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Attributes about the product:

–

Overall Quality (Conformance to standards)

–

Value-price relationship

–

Features, either separately or collectively

–

Reliability/Durability

–

Range of features/variety

–

Design/aesthetics

–

Frequency of use of product/service

4

Attributes about service:

–

Overall quality

–

Delivery/Responsiveness

–

Skill of employees

–

Complaint handling (Empathy)

–

Warranties/guarantees

–

Billing

–

Repair and service history, including frequency

of problems (Serviceability)

4

Attributes about your

      organization:

–

Courtesy of Employees (Performance)

–

Reputation

–

Ease of communication

–

Range of products/services

–

Convey Trust (Assurance)

–

Tangibles (Physical facilities,equipment,

appearance of employees)

4

Attributes

 

about future

      behavior:

–

Willingness to recommend products/service

–

Willingness to buy product/service again

Superior Output Factors As Viewed

By The Customer

, NRO
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I. 
Introduction

The Director of the NRO in October 1997 endorsed the HRMG 's Corporate Learning and Development Center to improve the learning environment within the NRO through the implementation of competency-based performance models. The Competency Study impacts all of the NRO strategic thrusts (Customer Satisfaction, Employee Satisfaction, Financial Management and Process Improvement.  The effort which concentrates primarily on the NRO’s strategic goal for workforce development, is geared towards professional development and improving performance throughout the NRO. 

A massive shift is occurring in the nature and concept of work in organizations.  This change is requiring organizations to find more dynamic ways of describing work that are not tied to individual job elements and tasks.  Organizations are now turning to competency modeling as an innovative approach to work analysis and are using competencies as the foundation for a variety of human resources initiatives.

Competency modeling for the NRO is intended to:

(
Support organizational learning and knowledge management,

(
Enhance the professional development of NRO employees,

(
Increase individual capacity to contribute to NRO success,

(
Enhance NRO’s ability to sustain an agile workforce,  and 

(
Improve organizational performance.

This report describes HRMG’s Competency Modeling Study, conducted during 1997 – 1999. The report focuses on the overall process of conducting the organization wide competency modeling effort and presents findings (common themes, core competencies and capabilities, etc.) that reflect the whole NRO organization. Separate reports have been produced, which describe the competency models for each function and business area studied.

The Competency Modeling Study Report includes these sections:

· Study Goals and Benefits

· Background

· Definitions

· Scope of the Study 

· Theories and Methodologies in the Literature

· Project Procedures

· Methods of Analysis

· Findings (Core Capabilities and Common Themes)

· Implications and Conclusions

· Recommendations

II.
Study Goals and Benefits

To support the development of competency models and strategies, HRMG/CLDC conducted a study to achieve the following goals:

(
Describe how the NRO accomplishes its work through major core areas and supporting infrastructure functions.

(
Identify the technical content and interpersonal competencies needed to perform global reconnaissance work in terms of knowledge, skills and attributes.

(
Produce a series of work profiles for the NRO workforce that enhances understanding of how the NRO does its work.

(
Recommend long term workforce development and training strategies for NRO leaders and staff to acquire the desired competencies and build organizational learning capability.

· Produce a Corporate Profile that contains an overall NRO work profile containing core competencies and core capabilities

· Develop an on-line automated tool for easy access to NRO work profiles including competencies and developmental opportunities

As a result of this Competency Modeling Study, NRO should be able to:

(
Link key competencies to work processes and define what constitutes superior performance.

· Identify developmental models for major organizational functions and occupations.  

· Establish a common frame of reference and language for describing competencies.

(
Forecast and obtain priority training and professional development programs for NRO employees.

· Empower employees to work toward their professional goals.

· Help people explore career options and anticipate areas that are becoming critical or obsolete.

(
Use competency models to generate individual development plans and monitor performance.

· Provide a framework for selection, placement and succession planning. 

(
Determine competencies required in organizational improvement initiatives, such as teamwork, process analysis, customer focus, measurement, and analysis.

(
Connect the strategic directions of the organization with the individual and group behaviors required for achieving them.

NRO employees will benefit from the study by utilizing competency models to identify career objectives and produce individual development plans.  Using these models, employees can:

· View a profile of an NRO function or business area, which consists of context factors, primary outputs, customers and essential competencies.

· Assess their personal and professional skills using the competency model.

· Obtain information about how the competencies identified can be developed through education, assignments, and developmental experiences.

· Explore competency requirements of other functions or business areas.

III.
 Background

Three overarching perspectives provide a framework for the competency modeling study and can be categorized into (1) specific events or studies that recommended such an effort (2) the NRO’s own strategic and performance oriented goals, and (3) the changing nature of work at the NRO.

Several NRO organizational development efforts led to this competency modeling study initiative.

(
A joint DoD and CIA Inspector General assessment of the NRO, in 1995, found that civilian personnel employee training and development is inadequate to support the knowledge and skills development necessary for all employees to fulfill their duties.  They recommended that “the DNRO direct development and implementation of an annual process to forecast, plan for, coordinate, and obtain needed training for NRO employees.”

(
In 1996, the Jeremiah Panel reported that the NRO needs to preserve a highly motivated and competent workforce.

(
A Baldrige Assessment in 1996-97 revealed the need for more emphasis on the planning, availability and usefulness of training.  The Assessment recommended establishment of a competency-based education and training program.

(
NRO’s Workforce Development Goals of 1997 were to: (1) develop and maintain a world-class corporate education, training and development program; and (2) improve the employee development process involving career planning, continuous learning, mentoring and promotion.

(
Employees ranked employee development as the most important of sixteen areas to improve within the NRO in an Employee Climate Survey administered in 1998.

The NRO has established strategic goals in four categories, using the “balanced scorecard” (Kaplan & Norton) approach.  These goals also contribute to the need for workforce competency modeling. The NRO intends to improve:

 (
Customer satisfaction through timely global coverage, tailored information on demand to customers world-wide, and integration of NRO work with Mission Partners. 

(
Operational/process improvements by being the Government’s best system acquisition and operations organization and conducting an aggressive customer focused research and development program that fosters innovation and creativity.

(
Employee performance and satisfaction by creating and maintaining a world-class NRO workforce to: (a) revolutionize global reconnaissance; (b) provide a quality work environment that enables our workforce to excel; and (c) develop a streamlined, open, corporate management climate. 

(
Financial management by developing and sustaining a financial management process that optimizes the use of our resources and ensuring that Government and Contractor financial systems provide reliable, timely and accurate information.

After completing background research, six major factors were identified as contributing to the changing nature of work at the NRO and the need to look at the NRO’s work environment differently.  These factors are:

(
Work is no longer viewed as a unitary phenomenon (no more stovepipes), but rather a series of interrelated work flows.  A person’s skills are now focused on the “whole” work process instead of one part.

(
The complexity level of work is dramatically increasing with an emphasis on thinking, analysis, leadership and interpersonal skills.

(
The NRO is focusing on the value of the customer and the need to be responsive by providing “superior” outputs.  The NRO must interface with other members of the intelligence community as well as Department of Defense clients, government agencies and commercial customers.

(
Participation and involvement are fast becoming the prevailing governance style in the workplace, creating a need for more team decisions and actions.

(
Rigid job analysis and job descriptions are becoming less relevant amidst the rapidly changing environment.

(
The NRO is defining itself in terms of core capabilities, which are supplemented by a variety of relationships.  The focus is more on protecting, nurturing and developing core capabilities.

The other compelling force behind competency modeling is the need to manage human resources in a more long-term strategic manner to achieve business objectives and produce outputs and outcomes for the customer.  Human Resources professionals support workforce and organizational development by helping managerial leaders focus more on competencies required to produce the desired outputs rather than narrow job descriptions.  An established framework and language of competencies with emphasis on organizational core capabilities helps to project workforce needs and fosters overall planning and management of employee skill development and training.
IV.
Key Definitions 

The following definitions were developed for the Competency Study.   

(
Individual Competencies are defined as the knowledge, skills, and attributes that are required for successful performance in a particular area of work.  Competencies are demonstrable capabilities.  A person’s proficiency in practicing a competency is measurable within the context of a specific work environment or job role (i.e. his/her work profile).  Competencies are the fundamental building blocks that help employees produce desired outcomes and fulfill the mission of the organization.  

(
Competency models consist of developing "work models" that include context factors, customers, outputs (products and services), the KSA’s (knowledge, skills and attributes), behavioral indicators, and suggested developmental experiences for an area of work.  Models usually differentiate between levels of expertise, such as entry level (apprentice), intermediate (journeyman), and advanced (masters or fully proficient).  

· Core competency model for an organization is defined as complex bundle of technical and professional knowledge that is central to an organization's vision/mission and can be generated by analyzing common factors and themes among the competency profiles developed for selected (or all) areas of work (functions and occupations).  

(
Core competencies are the most critical, usually cross-functional, KSA’s demonstrated by individuals and groups of the organization, and provide a unique competitive advantage for the organization.

(
Core capabilities of an organization are strategic descriptions (value streams) of areas of work, functions, or occupations fundamental to business success.  The core capabilities may be work processes, structures, systems, tools, technologies, or other factors that differentiate an organization.  An organization usually strives to attain excellence in its strategic core capabilities and they are also difficult for others to imitate.

· Competency Grid has two dimensions: scope and type.  Scope refers to whether the competencies apply to an entire organization functioning as a coherent entity, or to a person in a specific position within the organization.  Type refers to whether the competencies are technical in nature or more general in nature.  These more general competencies can be considered "performance factors.  The four cells of this grid are depicted in Figure 1 and have different characteristics.  The object of this corporate report is to concentrate on the implications of quadrants I and II.  Quadrants III and IV are the subject of our data warehouse and organizational learning tool called "COMPASS".
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V.  
Scope of the Study Project

The Competency Modeling Study involved several phases over a 24 month period of time: a planning, a data collection, analysis, recommendations and reporting. Approximately 240 people provided quantitative and qualitative data, including executive, senior and middle professionals and representatives of a wide range of employee constituencies.  They were considered subject matter experts, exemplars, and champions of the various work areas studied.

The study project encompassed the NRO’s major areas of work (also called core capabilities), associated supporting and enabling infrastructure functions, and a few key roles. As the workflow was defined for each work area, function and role (as listed below), any previous work completed on competencies and developmental opportunities was incorporated.  An individual report for each work area, function and role mentioned below describes purposes and business strategies, key roles, professions, core processes and work flow, context, customers, outputs, competencies (knowledge, skills and attributes), behavioral indicators, and developmental experiences.

The major areas of work include:

· Customer requirements and satisfaction

· Research and development

· Systems Acquisition

· Launch

· Operations

· Information Delivery (Note: studied with Customer requirements and satisfaction)

The enabling infrastructure functions include:

· Administrative Services

· Auditing/Inspector General

· Analysis

· Contracting

· Financial Management

· Human Resources

· Information Technology (in process)

· Public Affairs and Legislative Liaison

· Logistics

· Managerial Leadership (to be completed)

· Security

Roles included:

· Systems Engineer 

· Secretary/Administrative Assistant

· Program Manager

The work value stream identified for the NRO upon which the Competency Model study is based is depicted in Figure 2.
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By analyzing these major areas of work, functions and key roles across business units and occupations, the scope of the study project was extended to the organizational or corporate level.  The study team synthesized data from all of the individual work area reports using both quantitative and qualitative analysis.  The Findings section of this report, for example, contains the corporate common themes related to context, customers, outputs, competencies, behavioral indicators and developmental experiences. Specific work profiles for functions, core areas, and roles are embedded in the newly developed automated tool called COMPASS that is now fully functional and operational and accessible through the GWAN.  

VI.
Theories and Methodologies that support Competency Modeling in the Organizational Development Literature

Leaders provide direction, momentum or urgency, models, coaching and resources for organization change; individuals and teams make it happen within their spheres of influence.  The organizational development literature is clear about that premise.  Covey’s principle centered leadership and seven habits of highly effective people, for example, help organizations establish operating values to which employees and leaders can aspire. The NRO's establishment of organizational core values is a good first step but requires constant attention, reinforcement and commitment through feedback and policies/procedures.  Senge’s five disciplines of organizational learning provide the core set of approaches and tools for engaging individuals and teams positively in the work of the organization.  Katzenbach and many others define the ingredients to high performance teamwork.  Ghoshal transforms team dynamics to one of building the power of the individual in a connected society through the premise of "individualized collaboration".  Quinn describes the importance of "deep change" needed on both an organizational and personal level if one is to survive the constant turmoil of chaotic change and therefore not "die a slow but predictable death".

Competency modeling is a diagnostic and organizational learning process that is dynamic and is considered a continuous journey of self-reflection, self assessment, and self-development.  It is the front end engine to most human resource functions and truly can help guide constant growth personally and organizationally.  Figure 3 depicts how competencies are the driving force behind all major human resource functions.
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Examples of several large-scale competency-modeling studies can be earmarked to two major sources of professional influence:

(
American Society's Training and Development benchmark studies in organizational learning

(
Linkage Inc.'s enormous research and symposia on the evolution of competency models in the private and public sector 

Based on our benchmark research, our chosen methodology offers a holistic approach to defining competencies rather than specific job task analyses which have short-shelf lifes, and incorporates both attribute analysis and performance results/output analysis.  Our approach further focuses on areas of work, similar to the Linkage model rather than specific aspects of the job because:

· It offers greater flexibility

· Is broader in application

· Has a longer life-cycle

· The NRO's work is centered on knowledge management and service orientation

Our scope incorporated what are considered key elements of a good competency model by ensuring we:

· Focused on the critical differences of top performers -- and not on everything in the job or about the person

· Used a simple structure through prioritization to differentiate key competencies into one of three categories (a) critical (b) essential and (c) beneficial

· Used the NRO's vision, mission, strategic goals and core values to build a business case upon which each competency model profile was developed

· Captured upfront the work value stream upon which each competency model was based

· Specified observable behavioral indicators of the competencies at three different levels of performance for easy reliable assessment and understanding

· Delineated quantitative/qualitative indicators for defining superior outputs that can be associated with definable performance metrics

· Focused attention completely on its importance to development and not on job appraisal or pay for performance

· Built in validation, maintenance, marketing, self-assessment, ease of access and user-friendliness 

VII.  
Procedure
Within the NRO Competency Modeling study, procedures were established to ensure that:

· A common vocabulary was developed to facilitate the best match between people and the work they do

· Focus groups as individuals and as a team would learn rapidly and be able to leverage each other synergistically

· Senior leaders would be able to develop long term strategies for training and development from the information generated

· Employees would be enabled to prepare themselves for a variety of career options, and anticipate areas that are becoming obsolete, or perhaps more critical

· User friendly information was provided and it would be easily accessed across the NRO

Given the changing nature of work, the factors that were a part of the NRO's Competency Modeling design are:

· The focus was on the work process flows associated with each area of work and how to enabling them to operate interactively to attain peak effectiveness

· The approach highlighted the capabilities that enable organizational units within the NRO to create synergies and handle critical situations

· The approach reflected the changing boundaries associated with the diffusion of managerial and staff/line work

· The approach helped accelerate learning and change, while ensuring that the NRO maintains strength and stability in its core capabilities

· The accelerated methods and common language employed enabled the study to function smoothly, minimizing waste and increasing flexibility

The NRO approach to Competency Modeling is based on perceptions about both current and evolving conditions that affect the nature of work within the NRO.  The following five elements are included:

1. The context in which the work is performed -- ensuring important drivers (e.g., web based technology that has accelerated and connected the world) are noted that could potentially influence the nature of work, and especially the personal characteristics that are needed to work effectively within the prescribed environment

2. The key customers for whom the outputs are being generated -- ensuring we concentrate: (a) primarily, on those who actually use the outputs, and (b) secondarily, on those for whom we have mutual interdependence in generating the outputs such as partners, other business units, or special interest groups

3. The primary outputs of the work which encourages optimal performance by focusing on tangible outcomes

4. The individual competencies (knowledge, skills, and personal attributes) that are linked to the crucial outputs of work and which enable people to be successful across a broad range of context factors and a diversified customer base

5. Developmental experiences that will help others grow in their expertise -- a resource list is built composed of requirements, training courses, special assignments/projects, references, and general experiences for developing the competencies

These five factors, context, customers, outputs, competencies and developmental experiences together, combined to produce the competency modeling information which is used to help others understand the nature of work within the NRO.  Figure 4 depicts these five factors as well as the alternative methodology of story telling used to validate and build extra value-added into developmental experience segment of the competency profile.
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The Competency Modeling study gathered this information through a series of focus groups composed of subject matter experts, or exemplars" from the core business areas of the NRO.  These focus groups generated the work profiles and associated developmental experiences.

Focus group members were recommended by the work area "Champion" that is identified by the Advisory Board for the NRO Competency Modeling study.  GroupWare was used as a major tool to help generate the information.  The information is post-processed, synthesized, and validated.  As each major area of work in the NRO is completed and verified, it is then embedded into the NRO's automated online software tool called "COMPASS".

Demographics and psychographics were collected for each major work area identified in Figure 2.  Typically 10-15 professional exemplars participated in a two day (GroupWare supported) focus group.  The champions for each work area are depicted in Table 1.

Table 1 Champions

	Focus Group Area
	Champion

	Systems Engineering
	Noel Clinger

	Contracting
	Brian Malone

	Human Resources
	Roger Campbell

	Security
	Fred Riccardi

	Auditing
	Sue Duclos

	Program Manager
	Roger Marsh

	Operations
	Joe Broadwater

	Financial Management
	Dave Ellenburg

	Acquisition
	Barabara Ely

	Research & Development
	John Egan

	Logistics
	Ed Jones & Ed Brosnahan

	Launch
	Chip Zakrzewski

	Administrative Services
	Joe Cardosi

	Secretarial/Admin Assistant
	Kathy Moore & Diane Gerald

	Analysis
	Tanya Pemberton

	Public Affairs/Liaison
	Rick Oborn & Vicent Dennis

	Customer Focus
	Col. Dan Wells, Admiral Niebe & Tom Conroy

	Future Customer Orientation
	Cecil Rosen

	Information Technology
	Janet Gayle & Stu Cooper

	Managerial Leadership
	Keith Hall


Approximately 240 members of the NRO workforce participated in the competency modeling study. The focus groups included a reasonable mix of age ranging from mid thirties to mid-fifties with 60/40 split male to female ratio.  Most had advanced degrees and served in numerous work-related positions across the NRO.  Both military and civilian government personnel participated with a smaller representation from the contracting force.  All major agencies were represented (CIA, DoD, NSA, and Army, Navy, and Airforce).  A good balance of self-identified perceived leaders, creator/innovators and "wise old owls" participated in the study.  The participants were for the most part strongly motivated, thought the project was very important to the future of the NRO and felt it was a privilege to be considered to be selected.

VIII.
Methods of Analysis
The NRO Competency Modeling Study's strategy analyzed the six major areas of work in the NRO and the associated enabling infrastructure functions and roles as represented in Figure 2.  Analysis included within and between work area effects that generated corporate themes associated with the core capabilities of the NRO.  Both qualitative and quantitative techniques were applied to data mine the information collected.

For each focus group, the resulting products included a process report that contained cleaned up but unedited set of comments and prioritizations of the data collected.  Once the process reports were generated, a synthesized output report was produced which went through several quality reviews to include feedback from the focus group members and final validation by the "champion".  As previously mentioned, the on-line tool called "COMPASS" contains the user-friendly output reports which are hypertext linked for data mapping by individuals to analyze as part of their maturing their Individual Development Plans (IDPs).

To reiterate, a major requirement of this corporate report is to produce horizontal, across work area characteristics that can be used strategically for the NRO as a whole.  To accomplish this end, Litton TASC BTD took on the daunting challenge of analyzing, synthesizing and integrating the information collected from the NRO competency model profiles. 

IX.
Findings
IX-A.
Context

Participants in the focus groups were asked to identify trends or changes going on in their work environments that affect how work is done.  As an organization determines the internal and external dynamics of its industry and markets, it gains a more strategic understanding of the value proposition it offers to customers and how its goals will be achieved.  Context factors may include conditions that are changing, assumptions about what will drive performance outcomes, new systems or capabilities that will be needed for the workforce to develop the future, and other identifiable shifts or thrusts that impact work outputs and competencies. 

To analyze context factors for the NRO, a matrix was created with context factors compared to the major work areas, functions and roles.  Using a qualitative approach, eleven context themes were found to cut across the organization influencing most or all of the areas studied.  For ease in reviewing and thinking about the implications of the eleven context themes, they are organized into four clusters, called “environments.”  The following context factors represent fundamental shifts in the dynamics of the NRO, its customers and outputs.  They imply, for example, that some systems and capabilities assumed to be significant in the past are now superceded and therefore will require a new competency set for the future. The relationship of the eleven themes is depicted in Figure 5.
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Customer Environment

A1.
 Customers and Requirements

The advancement of space technology for gathering intelligence information has attracted more constituencies or customers, which now include military, the intelligence community, and commercial enterprises.  Commercial interests in NRO’s space technology are two fold:  as suppliers to the NRO as well as customers of NRO services.  A balance is needed between commercial and government interests, between profit and survival, between mission and public service.  Both government and commercial sectors want to stay on the cutting edge of this industry.  Competition increases with more commercialization and outsourcing opportunities, especially for the ground station operation, launch operation and imagery production.

(  The NRO must study and fully recognize potential customers/markets for its products and services in both government and commercial sectors.

(  The NRO needs to constantly monitor the changing interests and requirements of its customers. They need to be able to recommend (to Congress and others) ways to balance military, intelligence and commercial interests and leverage their capabilities as an organization to serve multiple customers.

(  The NRO is shifting toward more external partnerships and alliances, striving for win-win solutions through teaming and joint programs.

Understanding customer requirements for systems and services is critical for quality operations and delivery.  Requirements seem not to solidify, however, with enough clarity to provide guidance to the organization as a whole and specifically to program managers.  Adding to the confusion is the phenomenon that customer requirements for the future are usually expressed in terms of today’s capabilities, which are constantly changing with the technology.  Dealing with and anticipating customer expectations presents a challenge for the NRO, which is relatively new at instituting customer service strategies.  A new paradigm and competency capability in customer responsiveness will be required for the NRO to be successful in the future.

(  The NRO needs to facilitate better long range planning on the part of customers, enabling customers to become clearer about their own needs and priorities, plan further ahead since the budget process is slow.  “We need to provide more of what customers want rather than what we think they need.” 

(  The expanded marketplace for space launch drives the reduction in cost to all customers.  The NRO needs to develop a philosophy for the next few years about how to maintain its high performance record while decreasing cost.  It will need to find a way of operating faster, cheaper and better.

A2.  Congressional Oversight and the Political Environment

Congress increasingly scrutinizes agency activities, looking for more specific strategy, priorities and performance objectives, cost benefit analysis, convincing arguments, monitoring data, and ways to decrease risk.  The NRO is providing more accurate reports, more decision making tools, and imposing tighter standards of operation.  Congress’ year by year funding decisions influence the acquisition of new systems, which are usually multi-year efforts, and therefore influence NRO’s ability to achieve customer requirements.  Congress looks at how commercialization may affect the role of the NRO into the next century.  At the same time, the geo-political situation tends to foster crisis decision making.

(
Managers at many levels need to stay in touch with the perceptions of Congress about how the various intelligence agencies interface and take time to learn how to work with the members.   They should monitor how the other intelligence agencies, sections of the Department of Defense, and contractors all interact with Congress.  Being able to hear the “voices” of the stakeholders will require additional competencies not yet well developed at the NRO.

(
The NRO should continue to be proactive with keeping Congress informed about available technology, government and commercial capabilities, partnering opportunities, and where, for example, duplication of types of services is warranted.

· The word "customer" was sacrilege in the government vernacular for many years but now is a very natural part of the business language of government agencies.  Today, marketing has that same stigma as customer did in the past.  However, the need to look at all aspects of marketing for defining and anticipating future requirements and dealing effectively with Congress will become a top priority for the NRO.

Strategic Environment

A3. Evolving Strategy of the Organization

The NRO’s thrust is to revolutionize global reconnaissance with a focus on large scale, state of the art systems rather than segments of systems.  This holistic view requires the study of broad-based organizational issues and long range planning activities that include a cross representation of senior managers.  Since the political agendas do influence the decision making, it is important to include strategic partners in the analysis and planning process.

(
The NRO as a whole needs to define their directions, project long term system needs and determine technological milestones.  The NRO needs to use the Government Performance and Results Act requirements as a mechanism for building alignment and cascading mission, goals and performance measures throughout the organization.

(
Across the directorates, those particularly in engineering roles are asking for an overall system of systems strategy that effectively anticipates and focuses on customer needs.  Their ability to use analysis and synthesis skills is paramount in thinking differently, especially in being able to use systems thinking (nonlinear) rather than using their typical sequential building block approach that views issues/solutions primarily from a linear orientation.

(
The NRO’s core capability is shifting from one of providing intelligence data to one of synthesizing information, knowledge, and wisdom regarding intelligence.  Thus, a change in core competence is required from acquisition to knowledge management that smartly leverages information technology.

(
Technological advances make it easier to retain organizational knowledge to be used for organizational learning, strategic thinking and scenario planning purposes.  The NRO needs to leverage this technology and institute smart software systems that enable itself to become a knowledge management and learning organization.

A4.
Culture Change

Many factors cause or influence changes in the NRO’s organizational culture including:  the shift from covert to more overt operations; the workforce mix of people from government intelligence, military, and contracting companies; competition among these workforce constituencies; ability to manage risk; and the use of metrics to monitor performance and make decisions.

(
While career goals may be varied, the diversity of employee paradigms and tenure at NRO, expands the range of knowledge and viewpoints available for creative thinking and innovation.  At the same time this diversity if not leveraged appropriately, can cause disruption and contentiousness and major frustration  To achieve corporate strategy within the budget constraints and reorganizations, the organization must leverage its workforce assets through knowledge management (the power of its people's mental assets) and organizational learning approaches as mentioned above.

(
The complexity and interdependence of the NRO’s work requires a teaming environment and development of new capabilities.  The organization needs to proactively change the culture, infrastructure and systems to overcome interoffice arrogance, the “stove-pipe” phenomenon, risk aversion, and resistance to change.

(
The use of performance measures (e.g., in balanced scorecard format) for the organizational as a whole, divisions and for work units, tends to focus attention on how to cascade NRO strategy throughout the organization and how units should interface.  When missions seem cloudy or too far into the future, measures (cascading from the top – down) communicate a sense of what is important to monitor and strategies for staying on track.  Typically the NRO is involved in establishing rudimentary performance metrics.  These need to become substantive and relevant to organizational strategy.

A5.
 Managerial Leadership and Organizational Design

Conditions such as the NRO vision and strategic goals not being well integrated with roles, responsibilities and expectations, tend to generate rivalry among managers and units, and therefore, undermine NRO interests.  The workforce expects managers to lead the organization past parochial views toward a common vision and mission.  Many managers, who are proficient in coordinating financial, technical and human resources, are inexperienced at leading change and forming connections and partnerships within the NRO.

(  A fundamental trend in management science is to help managers become more self aware of the consequences of their behavior, more emotionally intelligent through leadership development programs and executive coaching.

(  Managerial leaders must model congruency of core values, guiding principles, ethics and integrity in their behaviors. 

Management turnover and reorganizations cause upheaval and a ripple effect on both the core work areas (e.g., acquisition, launch, reconnaissance systems) and functional support services.  New management philosophies, policies and procedures have caused the workforce to feel fragmented and frustrated as they strive to build multiple approaches and contingencies for providing internal and external services.

(
Senior leadership needs to focus their attention on the formulation of  a connected organizational strategy and performance expectations that will minimize confusion and streamline the organizational design of infrastructure and systems.

A6. Security and Regulations

US national security interests are changing quickly and the NRO is more exposed to the outside world.  Security regulations are becoming more open, levels of classification decreasing.  Security while crucial will require a paradigm shift in its policies and procedures, especially with the advent of a connected society and competition in the space industry.  A change will be needed from one of "hiding" to one of "protecting" -- in which computer viruses and information warfare will be the major dangers to security integrity.

(
The NRO must be proactive in clarifying what needs to be secure and what bureaucratic requirements and infrastructure really need to be in place to resolve security issues. 

(
Management should become more conscious of the trade-offs between mission operations requirements, security concerns and resource constraints (how much security can be provided to an operation within the money available and the mission timelines) in order to manage security risk more closely.

Laws and regulations for the space industry will increase and influence NRO strategy and systems.  The Federal government is also rapidly reforming regulations in areas such as contracting, finance, human resources, safety and environment, and audit (inspector general).  The NRO is synthesizing its own policies for functions in which the regulations are confused by staff coming from a range of military and intelligence agencies. The workforce is not familiar enough with these various changing legal requirements and thus, the application of policies is often inconsistent.

· As manuals are revised and new technology installed to streamline support functions, the NRO should take the opportunity to determine specific areas of confusion and provide routine education to the workforce about regulations.

Resource Environment

A7.
 Technology Revolution and Communication

The high pace of technological advancements continues, requiring multiple system upgrades.  More administrative functions are on-line, including forms and policy information.  Some operations have the potential to become almost paperless.  Capability in a work area or function is often driven by the technological tools available to the employees and their training for using them.

(
The NRO needs a “technology strategy” that describes a system of systems framework and addresses the systems or system segments that support various work areas and functions.  The NRO is presently establishing a business case for incorporating a systems of systems architecture as well as information superiority as new initiatives for dealing with the NRO technology revolution.  These new innovations will demand competencies that require systems thinking and creativity, and the disciplines of cognition and perception.

· A technology strategy may also encompass the use of communication tools to improve internal communication and teamwork, ways to use technology to manage the organization’s knowledge and promote organizational learning, and the development of workforce capability to use tools available (training and operating standards).

(
Those in systems engineering, which is the critical body of knowledge for the work of the NRO, should help customers describe their technical needs and requirements in terms of capabilities anticipated in the future (to the extent possible).  The aim is to decrease the chances that systems will be obsolete by the time they are installed.

· News and information can be distributed worldwide instantaneously.  The NRO can not control the tone and viewpoint of what is reported nor report the whole story because of security. 

(
The NRO needs research about worldwide audiences to understand probable reactions and respond quickly.

(
The NRO should develop knowledge management and organizational learning capabilities among the workforce, which enable workgroups and teams to understand the big picture of an issue by exchanging (and leveraging) varied viewpoints and developing shared meaning.  Organizational learning strategies enable groups to generate alternative plans of action faster.

A8. Workforce Capability

The diversity of military, civilian and contractor personnel from six different personnel systems will continue to present conflict about inequitable policies and confusion about advancement opportunities.  There are different rewards for each system.  Multiple personnel systems make the team concept seem hollow.  Human Resources staff members are often not able to respond in a timely manner.

(
The NRO needs to synthesize its own set of personnel policies and then streamline procedures to improve response time for personnel issues.

(
Competency models help to establish common understanding of the knowledge, skills, attributes and behavioral indicators needed to work in various areas and functions at the NRO.  The use of competency models will improve the effectiveness of human resource strategic planning, recruitment, and performance management.

In most work areas and functions, employees feel that staffing is not matched to needs.  Shortages of staff and time constraints significantly impact the quality of outputs and ability of the NRO to perform its mission.  Short staffing rotations, turnover and downsizing create a fragmented and inconsistent environment.  The various units and functions compete for a quality workforce.  Many units need an ongoing pipeline of candidates.

(
Human Resources strategic planning (and recruitment) to build a competent workforce should take into consideration increased diversity.  Younger staff members have different values than those nearing retirement.  People want to balance family and work.  Military and civilian personnel have different needs.  Employees have new motivations and high expectations.  Attitudes are changing.

(
The need for certain workforce skills are changing – a broad based capability in systems engineering that cuts across the whole organization, more acquisition expertise, information technology, leadership and team development, contracting officer and program management training, computer systems training, human resources management and organizational development, and customer service training.  Employees want cross training, job shadowing and mentoring opportunities.

(
The role of contractors and outsourcing should be analyzed regularly to determine the dynamic mix of contractor and government personnel and to decide which areas of work or functions make better sense to outsource.   

A9.  Financial Resources

Declining resources drives the need for corporate oriented programming, making trade-offs among competing needs, and operating more like a business.  Resource decisions are becoming more complex and cause budget paralysis.  The impact of resource constraints is delayed missions.

(
Management needs to look for more coordination and cooperation opportunities as well as ways to operate differently.

(
The NRO should study the potential impact of more commercial customer funding for specific NRO services.

(
The NRO needs a more stable budgeting process, and more capability to use multiyear or incremental funding on long term projects, e.g., acquisition, research and development.  

(
Financial management tools such as activity based costing and resource allocation will improve the connection between strategy and funding needs.

Operational Environment

A10.  Core Business Process

The NRO’s core business process consists of: customer expectations, research and development, acquisition (of systems), launch, operations, and information delivery. Confused customer requirements, unclear strategic directions and priorities, resource constraints, the growing bureaucracy to address reporting requirements and regulations, workforce and leadership crises -- these aspects of the work context (and others) impact how the core business is accomplished.  

(
More teams and individuals need to see the connection between their work and the core business process, the big picture of the major work areas and support functions, in order to align the infrastructure toward common goals.  Ground station managers, for example, must predict logistics requirements.  Operations people need to educate customers about how to obtain support services most effectively because often customers forget to plan for maintenance and repairs.  Realistic projection of needs for administrative assistance throughout the NRO should foster cross training and matching of capabilities to the requirements.

(
Internal communication has become critical to the workforce.  Teams need multiple ways to share information and plans, for technology to support interdependent work.

New satellite architectures are being created, smaller spacecraft, different orbits, launch vehicles that are usable several times.  The technical demands of rockets are increasing.  The system infrastructure is aging, increasing the annual investment for repairs and maintenance. 

(
The NRO should clarify their overall systems strategy, also referred to as a system of systems or as end to end integration.  This would enable the NRO to develop a more commercial oriented, 2-3 year approach to procurement and acquisition and streamline the acquisition process.

(
The organization needs to come to a consensus about how much analysis is enough.  How does the organization want to make the trade-offs between product quality and service priorities? 

A11.  Quality and Performance

The use of metrics (e.g., reduced cycle time) not only for monitoring work processes, but also for decision making and performance improvement is a new aspect of the management environment, now being imposed by the Government Performance and Results Act (GPRA).  The balanced scorecard concept has been initiated at the NRO and can be applied as a mechanism to operationalize the NRO’s strategy and tactically align business unit initiatives.

(
Staff members need to be encouraged by management and trained to improve the business operation.  

(
Knowledge management strategies, such as the Acquisition Center for Excellence, will become a significant resource of information about historical and technical experiences and best practices.

IX-B.
Customer

To keep existing customers and gain new ones, organizations must become totally customer focused.  Everyone in the organization must act as though everything they do affects the customer!  As step two of building the work profile, participants were asked to define who is their current and evolving (future) customer base.

On the surface, defining customers would seem like an easy task but this was not the case.  All focus groups struggled with identifying their customers.  Many realized that being responsive to customers is vital to survival and requires astute customer oriented competencies but felt they were novices in the application of being customer focused.

To help the participants recognize who their customers are, we asked them to view customers as the individuals and groups who are the key receivers of their work.  Moreover, to see a customer as someone who “buys or wants” their product/service and expects quality of service as well as quality of product in return for his/her vested interest.

We furthermore, had them think through who were their internal and external customers -- given an internal customer is defined as one within the NRO and an external customer is defined as one outside the NRO.  Finally, participants were asked in defining their customer base to consider customers from four different perspectives, since the kinds of competencies required would differ in their breadth, depth and scope of performance effectiveness.  The definitions for these four customer types are: 

1st Level Customers – Those who do business with you – Whom you depend upon in order to conduct your business…use your outputs…“downstream customers/users”.
2nd Level Customers – Those customers with whom you may have mutual interdependence in producing the outputs for the downstream customer…they assist with your process…your partners.

3rd Level Customers – Those employees or persons outside your work area that make it possible for you to conduct your business/work…they provide resources…other business units.

4th Level Customers – Those customers that have indirect impact and are important to your success but don’t directly interact with your business…special interest groups…”oversight”.

Represented in Figure 6 are examples of customer levels as they generally pertain to the intelligence cycle to which the NRO is a player primarily as a front end collection producer.
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Data Elicitation

Participants in the focus groups identified their customers in each of the four separate customer levels and provided a further description of what organizations, groups, or individuals are included under each customer, what activities they do, or how the participants interact with them.  Participant’s then separately rank ordered the importance of each customer to the focus group and a raw score for each customer was calculated.  If a focus group identified seven customers, each customer that a participant identified as the number one priority received seven points toward that customer’s raw score, each customer identified as a third priority received five points, etc., until the last customer received one point toward it’s raw score each time it was identified as the lowest priority.  Because each focus group had different numbers of customers and participants, the highest possible raw score for each focus group was different.  For comparison between focus groups, these raw scores were normalized from zero to one by dividing the raw score by the number of customers identified and the number of participants in that focus group.  A customer that all participant’s in that focus group identified as being the highest priority received a normalized score of one.

Data Compilation

Across all work areas, the participants identified 204 customers.  However, separate focus groups often used different names for the same group or defined customers at different levels of detail.  An example of the diversity yet similarities of customers identified are: AIA, DIA, CIA, Mission Partners, Analysts, NIMA, NSA, NIMA & NSA, and Intelligence Community.  To do comparisons between focus groups 31 customer themes were defined under which all of the customers were categorized.  Based on the descriptions provided, sometimes two customers would be binned under one theme, such as AF Space Command and SMC under Space Community.  In other cases one customer would be targeted independently under two or more themes depending on the description given of that customer interaction such as "The President" under NCA, Policy Makers, and Government.  After these 204 customers were restructured into 31 themes, the number of customers and themes each focus group identified remained roughly the same.  This tends to support the fact that the themes were properly chosen to account for all of the participants’ inputs.  Table 2 depicts the relationship between each area of work and the number of customers identified and the associated number of customer themes developed.

Table 2 - Number of customers identified and themes after customers were grouped

	Focus Group
	# Customers
	# Themes

	Acquisition
	23
	13

	Administrative Services
	9
	10

	Analysis
	12
	10

	Contracting
	24
	22

	Customer Focus
	6
	9

	Financial Management
	17
	13

	HR
	9
	9

	IG
	9
	8

	Launch
	10
	14

	Logistics
	13
	10

	Operations
	18
	10

	Program Manager
	13
	14

	Public Affairs/Legislative Liaison
	10
	11

	Research and Development
	16
	9

	Secretary/Administrative Assistant
	14
	13

	Security
	17
	18

	System Engineer
	12
	14

	Total
	232
	211


After the customers were binned separately for each focus group, often a theme would have two or more customers associated with it, each with a different score at various levels of customer.  In these cases the maximum of the scores of customers under that theme would be used as the score for that theme.  Focus groups identified a list of customers and then prioritized this list according to their "future pull" significance.  If hypothetically, the focus groups would have been given the list of themes, ask first to identify their customers as to how they pertained to these themes and then prioritized the themes rather than their customer list, it is assumed they would base their scores on the most relevant customer in each theme.  Because of this assumption, the maximum rather than the mean was chosen to represent the score of the theme.

Customer Themes

Table 3 depicts the 31 major customer themes that surfaced as well as their associated grouped set of identified customers.

Table 3 - The themes that summarize all of the customers ordered by the sum of focus groups’ normalized maximum score for that theme

	Rank
	Theme
	Description

	15.53
	1.  Ds & Os
	NRO Directorates and Offices, SPOs and ground sites are subsets

	14.59
	2.  Intelligence Community
	Includes Defense intelligence organizations.  NIMA/NSA is a subset

	13.32
	3. Congress
	Including congressional staffers

	12.70
	4. NRO Seniors
	DNRO and D&O Directors

	11.86
	5.  Warfighter
	From the CINC down

	9.25
	6.  DNRO
	Including DDNRO and NRO Front Office Staff

	8.36
	7.  Contractors
	Includes Internal and External Contractors

	8.06
	8.  Program Offices 
	The home component that supports Operations

	7.15
	9.  DCI
	Oversight and derived authority roles from the DCI

	7.09
	10.  Organizational Partner
	A non-space/non-intel organization with whom the participants have professional similarities (counterparts) or who may provide higher level policy guidance

	6.97
	11.  Supervisor
	Participants' chain of command from immediate supervisor to D&O Director and supporting Directorate Front Office staff

	6.24
	12. NIMA/NSA
	Specific subset of Intelligence Community

	6.07
	13.  Government
	The Executive Branch of government

	5.73
	14.  Taxpayers
	The U.S. public

	5.60
	15.  SecDef
	Oversight and derived authority roles from the SecDef, does not include Warfighters

	5.38
	16.  Coworkers
	Immediate office / staff up to the Directorate level

	5.04
	17.  Operations
	NRO activities not located at HQ.  Program Offices are the home component of Operations

	5.01
	18.  Policy Makers
	Includes President, DCI, DoD, Congress

	4.88
	19. Support Staff
	Support individuals who are matrixed out among the Ds&Os or a task force of members from different Ds & Os.  Monetary Officer and Security are subsets

	4.83
	20.  Program Managers
	Including COTRs

	4.57
	21. Government Agencies
	The subset of government that have partnerships but are not considered members of the Intelligence Community or Defense.

	4.13
	22.  NCA
	Includes the president in the 'Using' capacity 

	4.13
	23.  External Contractors
	Contractors who provide products from outside the NRO

	3.82
	24.  Specific D or O
	A particular D or O external to the participants' who provide/receive a specific service

	3.81
	25.  SIGs
	A 'Taxpayer' with a face.  Media, local community, etc.

	2.84
	26.  Parent Organization
	Service or agency where employees come from

	2.35
	27.  Space Community
	DARO, SMC, AFSC, NASA, NSAO

	2.28
	28.  Monetary Officer
	A budgeting, finance, or program control officer including that portion of a program managers time spent on these activities

	1.44
	29.  Visitors
	Generally anyone who comes to or contacts the NRO that doesn't have a badge

	1.03
	30.  Allies
	Foreign national governments

	0.88
	31.  Security
	Anyone whose primary job is security


A review of this list indicates that a blend of internal and external customers were identified by the participants in which three of the top ten illustrate "boss" relationships.  Such an indicator is typical of organizations that see themselves as being bureaucratic and hierarchically oriented.  This implies an organization that looks to itself as one demanding efficiencies, being mission oriented where bottom-line effectiveness is critical and quality assurance is the focal point.  Also, observed, is that these "top" performers see the need to address a very diversified portfolio of customers to be personally effective in meeting and anticipating future requirements.  Such a realization begs the question as to whether the NRO needs to be restructured away from distinct technologies and be better organized around market conditions, and building responsive, dynamic relationships rather than demonstrating efficiencies and effectiveness. The intention of the NRO vision is to "revolutionize" global reconnaissance.  The participants responses indicate that the NRO's current organizational structure is a hindrance rather than an enabler in pursuit of this challenging ultimate goal.  Another disabler based on the participants responses centers around the NRO's defensive culture nature of being too controlling, competitive, oppositional and passive aggressive (on the surface overly agreeing or just avoiding conflict and yet underneath negating tactics to stop new ideas from being implemented).  Such a culture requires major reconstruction if the NRO is serious about reinforcing its vision of being "one team" and will require competencies that support collaboration, teaming, networking and dialogue. 

Customer Types and Themes

Further analysis by breaking out themes by customer type reveals some very interesting insights.  Table 4 denotes these themes and their relationship to customer type.

Table 4 - Themes ordered by the same process as in Table 3 but broken out by customer level

	1st Level – Users
	2nd Level – Partners
	3rd Level – Providers
	4th Level - Oversight

	NRO Seniors
	6.43
	Ds & Os
	4.01
	Organizational Partner
	2.91
	Congress
	5.75

	DNRO
	6
	NRO Seniors
	5.06
	Ds & Os
	2.81
	Taxpayers
	4.69

	Congress
	5.38
	Intelligence Community
	4.54
	Contractors
	2.73
	Warfighter
	3.13

	Ds & Os
	5.14
	Program Offices
	3.56
	Intelligence Community
	2.42
	NCA
	2.71

	Intelligence Community
	5.06
	Coworkers
	3.47
	SecDef
	2.39
	Intelligence Community
	2.57

	Warfighter
	5.02
	DNRO
	3.25
	DCI
	2.21
	Policy Makers
	2.48

	Program Offices
	4.5
	Supervisor
	3.14
	Congress
	2.19
	Ds & Os
	1.68

	Supervisor
	3.83
	Organizational Partner
	2.97
	Government
	1.9
	Government Agencies
	1.28

	Program Managers
	3.19
	Contractors
	2.88
	External Contractors
	1.77
	SIGs
	1.19

	Operations
	2.99
	Specific Support
	2.77
	Warfighter
	1.68
	Contractors
	0.97

	DCI
	2.64
	NIMA/NSA
	2.7
	Parent Organization
	1.47
	SecDef
	0.66

	Government
	2.19
	DCI
	2.3
	NIMA/NSA
	1.44
	NRO Seniors
	0.61

	NIMA/NSA
	2.1
	Warfighter
	2.03
	Specific D or O
	0.92
	Space Community
	0.55

	SecDef
	2.03
	Specific D or O
	1.99
	SIGs
	0.66
	Visitors
	0.41

	Government Agencies
	1.99
	Monetary Officer
	1.89
	Government Agencies
	0.65
	Specific D or O
	0.37

	Coworkers
	1.91
	Government
	1.65
	Policy Makers
	0.64
	Government
	0.33

	Contractors
	1.78
	Program Managers
	1.64
	NRO Seniors
	0.6
	External Contractors
	0.13

	Specific Support
	1.54
	Operations
	1.62
	Specific Support
	0.58
	
	

	NCA
	1.42
	External Contractors
	1.46
	Operations
	0.42
	
	

	Policy Makers
	1.25
	Space Community
	1.4
	Space Community
	0.4
	
	

	Organizational Partner
	1.21
	SIGs
	1.19
	Monetary Officer
	0.38
	
	

	Taxpayers
	1.05
	Security
	0.88
	
	
	
	

	Visitors
	1.03
	Government Agencies
	0.65
	
	
	
	

	Parent Organization
	0.82
	Policy Makers
	0.64
	
	
	
	

	External Contractors
	0.77
	Parent Organization
	0.54
	
	
	
	

	SIGs
	0.76
	SecDef
	0.52
	
	
	
	

	Allies
	0.7
	Allies
	0.34
	
	
	
	

	Specific D or O
	0.55
	
	
	
	
	
	


While still supporting the thoughts gathered from Table 3, participants here demonstrate that when reviewing the core capabilities of the NRO as depicted in Figure 2, there is a vital need to have systemic relationships between the major areas of work.  Key interfaces, and do-loop (interactive feedback loops) networks must occur between R&D, Acquisition, Launch, and Operations for the NRO to be truly customer focused.  Of additional relevance, is that participants felt that the all infrastructure functions depicted in Figure 2 needed to be better enablers and servers of the core processes, especially human resources, training, security and managerial leadership.  Policies need to be reformulated, operational paradigms need to change and a shift in managerial leadership competency is required if effective transfers and hand-offs are to occur between the NRO's major areas of work. The participants definitely felt that many of their customers depending upon the situation and circumstance operate at different customer levels.  They indicated that this dynamic requires different approaches, strategies and competencies when dealing with the same customer.

Internal vs. External Customers

The themes were split into internal and external categories.  The percentage of each focus groups’ total scores that were for external customers and the number of themes in each category that each focus group identified are shown in Table 5.  The theme ‘Contractor’ was included in both internal and external categories to depict the fact that they operate sometimes as part of the internal "one team" and other times as resource provider to the team.  Focus groups are sorted by percentage of total theme scores given to external customers.

Table 5 - Focus groups ordered by external and internal customer emphasis

	Focus Group
	% Scores External
	# External Customers
	# Internal Customers

	HR
	32.05
	4
	5

	System Engineer
	37.9
	5
	8

	Financial Management
	39.51
	6
	8

	Contracting
	42.84
	11
	12

	Logistics
	46.41
	6
	5

	Acquisition
	50.45
	5
	9

	Public Affairs/Legislative Liaison
	52.56
	7
	5

	Launch
	53.46
	7
	7

	Secretary/Administrative Assistant
	54.54
	8
	6

	Security
	55.53
	9
	7

	IG
	59.12
	5
	3

	Research and Development*
	60
	6
	4

	Customer Focus
	63.87
	6
	3

	Analysis
	69.91
	8
	2

	Program Manager
	85.24
	12
	2

	Operations
	91.49
	7
	1

	*(No Scores Provided, Avg Used)
	
	
	


Reflecting on the results of Table 5, supports the premise that those core areas of work more closely connected to customer expectations (the front end and back end of the core capabilities represented in Figure 2), i.e., R&D and Operations, spend more time focused on external rather than internal customers.  Support functions like Admin and HR focus their attention on internal customers whereas other interface functions like IG, Financial Management, Public Affairs and Security have more of a balance to their customer base.  Regardless of emphasis, the participants across the board made it crystal clear that as top performers dealing with customers is a critical competency. 

Customer Similarities

Figure 7 displays the degree of customer relationships and the areas of work in the NRO. Focus groups’ customer scores were found to have no strong correlation, the 

highest being 0.66.  But in creating the following figure an interesting break out of the groups occur.  What minimal correlation there was between groups split them into two organizational clusters based on orientation – operational product vs. support service. 
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The question again rises as to whether the NRO is configured correctly from an organizational design perspective to best meet these product based and service based organizational cluster relationships and effectively connect and interrelate their customer bases.  The evolving future will further blur product and service based business functions by no longer being so distinct from each other.  There will be "productized" services and "servicetized" products, especially in this connected economy due to the institution of smart software, the technological revolution that has accelerated the speed of information transfer and the exponential growth of the internet world-wide web.  The organizational structure of the NRO must become more agile and flexible and less "stovepiped" and eliminate its "rice bowl" mentality if it is to survive in the future and address its vision.  The core competencies of the NRO will have to become sensitive to this blurring of products and services as it becomes more of a knowledge based organization and less of a pure space intelligence satellite developer that only produces data.

Specific Areas of Work and their Group Theme Rankings

Table 6 summarizes each area of work and the associated rankings of customer themes.  This landscape provides a overview picture upon which the previous customer tables were built.  The insights gained from reviewing this table primarily serve the individual who works in one area is inquisitive about comparisons with his/her own area of work.  Specific nuances about each area of work can best be sought by reviewing the NRO's data warehouse organizational learning tool called COMPASS.

Table 6 - Ranking of each focus groups’ themes.  A zero raw score means that that theme/customer was identified but not ranked

	
	Acquisition
	Administrative Services
	Analysis
	Contracting
	Customer Focus
	Financial Management
	HR
	IG
	Launch
	Logistics
	Operations
	Program Manager
	Public Affairs/Legislative Liaison
	Research and Development
	Secretary/Administrative Assistant
	Security
	System Engineer

	Allies
	
	
	0.15
	
	0.19
	
	
	
	
	
	0.00
	0.51
	
	
	
	
	

	Congress
	0.82
	0.29
	0.78
	0.68
	0.54
	0.66
	0.52
	0.71
	
	
	0.44
	0.69
	0.71
	0.53
	0.62
	0.00
	0.61

	Contractors
	0.33
	
	
	0.61
	
	0.29
	
	
	
	0.33
	
	
	0.59
	0.53
	0.38
	0.74
	

	Coworkers
	0.22
	0.94
	
	0.60
	
	
	0.70
	
	0.32
	
	
	
	
	
	0.65
	
	0.50

	DCI
	
	
	0.73
	
	
	0.70
	
	0.32
	
	
	
	
	
	
	0.65
	
	0.50

	DNRO
	
	
	1.00
	0.83
	
	0.95
	
	0.77
	0.80
	
	
	
	1.00
	
	0.65
	
	

	Ds & Os
	
	0.84
	
	0.89
	0.69
	0.61
	0.94
	0.59
	0.32
	0.76
	
	
	0.64
	0.53
	
	0.49
	0.65

	External Contractors
	
	0.46
	
	
	
	
	
	
	0.63
	0.31
	
	0.13
	
	
	
	
	0.38

	Government
	
	0.54
	0.23
	0.28
	
	0.53
	
	
	
	
	
	0.54
	
	0.53
	
	0.60
	

	Government Agencies
	
	
	
	
	0.56
	
	
	
	
	
	0.65
	0.51
	
	
	0.27
	
	0.63

	Intelligence Community
	0.92
	
	0.53
	0.63
	0.83
	0.39
	
	
	0.61
	0.40
	0.84
	0.59
	
	0.53
	0.47
	0.76
	0.54

	Monetary Officer
	0.38
	
	
	0.55
	
	0.66
	
	
	
	
	
	
	
	
	
	
	0.39

	NCA
	0.67
	0.33
	
	0.63
	
	
	
	
	0.61
	
	
	0.75
	
	
	0.47
	
	

	NIMA/NSA
	
	
	
	0.63
	0.69
	
	
	
	
	
	0.67
	0.84
	
	
	
	0.60
	

	NRO Seniors
	0.46
	
	
	0.83
	0.69
	0.76
	1.00
	0.62
	0.61
	
	
	0.60
	0.85
	0.53
	
	0.58
	0.50

	Operations
	0.64
	
	
	
	
	
	
	
	
	0.73
	0.42
	0.57
	
	
	
	
	0.64

	Organizational Partner
	
	0.54
	
	0.23
	
	
	0.70
	0.41
	
	0.47
	
	
	0.44
	
	
	0.82
	

	Parent Organization
	
	
	
	
	
	
	0.54
	
	
	
	
	0.18
	
	
	0.47
	0.82
	

	Policy Makers
	
	
	
	0.51
	
	
	
	
	0.72
	0.64
	0.62
	
	
	
	
	
	

	Program Managers
	
	
	
	0.89
	
	0.69
	
	
	
	
	
	
	0.75
	
	
	0.79
	0.82

	Program Offices 
	0.50
	
	0.60
	0.89
	
	
	
	
	0.92
	0.73
	0.00
	
	
	0.53
	
	0.79
	0.65

	SecDef
	
	
	0.42
	0.24
	
	0.66
	
	0.61
	
	
	
	0.84
	
	
	
	
	

	Security
	
	
	
	0.36
	
	
	
	
	
	
	
	
	
	
	
	0.52
	0.00

	SIGs
	
	
	
	
	
	
	
	
	
	
	
	
	0.76
	0.53
	
	
	

	Space Community
	
	
	0.52
	
	
	
	
	
	0.40
	
	
	
	0.55
	
	
	
	

	Specific D or O
	0.39
	
	
	0.55
	0.69
	0.13
	
	
	0.32
	
	
	
	
	
	0.23
	0.00
	

	Supervisor
	0.37
	
	
	0.53
	
	
	0.88
	
	
	0.62
	
	
	
	
	0.29
	0.00
	0.38

	Support Staff
	0.30
	0.87
	
	0.69
	
	0.86
	1.00
	
	0.46
	
	
	
	
	
	0.76
	0.58
	

	Taxpayers
	
	0.29
	
	0.84
	
	
	
	0.52
	0.72
	
	0.41
	0.24
	0.64
	
	
	0.43
	0.61

	Visitors
	
	
	
	
	
	
	0.37
	
	
	
	
	
	
	
	0.41
	0.25
	

	Warfighter
	0.93
	0.44
	0.35
	0.88
	0.83
	
	
	
	0.61
	0.60
	0.84
	0.84
	
	0.53
	
	
	


IX-C.
Outputs

Without the frameworks of context, customer base and especially outputs, the identification of competencies is uneventful and somewhat nonsensical.  Tying competencies to outputs insures the work environment is taken into consideration in defining superior performance.  Knowing you are competent is not enough.  Knowing you demonstrate the associated competencies to accomplish the key outputs of work is critical.  Defining outputs insure competencies are not looked at in a vacuum or in a test tube and are what business is all about "bottom line" results.

The third major segment in developing a work profile is defining the outputs associated with the customer base.  Participants specifically were asked:

· First, to identify the outputs – the products, services, information, or processes produced for customers. (An output was further differentiated to mean the tangible or intangible products/services of a work process which are provided to a customer of the process – i.e., what someone is left with after the individual has done the work.)

· Second, to describe what makes outputs "superior" from the customers' perspective. 

Data Elicitation

Focus groups identified their outputs and the customers of each output.  They ranked the importance of these outputs as to:

(a) their customers

(b) their perceived performance of these outputs.

For the most part (10 work areas), each output importance and performance was scored on  a Likert scale of Above Average (10), Average (5) and Below Average (1).  The other groups used a rank ordering procedure.  (See Data Elicitation in Customer section for description of rank ordering process.)  To be able to compare results across all groups, these raw scores were normalized from zero to ten.  Table 7 depicts the type of scale employed for each area of work analyzed.

Table 7 - Scalar employed for a given focus group 

	Focus Group
	Participants
	
	
	Scoring Used
	

	Administrative Services
	7
	
	Above Average
	10
	Average
	5
	Below Average
	1

	Analysis
	5
	
	Above Average
	10
	Average
	5
	Below Average
	1

	Acquisition
	
	
	No Scores
	
	
	
	
	

	Contracts
	12
	
	Rank Ordered
	28
	
	
	Importance Only

	Customer Focus
	8
	
	Above Average
	10
	Average
	5
	Below Average
	1

	Financial Management
	12
	
	Above Average
	10
	Average
	5
	Below Average
	1

	Human Resources
	10
	
	No Scores
	
	
	
	
	

	Inspector General
	12
	
	Above Average
	3
	Average
	2
	Below Average
	1

	Launch
	18
	
	Above Average
	10
	Average
	5
	Below Average
	1

	Logistics
	11 - 15
	
	Above Average
	10
	Average
	5
	Below Average
	1

	Operations
	12
	
	Above Average
	10
	Average
	5
	Below Average
	1

	Public Affairs / Legislative Liaison
	4 - 9
	
	Above Average
	10
	Average
	5
	Below Average
	1

	Program Management
	3 - 10
	
	Above Average
	10
	Average
	5
	Below Average
	1

	Research and Development
	
	
	No Scores
	
	
	
	
	

	Secretary - Administrative Assistants
	12 - 31
	
	Above Average
	10
	Average
	5
	Below Average
	1

	Security
	9
	
	Rank Ordered
	16
	
	
	Importance Only

	Systems Engineering
	6
	
	Identify Top
	15
	Out of
	52
	Importance Only


Depicted in Figure 8 is a plot of importance vs. performance for the outputs across all the work areas.  To a great degree, participants perceive that most of their work is being performed at least adequately on the most important outputs.  At the same time, they indicate there is room for improvement especially when you observe how many outputs are off-center from the optimal diagonal line where performance matches importance.  Such an indication, supports the responsible and intelligent employment of smartly helping personnel grow those competencies that will have the greatest impact on improving their performance in producing outputs that are relevant to meeting customer requirements.
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By reviewing each area's work profile output section in "COMPASS", one can quickly see which outputs are crucial.  Based on this analysis, an employee through self-reflection could assess his/her capability to perform those critically important outputs.  A further review would enunciate what constitutes superior performance factors for those outputs at which point metrics associated with these factors could be determined.

Participants generally had difficulty defining the quality, quantity, timeliness and cost factors of what constitutes a superior output.  However, they were somewhat more comfortable defining what they thought the customer desired when it came to product attributes like cost, schedule and performance features than they were in defining service and organizational attributes like responsiveness, diplomacy, and reputation.  Depicted in Figure 9, are the attributes the participants used as a reference source when describing superior performance.  Given the importance of linking superior performance and customer relevance, two important follow-ons are suggested:

(a) determining metrics for the superior factors of critically determined outputs

(b) finding out customer's perceptions to compare and contrast with exemplar's perceptions  (allows for a gap analysis that could lead to many interesting insights and redirections of focus)
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Quadrants

Figure 8 can be even better understood if we break the graph down into four quadrants and review outputs from the perspective of its importance and performance.  Since most groups used a five as Average in their scaling this is the discriminating point between quadrants, the other groups’ raw scores being normalized to this scale.  Naturally not all 

outputs are going to be of the highest importance.  Rather than ‘focusing your priorities across the board’,  outputs of the highest importance should be given precedence for improving performance, particularly if performance is currently insufficient.  The desired effect is to generally match performance to relative value of the output.  Represented in Figure 10 is the display of four distinct quadrants:

(a) high importance x high performance (upper right)

(b) high importance x low performance (upper left)

(c) low importance x high performance (lower right)

(d) low importance x low performance (lower left)
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An output that is important and is performed well is labeled the "Effective" quadrant.  This quadrant (most populated) should be synonymous with living the NRO core values, especially mission commitment, Government/Industrial partnerships, and customer satisfaction.  Also, work performed here should reinforce the NRO's vision of being "one team" and should reward teamwork, and innovation and creativity.  Effective work demands that the operational constructs of business process reengineering and continuous process improvement be seriously applied to maintain integrity and position status in this quadrant. 

Outputs that are important but are not performed well are labeled the "Insufficient" quadrant (the second most populated quadrant).  As acknowledged by the focus groups, outputs in this quadrant need performance improvements or adjustments. Based on focus group conversations, several recommendations were made about these insufficient outputs:

· If there is no feasible solution to improving this output, consideration should be given to allowing another organization more focused in this area to take this responsibility.

· Another consideration offered is that the output is no longer as critical as it once was because of new technologies or methods, yet the customer is not aware of the new process and is still demanding a product the old way.  In this case informing the customer of the new methods will allow this outputs’ importance be shifted to a more effective one.

Outputs which score high in performance but low in importance are labeled "Inefficient" (the fourth most populated quadrant).  While performing well in these areas is preferred to performing poorly, performing well in these areas is not preferred to any improvement in any of the two important output areas.  Consideration should be made to shifting resources from this output to more critical ones.  However in some cases the customer does not know what this capability will do for them.  In these cases marketing this capability to the customer will increase it’s importance to a more effective result.

Outputs which score low in performance and importance are labeled "Irrelevant" (the third most populated quadrant).  It appears the participants feel there is a strong minority of irrelevant outputs that no longer have value to the customer or the organization.  In most cases these outputs should be considered for removal and not allowed to hang on "just because we have been doing it".  While this may be true for the preponderance of these irrelevant outputs, this quadrant might also include new outputs that have potential for growth but neither the customer has awareness of its usefulness nor has the organization yet developed the means to produce it well.  Further exploration into these outputs should be conducted.

Figure 11 depicts the relationship of these defined quadrants by each area of work analyzed in the Competency Modeling study. It seems perceived output effectiveness has some relationship to context of job.  The easier it is to clarify the output measurement for a given area of work, the higher the perceived effectiveness (e.g., Logistics, Operations -- did the product get out the door?)  Compared to areas that are not as easily defined or more obtuse (Analysis, Customer Focus, IG/Auditing, and Financial Management -- our job is to look for inconsistencies in our organization), the ability to perform effectively is diminished by this confusion. This is an indicator of the need to move in the direction of developing competencies that can focus on dealing with ambiguity, complexity and diversity of issues.
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Correlation

As each focus group ranked the importance of each output, they also listed who was the customer of this output. It is assumed that all else being equal, outputs to a more important customer are ranked as more important. By comparing the importance of the output to the importance of the customer as determined previously (see Customer section), the correlation should give an idea of customer focus – how well does a given area of work satisfy their main customer?

To further illustrate the point that diversity of interaction is an important competency ability to grow in the NRO, Figure 12 depicts the relationship between each area of work and the appearance to satisfy customer base.  It seems the more diversified the customer portfolio, the lower the correlation (e.g., Security, IG , Contracts and Systems Engineering).
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The NRO will continue to have to explore its growing customer base and its associated products/services now more than ever before.  The advent of openness, scrutiny and competition are not the only outcomes the NRO is facing, but demands for what it offers will escalate as well.  How well the NRO positions itself to be responsive to these trade-offs and requests, will determine whether the NRO survives this transition.  The NRO's customer portfolio will be very complex, demanding customer focused service competencies.

IX-D.
The Competencies for the NRO (Key groupings of Knowledge, Skills, and Attributes (KSAs))

The central charge to the Competency Modeling Study was to identify the individual and core competencies for the NRO. The Competency Study Team used the following methods to accomplish the identification of these competencies:

· Reviewed data from NRO work areas

· Listed the knowledge, skills and attributes that were presented in the studies

· Performed cluster analysis in revealing the “Critical”, “Important”, and “Beneficial” competencies resident in each work area and across all work areas

· Performed correlation analysis between pairs of work areas

A total of one hundred eighty-nine (189) competencies resulted from this analysis and are represented in Table 8.  These competencies are broken out into three categories of competencies (1) knowledge (2) skills and (3) attributes.  The definitions for each of these three competency categories are: 

· Knowledge -- A consciously accessible body of information composed of facts, data, concepts, and relationships gained through experience or investigation.  What someone can comprehend or understand.

· Skill -- A consistently demonstrated ability to perform a set of mental or physical tasks, that when executed enables an individual to perform the requirements of the area of work.  It is how people apply knowledge to the value stream of the area of work.  What someone can do.

· Attribute -- A personal, highly regarded, trait or commitment that is demonstrable through a consistent application of operationally defined behaviors.
Each of the KSAs for each major area of work were uniquely differentiated from each other by participants' behavioral descriptions (behaviors were defined by what someone did, felt, wanted, said, or thought).  These differentiators can be found in the data warehousing, organizational learning tool, "COMPASS".
Table 8 KSAs Across Work Areas

	ATTRIBUTES
	KNOWLEDGE
	SKILLS

	Accountability
	Acquisition
	Analytical Thinking

	Adaptability
	Administrative
	Oral Communication

	Affect Oriented
	Architecture
	Ability to establish a good personal network

	Assertiveness
	Awareness
	Interaction

	Attitude
	Behavioral Science
	Multitasking

	Business Orientation
	Broad Technical Knowledge
	Anomaly/Problems Resolution

	Commanding Presence
	Business Management
	Attention to Detail

	Commitment
	Chemistry
	Multiplexing of Resources

	Common Sense
	Commercial Practices
	Written Communication

	Confidence
	Communications Practices
	Complex Relationships

	Confidentiality
	Communications Systems
	Conceptual Thinking

	Conscientiousness
	Construction
	Conflict Management

	Corporateness
	Contracts
	Consulting Skills

	Creativity
	Customer Needs
	Creative Thinking

	Credibility
	Customer Relations
	Customer Focus

	Cyber-ability
	Earth Science
	Decisiveness

	Data Oriented
	Electronics
	Detail Oriented

	Dear Abby
	Engineering
	Developing Others

	Decisiveness
	Enterprise Information System
	Facilitation

	Delegation & Verification
	External Awareness
	Gets things Done

	Dependability
	Familiarization w/Government
	Influence

	Diversity Awareness
	Financial
	Information Gathering

	“Don’t Sweat the Small Stuff”
	Good Background Knowledge of World Political Events
	Interpersonal Skills

	Emotionally Secure
	Handling Classified Material
	Judgement

	Enabler
	Health & Safety
	Leadership

	Energetic & Enthusiastic
	Human Resources
	Listening

	Enjoy Problem Solving
	Information Communication Technology
	Logical Reasoning

	Feelings Oriented
	Instructional System Design
	Manages Business Ops

	Flexibility
	Knowledge
	Managing People

	Focused
	Law/Legal
	Mathematical Ability

	Good Listener
	Manufacturing
	Memory

	High Energy
	Marketing
	Mentoring

	High Productivity
	Mathematics/Data Analysis
	Negotiation

	Independent Thinker
	Office Politics
	Networking

	Initiative
	Organizational Development
	Observation Skills

	Innovative & Creative
	Organizational Awareness
	Organization

	Inspirational
	Physics
	Programmatics

	Integrity
	Policy – Organizational
	Quality Focus

	Intelligence
	Presentation Communication
	Risk Management

	Introspective
	Production Scheduling/Manufacturing
	Self-Management

	Good Judgement
	Program Management
	Situational Appraisal

	Leadership
	Project Management
	Spatial Processing

	Learning Oriented
	Regulatory/Legal
	Strategic Thinking

	Loyalty
	Research Techniques
	Stress Management

	Maturity
	Resource Management
	Synthesizing Data

	Multitasking
	Safety & Environment
	Systems Thinking

	Patient Teacher
	Sales & Marketing
	Team Building

	Objectivity
	Security
	Technical Communication

	Open Minded
	Software
	Technical Proficiency

	Patience
	Statistics/Analysis
	Technical Skills

	Perceptive
	System Architecture
	Technology Focus

	Perseverance
	Systems Integration
	Time Management

	Persuasive
	Systems Knowledge
	Training Skills

	Physically Fit
	Technical Competence
	Understanding specific intelligence

	Political Savvy
	Understand Government Relationships
	Verbal Expression

	Quick Learner
	NRO Collection System
	Working under Time Pressure

	Relationship Building
	Visual Arts
	

	Resourcefulness
	Warehouse Processes
	

	Results Oriented
	
	

	Risk Taking
	
	

	Self Development
	
	

	Self-Motivation
	
	

	Self-Direction
	
	

	Self-Esteem
	
	

	Self Improvement
	
	

	Sense of Humor
	
	

	Sensitive
	
	

	Team Orientated
	
	

	Thoroughness
	
	

	Trustworthy
	
	

	Visionary
	
	

	Willingness to work overtime
	
	


When all KSA data across the work areas were prioritized accordingly to their importance in (a) being responsive to customer base, (b) dealing effectively with the context factors and (c) accomplishing the previously defined superior outputs, a consistent theme arose as to whether knowledge, skills or attributes was the key driver of performance excellence.  What truly differentiates top performance is an ability to demonstrate personal attributes.  Participants felt that knowledge was a threshold requirement and skills were more important than knowledge but less than attributes.

Qualitative Analysis

When one evaluates the key attributes,  the key skills and their associated behaviors as well as stories that were generated, it becomes clear that participants were defining a bundled construct that is fast becoming a core competence across all organizations and not just at the NRO, that being "emotional intelligence".  Emotional intelligence involves both personal (how we manage ourselves) and social (how we handle relationships) competence that entails self-awareness, self-control, intrinsic motivation, interpersonal effectiveness, and empathy.  Each of these five traits is characterized by:

· Knowing one's internal states, preferences, resources and intuitions

· Emotional Awareness (recognizing one's emotions and their effects

· Accurate self-assessment (Knowing one's strengths and limits)

· Self-Confidence (a strong sense of one's self-worth and capabilities)

· Managing one's internal states, impulses, and resources

· Self-Control (keeping disruptive emotions and impulses in check)

· Trustworthiness (maintaining standards of honesty and integrity)

· Conscientiousness (taking responsibility for personal performance)

· Adaptability (flexibility in handling change)

· Innovation (being comfortable with novel ideas, approaches, and new information)

· Emotional tendencies that guide or facilitate reaching goals

· Achievement Drive (striving to improve or meet a standard of excellence)

· Commitment (Aligning with the goals of the group or organization)

· Initiative (readiness to act on opportunities)

· Optimism ( persistence in pursuing goals despite obstacles and setbacks)

· Awareness of other's feelings, needs, and concerns

· Understanding others (sensing others' feelings and perspectives, and taking an active interest in their concerns)

· Developing others (sensing others' development needs and bolstering their abilities)

· Service orientation (anticipating, recognizing and meeting customer's needs)

· Leveraging diversity (cultivating opportunities through different kinds of people)

· Political awareness (reading a group's emotional currents and power relationships)

· Adeptness at inducing desirable responses in others

· Influence (wielding effective tactics for persuasion)

· Communication (listening openly and sending convincing messages

· Conflict Management (negotiating and resolving disagreements)

· Leadership (inspiring and guiding individuals and teams to want to perform)

· Change catalyst (initiating or managing change)

· Building bonds (nurturing instrumental relationships)

· Collaboration and Cooperation (working with others toward shared goals)

· Team Capabilities (creating group synergy in pursuing collective goals)

Top performers recognized this emotional intelligence factor as being the spring board and keystone for career advancement and executive success.  It should become the cornerstone for self-assessment and continuous improvement for others to become top performers.

Common Competencies

Further analysis identified competencies common to all work areas across the NRO.  These consisted of fourteen (14) knowledges, twenty-five skills, and fifteen (15) attributes.  They are denoted in Table 9.

Table 9 - Common Competencies

	ATTRIBUTES
	KNOWLEDGE
	SKILLS

	Affect Oriented
	Administrative
	Analytical Thinking

	Assertiveness
	Organizational Awareness
	Oral Communication

	Confidence
	Business Management
	Written Communication

	Conscientiousness
	Finance
	Conflict Management

	Data Oriented
	Handling Classified Material
	Creative Thinking

	Decisiveness
	Health & Safety
	Customer Focus

	Dependability
	Human Resources
	Detail Oriented

	Flexibility
	Information Communication Tech.
	Developing Others

	Initiative
	Law/Legal
	Influential

	Integrity
	Project Management
	Interpersonal Skills

	Learning Orientation
	Research Techniques
	Judgement

	Risk Taking
	Statistical Analysis
	Leadership

	Results Oriented
	Visual Arts
	Logical Reasoning

	Self Direction
	
	Managing People

	Visionary
	
	Mathematical Ability

	
	
	Memory

	
	
	Negotiation

	
	
	Observant

	
	
	Quality Focused

	
	
	Risk Management

	
	
	Strategic Thinking

	
	
	Stress Management

	
	
	Synthesizing Data

	
	
	Team Building

	
	
	Time Management


A review of these common KSAs reveals other bundled factors besides emotional intelligence acumen. They are:

· Business Acumen composed of project management, organizational awareness, results oriented, finance, law/legal, quality focused, human resource management and administration

· Systems Acumen composed of synthesis, strategic thinking, risk taking, risk management, creativity, and visionary

· Analytical Acumen composed of logical reasoning, research techniques, statistical analysis, mathematical ability, data orientation, observant, and memory

· Pragmatic Acumen composed of stress management, health/safety, handling classified material, detail oriented, managing people, time management and visual arts

These five acumens are what constitute the NRO mainstay core competencies.  How these are differentiated within each area of work is clearly represented by their behavioral indicators found in "COMPASS".  Future education and training in the NRO would do well to support and reinforce employees to map, track, and take courses associated with these five acumens.

Three additional evolving NRO core competencies are surfacing, particularly with KSAs associated with information technology, managerial leadership and customer focus.  They involve knowledge management, marketing/customer orientation, and resource management.

Exemplars noted that the NRO is specifically weak in its ability to exploit these three evolving core competencies.  Extraordinary effort should be made to provide education and training to grow these competencies in the NRO.

It is particularly illuminating to note that most dollars are spent at developing personnel where the payoff is the least.  Figure 13 depicts this trend.
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The NRO would do well to reallocate its training dollars more towards developing systems understanding and motivated creativity.  The NRO would also benefit by leveraging its use of smart software as a huge enabler in generating knowledge and wisdom throughout the NRO as it strives to become a leader in information superiority. 

Quantitative Analysis

Cluster analysis is a quantitative procedure that begins to separate the component data into groups of similarity – where similarity depends upon value judgments by the user. Cluster analysis performed on the competencies chosen by exemplars from each work area revealed four clusters per work area. These clusters were derived in tandem with Rank order and cluster analysis to identify the critical, important, and beneficial competencies by work area.  The quantitative measurements visualized natural breaks in the scores where one cluster ended and another began. Table 10 depicts the Knowledge, Skills, and Attributes competencies that are rated  “critical” for people to perform the outputs for each NRO work area studied.

Table 10 - Critical Competencies

	WORK AREA
	KNOWLEDGE
	SKILL
	ATTRIBUTE

	ANALYSIS
	· Customer Needs

· Organizational Awareness

· Program Management

· Systems & Architectural Engineering
	· Logical Reasoning

· Organization

· Strategic Thinking
	· Decisiveness

	ACQUISITION
	· Presentation Technology

· Customer Awareness

· Program Management
	· Leadership

· Customer Focus

· Communication (o)
	· Decisiveness

· Accountability

· Leadership

	ADMIN SERVICES
	· Organizational Awareness

· Handling Classified Material

· Human Resources

· Business Management

· Behavioral Science
	· Conscientiousness

· Dependable

· Decisiveness
	· Conscientiousness

· Dependable

· Decisiveness

· Flexibility

· Results Oriented

· Self-confidence

· Self-direction

· Enabler

	CONTRACT
	· Behavioral Science

· Business Management

· Familiarity w/Government processes/acquisition

· Financial
	· Multi-tasking

· Creative Thinking

· Customer Focus

· Decisiveness

· Judgement

· Leadership

· Team Building

· Communication (w)


	· Assertiveness

· Flexibility

· Initiative

· Integrity

	CUSTOMER FOCUS
	· Acquisition

· Engineering

· Information/Comm.Tech..

· Program Management

· Sales & Marketing

· Organizational Awareness

· Business Management
	· Customer Focus

· Communication (o)

· Judgement

· Stress Management

· Communication (w)
	· Dependability

· Decisiveness

· Flexibility

· Integrity

	FINANCIAL MANGEMENT
	· Financial

· Organizational Awareness

· Resource Management
	· Analytical Thinking

· Logical Reasoning

· Judgement

· Influence
	· Integrity

	HUMAN RESOUCES
	· Organizational Development

· Human Resources

· Business Management
	· Communication (w)

· Communication (o)

· Customer Focus

· Interpersonal
	· Integrity

· Conscientiousness

	INSPECTOR GENERAL (AUDITING)
	· Acquisition

· Business Management

· Financial

· Organizational Awareness
	· Communication (w)

· Communication (o)
	· Integrity

	LAUNCH
	· Project Management

· Engineering


	· Communication (w)

· Communication (o)

· Customer Focus

· Detail Oriented

· Judgment

· Leadership

· Managing People

· Team Building
	· Integrity

· Initiative

· Decisiveness

· Dependability



	LOGISTICS
	· Warehouse:  Receive/ship/ stock/pack/inventory
	· Communication (w)

· Communication (o)

· Customer Focus

· Detail Oriented

· Judgment

· Leadership

· Quality Focus

· Team Building

· Time Management


	· Integrity

· Conscientiousness

· Decisiveness

· Dependability

· Results Oriented

	OPERATIONS
	· Info. Comm. Tech.

· Physics

· Systems Integration

· Systems 
	· Communication(o)

· Communication(w)

· Anomaly/Problem 

· Resolution

· Customer Focus

· Detail Oriented

· Judgment

· Leadership

· Logical Reasoning

· Organization

· Quality Focus

· Risk Management

· Stress Management

· Team Building

· Analytical Thinking

· Creative Thinking

· Time Management

· Working under pressure


	· Decisiveness

· Integrity



	PUBLIC AFFAIRS  LEGISLATIVE LIASON 
	· Organizational Awareness
	· Attention to Detail

· Logical Reasoning

· Communication (o)

· Communication (w)
	· Conscientiousness

· Dependability

· Integrity

· Results Oriented

	PROGRAM MANAGER
	· Acquisition

· Financial

· Program Management
	· Communication

· Judgement

· Leadership

· Managing People
	· Integrity

	RESEARCH & DEVELOPMENT
	· Communication Systems

· Electronics

· Engineering

· Financial

· Mathematics

· Physics
	· Communication (o)

· Communication (w)

· Judgement

· Analytical Thinking

· Creative/Conceptual Thinking
	· Common Sense

· Creativity

· Initiative

· Integrity

· Analysis & Synthesis

· Openness to New Ideas

· Self Motivation/Enthusiasm

· Vision

	SECURITY
	· Handling Classified Material

· Organizational Awareness

· Human Resources
	· Communication (w)

· Conflict Management

· Customer Focus

· Interpersonal Skills

· Leadership

· Quality Focus

· Stress Management

· Teamwork

· Time Management
	· Confidentiality

· Conscientiousness

· Decisiveness

· Dependable

· Flexibility

· Initiative

· Integrity

· Self-confidence

	SECRETARIAL, ADMINISTRATIVE  ASSISTANT
	· Administrative

· Handling Classified Material

· Human Resources

· Organizational Awareness
	· Communication (o)

· Communication (w)

· Conflict Management

· Customer Focus

· Detail Oriented

· Interpersonal Skills

· Stress Management

· Team Building

· Time Management


	· Confidentiality

· Conscientiousness

· Decisiveness

· Dependable

· Flexibility

· Multitasking

· Judgement

· Attitude

· Creativity

· Corporateness

	SYSTEMS ENGINEERING
	· Awareness

· Business Management

· Engineering

· Technical Knowledge

· Program Management
	· Analytical Thinking

· Conceptual Thinking

· Judgement

· Leadership


	· Integrity

· Leadership

· Self Development



	INFORMATION TECHNOLOGY
	
	
	

	MANAGERIAL LEADERSHIP
	
	
	


IX-E.  NRO Core Values

The second major component to determining NRO core competencies( see Figure 1) is to evaluate the NRO core values.  The intention is to align the NRO strategy with core competencies. While it is interesting to know the differences between work areas, our primary focus is to develop a snapshot of the common themes that surfaced across the NRO.  No where in the evolution of the NRO values, has anyone articulated more clearly what these values mean in the actual context of daily work than in this competency model study.  The values clarification is an essential ingredient in making sure the five "mainstay" core competencies that surfaced through our analysis in the previous section, are vetted against expected behaviors of the NRO core values.  The six NRO core values are:

1. Integrity

2. Customer Satisfaction 

3. Mission Commitment

4. Government/Industrial Partnerships

5. Teamwork & Diversity

6. Innovation & Creativity

Data Elicitation

All the core values were described as depicted above with the exception of teamwork & diversity which were broken out into two separate values.  Thus, a total of seven core values were described.  The rationale for separating teamwork and diversity was that they were reflecting very different thoughts and behaviors. During this competency modeling study, participants were specifically asked to examine how the NRO core values impacted the nature of their work.  Each work area gave their perspective as to what was important about each core value.  For each core value, once duplications were eliminated, information was collapsed across focus groups and similar thoughts were clustered.  Each cluster was then analyzed for a common theme.

Core Values Discussion

Integrity


Based on the perspectives generated by exemplars across all areas of work, nine key themes emerged concerning the NRO's core value of Integrity.  An individual demonstrating integrity would be:

· Objective and Tactful
· Equitable
· Protective of the Rights of Others
· Diligent and Accurate 
· Concerned with High Ethical Standards
· Beyond Approach  in terms of Morality 
· Honest, Open to Feedback 
· Customer Centric
· Would Operate from a High Level of Social/Moral Reasoning
Table 11 depicts the common groupings of clustered information collected on integrity.

Table 11 - NRO Core Values: Integrity Descriptions

	1.  Integrity

	1. Maintains objectivity and minimizes placing blame; recognizes mistakes and makes amends appropriately; acknowledges a mistake; Sustains objective view when providing seniors with data; provides feedback that accurately reflects information discussed.

2. Stays with the facts and protects Government’s equity; puts aside personal goals for the good of the organization and/or others; operates by what is best for the organization as a whole; maintains the spirit of security requirements when situations mandate exceptions or waivers apply.

3. Is honest and forthright at all times, in all situations; stands up for what he/she thinks is right; exhibits honesty, courage, and loyalty through spoken and written words and actions; embraces honesty, straightforward, fair approach to business; demonstrates honesty with peers and subordinates, in fact as well as intent; gives credit and recognition to the ideas of others; supports commitments; engages in fair dealings with our partners in industry.

4. Demonstrates an absolute intellectual honesty and objectivity in judgment; correctly reports plans, results, situations, issues, and problems even when personally at fault or responsible for a negative report; conveys the real benefits of a project and its capabilities; leads with honest, accurate information, based upon analysis and measurable data to allow all to reach decisions that meet program objectives; manages budgets with diligence; does the right thing--always; lives up to promises and commitments; respects the proprietary nature of contractor data in discussions with other contractors; informs customers about known capabilities, anticipated (but not guaranteed) capabilities, and high risk capabilities; ensure customers fully understand cost potential of alternatives and impacts to schedules and performance.

5. Displays high standards of ethical conduct; avoids any appearance of impropriety involving money, contracts, or confidentiality; “walks the talk.”; knows that “Off duty" activities will in some way affect one’s work perception; practices integrity at all times; supports the culture that a word and handshake is firm and everything possible will be done to meet commitments. 

6. Maintains high morals in the office; knows what is right and what is wrong; is above reproach.   

7. Has a strong belief in the integrity of senior leadership; doesn't let trends influence correct thought process; confidently informs chain of command of negative issues associated with program cost and schedule.

8. Provides customers with the best this country can offer in technology, innovation, and commitment; recommends the right thing for the taxpayer regardless of the current acceptable position; requires that we have a process in place to collect data accurately (i.e., valid and verified) so that we provide decision makers with correct information; fairly evaluates all options, recommending the best solution; works toward the mission and is not swayed by political influences; has the courage to support what is necessary to provide services that will successfully deliver NRO spacecraft to their operational orbits.

9. Sticks with the rules; Remains consistent - follows rules and procedures as expected by others; does not do anything that could not be published in the Washington Post; never settles for less, but realizes that integrity may require a break with the rules; resists the pressure to "go along to get along.".



Customer Satisfaction 


Based on the perspectives generated by exemplars across all areas of work, three key themes emerged concerning the NRO's core value of customer satisfaction:

· Customer Empathy (sensing the viewpoint of the customer)

· Customer Driven Continuous Process Improvement

· Customer Engagement and Dialogue (gaining a shared sense of meaning)
Table 12 depicts the common groupings of clustered information collected on customer satisfaction.

Table 12 - NRO Core Values: Customer Satisfaction Descriptions

	2.  Customer Satisfaction

	1. Realizes why the NRO is procuring its systems; understands the customer’s vision; supports the organization's best interests versus personal success; thinks independently; does not follow the crowd;  responsive to customer requests;  launch exists to place good hardware (satellites) into the right orbits; finds out who the customer is and learns the customer’s business; solicits honest feedback from customers in order to improve service, product, or timeliness of delivery; is aware that customer satisfaction is important to the NRO’s success; keeps customers informed; considers everyone as being a customer and provides them with the highest quality product; understands customer perspective; facilitates customer’s ability to do their job better; establishes trust between mission partners; remembers who the customer is and tries to view issues from that perspective.
2. Delivers quality products that make a customer happy to return; provides the best product to meet the needs of the customer given available resource; provides the right information to the right entity on time; sets reasonable timetables to accomplish actions and sticks to the timetable; works detailed contract language to ensure the Government gets value for the price paid; seeks out ways to satisfy the customer and get the job done effectively; delivers products and services as promised; successful launches - on time, within budget; give customers what they need; meet commitments and provide the service customers expect; knows that customer satisfaction is the number one goal; ascertains customer needs and performs accordingly; develops a product that has value and utility as measured by customer satisfaction; ensures the customer gets the right product, at the right time, in the right place, in the right format; knows the system well, addresses customer concerns, and recommends improvements; meets the special requirements of each and every customer -- from users to "overseers.”; strives to provide the customer with the best possible product at an affordable price, one that meets the requirements and is delivered in a timely manner; develops a technology transition plan and carries it through; goes the extra yard without compromising security; follows up on all correspondence and phone calls even if a suspense system has to be created; seeks feedback during and after the issue is resolved; finds the answer for the customer; provides progress feedback to customer.

3. Engages in useful and honest discussions with customers even when there are differences; makes customers feel they are part of the process; establishes a working relationship with the customer in future needs definition that is not based upon the current set of requirements; helps customers think innovatively and addresses nontraditional ways of doing business; informs customers about known capabilities, anticipated (but not guaranteed) capabilities, and high risk capabilities; ensure customers fully understand cost potential of alternatives and impacts to schedules and performance; acts with conviction; goes the extra mile for the customer; encourages internal and external customer focus throughout the organization; understands that we are often customers of each other and should strive to deliver the same high level of service internally that we insist on for our external customers; meets customer needs by confirming that they are satisfied with service; obtains feedback; takes the time to verify customer needs with the customer; recognizes the importance of understanding customer needs and considers their needs in R&D projects; keeps customers satisfied by meeting requirements in a timely manner and producing high quality products; gives timely and accurate answers; is disciplined in the determination of customers’ needs and responsive in confirming that those needs are met; knows that the action is  not closed until the customer understands and is in agreement with the response; gives customers best professional opinion; explains tactfully to customers when priorities change (i.e., why they are not always first); visits the customer routinely to better understand concerns and problems.



Mission Commitment


Based on the perspectives generated by exemplars across all areas of work, three key themes emerged concerning the NRO's core value of mission commitment:

· Mission  Devotion

· Mission Resolution

· Mission Dedication and Adaptability
Table 13 depicts the common groupings of clustered information collected on mission commitment.

Table 13 - NRO Core Values: Mission Commitment Descriptions
	3.  Mission Commitment

	1. Focuses on NRO goals of supporting the customer rather than  personal agendas; strives to ensure the successful accomplishment of the mission; tailors contract terms to reflect mission accomplishment; understands the mission of the NRO as well as other external players and how the NRO fits into the bigger picture; understands the macro and micro duties/roles and missions which support the larger NRO; understands personal role in helping the NRO succeed; knows the mission of the parent organization(s); understands that the execution of the job must always satisfy the responsibilities, needs, and expectations of the Intelligence Community first; treats mission as the highest national importance;  is aware that somebody's life may depend on successful completion of the mission; focuses research programs on technologies that support or enable capabilities needed to execute the NRO mission or that of its mission partners; understands that R&D is not the mission -- it is a path to accomplishing the mission; takes into account the mission of the organization when making decisions and prioritizing work; knows the mission of the group well enough to identify if and when that mission may need to be changed or modified; commits to making the group’s mission both current and viable; understands mission commitments.

2. Directs efforts that contribute to the mission of the organization; understands the overall objectives of the organization and directs the goals of each program/project to support those objectives; does whatever it takes to get the job done within a reasonable interpretation of the rules set; encourages all team members to understand their valued role toward accomplishment of the mission; understands the user's needs and constraints and adopts flexible contracting approaches to match; raises the flag when funds could be better spent on another mission requirement; takes the time to understand the broader NRO mission using various resources (COTRs, Web, lunch and learn seminars, briefings, etc.); defines the mission so that it relates to individuals; translates the mission to customers as while interacting on requirements, problem solving, etc; prioritizes tasks based on mission needs; completes tasking to meet deadlines even if it requires working overtime or staying late; more than just having successful launches; help the NRO reach its vision; gets the job done to the best of ability; helps others, shares information, works well within a team, focuses on goals, makes results happen; vocalizes how the organization can improve; strives to acquire knowledge beyond present skills in order to benefit the NRO's mission; takes pride in successes and learns from failures; knows local group goal(s) and what needs to be achieved; realizes that the overall organization mission will be achieved with the successful completion of these individual mission goals; asks for clarification if the goal is not clear; makes a point of reviewing actions and ensuring they are congruent with the organization's stated mission; understands that every security decision must be supportive of the mission in some way; challenges constructively the goals of the NRO based on changing goals/objectives of the NRO’s customers; ignores distractions to deliver commitments; understands how one’s job function supports the mission.

3. Is willing to be flexible—recognizes that there's usually more than one way to get something done; is devoted to duty; places the mission above job promotion; is committed to mission accomplishment; willing to make short-term personal sacrifices in favor of a long-term NRO mission/image benefit; is dedicated to doing his/her part in helping the organization meet its goals; understands that mission comes first and operations must find a way to accomplish it; focuses on the mission without letting “turf loyalties” or the "established way of doing business" attitudes get in the way; knows the mission of the operations sector; desires to do whatever is necessary to get the job done; believes in what he/she does; is dedicated to the mission of the organization; maintains sight of the overall mission of the organization and understands that security’s mission is in a supporting role to that larger mission; fosters total focus of all employees from the highest level to the lowest; realizes that the success of the organization depends on people with the right attitude and mind set; places mission ahead of personal ambition.



Government/Industrial Partnership


Based on the perspectives generated by exemplars across all areas of work, three key themes emerged concerning the NRO's core value of Government/Industrial partnership:

· Partnership Awareness and Astuteness

· Partnership Synergy

· Partnership Trust and Balance 

Table 14 depicts the common groupings of clustered information collected on Government/Industry partnership.

Table 14 - NRO Core Values:  Government/Industry Partnership Descriptions
	4.  Government/Industry Partnership

	1. Recognizes that the contractor works from a base of profit for the shareholders; the Government works from a service basis; understands the competitive environment as it relates to the NRO, declining budgets, and the effect on Government/industry partnerships; partners with other Government organizations; recognizes that the commercial sector has a commitment to both stockholders and the NRO; is aware of industry’s profit thresholds and corporate commitments; critical to the success of launch-industry partnership and necessary for the success of the development of future launch systems that will be used and required by the NRO; understands that our partnership ultimately benefits the taxpayers; recognizes that we are a team trying to accomplish the mission.
2. Negotiates the Government’s needs with industry so that both sides meet their objectives.; strives for win-win relationship; listens to industry's concerns; maximizes competition; provides fair inputs to award fee boards; avoids adversarial relationships, which have been detrimental to other Government agencies; keeps industry informed; holds contractors to what they signed up to do; interfaces with the industrial partners, representing the NRO in a professional manner; ensures that the partnership benefits both industry and Government and, in turn, the Governments' customers; leverages the strength, diversity, knowledge, and experience of the Government and industry to ensure customer satisfaction; recognizes the synergy of Government/industry efforts; allows industry to perform test and evaluation of products for customer needs to minimize costs; takes time to understand each other’s organizational culture—makes sure everyone feels comfortable in NRO culture; encourages both contractor and staff input on issues; establish good working relationships with contractor or SPO counterparts; keep all parties informed and involved in resolution of issues or solving of problems; works with partners to achieve the best results possible for the organization; seeks the most efficient and cost effective means to achieve desired results; performs effectively in a Government/industry partnership team; erases any lines between Government and industry so that there is only one team; believes that the synergistic contractor/government team approach is the key to the organization's success; understands that the way to succeed is to use the additional skills, experience, and knowledge that is available through partnerships with industry and other Government organizations; articulates intelligence and technical problems and relies on the vast knowledge and experience residing in the many individuals outside the Intelligence Community to help solve these problems; believes that true partnerships work together and not against one another; utilizes all available resources to ensure the most value-added product or service; utilizes resources from industry to provide the best product; includes industry (or a subset of it) in the decision-making process where appropriate; offers industry the opportunity to raise issues believed to be significant to the overall business; recognizes that the Government can and will learn many valuable lessons from industry as defense budgets decrease, resources dwindle, and the need to take on a "corporate attitude" moves into the Government sector; encourages a solid partnership with industry to develop the best solutions; understands the roles and responsibilities assigned to each partner; develops a network with other organizations.

3. Establishes partnership and trust between Government and contractor; contractors need to trust the Government to feel comfortable passing on key information in a timely manner; government needs to trust contractors so that they might proceed with a minimum of oversight; understands that both Government and industry are critical to the successful execution of the mission and the realization of the organization’s vision; responds quickly to phone calls and written requests for action; treats contractor counterpart with respect as a partner; ensures contract payments are made on time; demonstrates mutual trust and respect; is honest and consistent in dealings with industry partners; understands that success or failure is team driven; believes teamwork is the key to success; capitalizes on each others’ talents and experience to get the job done; does not assume that the NRO is the sole source of knowledge in dealing with space-based reconnaissance; works together with other agencies within the Intelligence Community to accomplish the mission; demonstrates commitment to the job, supervisor, and the mission; recognizes that products cannot be produced or requirements achieved without cooperation between Government and Industry; recognizes that the NRO is heavily dependent on the skills of contractors who are often equal or greater contributors to the mission; develops partners as an incentive for mission success, not just an incentive for meeting segment requirements; provides honest feedback on contractor performance.


Teamwork


Based on the perspectives generated by exemplars across all areas of work, three key themes emerged concerning the NRO's core value of Teamwork:

· Team  Savvy

· Team Excellence

· Team Positive Climate
Table 15 depicts the common groupings of clustered information collected on teamwork.

Table 15 - NRO Core Values: Teamwork Descriptions
	5.  Teamwork

	1. Integrates different entities into a coordinated, focused whole; recognizes that it takes all members of the team to execute the mission successfully and realize the organization’s vision; believes that teamwork will help an organization survive; works toward a common goal; demonstrates camaraderie; fosters sense of "community;”  focuses people on common mission/common goal; builds a team of people who will work in the best interests of the customer and the organization; teams include the customer and well as the developer; finds corporate solutions through leveraging individual skills; provides opportunities to work in teams; recognizes that the best efforts of all Government and industry personnel are required in order for success to be achieved; works with the customer to achieve optimal results; views all personnel as key players of the organization’s team; encompasses NRO, partners, and users—all have common purpose; uses others’ talents and experience to accomplish the mission; values contributions and ideas of all team members; recognizes that most R&D is a team effort, requiring effective communication and a sense of common purpose; recognizes that budget, contracts, security personnel, and others are all part of the R&D team; realizes that all component parts of NRO need to work together; works well with military, civilian, and contractors to maintain the nation’s security and protect it from enemies; recognizes that teams share the credit for accomplishments and the blame for failure; Acknowledges that teams need leaders and followers; Understands that everyone has something positive to bring to the table. 

2. Works well with others regardless of position or grade to acquire systems/services; maximizes the success of the group as a whole, employing to best advantage the knowledge, skills, and attributes of each individual; involves all parties in the NRO acquisition to the point that they share some of the value, worth, and concern over the effort; shares responsibility with the contractor; ensures mutual support; recognizes that teams include security, budget, program offices, and contracting officers internally; encourages external teamwork with contractors; fosters partnerships; acknowledges and considers different or challenging opinions within teams; understands that the strength of teams depends on the perseverance and commitment of each individual; seeks customer involvement in both defining requirements  and evaluating potential solutions; shares information across broadest possible range; uses skills of all employees; works efficiently and effectively with the SV SPOs, SMC, and AFSPC; Listens and learns from others; works with CMS, the Intelligence Community, and the DoD to attain each of the NRO’s Information Superiority requirements; works effectively across the Ds and Os to maximize abilities, stretch the budget, and share capabilities; Recognizes that most problems--especially complex technical problems, require cooperation and collaboration to be handled successfully; works as a member of a truly integrated team and does not seek individual recognition; makes decisions based on what is good for the project and what is best for the team; supports the NRO Director by providing quality and up-to-the minute information for addressing Congress; obtains support from upper management to encourage training and educating for support staff so that they may better assist the team; supports fellow workers actively and understands as many aspects of the team's mission as possible; recognizes the value of someone's willingness to make a decision without needing everyone's concurrence; encourages NRO employees to develop the desire to share knowledge and skills; recognizes and praises the efforts of coworkers to them and their superiors; encourages NRO management to foster an "esprit de corps" among ranks; fosters an open, honest environment where everyone is encouraged to contribute to mission success; Works through problems with our mission partners to develop a joint solution; creates an atmosphere where contributions are valued, stress is minimized, mistakes become learning opportunities, and calculated risk taking is encouraged.

3. Works to make all members of the team successful; fosters a team environment; promotes a balance of power, respect, and trust relationship rather than a subordinate-leader relationship with the contractor; fosters group or team participation by rewarding the team; is willing to accept different ideas; understands that all elements are essential (operations, development, R&D, etc.) and must work as a team; Works with other NRO R&D organizations cooperatively rather than competitively; works as a team within home organization to set strategy, priorities, and direction; recognizes the cultural differences between civilians and military but sees the diversity as a strength; recognizes that teamwork often requires a willful subjugation of self to accomplish the mission or goal; Mentors other employees.



Diversity


Based on the perspectives generated by exemplars across all areas of work, three key themes emerged concerning the NRO's core value of Diversity:

· Diversity Incubator

· Diversity Enricher

· Diversity Advocate and Champion

Table 16 depicts the common groupings of clustered information collected on diversity.

Table 16 - NRO Core Values: Diversity Descriptions

	6.  Diversity

	1. Maximizes the use of all the members’ diverse skills and experience base to achieve the goal;  endeavors to find the best qualified person for the job; fosters a work environment that encourages all personnel to excel; Accepts people as they are; tries to understand differences; is aware of other organizations and individual cultures; appreciates and takes advantage of differences in the cultures; values people and the skills they bring with them in meeting customer requirements; recognizes and is comfortable with the fact that different team members have different duties; brings diverse groups and people to a consensus that is best for the organization and the mission; understands the need for different ideas and strengths that others bring to the team and incorporates them into the process to achieve optimal results; creates a climate that encourages and welcomes new ideas; leverages skills from diverse personnel resources to achieve the optimal solution to any problem; understands that diversity is essential to finding new paths to meet objectives optimally; recognizes and capitalizes on individual strengths and talents; appreciates all cultures; realizes that having a diverse environment is a good opportunity to learn; understands that diversity brings synergy to produce a superior product; Is receptive to new ideas and procedures; hires people from non-traditional fields to do new jobs and bring fresh perspectives to a situation; recognizes change and pace of change --ensures customers are also aware of changes.

2. Seeks input from all mission partners and industry; recognizes value of different points of view; critically thinks about opinions of others; Seeks to obtain a balanced mix of experience within each office; seeks to obtain a balanced mix of the various home office (Navy, CIA, AF, etc.) personnel within each office; continues to recruit outstanding individuals from a variety of Government agencies, experience, and background without regard to gender or ethnic background; gives COs the opportunity for different experiences during their tours; ensures opportunities are created for the development of juniors; offers job enrichment, training and encouragement to all team members; obtains input from all team members on team issues; values the fact that differences in background and experience provide a wide range of contributions; recognizes that different academic backgrounds, work experiences, life experiences, cultural backgrounds, gender, race, ethnicity, etc., are key to formulating different and innovative ways of solving a problem; develops an open-minded environment where all ideas are encouraged and evaluated based on open and fair criteria.

3. Understands that pluralism and diversity are important to successful organizations; encourages differences and values opposing points of view; treats people fairly; ensures level playing field for all people; is open-minded and looks for different perspectives on issues; accepts all individuals as an effective part of the team regardless of background, education, race, and gender; treats all equally, respecting the particular strengths that each can bring to the solution of the technical needs for the NRO; recognizes the needs of employees; recognizes that diversity is important in order to avoid creating a stagnant working environment; recognizes that cultural diversity is positive; understands that diversity in skill types and proficiency levels should be dictated by location and the type and level of activities being supported; recognizes that different perspectives create stronger solutions.



Innovation & Creativity

 Based on the perspectives generated by exemplars across all areas of work, three key themes emerged concerning the NRO's core value of Innovation and Creativity:

· Critical Thinker

· Educated Risk Taker

· Patient Pathfinder

Table 17 depicts the common groupings of clustered information collected on innovation and creativity.

Table 17 - NRO Core Values: Innovation and Creativity Descriptions

	7.  Innovation & Creativity

	1. Makes nontraditional thinking work by using unconventional techniques and technologies; finds new solutions or redefines the problem; benchmarks other acquisition organizations; maintains current networks and seeks out better ideas to apply to business strategies; understands when innovation is required; thinks divergently; understands that creative solutions may address the challenges of the customer base more efficiently than other solutions; is open minded; can dismiss personal experience temporarily to focus on what "might" be, even if it goes beyond what is requested by the customer; encourages and provides for "out-of-the-box" thinking; offers creative solutions; knows that high rates of change are characteristic of the world—recognizes that innovation and creativity must be practiced continuously to thrive in this environment; leverages all of the talent from inside and outside the NRO to develop novel solutions to unique problems; investigates and develops new components, processes, and approaches to problem solving; creates a vision, finds ways to implement that vision, and brings that vision to reality; strives to be on the cutting edge of technology; keeps an open mind.  

2. Challenges the "status-quo;" gives new ideas a fair hearing; realizes that for innovation to take place, risks must be taken; searches for new ways to relieve the burden of everyday bureaucracy/ administration to allow program offices to pursue their goal of designing, launching, and operating satellites by selecting key personnel, controlling tour dates for the military, tailoring training courses, and providing hands-on HR support, etc.; looks for a better, quicker, more efficient way to do things; rewards innovative thinkers by "publishing" their success for others to use (best practices); listens to contractor partners for smarter ways to do business—seeks opportunities to "commercialize" purchases; suggests solutions to fix problems; Understands the user; invests in technology and creative future development to support the greater need of the customer; is willing to look for support from unconventional sources to meet conventional problems; takes risks when appropriate; rewards people who take risks; develops a solution to a customer problem first, then reviews rules and regulations for compliance; doesn’t assume course of action is impossible; solicits ideas from others including customers and co-workers; looks at the problem from different viewpoints - NRO, IC, the media, the public, and Congress - to arrive at innovative and creative solutions with the broadest possibility of a favorable outcome to all; benchmarks  diverse organizations who are nevertheless successful at what they do; overcomes the constraints associated with daily operations; upgrades personal education and skills; produces an acceptable product even when faced with limited resources; recognizes that creativity is nothing without people to work out the details of the grand design; recognizes that technology is rapidly advancing and new security challenges go along with these changes; encourages brainstorming.

3. Overcomes the “that's not how we’ve always done it” mentality; allows for changes to improve people, processes, and products beyond the margin; thinks of new ways to improve a process; uses the team’s creativity to tackle a problem or improve upon processes; builds on other employees’ ideas to arrive at the best possible solution; conducts a periodic review of current processes; allows people to test innovative solutions; expands the solution space and fosters opportunities; encourages new ways of doing business; develops innovative solutions that make order out of chaos; does not allow rules, regulations, and “old thinking" to prevent submitting an idea or recommending a change; encourages creativity in others; looks for a better way to do business; ensures that the proposed change solves more problems than it creates; generates and supports new ideas and process improvements.



Core Values (Personal vs. Organizational)

Participants through their descriptions identified 27 themes across the 7 NRO core values (see Table 18 for a summary).  

Table 18 - Summary of  NRO Core Values and Thematics

	NRO Core Value
	Thematic

	1. Integrity
	· Objective and Tactful
· Equitable
· Protective of the Rights of Others
· Diligent and Accurate 
· Concerned with High Ethical Standards
· Beyond Approach  in terms of Morality 
· Honest, Open to Feedback 
· Customer Centric
· Would Operate from a High Level of Social/Moral Reasoning

	2.  Customer Satisfaction
	· Customer Empathy

    (sensing the viewpoint of the customer)

· Customer Driven Continuous Process 

     Improvement

· Customer Engagement and Dialogue

    (gaining a shared sense of meaning)

	3.  Mission Commitment
	· Mission  Devotion

· Mission Resolution

· Mission Dedication and Adaptability

	4.  Government/Industry Partnership
	· Partnership Awareness and Astuteness

· Partnership Synergy

· Partnership Trust and Balance

	5.  Teamwork
	· Team  Savvy

· Team Excellence

· Team Positive Climate

	6.  Diversity
	· Diversity Incubator

· Diversity Enricher

· Diversity Advocate and Champion



	7.  Innovation & Creativity
	· Critical Thinker

· Educated Risk Taker

· Patient Pathfinder


Each of these NRO themes can and should be looked at in reference to how they compare with five basic universal culture values identified through research (Pearman).  People in all cultures, all over the globe value:

1. Autonomy (self-determination, freedom, and right to choose)

2. Beneficence (constructive outcomes, greater good for all, and feeling of appreciation)

3. Harm Avoidance (tactful critiques, selectivity in word choice, and consideration of consequences)

4. Justice (right to be heard, fair playing field, and appropriate rewards)

5. Truth (honoring one's heart, reporting without blame, and faithfulness to what one knows).
The exemplars noted everyone of these universal traits in their descriptions of the NRO core values.  However, they were quick to point out that the NRO's management, in general, lacks how to institute these core values which support the universal cultural values.  The exemplars explicitly stated that they expected the NRO to set up reward systems to support and reinforce the demonstration of these core values, and that the core values should receive the same level of attention that the NRO strategic planning goals receive.  They further discussed the importance of making certain that performance appraisals and development plans address the demonstration of the behaviors associated with these core values.  The resounding message from these exemplars is that top performance is evidenced by being value centric (i.e., manage by values).

IX-F.
Developmental Experiences

Understanding the importance of developmental experiences is vital to operationalizing the information gleaned in this Competency Study.  Developmental experiences give us the "how" to make all of this happen.  It answers the "how" in the sense that "Now that I understand the importance of KSA's for a particular work profile area, how can I get there?  How can I ensure that my career path and work experiences will help me close the developmental gaps that need to be filled?" 

In a performance-based culture, simply understanding the domains of needed knowledge, skills, and attributes required to meet present and future needs isn't enough.  The dynamics of one's career can be thought of as a sequence of boundary passages.  An individual can move up, around, and inside an organization.  Every career is some sequence of moves along these paths.  Part of what makes boundary passages more developmentally meaningful and effective toward meeting one's goals is by use of significant developmental experiences.  

An underlying assumption, which is verified by this study, is that career movement is basically a process of learning or socialization, which is greatly influenced by the organization.  This process is followed by a process of performance in which individual influence on the organization is heightened.  Along one’s career path, there are a number of interactional processes that occur between the individual and the organization, according to Edgar Schein.  By utilizing development experiences smartly, an individual’s knowledge, skills and attributes can mature and the organization will, likewise benefit from the expansion of the individual’s ability to contribute.  

Learning is “the” Core Process of Development

The notion of Senge’s “The Learning Organization” is bandied about at a conceptual level, but what does it mean? How do we increase the likelihood of individual learning to make for a “learning organization”?  Why is learning important, and how does it tie into this Competency Study?  What is the difference between merely “adjusting” versus truly learning and developing?  What do these learning processes “look” like?


Movement through one’s career and life phases may occur with significant or little if any personal growth and development.  Simply placing someone in a “stretch” situation or giving that employee a developmental “opportunity” may or may not produce true learning and development for that individual or the organization.  Individuals may simply adapt to new circumstances or challenges by means of their ingrained coping methods—such as using active and passive defense mechanisms—yet remain unchanged by the experiences.  However, changing conditions, pressures, and opportunities may offer opportunities for growth and development for those who can and will chose to learn from these experiences.  

What, then, is the difference between mere readjustment and development?  First, it is a function of the learning that actually occurs in the experience.  Second, it involved increased ability for self-awareness and insight and the ability to understand one’s world.  Third, and perhaps most importantly, it involves increased capacity for taking responsibility for oneself, aligned with increased competence in pursuing one’s goals in personally and socially-beneficial ways.  

Development Experiences increase the likelihood of changing conditions and offering opportunities for change.  Experiential learning, the basis for partaking in Development Experiences, is a cyclical, on-going process.  
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As illustrated Figure 14, Learning, then, is conceived as a four-stage cycle.  Immediate concrete experiences are the basis for observation and reflection.  These observations and reflections are then assimilated into hypotheses that serve as guides or bridges that are then “tested” in new situations. 

Effective learners therefore need different kinds of abilities: the ability to be fully present without bias in concrete and new experiences; the ability to be reflective and observe from many angles; the ability and ease with manipulating conceptual abstractions; and, the ability to actively experiment.

The learning employee will make use of all four stages to maximize the opportunity for personal and professional growth through developmental experiences.  Piaget, well known for his work in cognitive development, focused on two primary dimensions of the learning process: that of concrete experiencing of events and abstract conceptualization.  One moves in degrees from being actively involved, to being able to internally and abstractly “own” the knowledge from the experience.  The four stages in the learning model are expansions of the Piaget constructs, and they demonstrate the importance of moving back and forth between these two domains.  

Learners who are able to successfully make masterful use of developmental experiences are those who pass through three broad developmental stages.  Acquisition has to do with the acquiring of basic learning abilities and cognitive structures.  Specialization extends through formal training and education.  Integration is marked by adoption of more beneficial styles or partaking in creative and innovative expressions.  When a particular developmental experience is formally completed—such as a training and development course--the learning employee may have passed through the Acquisition Stage, but the Specialization and Integration need to continue.  This points to the importance of not only acquiring knowledge and experiences, but the necessity of integrating and synthesizing learning experiences back on the job. 

Data Mining Developmental Experiences


In this Competency Modeling Study, seven steps were employed to build the competency profile (See Figure 4).  Step 5 was the gathering of developmental experiences.  Participants (the subject-matter- experts or “exemplars”) had already submitted information on the Context, Customers, Outputs, and Competencies/Behavioral Indicators.   Participants in each of the focus groups were then asked to share developmental experiences that would be useful for improvement purposes and grow in their expertise.   The data collection format was as follows:  


· General – recommendations/requirements (certifications, degrees, etc.) that touch upon three levels: apprentice, journeyman, and masters

· Knowledge Set – included reference material, training/education courses, special assignment/projects, on-the-job experiences, and other experiences.

· Skill Set – included reference material, training/education courses, special assignment/projects, on-the-job experiences, and other experiences.

· Attribute Set plus NRO Values – included reference material, training/education courses, special assignment/projects, on-the-job experiences, and other experiences.

All of this rich information was processed, synthesized and post-researched by the Competency team, and then it was validated by the exemplars.  Most of the specific suggestions about helpful reference materials, training/education courses, special assignments and other information for each work area has been captured and can be viewed on the COMPASS automated online software tool. Even so, there appears to be five primary professional training courses that participants identified as important that cut across most areas of work:

1) Financial Analysis

2) Systems Analysis

3) Decision Analysis

4) Acquisition Reform

5) Managerial Leadership

Some themes emerged in assessing the developmental experiences both horizontally and vertically.  Each work area focus group generated two categorical “bins”: those particulars that could be classified as either technical or general.  The technical suggestions are work-area specific and do not generally apply to other work areas. On the other hand, the general suggestions tend to be those that have cross-functional work area applicability.  

Given that the specific technical requirements and suggestions can be viewed on-line in COMPASS, it is of more value to highlight the general suggestions that apply horizontally. 

Cross-Functional Developmental Suggestions

There were a number of recurring general suggestions that the NRO needs to consider in terms of workplace initiatives and development.  These suggestions come directly from the empirical research data gathered from the 240 subject-matter-experts in each work area across the NRO.  The resounding general themes focused on the need for increased emphasis on building:

· Leadership capabilities

· Interpersonal relationships

· Communication expertise

· Team-savvy.

Many of participants' personal stories and antidotes magnify “lessons learned” that reflect high and low points in their careers.  The lessons learned seem to underscore that success is much more than technical brilliance or expertise.  It has to do with building leadership characteristics for individuals at all levels in a complex, changing environment.  The success stories focus on individuals who were willing to be personally challenged, learn, and take proactive initiative to accomplish great things in the face of adversity.  On the other hand, many stories relate the failure to communicate effectively or to deal with interpersonal factors that created obstacles and impeded performance.   

Another general theme emerged that strongly suggested the need for “cross-training” experience and opportunities.  Some suggestions included attending open meetings from other Directorates, taking rotational assignments in other offices, and other career-broadening experiences with mission partners.  This ties in with the purpose of this study, which is to increase the individual’s capacity to contribute to NRO success, to enhance the agility of the workforce, and to deal with the changing nature of work at the NRO.  “Work is no longer viewed as a unitary phenomenon (no more stovepipes), but rather a series of interrelated work flows.  A person’s skills are now focused on the ‘whole’ work process instead of one part.”  

A number of exemplars mentioned the importance of mentoring or coaching others.  This ties in with the Experiential Learning Model outlined earlier as well as with the three developmental stages of acquisition, specialization and integration.  It has been said that one of the highest levels of learning has to do with teaching.  One exemplar exclaimed that when one teaches or endeavors to coach or mentor a junior person, one quickly finds out how little one knows!  The effective learner will see this as a marvelous opportunity, which creates new experiences, allows for reflection and observation, and offers further refinement and development for both learner and teacher.   

Such iterative, on-going learning, development and application will help the NRO become more competitive in a global marketplace.  This is vital for the NRO survival in that similar products for customers can be produced commercially and also fairly effectively by competing interests on a global scale.   Increasing the competence of the NRO’s workforce will need to be supported and challenged to shift from a paradigm of providing intelligence data to that of becoming a learning organization that can leverage its vast storehouse of knowledge.

Adaptation and learning are called for in every context throughout life. It is clear, from this Competency Study on developmental experiences, that on-going enhancements of competencies most relevant to work areas are functions not just of what is learned, but also of how it is learned, shared, and applied.  Given that this takes place within an organizational context, the NRO will need to continue to create and sustain a culture that is fully supportive of the experimental nature that is vital to learning.  This is a concomitant and necessary step to helping individuals at all levels, leverage and fully learn, and apply developmental experiences.

Figure 15 depicts the relationship of organizational learning and knowledge management alluded to earlier.  The NRO would do justice to its strategic goal of employee satisfaction by evaluating consistently where it stands on being a learning organization.
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X.
Conclusions

Thorough quantitative and qualitative analysis revealed mainstay core competencies and evolving core competencies.  To reiterate, these core competencies are restated in Table 19.

Table 19 - NRO Core Competencies

	Mainstay Core Competency
	Evolving Core Competency

	Emotional Intelligence Acumen
	Knowledge Management

	Business Acumen
	Marketing/Customer Orientation

	Systems Acumen
	Resource Management

	Analytical Acumen
	

	Pragmatic Acumen
	


 These core competencies form the basis for designing long range leadership development, employee training and development efforts.  The NRO desperately needs to focus its attention on supporting their employees as its major asset and realize mission commitment will be a natural by-product of their efforts.  The resource dollars associated with employee development should be a priority and not open to constant cuts.  The approximately small percentage of dollars spent on training compared to the overall budget is a meager amount to grow its expertise and educate its customer base.  Smarter ways of dealing with future training need to be sought out and implemented by the NRO as it grows its budget to increase systems understandings and develop motivated creativity.    

Organization's that do focus their attention on employee growth, find that meeting mission requirements are responsively handled.  The Ford Foundation recently released a study based on collaborative research done at Xerox, Corning and Tandem Computers.  Entitled "Relinking Life and Work: Toward a Better Future," it shows that paying attention to employees' personal lives can increase corporate productivity.  The NRO, being so mission driven, needs to find balance so that private lives are not unduly sacrificed for the sake of work.  Participants explained that they always pursue balance between their private/social life and their professional work to keep from "burning out" or "rusting out" on the job.

Several businessmen have been quoted as supporting the importance of people development and customer involvement -- the two key strategic goals of the NRO: 

· Mercer's senior leaders' Ron Frank and John Porter, along with Symmetrix CEO Dwight Gertz, say that business growth today is intimately linked to two important concepts, "anticipation" and "adaptation." "Every company must anticipate how new product technologies, the actions of competitors and changing customer requirements will redefine the meaning of value," they write. A company must then adapt itself to capitalize on its anticipated future. Establishing and maintaining a cycle of anticipation and adaptation is one of the core challenges facing today's business leaders.  Their success, the authors contend, should be judged on their ability to engender good "followership" in every individual within the organization.

· Levin says that Revlon's turnaround began five years ago when it refocused its energies on delivering distinctive value to customers. He says that once a new, market-centered vision and strategy was established, Revlon's implementation efforts emphasized consumer communications, retail customer relations, technological innovations and globalization.

·  Barsoum, meanwhile, stresses customer-centered innovation, teamwork and entrepreneurship as keys to IBM Canada's recent robust growth.

The ideas stated by these businessmen support the powerful comments made by the exemplars from this Competency Modeling study concerning organizational learning and knowledge management.  Moreover, this corporate report stresses the critical need of demonstrating core values and key overriding attributes as the driving force for top performance.  The five mainstay and three evolving core competencies related to Professional/technical acumen are considered threshold capabilities with the exception of emotional intelligence.  Emotional intelligence acumen includes the personal and social skills as well as the attitudes/attributes expected of top performers. 

XI.
Summary

The NRO Corporate Report provides a foundation for future NRO efforts surrounding strategic efforts associated with employee development.  The voice of 240 top performers was heard regarding their impressions on how best to help the NRO in dealing with context factors, customer base, outputs, competencies and developmental experiences.  There appears to be a shifting of the sands in NRO core capabilities from the business of acquisition to the business of information technology as the NRO challenges itself to reach towards its vision of revolutionizing global reconnaissance.  The competency modeling study is closely aligned with the NRO strategic goals as is depicted in Figure 16.

[image: image20.wmf]Correlation

-0.4

-0.2

0

0.2

0.4

0.6

0.8

1

Admin

Analysis

Contracts

Cust Focus

Fin 

Mgt

IG

Launch

Logistics

Operations

PALL

Prog 

Mgt

Sec/AA

Security

SysEng


As expressed by the participants, there appears to be a crisis of leadership capability within the NRO.  This crisis presents an even more daunting concern as the NRO adjusts to the ever increasing and continuous nature of change that it is experiencing.  The NRO needs to move towards a learning organization culture that has as its foundation the core values that it has elucidated.  The developmental roadmap recommended by this corporate report and specifically addressed by work area in the automated on-line tool "COMPASS" provides a very powerful course of actions for the NRO.

This Competency Modeling study should not be looked at as an end to a project but a beginning of a journey for future human resource applications.  Just like the world wide web and the internet, the competency data has unlimited capability to be used for a variety of value-added purposes, especially for employee/career development, organizational planning, performance management, training/curriculum design and recruiting/selection as well as pay/rewards.  

The economic value associated with this competency modeling study can best be viewed as an opportunity cost.  Research (Hunter, Schmidt and Judiesch, 1990) has shown that top performers in highly complex jobs perform about 48% better than average performers.  The sunk costs of this two year study approximates $1.5M when you consider the government and contractor team.  If you consider the average personnel unit cost in the NRO to be around $zzK per year, then a top performer actually improves his/her value by an additional $30K.  Break even costs occur when 50 average performers are transformed into top performers.  When one considers there are around yyyyy government personnel and another xxxxxx contractors supporting the NRO as "one team" to accomplish its mission, the minimal number of 50 required to attain break even costs or exceed it, seems very reachable. How quickly this is reached, is dependent on the level of support and reinforcement NRO management places on the continued use of this learning data warehouse supplied by the competency modeling study. Using this opportunity cost approach demonstrates the potential utility of the competency modeling study.  The tragedy would be if the NRO saw this study as a done deal, checked it off its list and stopped.  As stated earlier, competency modeling is a never ending journey and should be capitalized on for its major contribution to strategic human resource leadership.  Collins, author of Visionary Companies, (1999) so eloquently stated, successful organizations need to be competency visionaries, i.e., "making the transition from performers to learners".

XII.
Post Study Indications and Recommendations
The benefit/cost relationship of this study is extremely powerful.  The implications are quite profound for guiding the future direction of the NRO.  Competency Modeling needs to become a primary function for strategic HR and should be elevated to the Board of Directors level through the guidance of a Chief Learning Officer (CLO).  Mike Moran, a former fellow of the NRO in an article in the Acquisition Reform Forum, noted the credence of developing the CLO position within the NRO.  Strategic HR to include competency modeling deserves the status and commitment at the top level of the organization.  Anything less, buries it and gives only lip service to the most crucial new redirection the NRO can pursue to become a learning organization.  Bran Ferron, Director of R&D for Disney, as a technical advisor to the NRO, says the greatest threat to the NRO is its retention and recruitment of talented people.  The wisdom and insights glimmered from the corporate report and the smart use of "COMPASS", support and reinforce his thinking and add authenticity to the NRO truly committing itself to a world class workforce.

Some unresolved business still needs to be attended to before the initial phase of this study is completed.  Certain areas of work still require assessment.  At the time of this writing, information technology and managerial leadership (a design module has been developed and is submitted as a separate deliverable) were not completed.  Moreover, the areas of policy and training were not analyzed.  Nor were the roles of COTR and the evolving new role of Account Manager.  The NRO should fund these areas to round out its picture of core competencies.

The next step is to evolve competency modeling by embedding self-assessment as part of its intrinsic appeal.  With the launch of "COMPASS", we now need to turn our attention to incorporating a seamless interface able to do self-analysis against the competencies in "COMPASS".  With the advent of the NRO's enterprise system, Systems, Products, and Applications (SAP), we need to evaluate self-assessment COTS packages that can integrate our competency model assess data base (SQL conversion) and interface with SAP's HR module.  Three recommended benchmarked COTS packages that potentially meet these criteria are:

· Ingenium

· Softscape

· Compass

With the inclusion of an automated self-assessment capability, the NRO will become a Competency-Based Management (CMS) organization, using smart software to help individuals, teams, business units, and the organization to leverage and grow its talent in the NRO.  The opportunity to coach, mentor, self-manage, and counsel will be exponentially improved with the complementary capability of self-assessment being added to the "Compass" data base.

We are currently in Phase three of the Competency modeling process, the delivery, (phases one and two were Assessment and Design).  Three important tasks are necessary for the momentum to continue:

· Education/Communication Program (how to use it smartly)

· Organizational Integration (how to institutionalize it)

· Ongoing Monitoring (how to maintain and refresh it to keep its vitality)

The NRO must invest in these tasks. There are overwhelming compelling reasons to make this effort one that is a never-ending journey of continuous process improvement learning.  As a final point, Competency modeling is the key instrument to help the NRO achieve its end to end "business blue print" as illustrated in Figure 17.
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XIV. NRO's Business Blue Print Revisited

During the cold war, the NRO operated under a “Skunk Works” mentality – bureaucracy and oversight were minimized and innovation and operational results occurred under an air of secrecy.  Security considerations created stovepipes which political fiefdoms advocated and the budget environment could afford.  This approach did create the greatest technological miracles of the century.

However, technological evolution in the information age has made the world faster and more integrated.  Increased communication has shifted economic power into the consumer, and companies are finding an increased need to focus on the customer to stay competitive.  Those that are successful at customer satisfaction have increased their prosperity much faster in this accelerating world.

Our runaway prosperity directly contributed to the winning of the cold war, economically exhausting the Soviet Union.  With the reduction of the Soviet threat, national security budgets for intelligence and defense dropped.  In addition to reduced budgets and in conjunction with advances in information technology, a more open government approach was adopted – the NRO became acknowledged.  The previously sheltered NRO with its large cold war budget makes quite a target of opportunity to a congress interested in reducing the budget.  Between this ‘glasnost’ and the reduced budget atmosphere, NRO oversight has increased dramatically.

The NRO has found itself in the unenviable position of having to jumpstart from an effective yet stable cold war organization to learning new business practices and customer focus in a more open, integrated environment under greater oversight and with less resources.  As all companies are learning in this more competitive world, the NRO must get smarter to survive the changes.  Figure 18 views from a different camera lens than that pictured in Figure 5, the perspective of focus groups' impressions concerning the NRO Strategy for the future.


All aspects of this new world order were identified by focus groups to various degrees as the context in which they work.  These were previously elucidated in the context section of the this Corporate Report. 

Competitive organizations need to properly manage risk.  A company that is too conservative will find itself quickly outpaced by its competitors.  A culture that tolerates risk rather than is risk adverse is more likely to survive and thrive.  Included under risk management is security.  Under pressure to declassify, the NRO needs to determine what is critical from a security standpoint and protect those things.

These exemplars made it clear that there is a "shifting of the sands" in which certain  problem areas in the NRO require a new paradigm if solutions are to be found.  New sources and methods need to be implemented specifically to address: 

· Leadership Crisis

· Training and Education

· Inertia

· New Core Capability/Mission and Work Value Stream

· Reorganization 

· Infrastructure Support

Like all organizations, the NRO culture needs to accept change.  This is not just a one time fix to a new static business approach, but a new mindset of continuous change as business as usual.  Without the cultural attitude of accepting and embracing change, reorganizations are seen as impediments and new organizational structures as new bureaucracies.  Core values, capabilities, and missions must be determined and educated throughout the workforce, and not just at the top level but at each level of work.  Without such a refocus, an attitude of “Quit running around and do something” prevails.  Therefore, the institutionalization of Competency Modeling as a lynch pin to always confront change in a positive manner and be the "warrior" for continuous personal and organizational learning is tantamount to the NRO's future success, especially since it targets is the "people" asset of the organization. 

Greater integration and connectivity is a final important strategy identified by all focus groups (see Figure 19).  They suggested a greater emphasis be placed on customer outreach to the users and determining their requirements.  A stronger integration with mission partners was also seen as crucial.  However, with increased connectivity, brings increased burdens brought on by more regulations to work coordination efforts.  This increased collaboration will require new ways to be efficient.  The most prevalent problem facing the NRO is the cultural friction within the organization.  A pervasive strategy needs to be formulated to address the need for internal team building and creating a common culture. The NRO's challenge of developing a new culture and leadership mentality, will be the catalyst needed to bring about internal and external integration.  Finally, a strategy of being more politically savvy will be essential to better work under demands for greater oversight.



The top performers in the NRO voiced their opinions on how to approach the daunting challenge of  driving towards The NRO's Vision:

Freedom's Sentinel in Space

One Team

Revolutionizing Global Reconnaissance
Are we up to their suggestions?

Figure 12 - Areas of Work Correlations
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Figure 11 - Areas of Work Quadrant View Point 
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Figure 10 - Quadrant Perspectives





Figure 9 - Superior Attributes 
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Figure 8 - Outputs: Importance vs. Performance
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Figure 15 - Relating Organizational Learning and Knowledge Management
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Figure 14 The Experiential Learning Model
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Figure 4 - The Study Process
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Figure 3 - The HR Engine
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Figure 2 - Work Value Stream
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Figure 13 - How Training Dollars Spent 





Figure 1 - Competency Grid
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Figure 5 - Context Relationships
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Figure 16 - Link to Business Strategy
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Figure 17 - NRO Business Blue Print
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Figure 18 - New WorldView





Figure 19 - Integration: Stovepipe Busting
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Figure 6 - Customers & Intelligence Cycle
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Figure 7 - Customer Similarities
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Context: The Big Picture of Work
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10.  Core Business Process
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Organizational Learning and Knowledge Management

Learning Dynamics:Individual, Group or Team and Organization

Organizational Transformation: Vision, Culture, Strategy, and Structure

People Empowerment: Employee, Manager, Customer, and Community

Knowledge Management:  Acquisition, Creation, Storage and Retrieval, Transfer and Use

Technology Application:  Information Systems, Technology-Based Learning, and ERP Systems
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Assessing Organizational Learning - Five Dimensions
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Knowledge of an Enterprise





Cognitive Knowledge (know what)

Advanced Skills (know how)

System Understanding (know why) 

Motivated Creativity (care why)
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