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I was thinking he was going to say he needs no introduction, so he will get none.  Well, it’s a treat to be with you today.  I’ve looked forward to this day.  I was thinking about the theme of the conference, the focus on momentum and really reflecting on all of the things that have happened.  I’ve been in this job for three years and two months and a couple of days ago, and it is so exciting to me to see where our Navy is going.  I understand that you heard from Art Cebrowski this morning so you’ve got a lot of blue skies and clouds.  Aren’t you glad we have people like Art to stimulate us? 

Of course, Bill talked to you, and I understand the Commandant was in and he talked a little bit about Sea Basing.  You know, when I got this job, I didn’t intend to be part of writing the new strategy for the future.  It just sort of happened by accident along the way.  But what we did intend to do from the very beginning, we intended to take on the battle for people.

I was thinking about this.  I was talking to a group a few days ago, and I was reflecting on this: you know three years ago we called this the war for people because that’s what it was to us.  Since we didn’t have another war, I was allowed to call it a war. Soon after 9-11, I stopped that day calling priority number one on the Top Five list the war for people and shifted the focus to the battle for people -- knowing that we’re in a war now that we’re going to be in for a long time.  I absolutely believe that the American public does not understand this yet.  This is a war that is going to go on for years.  I don’t know how many years, but I really think 15 or 20.  I think that’s what this is all about. 

We’re winning the battle for people - it’s exciting. On the uniformed side, if I could just reflect with you for a moment, in my whole career, we made our retention goals. Our first term retention goal was 38 percent.  It was a different kind of calculus, the way we computed it, and it actually buried the attrition problem we had in the Navy. So in the Navy writ large, we did not understand some of the real problems that we had.  We had an incredible amount of people that were not succeeding in our profession.  That’s not what I meant to say; they were not succeeding in the experience because it wasn’t a profession issue for them.  It was just something that they were going to do for a little while.  Let me check my numbers here.  Bill, we got six days to go and you and I will go to jail if we don’t get this number down to the two percent limit that Congress gave us.  We are at 64.2 percent for first-term retention for this year.  64.2 percent.  The old goal was 38 percent and we made it one time.  When I took over the Atlantic, the job I had before I came here, my first term retention was 19 percent, across the Atlantic Fleet. 

It is exciting to see what has happened.  We have made a commitment that we were going to commit this institution to the growth and the development of the people who have decided to commit themselves to this thing called the nation’s defense. Three years ago you can see what was here.  The whole approach to our commitment to people, our commitment to the investing in people has changed.  I’m absolutely convinced now more than ever that we haven’t invested correctly in the people who are investing in the institution so that we get the right product that we need to build the 21st Century Navy. 

Another factoid, I have to read this because I don’t have this memorized.  In fact, I’ve never used this before.  I got this out of the Vice Chief’s office.  Since 1990 ships are down 34 percent, aircraft are down 26 percent, active duty in strength is down 35 percent, and yet operations and support costs are higher than they’ve ever been and they continue to rise.  I’m here today to talk to you about money. How many of you here have been to the EBC?  Why haven’t the rest of you been?  Ok, working on it.  I want you to go.  You are critical to us achieving our objectives in the future.  You are more than just the continuity of my executive corps in this Navy.  You have to be more than that.  We cannot achieve our dream of what the Navy needs to be without extraordinary leadership from the executive corps. 

I understand that guys like me have to play a role in doing this right, and we set out the Executive Business Course because we were convinced that we were not investing in the executive leadership corps, and on the uniformed side we weren’t even close to having flag officers who knew enough about the business to be able to do this right. Not even close.  I just came out of one hour and 20 minute session on a continuing training for our officer corps, and I said it’s all great except it doesn’t deal with the rest of the structure.  Where’s the rest of the structure?  This isn’t just about officers.  Where is the piece about the enlisted side and where’s the piece that integrates the civilian structure? 

Here’s what I’ve learned since I’ve had this job.  I didn’t know this.  I’m driven by a factoid that hit me in the middle of the war.  Every morning when I walk into work, some of you have heard this, if you’ve been to EBC you have heard this, every morning I walk into the office, and there’s a piece of paper right in the center of my desk and it says how many ships we’ve got in the Navy this morning.  Oh by the way, it’s 297.  It’s going down. It’s one of the things that is not going up, like cost.  It says on there how many people we’ve got in the Navy today. We have 384,000, and I’m talking active military, 384,363 people this morning in the Navy, according to my report. It’s got to be at 382,500 for us to not go to jail, so there’s an element of suspense.  We’ve got a system that does an update over night.  

In the middle of all of this, in the middle of the war, instead of counting how many ships are underway today and what percentage of that of the Navy is underway, it tells how many are just underway in training, it tells how many are deployed.  At the height of the war, 55 percent of the Navy was deployed.  This is a unique number.  It’s higher than it’s ever been since I’ve had the job, but pieces of it were much bigger than what was over there.  Seventy percent of our air wings were deployed.  Seventy-five percent of the big deck amphibs were deployed.  You know, we deployed 15 of them on the second week of January. They weren’t part of the plan the third week of December.  Now, we haven’t advertised that a lot, but you know the reason that happened is because we’ve got a guy like Don Rumsfeld who was challenging us to challenge the assumptions.  We were down in the Tank, and the question was being asked why in the world is it going to take 300,000 plus reserves to go get this job done? 

I went out to see the Commandant, and we’re walking down to the tank and I said, “Hey, if you guys go you’re not going to need all of those reserves.  I could get these ships out the gate.  Why don’t we go down and offer up ATF East and West?”  We are so ready today that we can do that.  Our readiness is better than it has ever been since I’ve been wearing a uniform, and it is because we have invested in it.  Well, that’s not the point of this story. The point of this story is 55 percent of the Navy, and then I have a slide that says how many Sailors are deployed.  What was the number?  Who knows?  78,000, and on that day we had 386,000, I guess, people on active duty, and we had 12,000 reserves.  Now, what I want you to understand is we’re paying 900,000 salaries in this institution.  The part of this we didn’t know -- and we studied this with the off-site with the SECNAV -- was that we’ve got about 235,000 contractors.  We count the civilians.  We count the reserves.  We count the active.  But we forget about the contractors.  The numbers continue to go up. 

How does it take 900,000 people to deploy 55 percent of the Navy, to have 78,000 people deployed?  How can that be required?  Now, I don’t know the answer to that, but I can tell you the only people who are going to find out the answer to that are the people that are in this room in the executive board and on the uniform side of this.  It is on us to find out what that is all about.  We will not have the Navy that we dream of, a Navy that gives opportunities to people and is committed to the growth and the development of the people who walk into the door.

You know my dream for this institution from the time I walked in was, I want people like you and those that work for you, that are entrusted to your leadership, I want them to be so proud of being a part of the Navy team that they can’t stand it.  That’s what I want.  We’ve got this thing called Perform to Serve.  For the first time in our history, we are telling people that they can’t stay in our Navy.  We’re saying, “No, I’m sorry.”  Is that a good thing?  Well, the fact is, it is a good thing.  It is a good thing for people to have to perform well to be part of your organization and in order for them to be there they have to really want to be there and they have to be committed to growing and performing. That’s a good thing. 

Ok, so where does that take us?  Well, I have been  encouraged by the SES’s that have come here this morning to lay it on the line with you.  You know I’m a pretty direct guy.  I don’t know how else to be.  The direct message that I want to pass to you is this: we can’t do this without you.  We need you to help this institution to figure out where the money is.  Where is the money?  EBC and this process is all about figuring out what is the number of people it should take to run this institution?  Now, we’re at the point where 65 percent of our TOA we’re spending in salaries, and I’m absolutely convinced that it doesn’t take 900,000 people to deploy 78,000 Sailors.  When I read what the big successful companies are doing out there in industry and the way they do it, here’s the thing that I guess has been driven home to me.  If you are an executive for one of the majors, one of the truly successful majors, every morning when you come to work your mission is to find out how to reduce cost, and if you’re not a company that reduces cost, you’re going out of business.  You are on your way out. 

Now, that’s antithetical to the way we do life in the Navy.  I’m not criticizing anybody.  I’m observing the way of the institution we’ve all grown up in.  So why I want you all to go to EBC is I want you to help us figure out how to do this.  I’ll tell you, I don’t know how to do this.  But I think what I do know is what is going to be required for us to have the kind of Navy that the nation needs.  In the next few days, the Defense Science Board (inaudible) study is going to burst on the horizon and it’s going to talk about what Mike Hagee just talked about in fuller terms.  It is going to talk about the requirement to possess a national capability that is able to project power from the maritime domain, and that maritime domain is what we‘re all about. 

See, I’m convinced that in tomorrow’s world there are going to be a lot more Turkeys.  You know when I got this job I had to have a speech, 30 minutes on why we had to have a Navy, a 20-minute speech on why we had to have a Navy, and a ten minute speech on why we had to have a Navy.  By the way, you should have that too.  You know, you’re an executive in this institution.  You should have that too.  I’ve got a ten and a five, and I’ve even got a 30 second version.  I got to give it to the president over lunch in the middle of the war in fact: credible combat power, far corners of the earth, sovereignty of the United States of America, options for the president, anywhere and any time, without a permission slip.  That’s it.  (Laughter/Applause)

Since then, we’ve modified it a little bit, and it’s not just credible combat power, it’s credible, persistent combat power.  But remembering that the enemy out there today is going to come after us with asymmetric means, sometimes we forget that we have an asymmetric advantage too.  Ours is that this nation has produced more awesome technology than any nation on the face of the earth.  But none of that technology works without the genius of our people.  Our second asymmetric advantage is that: it is our people. 

 You and I are being given a chance to function at the executive level, and our task is to take this Navy to the future and this nation needs the capability that we bring to national defense, the ability to operate out of the maritime domain, the international space where our sovereignty counts and gives us access.  We’re not going to be able to find the investment streams to do that unless we find out where the money is.  We need another ten billion a year, ten or 12 billion a year. 

We’re spending the money.  You know when I got here they said, “Well, the answer is we’ve got to have more top line.”  Sometimes we’re not thinking about what’s happened.  We’ve got a lot more top line now.  What’s the real number for us in the one we’re putting, you know the Navy share of this one?  115.  It was 80 when I got here three years ago.  I was executing a program that had $80 billion in it.  We have more top line; we’ve got to find out how to spend it right. 

We all have become a lot smarter about how to streamline this great big corporation that we’re in.  So why do I want you going to EBC?  Why do I want you to make growth opportunities available through this segment of the executive corps?  Because I don’t think we’ll get there without you.  We can’t get there without you.  I want to tell you this, I’ve been doing this all of my adult life.  The highest honor I have ever been given was the chance to go do what I’ve been doing for the last three years.  You know it’s hard to tell where are we today.  We’re limited because we’re in the here and now. It’s hard to tell where are we?  I believe 20 years from now looking back we’re going to see this period that you and I are serving in as one of the most important periods in the history of our nation.  That’s what I believe.  The stakes are immense.  You and I are being given the chance to make difference in this organization. 

I am so grateful that we have people like you who are committed to the task, and I’m also grateful for this: people who have a heart for it.  Some of you saw, how many of you were at the All Flag?  I spent a couple of hours talking to the admirals about a new assessment system that I am thrusting on them.  This is a very honest discussion about people’s strengths and people’s limitations.  Some of the SES’s there thought that they’d like to be part of that.  This isn’t a hammer vehicle.  This is part of the commitment that we’re making on the uniform side to people to help them grow.  You know what I’ve discovered over the course of my career is that it takes a lot of courage to look somebody in the eye and say, “You need to improve in this area.  You need to develop your executive strength in this area.  You need to get a better grip on your money skills.  You need to be financially literate and you’re not.  You need to improve your …” you know whatever.  But have an honest confrontation with people on the things they need to do to get better.  We’re doing this on the uniformed side.  The first reports are coming in right now.  The report from the reporters is, “This is the hardest thing I’ve ever had to do in my life.  What are you doing to me, Clark?”  It’s because we’re saying to them talk to us honestly about this and assess the capabilities of this person. 

This is all about being open and direct and honest and then a commitment that we will invest in the executive corps to give them the strengths that they need and the skills that they need so they can take us to the future. That’s what I believe is required, and we can’t get there without you.  The highest honor in my life is to get the chance to serve alongside people like you and to get a chance to serve at a time like this.  So thank you for being part of the team.

I see you have some interesting things later on this afternoon and they include sessions.  Mark is going to talk to you about Echelon II visits.  These echelon visits are Vern’s visit to the Echelon II commanders.  It’s been interesting.  Everybody was smiling at me and there was no bloodshed (Laughter), because I was worried.  You know this is about me learning too, all of us learning where should we go focus our attention.  So Mark is going to talk about some of the things that we learned.  I see you’ve got a session on the PPBS process and the fundamental change. We’re doing training  at the Center For Creating Leadership.  How many of you have been part of that?  What do you think? Well, you know my philosophy on this.  One was don’t study it to death.  We’re going to get professional help; this was an outfit that ranked at the top of the stack, let’s go..  Do you know what’s exciting to me about that?  The president of CCL, they will not divulge data they have from other groups, but the last group we had down there was the highest ranking group that they had ever had in the history of the organization, the Navy group. 

What they said to us was this, “Admiral Clark, we don’t know exactly what’s going on in the Navy, and we can’t tell you the specifics of the other services, but we will tell you this, we have data on all the services and there is more openness to take on the challenges of the future and willingness to look change in the eye in the Navy than in any place that we see.”  Isn’t that a great report?  We have a lot of momentum going for us, so let’s light off the afterburner and keep going because there is a lot to do.  There’s a bright and promising future out there for this institution and the people in it, and it’s our task to lead this institution to that dream.  Thank you very much. 

(Applause) 

