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Meeting the Challenges of a Dynamic Workplace Environment

Corporate America has downsized, restructured, reengineered, and reorganized in an effort to reduce costs and improve efficiency.  Most companies have shed all but what they consider their core competencies in an effort to meet their customers' needs with improved efficiency and competitiveness.  The environment in the Department of Defense (DoD) and the Defense Acquisition University (DAU) have been equally dynamic.  The Honorable Donald H. Rumsfeld, Secretary of Defense, implemented an on-going strategic review of the DoD as he and his DoD leadership team addressed major issues of how to best streamline and organize the DoD; budget and fund priority initiatives; manage the acquisition process, and improve the DoD’s ability to attract, retain, and train a quality workforce – all multifaceted and dynamic issues. 

Building a Culture to Both Achieve and Sustain Acquisition Excellence 

Change is hard, but it also provides new opportunities for us to grow and continue to excel.  To be successful will require all of us to respond in a positive, proactive, and energetic way.  In the past, acquisition reform initiatives have been directed at improving the efficiency of our acquisition and logistics operations.  While these initiatives have produced significant savings, additional savings and performance improvements are achievable through the consistent application of best business practices to achieve acquisition excellence. The Honorable Edwin C. “Pete” Aldridge, Jr., Under Secretary of Defense, Acquisition, Technology, and Logistics [USD (AT&L)], has established five over-arching goals to refocus DoD’s AT&L community in achieving and sustaining acquisition excellence.  We have aligned DAU to aggressively support the AT&L goals.
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Acquisition, Technology, & Logistics workforce

3. Improve the health of the Defense industrial base
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with defense strategy

5. Initiate high leverage technologies to create the

warfightingcapabilities, systems and strategies

of the future

The Honorable Edwin C. “Pete” Aldridge, Jr.


DoD's ability to move from an environment of acquisition reform initiatives to an environment of sustained acquisition excellence will depend on a cultural and organizational transformation based on best in class business practices.  DAU has a critical role to play in this transformation process, and we are receiving outstanding support from everyone in our leadership chain.  This paper addresses on-going initiatives and key attributes of the DAU transformation.  I will share “Team DAU” initiatives we are now implementing as we move to create a future and achieve acquisition and training excellence.  

Re-Thinking and Re-Tooling the Defense Acquisition University

Surveys tell us that the DAU performance attributes valued most by the AT&L workforce are currency, speed, agility, and adaptability, supported by learner-centric, timely, and targeted training.  We are aggressively working to instill these elements in our processes and training products and services.  

Among our  “Fast Track Initiatives,” we are now concentrating on nine areas: 

1. A strategy-driven and customer focused training concept;

2. Moving beyond certification training to a performance support environment; 

3. Organizing to better support the AT&L community and achieve mission success; 

4. Expanding e-learning to support and facilitate e-business;  

5.  Establishing a case-based training environment; 

6. Strategic alliances and partnerships to expand the training envelop; 

7. Achieving cost accountability; 

8. Establishing meaningful metrics that influence organization behavior, and 

9. Team-building, and leadership alignment – the one team concept.

A Strategy-Driven Training and Customer Focused Concept 

The AT&L training community is currently facing major challenges that do not allow us to cling to the status quo.  First, acquisition training must reach more people.  Redefinition of the AT&L community has increased the number of individuals requiring training from approximately 100,000 to 135,000, an increase of 35 percent.  Second, knowledge management and knowledge dissemination must become an integral part of the new strategy driven, customer-focused training concept.  The learning environment of the 21st century is much broader than the traditional instructor led, classroom-centric environment of the 20th century.  Our objective is to provide learning resources seven days a week, 24 hours a day – the concept of anytime, anywhere learning. This concept will help with workforce planning and facilitate our ability to train new employees entering the AT&L workforce.  We must learn how and act quickly to capture and maintain (mine) the intellectual capital we do not want to lose with departing employees.  We must become significantly better at getting the right information to the right employee at the right time.  Simply stated, we must be better at helping the AT&L workforce excel in the workplace.  

Third, we must use technology to expand the reach of training, and to allow individuals and workplace supervisors to have more control and choice over their own training solutions (self-directed learning).   Fourth, changes in training should address deficiencies, as we develop value-added learning solutions to improve the overall quality of the learning experience.  Fifth, our training strategy must include a robust continuous learning program to provide life-long learning options for each member of the AT&L workforce.  This area is too important to be managed as an afterthought.  Sixth, the AT&L learning strategy must optimize the DoD investment in training.    Finally, every member of the DAU team must be customer driven with a customer-centric attitude.  We must aggressively focus on transitioning from the training environment of the 20th century to the learning environment of the 21st century.

The AT&L leadership is actively engaged, and has strongly endorsed our direction and initiatives.  We are receiving great feedback from the AT&L workforce members who have been exposed to our new training products.  We have also engaged our industry partners, the Service Acquisition Executives, the Directors of Acquisition Career Management, and the career field Functional Advisors to ensure buy-in and to build consensus on direction.  Initial results indicate we are on track, and meeting the strategic needs of the AT&L leadership.

Moving Beyond Certification Training to a Performance Support Environment

Since DAU’s inception in 1991, the primary focus has been to provide the highest quality training and education to satisfy certification requirements defined in the Defense Acquisition Workforce Improvement Act (DAWIA). This will continue as a principal DAU mission area, but we must do more to help prepare the AT&L workforce to think differently, develop better business practices, and shape smart business deals.
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We are working with our customers to improve our learning products and services and expand the ability of DAU to provide life-long learning opportunities for the AT&L workforce, not just certification training.  In moving toward this goal, we have established a new learning concept we call the Performance Learning Model (PLM).  As the Performance Learning Model suggests, we are building a learning environment that will give each individual more control over their learning solutions, and will take full advantage of opportunities created by the information technology revolution.  We are developing new learning products and services based on a robust continuous learning program, functional communities of practices that will link experts and practitioner’s together in virtual communities seven days a week and 24 hours a day.  The Navy’s Acquisition Reform Office is a leader and strategic partner in this endeavor.  In addition, we are building new tools for knowledge dissemination and performance support that will allow the AT&L workforce to acquire job specific knowledge and just-in-time training at the point and time of need.  Some of these new tools exist today in a limited and ad hoc fashion.  The PLM creates a structured and conceptual foundation for the new learner-centered learning environment. 

To be more responsive to the AT&L community, DAU faculty is helping program offices and other acquisition organizations solve specific, real-world issues.  Consulting, action-learning and performance support is a vital part of our mission.  We are positioning ourselves to be a significant partner for future job performance support and assistance.  Our DAU re-organization will facilitate our ability to successfully execute the PLM and provide direct performance support for the AT&L workforce.  

Organizing to Better Support the AT&L Community

On 11 Jan 01, Secretary of Defense Donald H. Rumsfeld in his confirmation testimony before the Senate Armed Services Committee, made the following statement:
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We totally agree, and believe DAU is directly aligned with Secretary Rumsfeld.  We are out-front leading in addressing the cost of managing DAU as a corporate university.  The old DAU organization started as a consortium of existing training organizations with no defined organizational concept.  The end result was an organization configuration that was outdated and burdened with a heavy overhead cost.  The need to rationalize the DAU organization was overdue and was authorized November 1999 in a DAU transition document signed by the DEPSECDEF.  The DAU organization re-engineering initiative occurred in two phases.  First, the DAU Headquarters consolidation at Ft Belvoir was initiated in June 2000 and completed September 2000.  Second, the DAU campus structure re-alignment was initiated in Dec 00 and approved for implementation June 2001.  [image: image4.wmf]A DAU Success Example 
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The new organizational structure is shown below.

Form follows function, and the DAU organizational structure will facilitate implementation of the new learner-centered, learning construct – the Performance Learning Model (PLM).  The key attributes of the new DAU organization structure are the following:

1. Leadership alignment between the President and Commandant;  

2. Clear division of responsibility between DAU staff and DAU line organizations; 

3. Alignment of main campus centers to major AT&L workforce locations;

4.  Regional responsibility assigned to the five main campus centers (see figure 5 below); 

5.  Centralized curriculum development at Ft Belvoir; 

6.  Establishment of the virtual learning center to oversee and lead expansion of our technology based learning assets; 

7. Dedicated resources to establish and expand the DAU knowledge management/sharing assets and capability, and 

8. Redefined roles for the Executive Institute and the DSMC relative to international and executive leadership training and development.  

[image: image5.wmf]In the words of

In the words of

Secretary of Defense Donald H. 

Secretary of Defense Donald H. 

Rumsfeld 

Rumsfeld 

-

-

“The legacy of obsolete 

institutional structures and 

processes and organizations 

does not merely create 

unnecessary cost, which of 

course it does; it also imposes 

an unacceptable burden on 

national defense.”

Confirmation Testimony to Senate Armed Services Committee, 11 J

anuary 2001


As we evolve our organization concept, our emphasis will be on teambuilding and establishing smart, efficient, and streamlined processes.  Our goal is a mission-focused, customer-driven, cost-efficient organization.  

The new organizational structure facilitates the ability of the new DAU leadership team to address several long-standing organizational issues such as: 

1. Leadership alignment; 

2. Internal and external communication – with a common message; 

3. Reducing our cost of operations;

4. Teambuilding – one vision, one team, one playbook, and 

5. Building a collaborative, empowered and people sensitive work culture.  

The AT&L leadership has been directly involved in reviewing and approving all organizational changes.  The Honorable Jack Gansler, then USD, AT&L, reviewed and approved the DAU Headquarters consolidation, and the Honorable Michael W. Wynne, PDUSD, AT&L, led an independent, senior level team review of our proposed organization realignment concept, including the leadership structure.  Mr. Aldridge, USD AT&L, approved our new organization on 1 Aug 01.  The direct and active involvement of the AT&L leadership, including Mrs. Donna Richbourg, ensures DAU is tied to the strategic and business needs of the AT&L workforce.  

e-Learning to Expand Reach, and Support/Facilitate e-business

Mr. Aldridge, USD, AT&L, has established a high priority, and is placing increased emphasis on e-business practices.  Mr. Michael W. Wynne, PDUSD, AT&L is leading this effort, and he has established a DoD e-business committee that is making tremendous progress.  Mary-Margaret Evans is leading the e-business committee.  Mr. Wynne personally requested that DAU participate (performance support), and DAU is a member of the e-business team.  We are already developing concepts for updating our training to capture e-business approaches.  DAU e-learning initiatives will help facilitate DoD’s transition to an e-business culture.

Our primary objective is to facilitate the e-business environment through training on new ways to work, and to expose all employees to e-tools.  Technology literacy is a critical skill in today’s business community.  Our e-learning strategy involves both internal and external initiatives.  Internally, we are leveraging technology, and electronically linking faculty and staff across all locations.  Cross-campus collaboration will powerfully improve our ability to add speed, agility, currency and quality into all of our products and services. 

Our external e-learning initiatives are directed at expanding the reach of our training products, driving down the cost of training, becoming learner-centered, and improving the overall quality of the learning experience.  Our e-learning philosophy goes beyond training to include the delivery of information and tools that improve job performance and build virtual communities of practice.  We have had great success in converting traditional classroom, instructor led courses to computer or web-based offerings.  The results are a more responsive and agile course delivery system.  

We are using a variety of distributed learning approaches.  For example, the basic acquisition course (ACQ-101), Fundamentals of Earned Value Management (BCF-102), and basic test course (TST-101) are strictly on-line delivered courses.  The intermediate program management tools course (PMT-250) is an on-line course that also uses synchronous cohort groups.  The intermediate acquisition course (ACQ-201), and Acquisition Business Management (BCF-211) are hybrid courses, with a mix of on-line and instructor led segments.  e-Learning expands our reach as reflected by the ACQ-101 course where we increased the annual throughput from 3000 to over 9,000 graduates.  This represented a 300 percent expansion of our annual student reach.  Our graduates have provided extremely positive feedback about the overall quality of this e-learning course.  

The cost benefits of e-learning have been thoroughly documented.  The DAU results clearly reflect the direct value-added benefits in a tough, fiscally constrained environment.  A quick case study of the cost benefits of converting our basic acquisition course (ACQ-101) from a classroom delivery to an e-learning delivery mode is shown in figure 6.  While the cost benefits will vary based on multiple factors, the benefits are significant when managed wisely.  
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It is important to note that our strategy driven goal is to improve the overall quality of the AT&L learning environment, not to blindly drive down the cost of training.  However, everyone must recognize that cost is an integral element of value. 

We are still in a growth mode on our e-learning journey, and we recognize some of our customers have valid concerns about the rapid move to on-line training.  And, we are moving quickly.  In 1998, only 2 percent of the DAU graduates participated in distant learning courses.  By the end of 2002, after we complete the re-engineering of our Program Management functional training, that number will be approximately 40 percent.  If you include the hybrid courses, those with both a web-based and resident content, the number rises to approximately 60 percent.  We are now actively working with the contracting functional community - our largest career field.  The outcome of these discussions will also expand the reach of e-learning training.
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We are committed to transforming acquisition training to best serve the AT&L community.  In the past, our primary delivery mode has been resident courses.  In the future, we will provide more on-line or web based training that the AT&L workforce will manage at their work/home location.  This fits perfectly with the new and evolving DoD telecommuting program.  We are not moving away from traditional classroom training, but we are working with each functional community to establish the right balance between resident and distributed training.

Establishing a Case-Based Learning Environment

We are establishing a case-based learning environment where members of the AT&L workforce will review actual business situations to analyze and develop alternative business solutions in a low risk, action learning exercise environment.  To that end, we are working with all functional areas to create appropriate case-based and/or simulation training concepts for all Level-III certification training.  Our current proto-type initiative is directed at the program management re-engineering effort.  We are completely re-structuring the Advanced Program Management Course using a modified Harvard style, case study approach in the design and development of the replacement PMT 352 and PMT 401 courses.  The case-based training method is a time-tested learning approach used in virtually every “world-class” executive development program including institutions such as Harvard, Darden, Wharton, MIT, etc.  

We have established a dedicated team, and we are working with field program offices, Program Executive Officers, and other major stakeholders to obtain real-life challenges, problems and dilemmas to use in building our case studies.  These cases represent the kind of real life situations our students can expect to face in their work environments.  We believe we are establishing a program without peer.  This is the most comprehensive re-engineering of program management training since the Defense Systems Management College was first established in 1971.  We are also training our faculty to function differently in a case-based environment and we are working that area very hard.  

We are really excited about how this program is evolving, and we have implemented multiple tools to obtain feedback from the AT&L community.  Last August, we conducted an executive level review with industry executives, PEO’s and program offices from all Services, and key OSD staffers.  They identified several areas for improvement, but the overall feedback was very positive and supportive.  We are aggressively addressing the areas identified by these senior leaders.  In addition, we are now studying how to implement case-based training and improve level III training for the contracting and all other functional communities.

Strategic Alliances and Partnerships to Expand the Training Envelop

Our strategic alliance initiative provides a unique opportunity for us to team with external organizations to create new value-added learning solutions.  Through our strategic alliance initiatives we are redefining our relationship with private sector education and training providers.  These partnerships immediately expand our continuous learning resources and provide multiple options for the AT&L workforce to renew and expand their knowledge skill sets.  We are actively fostering synergistic and mutually beneficial arrangements to provide life-long learning opportunities for the AT&L workforce.  The criteria for qualified academic partners, determined on a non-exclusive basis, is the ability to provide value-added contributions to the DAU training mission.  One example is our partnership [image: image8.wmf]DAU Partnership with
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with ESI and the George Washington University.  The partnership with ESI International (ESI) and George Washington University School of Business and Public Management (GW) was one of the first of its kind in the Department of Defense.  We developed a customized learning program where DAU graduates receive credit for DAU certification training toward a joint master’s certificate in four Functional Areas: Project Management, Contracting, Information Technology and Commercial Contracting.  Although less than one year old, we already have 15 graduates of this program, and over 75 students currently enrolled.  
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Another example is our strategic partnership with the University of Phoenix that will offer both a customized accredited bachelor and master’s degree on-line.  The University of Phoenix program will accept DAU accredited courses (up to 30 credit hours) in fulfillment of their Bachelors degree requirements.  This strategic relationship will help the DoD in recruiting new employees, and will allow our employees who need academic degrees to satisfy certification and degree requirements concurrently.  Another example is our strategic alliance with Frontier Technology, Inc. (FTI), who teaches an elective for the Advanced Program Management Course (APMC) on cost estimating.  This partnership brings state-of-the art software tools into the classroom with little or no development required by DAU.  We have a strategic alliance with Boeing Aerospace.  We share training resources, and we have established a collaborative relationship with Mr. Steve Mercer, their Vice-President for Executive development.  Previously, he had served as the number two at General Electric’s nationally renown Corporate University at Crotonville, Ct. He is now a member of the DAU Board of Visitors, and we are already benefiting from his experience, unique expertise, knowledge sharing, and bench-marking opportunities.  These value-added strategic partnerships with academic institutions, other corporate universities and industry expand our ability to build synergistic relationships and leverage existing capabilities with little or no capital investment.  This greatly increases the DoD return on investment (ROI) for DAU training.  Currently, we have established more than 11 partnerships.  The collage in Figure 10 identifies some of our strategic alliances.  We are actively working to expanding our list of strategic partners throughout the U. S., especially in areas where we have large concentrations of the acquisition workforce.
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Optimizing the DoD Training Investment Through Cost Management and Cost Accountability  

The DoD training budget is relatively flat. Consequently, we must optimize the DoD investment in training by balancing and integrating the following factors:

1.  DAU internal cost of operation;

2.  Classroom and distributed learning mix;

3.  Training availability and travel cost;

4.  Training quality and the performance learning model, and 

5.  Modernization initiatives and costs.

Establishing DAU as a best in class corporate university dictates that we establish world-class business and learning processes.  We will aggressively eliminate, change and/or improve all of our existing processes to create a collaborative, cost conscious, and customer-centric organization.  
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We are committed to meeting the requirements of the CFO act during the next 12 months.  We will be one of the first government organizations to be fully compliant.  We are improving our cost analysis capabilities, and the availability of the right cost data to support our priorities and key decisions.  We must significantly improve our cost, time, and resource utilization.  We have started this process with the DAU re-organization.  Figure 11 graphically displays some of the tangible benefits from the re-organization.  

Every member of the DAU team must understand and be concerned about training affordability.  Training affordability is a concept that attempts to balance the cost of training, the cycle time for training, student throughput and overall quality of training.  This concept is graphically displayed in Figure 12.  
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Several fast track initiatives are shaping and framing our cost management improvement initiatives.  Fast Track Initiative (FTI) 2-4 (Cost Management) will be the catalyst, and will now receive top attention and priority.  While our modernization initiatives have produced excellent cost avoidance results, we must rapidly improve visibility, understanding, and management of our internal operating costs.   

Establishing Meaningful Metrics that Influence Organization Behavior

We all know this is a gap in our management capability.  We know the importance of good, thoughtful metrics.  Colonel Moran and I need your help, and energetic engagement as we tackle this very important area.  This will be a top priority for everyone during the next 12 months.  We need to identify metrics that influence behavior and that reward collaborative, proactive contribution to the University.  We must continue to strive to link recognition and rewards to successful outcomes.  

Team building, and Leadership Alignment – The One Team Concept

The journey in establishing DAU as a “best in class” corporate university has not been easy.  But, change never is, and we have been on a steep change and learning curve.  I believe we have made a major turn, and we are poised to achieve significant results during the next twelve months, and beyond.  We have reorganized; we have changed the role of key players, including myself.  We have selected new teammates to fill key leadership positions.  We have established a strategic approach and business plan for change.  We are now defining new ways of doing business.  We are poised to achieve some great wins for the AT&L workforce.  We have momentum and the high ground.  This is a really critical and exciting period for DAU. 

To achieve our best will require that we consciously and deliberately address and evolve our culture. We must value, nurture and reward collaboration and efforts to positively change our culture and the way we treat each other.  We want to create a high energy, customer-focused organization.  We have an opportunity to eliminate outdated practices and significantly improve our internal culture.  Changing our culture will significantly enable us to reach our potential, to achieve strategic and competitive advantage, and to facilitate performance improvement for the AT&L workforce.

I need your help to build a proactive, collaborative, supportive, sharing team.  Can you be the one to make a significant contribution to our accomplishing our important mission?  I solicit your help, your leadership, your loyalty, and your support!

Summary

DAU can achieve our corporate vision only with the full support, commitment, participation, and cooperative spirit of a fully engaged and energized DAU workforce.  Our goal is to create a work environment where every DAU faculty and staff member feels included, respected, and valued for your individual and team contribution in creating our future and building a best in class learning environment for the AT&L workforce.

There is significant energy and positive, proactive work ongoing within DAU, and I’m really excited about where we are at this point in time.  We have great people; a great mission; a great leadership team, and unique opportunities to excel.  Let’s have fun together as we make a difference for the AT&L workforce.   We need everyone to make a positive difference for the DAU, our team, and our customers.  I ask all of you to clearly communicate and live the new DAU motto: One team, one vision, one playbook.  I need your help and support as we collectively turn the motto into our reality.

Figure 1.  Five AT&L Goals





Figure 2.  The Performance Learning Model





Figure 3.  Secretary Rumsfeld Confirmation Testimony





Figure 4.  The New DAU Organizational Structure





Figure 5.  DAU Campus and Regional Structure





Figure 12.  Training Affordability Concept
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Figure 11.  Productivity Gains From
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Figure 10.  DAU Strategic Alliances





Figure 9.  Partnership with University of Phoenix - Online





Figure 8.  DAU Partnership with ESI/George Washington University





Figure 7.  DAU Graduates and e-Learning Growth Profile





Figure 6.  ACQ101 Cost Benefits Case Study
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