Draft

CNO N6 HQWeb/Outlook/Phones 

Standard Operating Procedures (SOPs)

GOAL:   Provide basic rules of the road  to ALL CNO N6 users so that Productivity and Usability of Technology can be maximized through CONSISTENCY, WORKAROUNDS FOR SHORTFALLS IN SOFTWARE, AND SHARING OF CONTENT.

· RULE: File and Subject Naming (All programs….HQWeb, .doc, .xls files, etc)

· ALL ‘names’ should:

· Include date (until software can be changed to include date stamp)

· Put KEYWORD in Front (GBS, SECNAV Waiver, Biweekly)

· Use English

· Who has lead action, due date, etc as appropriate

· Example:  N6 Biweekly Highlight 22 June 2001  (vice 062201.doc or biweekly.doc)

· Justification:

· Content uploaded into HQWeb uses the ‘file name’

· Search Engine results use Subj name (difficult to pick current content w/o date in subject)

· Sorting through e:mail requires better use of Subj names, libraries sort on first word

·  Since the Library is strictly designed for the most current version of a file, there is no need to have the actual date embedded into the subject/file name.
·  With the tasker system, since any files attached are with direct respect to the tasker in question, dating those files inside the file name is also redundant.

· Example: N6 Biweekly Highlight.  (Since this gets updated on a regular basis, those who are searching for it get the latest copy by default.)
· N6M; Unless the software is going to learn to read and sort on dates written in English or US military format, shouldn’t we encourage folks to use a date format that ‘sorts alphabetically” like 2001-01-23?
· RULE: Tasker Comment Block:

· MUST be updated with specifics

· Who, what, where, when, why

· How ‘big picture’ action was completed

· If only intermediate step done….insight into what next steps are

· Put most important and most recent info at top of comment block…that’s where tickler gets status.  

·  When updating comment block, you can often delete the current info in comment block before entering new comments.  In some cases you will want to  keep some old info.  HQWeb saves previous comments.

· Delete all comments before adding new comments

· EXAMPLE:  N60 (Verducci) reviewed on 6 Jul, comments fwd to N62 (Butorac) by e:mail for incorporation into CNO N6 response.

· EXAMPLE:  N62 review complete….require N6T to print out routing package and fwd to N6B, N6A for chop and VADM Mayo for signature. RTN to N62 (Butorac). 

·  Agree that tasker comment block should contain pertinent information for the particular action taken.  It should not, however, attempt to contain instructions for the next step in the chain.   Such instructions are (or should be) intuitively obvious. 

· EXAMPLE: N60 (Verducci) reviewed on 6 July. N60 Comments Complete. [N62 (Butorac) should know to check the tasker status for any coordination information, without having to be prompted.  Essentially, you have the action officer (N60 in this case) doing the same work twice.

· EXAMPLE: N62 review complete.  The tasker then goes on to N6T in the normal course of events.  N6T should know if this action requires a hardcopy for signature, or if it can go electronically.
· RULE: Preventive Maintenance MUST be done by Divisions and must be Proactive

· New people, people transferring

· Keeping directories up to date

· Links on Mission Pages, Related Links

· Business Rules being followed

· Naming, Tasker Comment blocks, etc

· Problems must be flagged and fixed by whoever finds them…..everyone responsible.

· The difference between ‘world class’ and ‘sub-par’ is attention to detail.  A frustrated user holds the entire CNO N6 organization responsible.

Business Rules

· RULE: Which Library?

· *******UNCLASS OPNAV LIBRARY (Opnav password)******

· Put most Unclass documents here

· UNCLASS PUBLIC LIBRARY

· Subject to Security Rules on Public Web Sites (see b/u slide)

· Risk Mitigation:  Send documents to Mulé for review and they will post

· *****SIPRNET PUBLIC LIBRARY*******

· Put Classified documents and documents that need near-term fleet access

· SIPRNET OPNAV LIBRARY (Opnav password)

· QUICKPLACE SITE (Quickplace Site-specific PW or can be Open site)

· Shared Network Drive (Unclass O: Drive, )

Business Rules

· Who can enter new External Taskers?

· RULE: In CNO N6, New External Taskers will be entered by Cooley, Rogers, Mulé, Hook, Taylor, Story, Teates, Mills, or Crum and Admin Support.

· After training, will be expanded to include Admin Support (Ellis, Johnson, Henson, Preziose, Ward, Sampere, Mead, Greene)

Disagree.  Secretaries outside of N6T should not have access to create external taskers.  The idea here is that N8 sends a tasker to N6.  N6T picks up on it, and resends the tasker to the appropriate division.  Division director then assigns the Action Officer.
· E:MAIL Notifications:  This group gets notified when the Lead Division marks “Division Complete”

· Anyone in CNO N6 who has NEW External Taskers should fwd them to Cooley/Mule’/Taylor/Rogers so they can create.  If this method is unresponsive, then we will re-evaluate.

Start re-evaluating now.  External taskers are just that – external -.
Business Rules

· Using External vs Internal Taskers

· RULE:   External Taskers should be considered  initially for all taskers except in isolated cases where one-on-one, low visibility is justified (Fitreps, personal actions) or where it is truly an inter-divisional matter.
· Discussion:  Internal taskers have lots of cons:

· Not seen by anyone except people listed by name or people in the ‘creators’ division

·  This is a pro, not a con.

· Can only add  people one at a time

This is a good thing.

· Difficult to delegate (need to add person to tasker)

·  Internal Taskers are already a delegation – rarely if ever will an internal tasker get delegated even further.

· Doesn’t show up on spreadsheets, more difficult to manage big picture

·  Since it’s internal to a division, why would it even show up on a spreadsheet outside of the division?

· Stovepipes information and content

·  Is designed to keep the task where it belongs, without broadcasting irrelevant data to the four corners of the globe.

·  So far, haven’t seen a “con” yet.
N6M;  For the SOP, N6 DivDirs and BHs need to decide if they are going to use Internal Taskers, Outlook Tasks or “wheel books and stickies” to assign and track who in their group is doing what.  Neither works with external taskers, thus both are a pain,  It is not unusal for us to 10+ tasks in each system.

Business Rules

· When is “Directorate Complete”?

· Rule:  Only CAPT Teates, CAPT Story and those delegated by them will mark the “Directorate Complete” box. 

· Comments block must justify

· If action is kept open until CNO/SECNAV sign folder, PNC Cooley will change DUE DATE and annotate comments block

Business Rules

· Marking “AO”, “Branch”, “Division” Complete.

· RULE:  Only the LEAD AO, LEAD DIVISION WILL mark the check boxes at top.

·  RULE: Lead Division Director determines if Division is complete, not the AO.

· All other divisions should just make comments in comment block when their reviews are done and consider annotating SUBJ line.

· Branch Head level intentionally not there.  If you want Branch Head chop, then put them in as AO and ‘submit’ and put comment in comment block.

Business Rules

· Taskers: Classified vs Unclassified.

· RULE:   External Taskers should use the UNCLASS side unless the action is classified or will likely become classified when response or additional attachments are added.

· Creating taskers on Siprnet side creates a stovepipe in that most of CNO N6 and Navy operate on Unclass side and that people cannot easily access HQWeb from home/TAD if on Siprnet side.

·  If they are at home, they won’t be doing a classified tasker anyway.  Until such time as all of OPNAV is 99% unclassified, there will be classified taskers.  Also, if personnel are TAD, why in the world are you sending them taskers?

· Issue:  Most people in N6 review their message traffic on SIPR which captures both unclass and classified messages.

Business Rules

· Taskers that Require Signature by Mayo/Dominguez.  Who Prints Out, Gets Signed and Scans.

· RULE:  The Lead AO is ultimately responsible and must proactively keep questioning attitude

N6T is ultimately responsible for getting the tasker signed. The Lead Division is responsible for getting the tasker completed and in to N6T prior to the due date.
· N6T will print out and put in a routing folder for N6/N6B, but this must be coordinated by AO and specific comments made in Tasker Comments Block (Just marking “division complete” is NOT SATISFACTORY).

·  Division complete is totally satisfactory.  Any additional comments that need to be brought to the attention of the signer will be included in the ESM which is attached as part of the tasker documentation.

· Every tasker is different, it depends on Lead AO to coordinate with the Requesting AO.

Business Rules

· Moving Content (as appropriate) from C:, H:, O: to HQWeb

· Rule:  All CNO N6 users will review all content on the C:, H: and O: drives, and delete or move  as appropriate to HQWeb using  SOP rules on naming

· Move it to HQWeb or delete it.  Shared drives are a stovepipe that should be avoided.

· If it is pre-decisional, put ‘pre-decisional’ or ‘draft’ in the subject

If it is pre-decisional or draft, it has no place on the HQWeb library.  At that point, the only relevant tool is a Quickplace for co-ordination with those persons working on the item. ONLY FINAL Documents should be stored on the HQWeb.

· Must follow N6 business rules on naming files, naming subjects, combining like files in one HQWeb document 
· Guiding Principle:  Stovepiped content needs to be avoided at all costs, even if it incurs RISK.  RISK incurred by ‘information sharing’ needs to be embraced.

· Examples:  Final products, pre-decisional products, point papers, issue papers, briefs.
· Again, non-final papers should be avoided.
· CNO N6 GOAL:  Start after training and everyone finish NLT 30 SEP 2001.

Business Rules

· Migration of Content from Legacy N6 Web Sites to HQWeb.

· It should be noted that the HQWeb, while Web Enabled, is not in fact a web site, and should not be treated as such.

· Rule:  Legacy sites should be reviewed and as applicable, appropriate content moved to HQWeb
· N6 Legacy Web Site

· N6 Conference Legacy Web Site

· Can’t be moved due to cgi scripting and password issues.

· AUCANZUCAS Legacy Web Site

· Same. Also security issues concerning foreign access.
· NG5 NATO Legacy Web Site

· See above.

· Various Forum Tickers

· C4ISRT Days

· DivDir Internal Ticklers

· !!!!!!DO NOT intend that these legacy sites be dis-established in near-term, only that they be reviewed for currency and content!!!!

· !!!!!!DO NOT intend for the HQWeb to be more than it really is.

Business Rules

· RULE: Adding New Documents..Minimize the Clutter in the Libraries by combining similar content
· Combine like items into one HQWeb Document (ie N6 Bi-Weekly Highlights (New Highlight added 7 Jul 01))

· Making SUBJ descriptive of latest update.

· Don’t continuously delete document and create new documents

· Advantage:  Less disruption of links to recurring content.

Business Rules

· Archiving Documents:  Default is 18 months.

· RULE:   Need to think ‘big picture’ and pick an archive timeframe that makes sense.

·  Options are 2 weeks, 3 months, Permanent.  SEA 09B adding 18 months, 2yrs, 3yrs options.

· RULE: Division HQWEB Reps need to look at Libraries and identify items that are out of date.

· Archive files get put on a different server.  While still searchable, they don’t visibly show up in Libraries.

Business Rules

· Elimination of Stovepipes.  Quickplace sites, like shared drives, create stovepiped information.  

· RULE:  Quickplace sites have responsibility to move content to HQWeb Libraries.

· Periodically audit Quickplace sites to see if this is happening.

· Actually, they don’t.  The purpose of a Quickplace is for collaboration among widely separated locations.  Once the collaboration is completed, the result may or may not be in contention for inclusion on the HQWeb.  The quickplace owner is responsible for this. 

· RULE:  Quickplace sites will periodically be tasked to ‘justify their existence….why can’t they be transitioned to HQWeb?”

·  Because HQWeb does not allow for collaboration. HQWeb is designed to be a semi-static location for Library files.  It is not the place for N6 internal working documents.
· The justification that info is ‘pre-decisional’ is repeatedly quoted as justification for keeping the fleet customers in dark.

·  Which is a good thing, as a draft (pre-decisional) paper may send the wrong message, or be misinterpreted by outsiders.  Let’s stop the flood of P-4’s before they begin, and keep internal processes internal.

Business Rules/OUTLOOK

· N6 Conference Room Scheduling
· Discussion:  Conference rooms are split between Sipr and Unclas, inconsistent naming. Must physically walk around to schedule a conference room.

· RULE/RECOMMENDATION:

·   Transition all conference rooms to Unclass

·   Give consistent, easy to find, descriptive names (this already exists, need to verify)

· If they are listed as a resource.  For example, the 4th floor conf room is listed as: !N6 Conf Room 4423
·   Scheduling authority to be consolidated by N6T

·  List N6T as the owner.  Have everyone else “Invite” the conf room as a required attendee.  Check on “Free Time” and if someone else has it, it will show as taken.  N6T can then resolve s=disputes.

· ACTION:  N6T and ADPSO (MacDonald) work together to optimize conference room scheduling…..May decide to make the N6 conference rooms a “OUTLOOK RESOURCE” that can be selected when generating  meeting announcement (this way people can schedule from their desks)…..we should try this.      Fallback would be to make a PRIMARY and two BACKUPS the  Conference Rm Czars  and  give them rights to ALL the Rooms so there is one person (vice 4 people) you need to go see.

·  It’s already automated.  Why go backwards?  If any Tsars exist, they belong in N6T.

Business Rules/OUTLOOK

· Personal Calendars in OUTLOOK
· WILL be kept in UNCLASS OUTLOOK to reflect significant absences from desk and updated approximately Weekly

·  Please don’t be a Big Brother.  Updates to personal calendars should occur when things need to be updated.
· WILL give Read-only ‘reviewer’ Rights to ALL N6

·  The default setting is “None” for a reason.  
· Right click on Outlook shortcut bar…properties..permissions.

· DIVISIONS will keep “DIVISION GROUP CALENDER” to consolidate LEAVE/TAD and Major Items of interest to ALL of DIVISION

N6K has one as well, out in the “Public Folders” section of Outlook.  We keep TAD, Leave, etc on it.  Everyone has permissions to see it (if you are in N6K).  Personal calendars are for personal items.

· In N60, we use the secretaries calendar.  When you add LV/TAD to your own calendar, invite the secretary.

· Every division currently does this differently…..trying to find the optimum way (that avoids unnecessary manual replication of data between numerous calendar stovepipes).

· ACTION will be for each Division to have a “Divsional Calender” that considers lessons learned from N60 and takes into account “minimizing unnecessary” manual replication/duplication of data from individual calendars to the group calendar.  Another goal is consistency across directorate.

Business Rules/OUTLOOK

· RULE:  Out of Office Assistant WILL be used for extended absences from office (more then one day) and will include POC info

· Except when the TAD person has access to his/her e-mail from a remote location.

· This rule also falls down since the Out of Office Autoreply only happens ONCE.  If I were to send multiple e-mails to the same mailbox with Out Of Office turned on, I would only get ONE reply.  For this reason, OOA is of limited use.
Consider using Rule Wizard to forward mail (fm Name, or with keyword).
Business Rules/OUTLOOK

· OUTLOOK Inbox
· All N6 Personnel will GRANT “View Only” rights:

· To USERs Supervisor

· To USERs Backup(s)

· Supervisors will give their subordinates “Reviewer/read-only” rights to their mail box (at a minimum, DivDirs provide rights to their Branch Heads.

· “N6 Principles:  Flexible, adaptable, responsive processes are the prereq for a flexible, responsive, successful Navy”

Business Rules/OUTLOOK

· RULE: Meeting Announcements and Hail/Farewells should use OUTLOOK Calendar Features (vice e:mails)

·  Using e-mails simplifies the process. Outlook calendar features will return a reply to the sender regardless of what the recipient does.  An accept generates a response, a decline generates a response.

· RULE:  Do NOT ‘send response’ unless it provides “value added” to originator….don’t generate unnecessary e:mails
· As mentioned above, a response is generated – you just have the option of “editing” the response.

· Discussion:  Allows to quickly get “who is attending numbers”, Allows changes in time/place to be updated in calendar automatically.  Should have critical path (ie VADM Mayo for C4ISRT days) initiate item so that when critical path changes his schedule, the event can keep up.

Business Rules/PHONES

· RULE: Extended Absence Greeting will be used when out of office more then 1 day and include a POC who is backing you up.

Some of us don’t have voice-mail or answering machines.  Any rule which assumes that they do is flawed.  Since all of our phones have CF ALL/CF Busy and CF DA buttons, program them to auto-forward your phone to whomever is covering for you.
