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Key Takeaways

A Systems Engineering approach to Organizational Effectiveness or change can be
defined as a structured process that uses Systems Engineering techniques to
model and develop an organization’s structure.

• It can help organizations understand the functioning of lesser defined assemblies like human elements 
by using analogies with better known systems. 

• It is comprehensive in both its depth and breadth, and encompasses a range of questions, activities and 
tools designed to supplement and enhance existing change management methodologies. 

• It acknowledges the importance of holistic change management, and the centrality of people, systems, 
design, and risk in navigating improvement.

• It is a repeatable and sustainable process.
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The Challenge & Results
Configuration and Data Management (CM/DM) Organization within an NGC “Target” Program

Results: 

$1.26 million realized in cost avoidance

Results: 

The environment immediately improved, employees were 
positive, highly engaged, improved communication, 
accountability increased, and engagement survey results 
greatly improved for this area

Results: 

New process and automation built in data cross-
checks for validation/verification and, more areas 
of opportunity became apparent

Challenge: 

$1 Million Affordability Challenge

“Do more with less…FASTER”

Challenge: 

High attrition rates and lack of motivation and 
accountability on the CM/DM team

Challenge: 

High frequency of errors and CM/DM misses 
being reported
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Blending Two Principles

Mission & 
Vision

Strategic 
Alignment

Strong 
Leadership

Open & 
Transparent 

Communication

Empowered 
Employees

Adaptability 
& Innovation

Continuous 
Learning & 

Process 
Improvement

• Strategic 
Requirements 
Definitions & 
Alignment

• Requirements & Task 
Analysis

• Organizational 
Architecture Design

• Process 
Documentation

• Transformation 
Transition

• Validation - Metrics
• Verification –

Internal Audits
• Integration –

Improved Process 
& Comms

• Implementation

Technical Processes Technical Processes

Technical Management Processes

A Balanced Systems Engineering Approach

• Decision Analysis
• Technical Planning
• Technical Assessment

• Requirements Management
• Risk /Opportunities Management
• Configuration Management

• Automation
• Tools /Interface Mgmt
• Training
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Enhancing The Organizational Effectiveness Cycle through Effective Leadership

1. Mission & Vision /Concept of Operations

What is the challenge or goal?
What do we want  
this design to do?  

What kind of 
leaders do we need 

to be? 

Goals

 $1M Cost 
Avoidance

 Reduce 
Attrition

 Improve 
Quality Control
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• Perform internal audit to understand current baseline or current-state
• Create metrics to measure results & impact of changes implemented
• Process /Task Identification & Mapping (Detailed Planning)

Embrace Disruption Early

2. Strategic Alignment /Requirements Architecture

Think “Current State” vs “Future State” mapping

• Think about what new roles or titles 
might make sense for the future.

Rethink Roles

• Leaders should consider and 
selectively adopt new identities. Be 
intentional.

Adopt New Identities

• Develop shared, internal and 
external vision for the organization

Create New Meanings
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Silos Vs Matrix

Advantages of Silo 
(Vertical)
• Clear focus
• Efficient for promoting and training
• Development of specialized 

expertise
• Faster internal decision paths

Disadvantages of Silo
• Lack of communication and 

collaboration between different 
teams/departments and functions

• Can create a disconnected work 
environment that can hinder 
effective decision making

• Can lead to lack of innovation & 
creativity

• Can lead to higher attrition rates, 
decreased employee morale and 
satisfaction

• Can lead to larger organizations

Advantages of Matrix 
(Vertical and Horizontal)
• Enhanced communication between 

teams, departments, projects and 
functions

• Supports shared resources and 
direct communication across 
projects and divisions.

• Increased collaboration and 
communication promote innovation 
and creativity.

• Efficient resource utilization
• Flexible - Agile

Disadvantages of Matrix
• Complex reporting style 
• Complex decision making
• Lack of clarity
• Can lead to priority conflicts
• More challenging for training

*There are many organizational structures to consider, but matrix was utilized in this scenario
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Before & After

Requirements 
Management

Project 
Engineering 

(PE)

Configuration 
Data 

Management

Major Communication and Process Gaps

No communication across functions. 

No communication with GSC, Development or 
Sustainment 
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Transformation Implementation Strategy Options
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Transformation

3. Strong Leadership /Detailed Design (People)

Communication Plan Execution
Role Placement Strategy (direct placement, net new hire, 

recompete)
Be Clear on the “WHY We Are Doing This” & the “WHO this 

is effecting”

Clear Goals
Purpose

Intended Results
Impact
Vision
Plans

Priorities

Clear Roles & 
Responsibilities
Team structure & size
Individual expectations

Accountabilities
Knowledge & Expertise

Skills & Abilities

Positive Relationships
Mutual respect

Trust
Support
Inclusion

Involvement
Value diversity

Okay with disagreement
Listening
FeedbackOrganizational 

Embedding
Management support

Aligned with organizational 
goals

Supportive environment
Resources

Tools & equipment

Strong Leadership
Personal credibility

Strategic focus
Clear expectations

Clear communication
Engagement & 

involvement
Develop people & team

All members responsible 
& accountable

Manage change
Recognition

Clear Ways of 
Working For

Planning meetings 
Making decisions

Internal communication
External communication

Managing conflict
Managing change
Quality assurance

Evaluating Performance Individual 
Readiness

Awareness
Motivation

Empowerment
Attitude
Skills
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Strategic Disruption

4. Open & Transparent Communication & 
Implementation

Implementation of Plans: Day 1 Go-Live

5. Creating Empowered Employees /Test & 
Verification

Perform Internal Audit & Stand-Up Metrics to track 
progress; adjust if necessary; 

Continue to train• Weekly updates of progress
• 1:1’s
• Office Hours
• Q&A Sessions
• Hypercare (on-the-spot training)

• Drive decision making to the lowest level
• Internal Audits drives ownership & 

accountability earlier in the process
• Capture what is working well and not 

working well
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Fostering A Culture Of Continuous Improvement

7. Continuous Learning & Process Improvement /Operation 
& Maintenance

Foster a Culture of Continuous Improvement and employee 
training

• Prioritize and emphasize recognition for good work 
and good ideas

6. Adaptability & Innovation /System Verification & 
Validation

Compare results to previous baseline, adjust if necessary; 
Create a New Sustainment Baseline; Continue to train

• Change the things that are not working well by 
setting a baseline, pivot strategy or process and 
track the success of the change

• Find opportunities to automate the things that are 
working well
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Follow-Up Interview With Northrop Grumman Vice President of “Target” Program

What did you think of the overall approach and results of this strategy? 

“A transformation like this takes a lot of effort, courage, commitment and time with a 
requirements perspective. It’s perfect!”

Did the results meet your expectations?

“It exceeded my expectations, and I would like to expand it to other areas on the Program.”

Now that 3 years have past, would you say this strategy was sustainable?

“It worked and it’s still working! I get more productivity, and a better culture with half the 
people saving the program money within the area that was transformed (Configuration 
Management and Data Management).” 

Undisclosed
Vice President

Northrop Grumman
“Target” Program
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Questions


