SES Summit II   Breakout Groups – General Discussion Notes

December 15 – 17, 2004

Airlie House - Warrenton, Virginia
Communicate NOAA Priorities

· How do we listen?

· How do we get the message out to the lower echelons?

· PA&E memos, AGM, etc., priorities shouldn’t be changing, lest we send conflicting messages

· AGM is long & general – leadership role is to tailor the explanation of the AGM priorities to audience for their buy-in/expectations

· Do people think the AGM is irrelevant?  If/when they do, how do we make it more relevant?

· Employees do not understand VADM’s true priorities – we are not getting them out -> ignorance can get in the way

· AA’s may not feel it as important as other messages that are more directly relevant to direct employees

Demonstrate SES actions are consistent with vision and mission
· Define Success – if SES can communicate priorities so that all employees understand/demonstrate understanding of NOAA priorities and know what what results-oriented actions they need to take to make those priorities succeed

· Voice & fight for your concerns while decisions are being made.  Once decisions are made, support those decisions, fight for these decisions, explain these decision to employees.

· Stop spending time defending your turf/status quo 

· Publish your SES plan/appraisal – tie it to mission/vision and managing activities; how does it align with NOAA?  -pass on the feedback you receive on your plan

· Engage employees in building your SES plan

· Involve vision and mission in everyday activities 

· How do you explain to employees how your plan is consistent with vision & mission?  Tie it to milestones, goals, operating plans, etc -> takes an effort to do it

· Assure annual operating plan is consistent, what are you going to emphasize?

· Sometimes we try to communicate too much and it gets lost – how do we narrow the focus/importance?  

· Have someone who can write put the key message in a well-written concise email – make it something that employees can relate to  - match relevance to the message we are putting out

· Example: safety reports – how to keep it important as opposed to being just another box to check

· How SES directives are related to milestones, mission – quarterly/bi-annual followup  will offer feedback loop from employees

· NWS example– every office has visual aid for vision/values/mission – NOAA Priorities Vision Mission Priorities poster – people think it’s hokey, but they will see it

· Businesses have these things – make it part of people’s environment

· Have something identify an email as important – 

Follow up/Follow through on changes

Demonstrate SES sense of importance of sensitivity of communications in NOAA

· Coach employees after initial tasking

· Have to explain change and purpose/priority to mid-level managers and also understand and detail what effect you expect tasking to have on employee.

· Not enough implementation thought between NEP and assignment/SES level

· Describe clearly what taskings require what level of employee involvement and development

· Need for bottom up - #2 goal and top down is goal #1

· It is the intersection of the two that is our challenge

· Timing is a factor – must be cognizant of employee’s pressing/current workload

· Administer surveys intended to access the values of the organization

· Bottom-up changes must be acknowledged, understood, and evaluated.  Feedback is essential for future input from employees that feel valued.

· Individually tailor each employees goals as part of NOAA’s mission 

· Make it employee specific to embolden employee to better understand his/her role in meeting NOAA’s mission

· Communicate results of this conference

Hold staffs accountable for performance

· Reward success.  Demo can be written into performance plan.  Use criteria.

· Create a sense of team with realistic goals.

· Make your employee performance measures affect YOUR performance measure, i.e., parcel out the manager’s performance measures.

· Involve employees in AOP.  Let them provide details, then tie it to their performance plan.

· Public praise of good performers (but no public criticism).

· Do “after action reviews” for what worked and didn’t work.

· Create a positive environment so mistakes may be discussed honestly.

· Demo ranking is effective, communication of people’s performance.

· Must communicate expectations in performance plan.

· Training is needed.

· Use HR staff to help you with poor performers, dialogue.

· Write-ups need to offer constructive criticism – could use HR training.

Propagate consistent message down through the ranks

· All hands – keep doing it.

· Go to branch staff meetings on a rotating basis.

· Manage by walking about.

· Use intranet to broadcast message (broadcasts, chats)

· AA weeklies

· Behave consistently with message you have received

· Sort key messages – keep it simple

· PPBES as example

· Shape message to audience - target

· Facilitate message back up chain i.e., seek response

· Develop single powerpoint talking slides

· Organization needs to understand WHY a decision is made, not just that it has been made.  Keep in mind that the NOAA culture is grounded in science and that employees will be strongly influenced by rational justifications.

· When you ask people for something, let them know that it was used, give feedback…

Pass actions down in a timely manner and support reasonable turnaround

Demonstrate effective communications with Senior Leadership

Have and use a scorecard of NOAA accomplishments

· Need multiple scorecards for different communities

· Congress OMB – GPRA, PART, etc

· Public – Societal relevance

· Employees

· Branch down pyramid from coarse granularity to “project level”

Manage expectations and perceptions of filtering submissions

· Develop and promulgate a set of criteria for submission of standard materials EMT, Staff meeting

· Identify communication channels/flow

· Ensure final product or condensed (EMT, Weekly) version are made available to broad community

· Use staff meeting forum as initial triage mechanism and explain decisions and responsible parties feedback

· SES wide access to NEI

· Who does John Iwata’s job at NOAA?

Stay connected when on travel or busy

· Good deputy and Admin Assistant

· Priority on communications

· Deliberative process with protocols in that process

· Empower your employees w/ authority to make decisions

· Bi-weekly mgrs meetings

· Lower the AA/DAA approval to enable others to respond for them – let employees know

· Organization is a pyramid for decisions

· Need to flatten so critical decisions does not need to be made by only one person

Reward good workers

· CIYA

· Special Act

· QSI

· Time-off

· Employee of Year

· Anything you can do to say thank you to employees, emails, personal, etc…

· You can send to lunch, bring receipt back, does not have to be strictly cash.  Rounds of golf, etc. 

· A lot of paperwork – problem (15 people to give sweaters, had to write 15 sep. requests)

· Try to personalize it.

· Even if just passing them in hall and saying thank you is hugely significant…remember name, recognition…

· Work awards – plumb assignment (i.e. workshop in Hawaii…)

· Better use of recognizing that marketing the awards is also part of our job

· Star of the week   

· Mileage out of employee of month 

· Quarterly lunches very appreciative – mgmt team pays

· Pride Award – not based solely on what you did at work, but volunteer work, going to school, etc.  Employees nominated their co-workers, recognizes that we do have lives outside of work

Provide clear directions and communicate expectations

· Make Use of Existing Media (staff, e-mail, newsletters, etc.)

· Disseminate information vial “Pull” and “Available” vs “Push” technology

· “Random” reports out after an event like this

· Feedback Against Organization’s Operating Plan

· Clarity of Internal Message From Big NOAA

· Communicate Expectations and Then Follow-Up (use it during performance reviews)

· Know What We Want, Write It Down, Make Sure It’s Understood

· NEC/NEP Minutes Made Available to Senior Management

· Decision Memo to All (or why not?)

· What constraints exist on distribution down?

· Why not an intranet?

· Feedback via E-Mail

· Close the loop if uncertain

· Hierarchy of Communication

Empower employees

· Have the courage to allow employees to try and fail

· Don’t hover/make sure they understand outcome goal
· Leader encourage, back with/$ (small…)

· Gets around issue for scientists to compete, etc. for every $$

· Ask for solutions, then do them, or explain why not

· Clear articulation helps at all levels

Ensure communication of facts; dispel rumors

· Management by walking around

· Don’t shoot the messenger

· Empower mid management

Ensure commitments to NOAA leaders are the SESers commitments to staff

· Message can carry you up is the message you carry

· Make sure the staff understands that the decision was informed

Communicate decisions of the NEC and NEP

· We recast the original questions to address 2-way communication throughout the agency, as follows: 

· Identified 2 types of communication

·   Communication re: management decisions

· Up to/down from NEP/NEC

· Consideration of 2 or more levels 

·   Discussion about NOAA issues

· 2-way communication, e.g., JAMS (“Chats”)

· Development and Utilization of Intranet

Talk to people in the field

