their life.  They are eager to try new products and when something intrigues them, they can serve as an important influence to reassure others

The “early adopters” are the visionaries who become excited about the potential of disruptive technologies that promise to revolutionize their business. 

The early majority are the “pragmatists”, who are risk-averse to new technologies.  They are unwilling to invest until they can see the demonstrated success of others.  They do not want to be the pioneers, for pioneers, to use an American analogy, are people with arrows in their backs.

The late majority, or “conservatives” share all the same concerns as the “early majority”.  The key difference is their unease with technology.  Once a member of the early majority is finally convinced to purchase a product they have confidence in their ability to handle it.  This is not true with the late majority.

The final group, the laggards resist all new technologies.

I would say that we have connected with Early Adopters in all of the staff Directorates.  In many cases, these people are serving as our Content Managers.  They work hard to communicate their vision to others and are sometimes frustrated when their enthusiasm is not shared.  Where we, the project team, spend most of our time is trying to market to the Early Majority.  What Moore points out is that the transition from the Early Adopters to the Early Majority is very difficult, takes time, and is thus referred to as the “chasm”.  This is where many technology companies flounder, often forced into bad decisions by pressure from impatient management and investors.  The problem is that “pragmatists” are not comfortable jumping in until they have well-established references, demonstrated success from other pragmatists.  They are typically not swayed by the recommendations of the Early Adopters who are dismissed as troublemakers who do not respect their industry or their colleagues.  This was particularly true in our strictly hierarchical environment where our visionary Content Managers were typically young Lieutenants and the pragmatists were the much more senior Captains.

The real value of “Crossing the Chasm” is its counterintuitive strategies for dealing with the chasm.  One of those strategies is to resist the temptation to focus on the widest-possible market but rather to focus exclusively on a single niche market.  Mr. Moore uses the analogy of the Allied invasion of Normandy, D Day, 1944.  The first step to the ultimate goal, the liberation of Europe, was to focus overwhelming power on the domination of a single beach head which then served as a base for broader operations.  In the same way, rather than focusing on broadly marketing our system to everyone on the staff we have focused on establishing beach heads, groups who can serve as credible references for other pragmatists.  Our first niche market was the Navy Command Center.  Today, HQWeb is an integral part of how they do business.  The watchstanders use their site on our classified network every day to share key information with the staff and with the fleets.  Another niche that we have dominated is the lawyers on the staff.  As soon as I heard that they were looking for a more efficient way of sharing their legal libraries and current legal developments, I thought of the CEO of Silicon Graphics who credited the lawyers with launching their intranet.  We can now count on them as strong advocates and particularly useful references.

We have dominated some niche markets, in some cases we are already marketing to the late majority but in many Directorates and Divisions we are still crossing the chasm and working on the Early Majority.  This is one of the reasons that we recently added an “edit-in-place” feature to our electronic tasking system.  The Early Adopters easily accepted that part of the cost of moving our process to the web was the extra complexity of modifying a document.  Downloading a document to their hard drive modifying it and loading it back up to the server did not concern them, a small price to pay for the benefits of the system.  In contrast, the pragmatists were not ready to endure that inconvenience.  They are perfectly content to sit back and wait until the system matures and they web-based system works just like the PC based application software to which they have become accustomed.

Although we have tried to apply some strategy to the deployment of HQWeb, one of the tools that we offer has easily proliferated on its own with very little marketing.  That is the QuickPlace.
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Have you had great success with QuickPlaces?  

We experimented with giving all of our Content Managers the ability to create QuickPlaces, but it has seemed to work out best when we centrally control their creation.  I just make sure that the potential site manager has a valid need for the site, knows where our business rules are posted, understands the limitations of the product, and then I create a site, making them the manager.  Often times, no further involvement is required of the project office.  Making it so easy, we end up with a fair number of sites that never really get used and so every couple months we call around to the site managers to verify that their sites are still needed.

With very little internal marketing, QuickPlaces are becoming an integral part of our core business processes.  Our most fundamental process in the Pentagon is the Planning Programming and Budgeting System, or PPBS.  This is a formal, rational approach to translating national security plans and strategies into specific military systems.  It has an annual cycle for adjusting the military to accommodate changes in our defense environment and fiscal constraints.  This system has many components, some of which have associated information systems.  In some cases, like the development and refinement or the Integrated Warfare Architecture or the Defense Planning Guidance (the fundamental output of the Planning phase of the PPBS) QuickPlaces have supplemented an existing process with previously missing tools for fleet-wide or inter organizational collaboration.  

In the case of the Integrated Priorities List, a QuickPlace has replaced the previous process.  This is the primary means by which the operational commanders communicate their needs to the headquarters staff.  Should we be developing, buying, and supporting more minesweepers or precision guided munitions?  Until recently, managing this information flow was the full time responsibility of a Navy Commander,  By moving this process to a QuickPlace, we have been able to eliminate the Commander’s position and a government civilian manages it as a collateral responsibility.  

The list of successes is extensive.  By centrally providing this flexible tool to the staff there have been many instances where groups have cancelled plans or contracts for servers and expensive web development services.  Unfortunately, we have not yet implemented a mechanism to centrally benefit from those savings

With recent world events, a frequently asked question is, “How were you affected by the 11 September terrorist attacks?”
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Of course the most significant impact was the loss of lives.  We lost two of our friends and best Early Adopters.  Shown here on the left, Lieutenants Scott Lamana and Eric Cranford were the keys to securing our first niche market, the operations Directorate and the Navy Command Center.  These two young men were not formally part of the project team but they embraced it with such passion that I asked them to join us on stage for this award.

We also lost servers.  Fortunately, with the clustering capability of Lotus Domino, this has negligible impact on our customers.

Because of the damage to the Pentagon, we had to relocate most of our staff to other locations.  Most of our most senior leaders, along with the Navy Command Center were moved to the Navy Annex where they used computers connected to Bureau of Naval Personnel LAN, a completely separate network.  Similarly we had personnel scattered all around the Washington DC area.  This resulted in numerous problems for processes and communications that relied on our network storage, but the information on HQWeb was largely unaffected and universally available.  

Our sites served as a great means of keeping people informed during a dynamic and stressful period.  As individuals and groups moved through a series of temporary offices, the self-service staff directory served as an efficient means of finding people.  

One of the most lasting effects has been an increased sensitivity to the type of information that we post on publicly accessible sites.   We soon will be unable to post any “personally identifiable” information on the public portions of our sites.

NUMBERS

Number of people in the Navy

Number of contractors supporting the Navy – 200K ?

Initial cut on the number of legacy applications – nearly 100K (98K)

Realistic estimate on legacy applications – 30K  (COTS and GOTS)

