OVERCOMING DISCIPLINARY SILOS:
BARRIERS AND STRATEGIES

“The views, opinions and findings contained in this report are those of the authors(s) and should not be
construed as an official Department of the Army position, policy or decision, unless so designated by other m

official documentation.”
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BOTTOM LINE UP FRONT

Our disciplinary and The findings of this Capstone
organizational silos provide recommend:
great value

« Empowering better connections and
Integration across silos

 Encouraging big picture thinking,

e Emphasizing early PDT integration &
team building

e Improving PDT coordination and
accountability.

But, they also have
negative consequences

US Army Corps
of Engineers = U.S.ARMY
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PROBLEM STATEMENT

Army Corps of Engineers (USACE or Corps)

operates In:

« a fragmented organizational structure and

culture

e negative consequences to decision-making

effectiveness

« Often limits ability to develop holistic solutions
to the nation’s water resources challenges

' Project Delivery Team

[ ]
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PROBLEM STATEMENT

US Army Corps

of Engineers ® U.S.ARMY
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OPPORTUNITIES

o Shift USACE Culture to be more holistic,
Integrated, and innovative

* |Increase Collaboration, Cooperation,
Communication (CCC), Transparency &
Trust

* Improve work quality and decision
effectiveness

* Prevent costly errors and conflicts

U.S.ARMY
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OBJECTIVES

e Break down barriers to CCC
* Increase transparency and trust

CONSTRAINTS

* Consistent with Federal Laws
 Time and Money: 3x3x3

e Avoids putting unreasonable
demands on staff

US Army Corps
of Engineers ®

U.S.ARMY
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ADDITIONAL CONSIDERATIONS

« USACE Is a large organization and culture change is not going to
be easy

52 3 Army Corps
Engineers ®
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ADDITIONAL CONSIDERATIONS

« Communication is hard (and for certain people it is really hard)

{ Army Corps
Engineers ®
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ADDITIONAL CONSIDERATIONS

 We are still the government (and can’t necessarily do things private
sector can)

& Army Corps
Engineers ®
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INVENTORYING AND FORECASTING

Historic and Existing Conditions:

Personal Interviews

IWR 9
HQ 18
Division 6
District 13
Private Sector 5
Local Gov 1
TOTAL 53

m IWR ERDC mHQ

| Division W District B Private Sector
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0( } Communities of Practice

« CW Planning and Policy

e Engineering & Construction

« Dam & Levee Safety

e Collaboration and Public
Participation

 Program and Project Mgmt

 Real Estate

 Knowledge Management

 Risk Cadre

e (and others)



INVENTORYING AND FORECASTING

HISTORIC AND EXISTING CONDITIONS:

(o N

“kingdoms” /
“flefdoms

88888888888888888888888888888

“stove-pipes”

1
L

“Independent
franchises”

US Army Corps
of Engineers ®
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INVENTORYING AND FORECASTING

HISTORIC AND EXISTING CONDITIONS:

12

(3) The Project Delivery Team (PDT) is responsible for project success. The PDT is

empowered and supported by senior organizational leaders to make project decisions within the
bounds of the approved PMP. Led by the Project Manager, they are empowered to act in unison
across organizational boundaries| focusing on consistent service to customers. Senior leaders
are responsible to ensure the team has the resources, tools, skills, and experience needed to
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INVENTORYING AND FORECASTING

HISTORIC AND EXISTING CONDITIONS:

Multidisciplinary Interdisciplinary Transdisciplinary

From http://www.arj.no/2012/03/12/disciplinarities-2/
Originally based on Zeigler 1990

US Army Corps

of Engineers ® U.S.ARMY
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INVENTORYING AND FORECASTING

FUTURE TRENDS:

DEPARTMENT OF THE ARMY

MEMORANDUM FOR MAJOR SUBORDINATE COMMANDS, Al

SUBJECT; Further Advancing Project Delfivery Efficiency and Ef
Civil Works —

1. Beginning 1 July 2017, this office will embark on a comprehensive organizational
review of current authonities, policies, regulations, and procedures. The desined
outcome is to dentily opporunities for enhanced project delivery and increased
arganizational eff and effect) by reducing redundancies and delegaling
authority for decisio

class organization, '

wiiii.  OPORD 2016-18 (Implementation of USACE Rnowledge Management
ceowze Program)

Woater Resources

ooty (31 End State.

siratogios that allow
As part of the Civil \

these decisions at
linos of effort that 11

our behavior regard

analytical approach

communities. Civil'

compréhéndive under g ana app or QECISION MAanng ana
project delivery across the agency’

a. Publish an Engineer Circular entitled USACE Risk Framework. This document
will establah common principles for assessing, managing, and communicating rsk. It
will articulate principles and practices that ensure the consideration and application of
risk and uncertainty to Civil Works activities and decisions

b. Require functional areas and programs to develop risk-informed decision making
processes for key decisions; and

c. Require all levels of the organization to embrace risk-informed decision making
a4 a key component of project delivery in our day-lo-day business in Civil Works. To
support these efforts, Civil Waorks will ur ke the following acth

cememso Knowledge Management model for the Army by 1 OCT 17.

-

WO T IS GE. ATy il

14

UNCLASSIFIED

Transformation, MOV 03.

d. USACE Enowledge Management Strategic Plan, 2015, Approved,
USACE Commanding General, 24 FEB 15.

e. USACE Enowledge Management Leadership Team Charter, 28 JAN
15.

f. 0"Dell, Carla 5. and Huberc, Cindy, 2011, “The New Edge in

Transform USACE to a knowledge-based,
wwuves  sharing, and collaborative organization that can serve as a

LHELLLILY LU LIilu AUUWLSUYS G SAPTLLLOT LUAL LD LLiLilai LU
mission success. Knowledge Management (EM) is critical to
helping USACE improve mission execution, customer satisfaction,
business process management, document retrieval for Freedom of
Information Act (FOIA) reguirements and legal compliance. EM
practices facilitate the ability of USACE to capture knowledge,
expertise and skill. It is wital that USACE dewvelop a
disciplined knowledge management strategy in order to facilitate
i improve the work USACE doss for our customers, staksholders,
and the nation.

2. MISSION. USACE executes the EKnowledge Management Campaign
Plan throughout the entire enterprise in order to achiewve
Emerican Productivity and Quality Center (RPQC) KM Maturitcy
Lewvel 3 NLT 1L OCT 17 and improve organizational effectiveness.

UNCLASSIFIED
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INVENTORY AND FORECASTING “Teamwork”

FUTURE TRENDS: in the digital
* Less and less face-to-face meetings and dage
conferences

 More regionalized offices and national
centers of expertise

 More/improved/innovative digital tools for
collaboration

US Army Corps
of Engineers ® U.S.ARMY
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PLAN FORMULATION

X

/

Technology and
environment

*Dedicated team rooms
Innovative office design
Intersperse disciplines
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Remove Barriers

*Allow funds to move more

easily between offices,
CoPs, programs
*More national
centers/regionalization

*Remove CoPs and
Sections (staff self-
screens)

*More CoP integration

Messaging

*Systems approach

«Communications
plan

*Multi-CoP Portal

Leadership

Delegate multi-CoP

tiger team efforts)
*Train leaders on
institutional resistance

PDT

eShared objectives and
accountability/reporting

eTeam Building at the start
*Kickoff mts/Charettes
eHave PCX and/or reviewers
involved at start of the study
*New team member
orientations

Screened

measures

*Champions at right levels:

authority (and create joint

Career
development

«Cross-training

*PDT mentoring
requirements for Higher
GS staff

eUpdate CW training memsg

*Cadre of enipioyees with
multidisciplinary expertise

US Army Corps
of Engineers ®

U.S.ARMY
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PLAN FORMULATION
/\

Career \

development
«Cross-training
*PDT mentoring

requirements for Higher
GS staff

ions at right levels:
multi-CoP

d create joint
rts)

Technology and environment

Dedicated team rooms
eInnovative office design
Intersperse disciplines

 Joint tool/technology
development and usage

eUpdate CW training memsg
*Cadre of enipioyees with
multidisciplinary expertise

US Army Corps
of Engineers ® U.S.ARMY
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PLAN FORMULATI

Technology an
environment

eDedicated team ro
eInnovative office d

Remove Barriers

*Allow funds to move more easily between
offices, CoPs, programs

More national centers/regionalization

‘Remove CoPs and Sections (staff self-
screens)

More CoP integration

US Army Corps
of Engineers ®
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PLAN FORMULATION

X
/

Technology and
environment

eDedicated team rooms
Innovative office design

Intersperse disciplines

Leadership

Champions at right levels: Delegate
multi-CoP authority

eTrain leaders on institutional
resistance

US Army Corps
of Engineers ®

Screened measures
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PLAN FORMULATION

X
/

Technology and
environment

eDedicated team rooms
Innovative office design

Intersperse disciplines

Remove Barrie

eAllow funds to moy,
easily between off
CoPs, program
*More national
centers/region
*Remove CoPj
Sections (sta
screens)

*More CoP in

Messaging

*Systems approac

«Communications
plan

*Multi-CoP Portal
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Career development

*Cross-training
eShare Training across CoPs

PDT mentoring requirements
for Higher GS staff

Update CW training memo

«Cadre of employees with
multidisciplinary expertise In
planning

Screened

il

measures

US Army Corps
of Engineers ® U.S.ARMY
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PLAN FORMU

/5

Messaging

eSystems approach
Communications plan
*Multi-CoP Portal

J measures
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L eadership

ampions at right levels:
yate multi-CoP
(and create joint
q efforts)
son
esistance

~

start

iewers
e study

r

//\
Career \

development

«Cross-training

*PDT mentoring
requirements for Higher
GS staff

eUpdate CW training memsg
*Cadre of enipioyees with
multidisciplinary expertise

US Army Corps
of Engineers ® U.S.ARMY
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PLAN FORMULATION

X
/

Technology and
environment
Dedicated team rooms

Innovative office design
Intersperse disciplines

PDT

«Shared objectives and
accountability/reporting

*Team Building at the start
Kickoff mts/Charettes

Have PCX and/or reviewers
Involved at start of the study

New team member orientations

US Army Corps
of Engineers ®

Screened measures
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PLAN FORMULATION
e

\/"\

Career \

development

/\ Remove Barriers

Leadership

*Champions at right
levels

coreootimining
«Trainleaderson .
X . e : hare training across CoPs
«Dedicated team-rooms centersiregionalization institutional resistance .
slnneovative office-design *Remove-CoPs-and - HRY
sIntersperse disciplines Sections{staff-self- IEESG]HIIEFIFIIEIIES for-Higher
» Jointiesitechnology .MSE'EE'C'S)P_ ‘ " «Update CW training meme

S BRI  EEE

PDT

*Shared objectives and

accountability/reporting
eTeam Building at the start
Kickoff mts/Charettes

«Have PCX and/orreviewers

Messaging

Systems approach
emmunications

N
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PLAN FORMULATION

Alternative 1 is made up of the measures that maximize
benefits to the CoPs:

Alternative 2 is made up of management measures focused
primarily on best practices for PDT:

Alternative 3 is a combination of the measures from both
Alternatives 2 and 3.

Alternative 4 was a no action alternative.

Decisions, Decisions or :nglneers o



PLAN FORMULATION

Very large Very large Significant Slight Slight Significant Very large
. Negative . Negative Negative Negative . Neutral Positive positive positive
impact impact impact impact impact impact impact

Alternatives

Criteria

Increases coordination,
collaboration, communication
Increases Transparency and
situational awareness
Increases trust and relationship
building
Net Long-term Cost
Initial Costs
Personnel required

Time to implement
8/28/2017 Grandpre_PA_Capstone 2 4 6 - 1 U.S.ARMY




RECOMMENDED PLAN

1. Find champions with authority to go
across silos

2. Improve corporate messaging toward
a unified Corps

3. More integration among CoPs
4. Always having kickoff

meetings/charrettes and teambuilding at
the start

5. Shared PDT objectives and PDT
accountability

88888888888888888888888888888



RECOMMENDED PLAN — IMPLEMENTATION

1. Find champions with authority to go
across silos

 Delegate multi-CoP integrator

 Expand Collaboration and Public
Participation Center of Expertise (CPCX)
to include internal CCC

US Army Corps
of Engineers ©
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RECOMMENDED PLAN — IMPLEMENTATION

2. Improve corporate messaging
towards a unified Corps

e Systems thinking taught in command
course

e Utilize inclusive language

US Army Corps
88888888888888888 _PA_Capstone of Engineers ®




RECOMMENDED PLAN — IMPLEMENTATION

3. More integration among CoPs

 Regular meetings lead by a CoP
Integrator

e CoPs should be inclusive

US Army Corps
of Engineers ®

U.S.ARMY
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RECOMMENDED PLAN — IMPLEMENTATION

4. Always having kickoff
meetings/charrettes AND teambuilding

at the start

 Team building and kickoff meeting at
start of feasibility studies

 Use CPCX or our public involvement
specialists in the districts to help as
facilitators & team building
technigques/training.

US Army Corps

of Engineers ® U.S.ARMY
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RECOMMENDED PLAN — IMPLEMENTATION

5. Shared PDT objectives and PDT
accountability

« Certification with accountability and
tracking

« PDT members certify/agree to scope,
role, PMP, and major decisions at each
milestone

88888888888888888888888888888




FOR MORE INFORMATION:

Overcoming Disciplinary Silos:
Barriers and Strategies

Contact:

Rachel Grandpre
Institute for Water Resources l V V l{

Rachel.N.Grandpre@usace.army.mil
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703-428-7278
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