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The Honorable Gordon R. England, Secretary of the Navy
Good morning, everyone.  It is delightful to be here.  I actually started earlier, I guess, than most of you today because I had the opportunity to go through the fair this morning because I could not do it at the end of the talk because of other commitments.  So I've had an opportunity to see what the fair is all about and the work a lot of you have accomplished.

In that tour around the fair, I was pleased to see that we have reached out to our Army co-patriots because they participate with us.  And I mention that because later today I have an interview, I believe, with CBS Sports dealing with great rivalries.  And of course one of those great rivalries is the Army-Navy game, which will occur the first week in December.  So I had to mention as I went through with the Army folks that there was a little boy who was spanked by his father for some nefarious misdeed, and when the spanking was over the little boy told his father, he said, "I'm leaving home," and he said, "I'm going to West Point," he said, "because at West Point they don't beat anybody."  (Laughter, applause.)  I normally start wearing my buttons already that say "Beat Army," right, but I guess I'll wait for another week or two here.  Actually, I'll wait until this afternoon and then I'll start wearing them.

First, it is a pleasure to be here today.  As Alex said, my last position, my prior life, as I refer to it, was with the General Dynamics Corporation.  I ran a sector, business sector that we named Information Systems and Technology.  As a matter of fact, I had the opportunity to name this sector because four years ago it didn't exist.  We started the sector, and now I believe it's probably $3.5 billion; it was about a $3 billion business when I left.  I don't mention that because of the success, although it was profitable, unlike a lot of other of those technology companies.  I don't mention it because it was successful, I mention it because along the way I did learn about the inhibitors in terms of incorporating the kind of technology all of us work on every day; how do we get this technology into our organizations and how do we maximize its utility?  And so today I'm going to talk just a little bit about that and leave you with a couple of challenges and mention my own challenges in that regard.

Some of you may know that I was born right next door here in Baltimore, so I was born in Baltimore a long time ago, almost 64 years ago, in Baltimore City Hospital.  Now, when I was a young boy, they still had a lot of music from the '20s.  You know, for a long time that sort of amazed me, but now I realize that's like having music from the '70s or so today, so it's not so unusual when you think about it that way.  But at that time there was a famous person from Vaudeville, and you may know who that is, who half-way through the act would walk to the edge of the stage out to the audience, and he would say, "Folks, you ain't seen nothin' yet."  

Now, it turns out that when my kids were growing up, in 1974 there was a hit song, "You Ain't Seen Nothin' Yet."  And if you may remember last year during all the dot-com craze and during the election, there was a dot-com company that used that in their commercials, and in fact, it was part of presidential campaign; that become a slogan.  It was on TV quite a bit.

Now I expect we will hear that expression in the coming years.  I hope we hear it a lot right here in the Department of the Navy because the next years will be very, very interesting.  Someone the other day made the comment that in the next 25 years, next 25 years, we will likely discover as much knowledge as in the whole history of mankind.  Now, I'm not sure if that's right, because I happen to be very respectful of all that people have developed before us, which is always remarkable to me.  Nonetheless, there will be this huge curve of discovery in the next 25 years.  So I expect we will hear that expression a lot, and it's really going to be up to us to see if we can impact the Department of Navy in that regard, and that's specifically what I'm going to chat about.

Now, first of all, I will tell you next month I'm going to be 64 years old, and so I expect just about everybody here is younger than that, although maybe there's a few about that age.  Recently I read a book and the book was, "Next:  The Future Just Happened," and it was by Michael Lewis.  And one of the things he said in the book, because he deals with the social impact of technology -- he made a statement certainly not surprising anybody in this room who deals with this technology -- he basically said that business structures were being turned on their head because the youngest, most junior members of most companies are in the best position to leverage the technology, and they're the most receptive, so they're better equipped than the people who run the enterprise.  I'm sure that doesn't surprise anyone here.  

Now, what may surprise you is that his definition of "young" was under 30.  So there may not be many people here over 60, but there's probably not a lot of them under 30, and you probably think you're pretty attuned to the situation.  But time goes on pretty quickly.  

So, for example, if you think about our men and women today who are joining the Navy and the Marine Corps, they don't know about Desert Storm.  I mean, Desert Storm to them -- right? -- they were seven, eight, nine years old.  I mean, to us, this is very, very recent.  But to them, it's like World War II or World War I or even the Civil War, because you read about it, you didn't experience it.

Our Marine Corps, for example -- 60-some percent of everyone in the United States Marine Corps is on their first tour of duty -- first tour of duty -- of the entire United States Marine Corps.  So that's all folks aged 18 to 22.  So it's a very, very young force, and it's also indicative, I think, of a lot of the people across our whole naval services.

So we deal with a different -- people with a different set of perceptions and expectations.

Now the challenge we have is develop our technology in a way that we meet their expectations of what these systems should be, and that's where it's hard to cross this divide from, quote, "us older folks" to the younger folks.  So what are their expectations?  Meet their expectations, then, at the same time, in a meaningful way, be able to develop this technology so it can be ready incorporated into our organization.

So that leaves me with three challenges I want to talk to you about today -- the three things we need to do if this is going to be successful.

Okay, the first challenge is, can we re-engineer, restructure, change our organizations so we can fully benefit from all the knowledge, management, development that's going on today?  And I am somewhat hopeful that we can do this, but I'm not very optimistic about it.  This is a very, very large organization we have in the Department of the Navy, and it is very hard to change existing organizations.  I know that from the commercial world.  It's very hard, and I think it's even harder to change one in a government institution, in a government military institution. 

However, if we do not change the organization to fit the technology, we will not be able to utilize this technology appropriately.  The organization will resist it.

Now as I walked around the fair today, I asked a few questions -- because I looked at some excellent, excellent systems -- how widespread they're being utilized.  And in some cases, I was pretty impressed -- like 25 percent.  But most of this is development that's fairly recent, and it has not yet had an impact.  That is, it's being used in some small part of the Department of the Navy, but has not been propagated throughout the Department of the Navy.  That's our real challenge.  Our challenge is, how do we make sure that these technologies are incorporated across the Department of the Navy, and how do we change our organizations to do that?

My expectation is that we will change organizations piecemeal, can't just decide we're going to change the whole organization of the Department of the Navy.  But we will take piecemeal our organizations, redesign those organizations for this technology, repopulate those organizations, and then go about the business of the Department of the Navy.

Now you can help here, because as we do this organization at a time, the organization you're in is the one that's most promising, so you need to provide some feedback about how we need to change in your recommendations, because you know more about it than anyone else, certainly more than I do.  So we need your input, we need your help to do this.

If we are not successful in changing the organization -- and you need to keep in mind, if you look at DOD itself, this is probably the last batch in -- of a Soviet-style system left in the free world.  It's the way is.  It's a centrally planned economic system.  It even has a five-year plan, exactly the same as the Soviet model.

So this is going to be very, very difficult to make this change.

Now the Navy, if you take it apart from DOD and you move the Department of the Navy, I believe we can be successful if we do this organization at a time, but you need to help.  So we need your help, and that's a challenge we all have.  I'm aware of it, and I will work it. 

Okay, the second one is, how do we get efficiencies from this technology and particularly programs right now, like NMCI.  How do we realize those efficiencies?

It is one thing to develop more efficient systems.  It's hard, however, to capture the efficiency of those systems.  If we retain the vestiges of our old way of doing business as we go to new ways of doing business, it will cost us more.  It will not be more efficient, it will be less efficient.

Already we have a very large tail-to-tooth ratio.  We used to have a large tooth-to-tail ratio.  It's been getting small, the tooth-to-tail ratio.  The other day I said we're going from a tooth-to-tail to a gum-to-tail if we're not careful.  So we need to capture the efficiencies and put the money back into our combat capability.  It's very important we do that, because of the pressure on our fighting force.  And that pressure is always there, from economic point of view.  And in the past what we have done is we have brought down our force.  We don't want to bring down our force.  We need to shift some money.  So these efficiencies are very, very important to the Department of the Navy.  Again, you can help us.  How do we capture it?

It would be very nice if imbedded in the systems we had measures and metrics so we knew the efficiencies of the systems.  We could compare it with what we have and find a way to capture those statements, so we could reapply them.

The third challenge is what I alluded to earlier, and that is, how do we tap into the intellectual capital in our sailors, our Marines and our civilians and our industry partners?  In our weapons system development, we have simulators.  We bring in the users.  We do a lot of user-type work with them, in our whole weapons development, to make sure we're developing systems that will be utilized effectively by the force.  And we need to do the same thing when we develop particularly our systems for operating our enterprise.  So in addition to just our weapons systems, we need to make sure across the Department of the Navy that we have mechanisms to bring in the users' input early in the development phase of the program.

I've mentioned this vaudeville entertainer.  "Folks, you ain't seen nothing yet."  I believe we will hear that expression in the Department of the Navy a lot, but we do have to address these challenges.  Having the technology is only part of it.  Finding a way to have it incorporated into our organization is going to be what's very, very important.

By the way, it's not the fun part of the business; it's the hard part.  I tell everybody it's the soft stuff that's the hard stuff.  And what I just mentioned is the soft stuff.  It turns out, at the end of the day, that's the hard stuff to go do.

Okay.  To close my remarks, I just want to give you a quote here from inventor Charles Kettering.  Remember Charles Kettering?  He was a very famous inventor.  The fact is, if you drove in this morning, you used about four of his inventions, because he did electric starters and air conditioners and all sorts of things.  He had a great little quote.  He'd say, quote, "I am always very interested about the future, because I'm going to spend the rest of my life there."

So you -- so as you go forward, make the future better for all of us.

Thanks very much.  It's delightful to be here with you today.  (Applause.)
