Coast Guard Innovation

	Collaboration FUELS Innovation

description:  The collaborative exchange of ideas is the single most critical element of innovation.

use this tool:  Continuously, to help all stakeholders continuously improve. 

Degree of difficulty:  Beginner


	Introduction

	This booklet highlights the importance of collaboration in the innovation process and helps one understand roles that support the collaborative web necessary for innovation.  Strategic planning, project management, and facilitation skills are all important skills for supporting the innovation process, but the focus of this booklet will be primarily on supporting collaborative networks.   
While there is a significant amount of research focused on innovation.  This booklet will primarily reference the ideas from two books, Group Genius, by Keith Sawyer and The Tipping Point, by Malcom Gladwell.  Their research draws upon hundreds of references and decades of research to show both the importance of collaboration and also show the roles individuals can play in the process of innovation. 

In The Tipping Point, Gladwell identifies the law of the few:

1. Connectors
2. Mavens
3. Salesmen
In Group Genius, Sawyer identifies five key features of collaborative webs:
1. Each innovation builds incrementally on a long history of prior innovations

2. Successful innovation is a combination of many small sparks

3. In collaborative webs, there is frequent interaction among teams

4. In collaborative webs, multiple discovery is common

5. No one company can own the web.
This booklet will detail the main points from each author referenced above and help the reader understand the various elements needed for successful innovation.


	Innovation Defined

	It is important for the reader to understand what innovation is.  Many people use the words innovation and invention interchangeably.  While they are related, it is important to understand how they differ.  

One excellent definition of innovation comes from New Zealand:

The creation, development and implementation of a new product, process or service, with the aim of improving efficiency, effectiveness or competitive advantage. Innovation may apply to products, services, manufacturing processes, managerial processes or the design of an organization. ...
www.digitalstrategy.govt.nz/templates/Page____60.aspx
The University of Texas defines invention the following way:

An invention is the conception of a new and useful article, machine, composition, or process. utopia.utexas.edu/explore/patents/glossary.html
Invention is often a precursor to new innovation.  A scientific team or an engineer may invent something new to meet a specific requirement, but once the invention is made known, innovators from many different disciplines may see how the new product can improve a process in their specific discipline.  Taking new ideas and products and applying them to specific processes in an effort to improve efficiency and effectiveness is how this booklet defines innovation. 
The Tipping Point
Successful innovation requires a collaborative network sharing and testing new methods identified.  The collaborative networks often form naturally and do not require significant energy to sustain.  They can be formed between coworkers, communities of interest, or between producers and consumers.  It is important to understand three distinct roles that can significantly improve the strength of collaborative networks and what they can achieve.

Connectors:

As their name might suggest, connectors are individuals who know many people and are capable of connecting different people they know.  The most pivotal connectors are those that manage to maintain affiliation with many different types of groups.  They may be involved with several sub communities within their organization, active in their local community, their church, and maintain close affiliations alumni from schools they have attended or professional organizations they have joined.  Besides just knowing many people, connectors know many different types of people and are good at maintaining at least weak links to those people.

Organizational Performance Consultants are well positioned to be good connectors and many serve this role very well.  The combination of civilian and military OPCs provides each OPC a great starting point for connections to multiple communities.  The freedom of the OPC role to travel and facilitate communities allows OPCs to grow their personal networks and become more powerful connectors.  Each OPC office can then in turn serve as a connector for other OPC offices around the Coast Guard.

The power of connectors in the innovation process is in facilitating the sharing of new ideas among members of the same community or across multiple communities.  By sharing Innovations, “Proven Practices,” and “Systemic Issues” OPCs are able to provide seeds for others to adapt, adopt, and implement.  Connecting many individuals working on similar issues and fostering their collaboration through mechanisms like the Innovation Expo, Innovation Funding, National Graduate School teams, and facilitated meetings provides synergies that help ideas and solutions grow beyond what any individual might produce on their own.

Mavens:

In a nutshell, mavens are information brokers – constantly collecting and disseminating information.  Mavens are valued by others not only for their knowledge but also for their altruism; a maven helps for no other reason than their desire to educate and help.  Mavens may be an expert in a single field or have knowledge across a range of fields.  Most of us know a maven, someone we go to for advice on what type of computer to buy, or where to go on vacation, or how to get the best deal on a car, or where to eat.  

OPCs are well positioned to serve as mavens within the Coast Guard because of our ability to simultaneously access information from the highest levels of government and from the smallest field units.  Through the collection of “Proven Practices” and “Systemic Issues”, OPCs can help share what is and is not working within the organization.  Through national conferences and internal channels, OPCs are also able to help share the vision and intent of higher levels of the organization with field units.  

The value of mavens is multiplied when they are coupled with connectors.  This coupling provides many channels for mavens to share their information.  OPCs are capable of being both connectors and mavens for the organization by using their networks to share the information they are collecting from the field and also from higher levels of the organization.

Salesmen:

As the name implies, salesmen help persuade individuals or groups to pursue a certain direction.  Most of us have encountered salemen that we enjoyed buying from, be it a car, or home, or clothing.  Good salesmen have the ability to pursuade others to see the benefits in proceeding in one direction over another. 

As noted before, OPCs are well positioned to be both connectors and mavens.  Given the facilitation role, most OPCs might have difficulty with the salesmen role, but part of our responsibility is to help role out programs like Coast Guard Business Intelligence, the Unit Leadership Development Program, and the Commandant’s Performance Challenge.  OPCs can attempt to “sell” the programs or they may choose to remain neutral and facilitate opportunities for salemen to help convince others.  

The direct salesmen role or that of facilitating salesmen is bi-directional.   OPCs are mandated to help sell headquarter programs to the field and can do so by selling the benefits to a unit directly or setting up a demonstration for a headquarters program to make their pitch to a unit.  When OPCs find field innovations they can help foster the innovation by helping to “pitch” the innovation to the Innovation Council, to other units, and to higher levels of the organization.  Again, the OPC is not required to sell the idea directly, but can aid the innovator in quantifying the benefits of the innovation to the Coast Guard and ensuring the innovator has opportunities to make their case to the correct audiences.  Helping to sell headquarters programs provides OPCs better access to those same programs and their headquarter networks when trying to get a field innovation recognized and reviewed by headquarters.  
Group Genius

Each innovation builds incrementally on a long history of prior innovations:

Innovation rarely emerges perfected.  In his book, Keith Sawyer points out numerous innovations ranging from the airplane to the cotton gin to the steam engine were built upon decades and sometimes centuries of work by innovators.  One of the keys to successful innovation is to support collaboration between teams working in similar areas.  

Successful innovation is a combination of many small sparks:

Fostering information sharing and the exchange of ideas between teams and individuals creates synergies and allows solutions to emerge that no single entity could have developed on their own.  Providing support through words of encouragement, recognition, and funding is a simple way for OPCs to fuel sparks in their regions.

In collaborative webs, there is frequent interaction among teams:

Innovation Expos provide excellent venues for bringing teams together to share their ideas and solutions. OPCs can facilitate interactions by helping to reserve demonstration booths, reserving meeting rooms, and ensuring the right mix of people are brought together. 

In addition to Innovation Expos, OPCs can also facilitate meetings between field innovators and groups at HQ units (e.g. C2CEN, FINCEN, R&D Center) who are working in similar areas.  Facilitation in this sense may simply gaining consensus to have a meeting and finding a date all parties can meet.  OPCs can also assist by using technology to facilitate information exchanges through the use of video conferencing, computer screen recording equipment (e.g. Camtasia), and traditional video recording.  

In collaborative webs, multiple discovery is common:

Innovation is often very inefficient because it is necessary to pursue multiple paths before determining which path is optimal.  OPCs can help drive strategic direction by facilitating and supporting multiple projects driving toward common goals.  As teams advance, sharing that information between teams informs the collective and allows new ideas and directions to emerge.  

No one company can own the web:

Innovation does not follow strict organizational structures.  Issues over credit, work area responsibilities, and ownership of ideas tend to impede the innovation process.  Innovation often occurs through a web of interactions between internal and external service providers, end users, and outside agencies conducting similar work.  Often there are real and perceived barriers between each separate group. 

 OPCs can facilitate the innovation process by making it easier for the groups to communicate with each other.  Creating an ad hoc group of people from each of the different groups to work on a problem and giving them their own team name can be enough to break down communication barriers and allow information to flow.  If the team is well formed, the members go above and beyond their normal work place responsibilities to support the team effort in the accomplishment of a worthwhile objective.  The OPCs simply facilitates the team and helps to ensure they have resources needed to accomplish their objective.  The OPC will often be responsible for ensuring the group is recognized for their activity because it may likely be invisible to each of their individual organizations.


Summary
The innovation process is both science and art.  

Science:

OPCs should understand the internal innovation process along with change processes such as Local Control Configuration Boards and the enterprise System Development Life Cycle process.  These processes can support or impede innovation depending on how they are approached and may be all the help a field innovator requires to move their innovation forward.  OPCs should also understand the budget cycle and methods for obtaining funds to support field innovations.  In addition, understanding contracting mechanisms, fund transfers and other ways to navigate procurement processes can compliment many innovation projects.  

Art: 
OPCs can learn the art of innovation through trial and error and learning from others.  Captain Abbot’s “Leading Change from the Middle” is a good first step toward learning the art as is John Kotter’s, Leading Change. Part of the art of facilitating innovation is recognizing what the organization is trying to achieve at the top, then aligning field teams to help accomplish those goals.  The key becomes facilitating those field innovations up through the proper channels where they are viewed as supportive to the overall efforts formal program offices are trying accomplish.  
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1 SUBMISSION PROCESS
The process is broken down into five steps: 

1. Submit Idea 

2. Initial Review 

3. Primary Review 

4. Classification/ Action 

5. Final Disposition 

Step 1 - Submit Idea
 

•

The person submitting the idea fills out the Innovation Submission Form.

 

•

A description of how to fill out these forms is in paragraph 2 below.

 

•

When the form is complete, click on the Submit button at the bottom of the form.

 

•

The Submit button loads the information into the innovation database and sends email notification to the appropriate Innovation Council that a new submission is ready for the Initial Review. The appropriate Innovation Council is the CIC for HQ and HQ units, PAIC for Pacific Area units and Atlantic Area Innovation Council (AAIC) for Atlantic Area units.

 

•

For assistance filling out this form contact the Site Administrator.

Step 2 - Initial Review
 

•

The Initial Review is conducted by Chair of the PAIC for Pacific Area units, the Chair of the AAIC for Atlantic Area Units and a member of the CIC for HQ and HQ units.

 

•

The Initial Reviewer will check the submission for completeness and assign a Primary Reviewer.

 

 

°

For the CIC, the Primary Reviewer will be the appropriate Program Manager’s representative on the Council. For example, an innovation dealing with boat operations will probably be assigned to the G-O representative on the Council.

 

 

°

For the PAIC, the Primary Reviewer will be the Area, District or MLC Council member of the submitters unit. For example, an innovation submitted by a small boat station in D13 will be assigned to the D13 representative on the Council.

 

 

°

For the AAIC, the Primary Reviewer will be assigned by the Chair of the AAIC.

 

•

Assignment of a Primary Reviewer will be done by email with a copy of the email to the person submitting the idea and their command.

Step 3 - Primary Review
 

•

Primary Review is conducted to gather information about and evaluate the idea.

 

•

Primary Reviewer will contact the person submitting the idea and the person’s command to discuss the idea and gather any additional information that may be necessary to evaluate the idea.

 

•

The Primary Reviewer will then coordinate an evaluation of the idea, not necessarily conduct the evaluation.

 

•

Primary Reviewer will identify who is needed to conduct an appropriate evaluation of the idea and then  coordinate the efforts of those people.

 

•

An evaluation could include any number of people including Area and HQ program managers, MLC technical experts, subject matter experts and others. However, the Primary Reviewer will use as few people as possible to conduct a thorough review in the shortest time possible.

 

•

Once the Primary Review is complete, the Primary Reviewer will submit their findings and recommendations to the appropriate Innovation Council for Classification and Action.

Step 4 - Classification / Action
 

•

The Council will classify the idea by answering the question: “Does the idea have unit, District, Area or Coast Guard Wide potential?”

 

•

The Action will depend on the classification.

 

•

Action can range from being returned to the submitter for more development to being sent to the CIC (if being Reviewed by Area Councils) for funding and further development.

 

•

The specific councils will decide the method for this classification and action process and could range from email to phone conferences to physical meetings.

Step 5 - Final Disposition
 

•

The Final Disposition will be a definite end point where no further direct action will be taken on the submission. For example, if an idea is returned to a submitter for more development that would be a Final Disposition.

 

•

If the idea is forwarded by an Area Council to the CIC for review and possible funding, a Final Disposition will await the action of the CGIC.

 

•

Until a Final Disposition is reached, the Primary Reviewer will periodically check on the status of idea and update the Status and Date of Last Action date in the innovation database.

2 SUBMISSION FORM
The following paragraphs describe what to enter in the various fields in the Innovation Submission Form.

 

•

Name: Enter your full name and title.

 

•

Unit: Enter the name of your current command including city and state.

 

•

Email: Enter your simple email address in the following format “FirstName.MI.LastName@uscg.mil”. You can find your email address by going to Outlook and finding your name on the Global Address List, double clicking on your name, single clicking on the “Email Addresses” tab and looking for the SMTP address that ends “uscg.mil”

 

•

Phone: Enter submitters work or unit phone number, including area code and extension.

 

•

Innovation Title: Enter a brief descriptive title of your choosing. 

 

•

Background/Issue/Problem: Enter brief description of the problem your innovation attempts to solve and include any amplifying background information. Keep it short 25 to 50 words is a good mark. You will have an opportunity to attach supporting documentation later in the form.

 

•

Primary Classification: Choose one from the list of four.

 

•

Secondary Classification: Choose as many of the areas listed that apply to your innovation. If you choose other, type in what you feel is most appropriate. 

 

•

Time Saved: Give an estimate of how many labor hours your innovation saves per day. For example: My new process saves 15 minutes every time someone has to fill out the “XYZ” form. This form is filled out an average of 4 times per day. Therefore the total savings is 1 labor-hour a day and “1” would be entered in this field.

 

•

Money Saved: Give an estimate of how much money a month your innovation will save the Coast Guard not counting the labor-hours saved. Make your calculation in a similar fashion as you would make a Time Saved calculation.

 

NOTE: It is possible and permitted to submit an idea where it is very difficult to calculate savings in time and money. For example, you may develop a safer way of doing something. If you there are no hard time or money savings leave these fields blank.

 

•

Solution/Plan: In this section describe your solution and plan for prototype or test. This should include a description of how it saves time or much time or money if appropriate. It can also describe how it makes something safer, or you can describe how you made significant strides in implementing a new technology.

 

•

Request?: In this section describe your resource or policy change request. Answer the question “What you would like to happen with your idea?” Do you need more money to develop the idea? If yes, provide how much and a break-down how the money will be used. Would you like the idea presented to the appropriate program manager? Are you just publishing a best practice that you would like to share within you rate or community? Information from this field will help the Primary Reviewer decide on a course of action. Also include any risk involved based on the availability of off the shelf technology, Coast Guard culture change and your reasonable assessment for success.

 

•

File: In this field you can attach supporting documentation. This will be a single file. If you only have one file simply type in the file name and submit. If you want to send more than one file create a Zip file to combine all the files and attach the Zip file. 
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