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APPENDIX B

Workforce Performance and Training Strategy Charter

Purpose:  This charter provides guidance for developing a Coast Guard strategy for workforce training and performance improvement.  The purpose is to define, set goals, and gain consensus for the future direction of workforce performance improvement and training in the Coast Guard, complete with probable scenario options. The resulting strategy will align with the Coast Guard Family of Plans and DOT Learning and Development Framework.

Background:  

Traditionally, training improved human performance by providing individuals with skills and knowledge.  However, trainers found this limiting, in that other solutions were more appropriate in meeting a wide variety of human performance needs in the workplace.  Consequently, the field of training is evolving to include systematic methodologies which address all human performance issues, including those solved by increased skills and knowledge. 

Training is also evolving due to the opportunities for improved training delivery systems that advanced computer and communication technologies offer.  

At the same time, the consequences of the Information Age are requiring organizations to refocus constrained resource expenditures on maintaining and improving human and intellectual capital as much, if not more than, physical capital.

To be fully responsive to the performance needs of Coast Guard people, now and into the future, the Coast Guard needs a training system that can take full advantage of new technologies and new human performance improvement methodologies.

To that end, the Chief of Staff issued a FY00 Determination which noted:

“The Training Infrastructure Study yielded a partial reorganization of training.  However, it did not produce a comprehensive Coast Guard Strategy for performance improvement and training.  In cooperation with stakeholders please develop such a strategy and submit to G-CCS for approval by 01 October 1998.”  An amendment to this Determination provides for a submission date to G-CCS by 20 November 1998.

The Director of Reserve and Training is responsible for developing a strategy which integrates Coast Guard training under one system, ensuring cost effectiveness, and enhanced human performance.  This applies to all components: civilian, Reserve, active Appendix B

duty and auxiliary.  Further, this strategy must align with the Coast Guard’s strategic planning process, i.e. the “Family of Plans”.

Definitions:
Workforce Performance – The accumulated total effort of a workforce.  Optimal workforce performance results in customer/client satisfaction, effective and efficient operations, and achieved performance goals.

Training System - The system that provides individuals with: 1) skills and knowledge so that they have the capability to perform effectively, 2) opportunities for greater organizational alignment, and 3) professional development opportunities for personal improvement and potential long-term organizational gain.

Performance Goals – An organization’s expected accomplishments within the resource levels authorized by a given budget.

Chartered by: Director of Reserve and Training  (G-WT)

Guidance Team:  

GT Leader
CAPT Ron Hindman (G-WTd)

G-CQ
CAPT Tim Jamison

G-MR
Mr. Ed Ziff

G-OR
Mr. Keith Boi

G-SI
Mr. Brian King/CDR Jim Decker

G-SR
Mr. Paul Glahe

G-WR
CAPT Bob Powers/CAPT Tom Landvogt

G-WTT
CAPT Jim Willis

G-WTR
CAPT Doug Clapp

G-WPC
Ms Norma Bullock

CG TRACEN
CAPT Dennis Sande




G-CPP (ad hoc)

G-CPA (ad hoc)
CDR Mark Blace

CDR Doug Wisniewski/LCDR William Ziegler

Team Leader: LCDR Marilyn Stoney (G-WTT)

Team Structure and Member Selection Criteria:  

1. The strategy development team must be representative of all Coast Guard Programs and must represent all components: civilian, Reserve, active duty, and auxiliary. 

2. Sub teams may be formed for specifically focused tasks e.g., project planning, data collection, and data synthesis.

3.  Team members shall be selected based on their expertise with workforce and program performance issues, performance consulting, instructional systems design, or training management.  

Ad Hoc Team Members: Subject matter experts, facilitators, administrative and data base support personnel.

Tasks:
1. Collect data and perspectives on the desired state and current state of performance improvement and training in the Coast Guard, including that of senior Coast Guard managers.

2. Collect desired state data and trends from like organizations as benchmarks.

3. Collect desired state data and trends through literature reviews.

4. Collect data on current and future causes, barriers, and drivers (environmental influences), both internal and external to the Coast Guard.

5. Analyze data collected and:

a. Define the desired future state.

b. Define the current state.

c. Identify the gaps between the two.

1. Using a scenario planning process:

a.  Identify the environmental influences and key uncertainties most likely to impact achieving the desired future state.

b.   Develop 3-5 plausible decision scenarios that can impact the transition from current to desired state.


c.  Identify the implications of scenarios on achieving desired future state.

1. Build a workforce performance and training strategy that considers the implications of decision scenarios.

9.  Using the new strategy, desired state, and current state  build a strategic action plan that accounts for decision scenario implications.

General Procedures:
1. The core team shall meet as scheduled in the Plan of Action, Appendix A, to accomplish assigned tasks.  Travel and meeting costs associated with strategy development and action planning will be funded by G-WT.

2. Meetings will be chaired by the team leader.  An assistant will record meeting minutes and be responsible for maintaining appropriate documentation of the team’s activities.  Analysis team meetings will be facilitated.

3. Full use of email communications is expected.

4. Team members may be replaced, relieved, or resign with the approval of the team leader.

5. The team leader shall serve as the team’s representative and voice to the guidance team and shall act as liaison for members, as needed, with parent commands.

Deliverables:
1. Briefing slides will be provided to the guidance team at least two days before guidance team meetings.

2. Meeting minutes will be provided to guidance team and core team members within one week of completion of each meeting.

3. A draft strategy for performance improvement and training will be delivered to the guidance team no later than 10 September 1998.

4. Draft resource considerations will be delivered to G-WT no later than 5 October 1998.

5. A draft strategy and strategic action plan will be delivered to G-WT by 23 October 1998.

6. A final strategy and strategic action plan will be submitted to G-CCS via G-W by 20 November 1998.

Funding: 

ITEM



($000)

Travel



 12

ADSW/AC


 31.5

Contract Assist

 57.6

Data Collection/Admin
 20     _

TOTAL


121.1

· ADSW/AC: O-5 backfill for Acquisition Training Manager.

· Travel for meetings only (6 at $2K each).  Government facilities will be used whenever possible.

· Contract assist is for Administrative and Data Collection & Research Assistants.  

· Data Collection/Admin costs include:  travel, reports from private sources (e.g. ISPI, ASTD, etc)

Authority to Act: This team is hereby authorized to gather all necessary data from all available sources regarding its assigned project including, but not limited to, conducting interviews, focus groups, and surveys.

                                   /S/

Submitted:  M. D. STONEY, LCDR, USCGR 


       COMDT (G-WTT-1) 

                                 /S/      5/20/98

Approved:  T. J. BARRETT, RADM, USCG 

       COMDT (G-WT)

Workforce Performance and Training Strategy

Plan of Action
1. Pre-planning meeting of proposed core team: 14-16 April 98.

Purpose:  Define the scope of strategy development and the links between workforce performance and training.  Determine macro level plan of action.

Agenda Items:

· Overview of project (historical perspective, T2000 work, HR Strategy, GT Leader perspective)

· Goal Determination

· Performance/Training links

· Project Plan Review

· Data Collection Methodology

· Meeting with proposed GT

2.  Charter signed and funded:  18 May 98

3. Data collection planning: 14 Apr – 13 May 98.  Core team.

Purpose: 

· Identify questions to be answered by strategy

· Plan collection of extant data

· Identify target interviewees

· Draft interview and focus group questions

· Identify data to be collected via ALDIST

· Schedule data collection effort

· Identify data collection team members

4.  Guidance Team meeting: 28 May 98

Purpose:  Data collection methodology brief.

5. Workforce Performance data collection and analysis: 11 May – 17 July 98.  Workforce Performance Strategy sub-team.

Purpose:

· Extant and interview data collection.

· Gap analysis

· Root Cause analysis

· Strategy development

6.  Training data collection: 1 May – 17 July 98.  Core Team/Data collection teams.

Purpose:  

· Extant and interview data collected.  Consider all levels in system (customer, provider, system administration, strategic).  

· 23-25 Jun 98: Core team meeting to assess progress made on data collection, review the type and quality of data, and plan for final data collection. 

· 17-20 Jul 98: Core team meeting to inventory data collected.  

Plan analysis methodology/process.

7.  Guidance Team meeting: 25 Jun 98.

Purpose:  Report data collection progress


          Approve analysis team composition.

8. Guidance Team meeting: 23 Jul 98

Purpose:  Report on training data collection completion


          Report on Workforce Performance Strategy development

9. Analysis prep: 3-7 Aug 98.  Core team.

Purpose:  Sort data for first analysis phase (focused on key components of training system).  Prepare for analysis process, identify roles and responsibilities.

10. Analysis: 10-21 Aug 98.  Core Team/Cross-programmatic, multi-component analysis team.

Purpose:

· Overview of system

· Overview of scenario and strategic planning

· Define desired state

· Define actual state

· Gap analysis

· Environmental influence and key uncertainties overlay

· Develop scenarios and determine implications

· Develop strategy

11.  Guidance Team meeting: 18 Aug 98

Purpose:  Report on analysis progress

12. Guidance Team meeting: 27 Aug 98.

Purpose:  Deliver draft scenarios and strategy

13. Guidance Team meeting: 10 Sep 98.

Purpose:  Deliver final scenarios and strategy

14. Deliver strategy to G-WT: 14 Sep 98.

15. Strategic Action Planning: 21-25 Sep 98.  Core team.

Purpose:  

· Develop strategic action  plan 

· Identify resource requirements and implications

16.  Guidance Team meeting: 1 Oct 98.

Purpose:  Deliver draft strategic action plan and resource considerations

17. Draft resource considerations to G-WT: 5 Oct 98.

18. Guidance Team meeting:  19 Oct 98

Purpose:  Final strategy and strategic action plan

19. Strategy and strategic action plan to G-WT: 23 Oct 98.

20. Final strategy and strategic action plan to G-CCS via G-W: 20 Nov 98.

21. Guidance Team meeting: 21 Jan 99.

Purpose:  Debrief

APPENDIX C  

Methodology Used to Develop Workforce Performance and Training Strategy
Workforce Performance Working Group.  To document the extent and type of existing and potential issues, a sampling of hundreds of existing and potential performance deficiencies and opportunities, large and small, were collected from district quality performance consultants, force managers, program managers, acquisition project staffs, training providers, and CG leaders and managers.  Each of eight segments in the Coast Guard were represented:  

· Units

· Training Providers

· Districts/Integrated Support Commands

· Areas/MLCs

· Force Managers

· Program Managers

· Acquisitions

· CG-wide

Once the issues were identified for each segment:

1. They were categorized by performance improvement type. 

2. Types were then matched to specific services, products, and tools that would typically be used to address that category of performance improvement type.  And,

3. Options for system structure and staffing were explored. 

4. Current state was compared to determine gaps.

5. Drivers and barriers were identified.

This “picture” of a future Coast Guard performance improvement system help define the desired state.

Training Working Group.  To document the skills, knowledge, and attitude development and management needs of field units, providers, and administrators the training working group:

1. Interviewed unit commanding officers, members, and civilian employees at over 70 units nation wide and representing marine safety, operations, systems, and human resources.

2. Interviewed training providers and system administrators and reviewed existing data.

3. Benchmarked against training systems of other Services and government agencies.

4. Identified industry best practices and trends.  

The working group analyzed this data to build the desired state S/K/A development and management system and identify existing gaps with the current system, root causes, and potential solutions. 



Strategy Development.  Members of the two working groups merged after conducting separate analysis and, using what they had learned, conducted a strategic level gap analysis.  Mission, vision, guiding principles, strategic goals, strategies, activities, drivers, and barriers were either validated or developed.  

The WPT team effort was guided by a cross-programmatic guidance team.  Training center commanding officers and the Academy dean provided additional guidance and perspective.  Situation report messages kept the field abreast of WPT team progress.



Workforce Performance Working Group Methodology



Phase


Deliverables
Meeting Dates

Phase 0
Alignment and Planning
· A data collection strategy and study plan, including timelines and methodology
6/1-6/5

Phase 1
Gather data on market needs for eight customer levels
· A master list of market needs derived from data gathering tools, interviews, and extant data research

· A list of micro-categories containing each of the needs from the master list
6/29-7/3

8/5-8/7

Phase 2
Identify product lines
· A table showing tools, work requirements, and core competencies for each macro category and each level of market need (Table attached)

· A completed tool analysis form for each tool
8/18-8/20

Phase 3
Structure and staffing

(Possibilities and scenario planning based on tools and products identified in Phase 2).  Coordinate with Training Working Group.
· A report identifying plausible scenarios for a performance infrastructure supported by data from Phases 1 and 2
9/21-9/25

Phase 4
Procedures and implementation
· Process maps

· Hand-offs

· Line diagrams
TBD

APPENDIX D  

Senior Management Interviews – Content Analysis

Between June and September 1998, the following questions were asked of senior leadership:

Questions:
Concerning Performance, i.e. the 360 degree requirements for any individual or team to perform their jobs:

1. What workforce performance problems have you encountered relative to programs, workforce management and acquisition that are CG-wide?  What issues do you foresee in the next 5-10 years in each of these areas?

2. As a senior manager, what problem-solving services are needed to solve for potential and actual performance problems/issues?

Concerning Training and Education, i.e. improving skills and knowledge, and influencing attitudes:

1. How do you think the ideal training and education system for the CG needs to function?

2. How does that differ from how it functions now?

3. What product(s) would the ideal system deliver?

4. What are the key HR links that must be in place for training to be effective for the CG?

Some interviews had additional questions, tailored to a senior manager’s current position or past role in performance & training.  For example, G-SI was specifically asked questions related to electronic performance support issues and the impact of technology on the future workforce.  RADM Saunders and RADM Teeson were asked questions specifically related to the CG Training Focus Group Report and the CG Training Organization and Infrastructure Study Report (Part 4, Streamlining Study).  MCPOCG Patton and MCPOR Phillips were asked to specifically respond to the questions from an enlisted workforce perspective.

Senior Leaders Interviewed:

Position 
Incumbent
Position
Incumbent






LANTAREA
VADM Rufe
G-A
RADM Casto

PACAREA
VADM Collins
G-O
RADM Riutta

MLCPAC
RADM Ames
G-S
RADM Tozzi

D1
RADM Larrabee
G-SI
RADM Nacarra

D7
RADM Saunders
G-W (acting)
Mr. Fisher

CGPC
CAPT Taylor
G-WT
RADM Barrett

Academy
RADM Teeson
G-WK
RADM Johnson

G-CCS
VADM Josiah



G-CFP
Mr. Campbell
Due to scheduling difficulties, RADM North (G-M) and VADM Card (G-CV) were not interviewed.

G-CRC
RADM Allen


MCPOCG
MCPO Patton


MCPOR
MCPO Phillips


SENIOR MANAGEMENT INTERVIEWS- SYNOPSIS OF PRIMARY RESPONSES

1.  Technology - 12 senior leaders made 33 different references to “technology”:

· Technology will be installed to improve overall mission performance.

· New technologies will significantly increase the need for training.

· Specific technologies will be used to improve workforce performance and conduct training (e.g. expert systems, computer based training).

2.  Skill Sets - 10 senior leaders made 33 different references to “skill sets”:

· We need to identify the need for specialization in a highly technical and complex future and plan for it.

· Skills for each job in the Coast Guard must be defined. (ISO 9000)

· We need staff and management training.

3.  People of the Future – 8 senior leaders made 24 different references to “people of the future”:

· There is a need for changes to today’s abilities and attitudes (in relation to many issues such as “change”, “technology”, “quality”, etc.)

· More contractors and consultants will be used for their specialty skills.

· All CG personnel will need to increase their skills and knowledge.

· CG people will have greater specialization.  (See “assignments” and “skill sets”).

4.  Assignments – 10 senior leaders made 22 different references to “assignments”:

· People will have greater specialization and more concise career paths. (See “skill sets” and “people of the future”).

· Assignments will be based on expertise needed for the job.

5.  HR Links – 8 senior leaders made 22 different references to “HR links”.  (Note:  A response to “HR Links” was specifically requested.)

· We need the capability to track and respond to HR trends.

· Currently, there are overwhelming HR issues for the Coast Guard.

· HR needs better links to/from other Programs and within HR itself.

· Many HR processes (e.g. assignments, enlisted qualification codes, general detail, pipeline training) are not fully meeting the needs of Coast Guard commanders or members.

6.  Operations – 9 senior leaders made 16 different references to “operations”:

· Everyone needs to arrive trained and ready to work.

· Models are needed for decision making.

7.  Other significant views and visions:
· All CG personnel need to adopt “life long learning”.
· College credits need to be easily available for skills and knowledge gained (from training or experience).
· We need to better use and maintain Reserve and civilian skills and knowledge.
· We need to readdress our criteria for recruits and our recruiting sources.

SENIOR MANAGEMENT INTERVIEWS:  CONTENT ANALYSIS 


TOPIC

(Alphabetical)
INTERVIEW COMMENTS




accessions
Recruits are not adequately prepared for the field.

accessions
Recruits need a cutter to train on.

accessions
Engage & work with JROTC & sea cadets.

accessions
Traditional recruit methods are not enough.  We need a better understanding of young people.  We need to market to young people (Marine Corps sells "team" and tradition).

assignments/

career
When comparing shipboard versus air duty [for enlisted members]:  75% of a ship’s crew will have never been at sea before while aviation rates get repeat tours within their community.  This impacts readiness.

assignments
Keep people in rate & specialty.

assignments
Set up the systems so that 98% of CG billets (i.e. jobs) require no further preparation to do the work.

assignments
Like USMC & others:  start with mid grade enlisted members and assign them jobs that are involved with organization foundations (e.g. recruiting, training, etc.).

assignments
Assign subject matter experts/enlisted personnel to acquisition staffs &  in decision making positions.  Involve enlisted personnel at the beginning (not end) of acquisition.

assignments
There is confusion when senior enlisted members and junior officers compete for the same billets (e.g. command of WPB).

assignments
Need to match skills and knowledge with  billets (jobs).

assignments
Too many people show up (to unit) w/o needed skills.

assignments
Need to keep expertise in high-tech vessels: requires policy, incentives, and motivators.

assignments
Fill every billet with a qualified person.

C Schools
Advanced training prior to a new job is more critical w/optimally crewed concept.

C schools
C schools are not providing the right kind of skills.



feedback systems
Need greater links, communications within systems.

flexibility
There is not enough flexibility to send members away from units for anything, including training.

flexibility
Need staffing slack to allow OJT to occur:  can’t work 80 hour weeks and expect people to study on their own time.

Senior Management Interviews (Con’t)

TOPIC
COMMENTS

grad school
Programs need to determine graduate-level skills needed for specific jobs

grad school
Make education more available to more people.

grad school
Distinguish between jobs that need grad school and those that need advanced training.

grad school
Are people going to right grad schools?  Or going to grad schools out of habit?  How do we know?

HR Links
To assignment processes

HR Links
To general detail and associated processes.

HR links
CG needs and overarching coordinated HR effort.

leadership
Stress what is right and build through learning and sharing.

leadership
The focus in our organization is at the wrong place:  today the focus is on "budget" but needs to be on "people and performance".

motivation
It’s de-motivating not to have training to accomplish the job.

motivation
I have seen enthusiastic people during training who lose motivation when they go to the field.  Why is this?

motivation
A more professional acquisition system has yielded higher overall motivation.

motivation
Training and education are an incentive to stay in the CG.

motivation
People are motivated for self-directed learning.

operations
Block out training time if done onboard operational units.

operations
Specialize - don't rotate people out  of their field.

operations
Issue laptops to new hires.

operations
Change the paradigm: we can contract out mission performances (e.g. Polar Ops) and can still regulate at the same time.

operations
Ideal:  everyone arrives trained (not a great impediment now but may be in the future).

operations
For WLB/WLM: navy standards are out-of-synch w/ CG platform capabilities.

operations
Optimal:  People come to the job ready to work:  all pre-requisites for the job have already been met.

operations
Optimal:  The critical path is people over equipment and systems.

operations
We need models of operations & doctrine; where results of readiness are measured.

Senior Management Interviews (Con’t)

TOPIC
COMMENTS

operations
The organization needs to be more astute to customers, audiences, and new employees.  We need more comprehensive organizational goals.

people of future
We will have more experienced but fewer people.

people of future
The workforce has changed dramatically in the last 10 years.  The future will see at least this much change.

people of future
Today’s CPO is more interested in budget, mission, macro-level issues than ever before.  They are very savvy in business affairs.

people of future
We have a core ability & attitude in the CG – we do not need to change this but preserve it.

people of future
Today’s young people have a greater understanding of financial mgmt, COMDT's goals & philosophies.  We need to treat them appropriately.

people of future
People will need more information passed more efficiently.

people of future
Allow people to be intuitive.  We need to see intuition as a capability and cultivate it.

people of future
Look at Integrated Deepwater System, what kind of people will IDS need?

people of future
The CG Academy will continue to shape young officer’s attitudes toward “in service to our country”.

people of future
The CG needs systems that create environments where people can grow.

performance
The organization needs an understanding of performance improvement beyond the Sr. Management level.

performance
The organization needs to promote empowerment.

performance
We need to focus on how units are run (operations) [to gain performance improvements.]

performance
We need to be honest: tell how things are really going.

performance
Use vision/direction when working together.

performance
Leadership is a key to performance improvements.

performance
Current gaps include diversity issues.

performance
Managers need tools to fire people easily.

performance
Managers need process identification tools.

performance
There needs to be more emphasis on organizational performance.

performance
We need to constantly work at keeping the organization in balance. (Three elements of organization: process, people, materiel.)

performance
People need reliable, timely information.

performance
Performance of G-A people is exceptional.  Several years ago, the CG changed all the performance elements (skills, resources, policy, process, etc.) to get this way. 

Senior Management Interviews (Con’t)

TOPIC
COMMENTS

performance
High tech equipment and systems are creating a greater training need, although our general detail [which would allow for increased training] has gotten smaller.

performance
The operational commander "owns" performance.

performance
We need to measure outputs based on criteria for performance.

performance
Performance, and measuring performance, starts at pointy end of spear (i.e. in the field).

performance
People need to know how to manage performance.

PQS
PQS is a dysfunctional system.  A burden to units.  Ships spend 30% time training.

problems
There is a high level of gapped billets.

problems
CG personnel are not getting adequate training on new systems.

problems
Aviation Workforce Change:  the training was inadequate for the field:  it was disruptive to operations.

problems
Mission performance is starting to decline.

problems
We’re stressing the system w/ more requirements & fewer resources.

problems
Currently, training is being thrown at problems w/o documenting the need.  This is a burden to units.

problems
Most performance problems are related to policies (on transfers, advancements, assignment) vice training [i.e. lack of skills and knowledge].

problems
We need to conduct HR reviews first and determine the right mix of rates at a unit.

problems
Aviation Restructuring did not go as smooth as hoped.  The tools to implement were not provided to AIRSTA COs.

problems
Programs are adding additional requirements to field units w/o supporting them with resources.

problems
Links & ties throughout the organization occur through traditions & common purpose.  There was/is a cost when we went to a strict interpretation of performance-based training [which did not consider the cognitive side of performance].

problems
CG-wide:  we do not have professional analysts on staff.

products
Desktop training & job aids.

products
Correspondence courses.

products
Available alternatives to resident-based training.

products
CD, simulation, ESOM, IETM, web-based training.

products
Information on demand.

products
Make use of technology.

Senior Management Interviews (Con’t)

TOPIC
COMMENTS

products
Just-in-time training/information/knowledge via voice command.

products
Trained person ready to work.

products
CBT where appropriate.

products
Real time interactive video tele-training (IVT).

products
Doctrine vs. standardization.  Need to identify cultural barrier of not wanting standardization (of systems).

products
Doctrine as a tool in toolbox.

retention
Cannot ignore that grad school is also a retention issue.

retention
Give college credits to skills & knowledge gained through training or experience.

retention
Without the conditions for people to succeed, we won't be able to retain or recruit.

retention
Cost of building qualified people is increasing while supply of qualified people is decreasing.

retention
Identify what training is legitimately used as a retention tool rather than as a performance enhancement.

retention
If we don't educate our people, they will leave.

retention
Retention issues for civilian & enlisted personnel are more delicate. These people have a greater need to feel they are improving themselves if they are to be retained.

retention
Civilians have limited career opportunities at senior levels - no where to go - so we lose them.

retention
There is a concern that a major increase in attrition is organization-performance related.

root causes
We are making wrong assumptions about skill sets required for certain jobs.

root causes
There is no apparent coordinated approach to delivering training.

root causes
We’re doing things "on the cheap".

root causes
We’re not treating training as an investment.

root causes
There is no discipline in the training system.

root causes
Training has been and is added without adequate analysis.

root causes
Our budget cuts will continue to suck up money.

root causes
The optimal crewing concept increases training requirements.

root causes
People don't have time to be prepared: they have a full workload.

root causes
There is a reduction in operational resources.

root causes
We haven’t questioned how others approach training.  The police force never stops...FAA doesn't stop flying planes…how do they do it?

Senior Management Interviews (Con’t)

TOPIC
COMMENTS

root causes
There is a disproportional emphasis of operations over training (conflicting needs).

root causes
WLB/WLM assumptions were off:  we don't have 100% manned & 100% trained.

root causes
We haven't begun addressing the problems w/ one-of-kind acquisitions (e.g. HEALY).

root causes
The general detail has been driven down just when the training need is going up.

root causes
We’re ill prepared to meet CG performance & training needs.

root causes
CG is working at cross purposes (e.g. streamlining and decreasing general detail).

root causes
Existing CG culture issues are in conflict with the cultural needs of new acquisitions.

root causes
People get comfortable with way things are.

root causes
Poor forecasting of personnel issues for acquisitions.

root causes
We no longer have PMs in building that look out for specific programs (e.g. short range aids).

root causes
Underlying problem:  lack of systems approach to training.

skill sets
Critical thinking needs to be taught.

skill sets
Effective communications needs to be taught.

skill sets
CG managers and staff members need to know how to define resources & how to prepare requests.

skill sets
We need to define changes in skills for a rate as they occur, not years later.

skill sets
The CPO Academy zeros in on what senior enlisted are doing today, i.e. more partnering w/ JOs, and a broadened scope of the CPOs job.

skill sets
In 1980s: our learning tradition fell out; the CG became “only a job".

skill sets
G-W [and related HR across the CG] needs the right balance of skill sets: personnel technician, analytical skills, financial background, job sensitivity, etc.

skill sets
Decision makers need a broad skill set to make the right decisions.

skill sets
Include "needs analysis" skills and knowledge for command and staff training.

skill sets
Leadership training is still good…but occurs too late in people’s careers.  When it is too late, then the return on investment is minimal.




Senior Management Interviews (Con’t)

TOPIC
COMMENTS

senior management
COs should walk around more.

senior management
Senior management has opened up a little more.

senior management
Senior management must buy in to conducting analysis prior to spending $$ on training.

senior management
COMDT is main proponent for system discipline.

senior management
Senior management should be more proactive - physically out in the field to see how transformation of training occurs.

success of strategy
Get senior management & COMDT to take stance on resource constraining issues.

success of strategy
Pay attention to the political landscape.

success of strategy
Create models for others to use and follow.

success of strategy
Shift the overall focus to people.

success of strategy
We need a strategy for implementing changes which instill a sense of confidence that “this will stick”.

success of strategy
Need sense of ownership for strategy.

success of strategy
Spread the word.  Provide operational models.  Get people asking questions.

success of strategy
Need to show a picture.

success of strategy
Need a senior champion.

Show continuity over time.

Get all levels of the organization involved (not just flags).

technology systems
Performance and training should be planning for voice recognition now.

technology systems
Our new systems need to support sailors performance, not add a burden.

technology systems
The future vision is not the internet but voice recognition systems.

technology systems
Need intuitive systems.

technology systems
Need thoughtful investment in technology.

technology systems
Technology requires more training & maintenance at this point in time.

training system
Must support & focus on the CG’s key outcomes.

training system
The Performance Technology Center is a critical first step.

training system
Need to identify skills for each job position.

training system
Train for optimally crewed concept.  Determine what must be pipeline and what must be avail at the unit.

training system
Focus training on outcome based performance.

training system
Steal shamelessly from other organizations (aviation as model).

training system
Conduct an HR review before building this training strategy.

Senior Management Interviews (Con’t)

TOPIC
COMMENTS

training system
A core tenant:  it is the organizations responsibility to prepare CG members for the future.

training system
We need a training system and assignment system that supports career progressions.

training system
Treat training as an investment.

training system
At the corporate level focus on: getting or reallocating resources, making systems and processes efficient, continually improving outputs, and  partnering w/programs.

training system
The performance and training strategy has to support DEEPWATER.

training system
Policy changes are key.

training system
CG careers need roadmaps to progress to specific goals.

training system
We need to match skills and knowledge with billets.

training system
We need to sustain a prescribed level of growth, nurture inquisitiveness and provide challenges..

training system
Give people tools to think and perform smarter.

training system
A centralized “corporate university” concept has merit and needs to be explored for the Coast Guard. 

value of learning
Educating our people increases their value by changing the way they think, increases problem solving ability, and ultimately enriches our organization.

value of learning
Use CG best practices as foundations for change.

value of learning
Promote life long learning.

value of learning
Change the culture to make learning an investment in people.

value of learning
One person's training is another's education.

value of learning
Education is a personal thing; training is not.

value of learning
Education is a Maslow need.

value of learning
Learning is related to improved judgement & re-usable experiences.

value of learning
The intangibles of education may be immeasurable.

APPENDIX E

Survey Seeking Current and Future Performance Improvement Needs 

RADM Barrett (G-WT) has chartered a study team to examine the way the Coast Guard prepares its people to accomplish the job and mission requirements of the Service.  Accordingly, the team is beginning this effort by identifying Coast Guard business needs for performance improvement at field and organization levels.  A key aspect of this setup for the study involves you as one of WT’s primary clients for workforce performance issues.  You were selected as a valued respondent since you are a representative to the Class-C Peer Group, Advanced Education Peer Group, and/or Training Coordination Council.

Below is a fill-in-the-blank interview that will give you the opportunity to help us focus on organization level problems from your perspective as a representative for your office.  By organization level we mean issues related to workforce performance associated with Program/Mission area goals, Systems Acquisitions, Workforce Management (incl. Rating or Career Specialty communities), and cross-programmatic Coast Guard-wide concerns (e.g., diversity, values, quality, etc.).

Your feedback will help us decide how to staff and structure our services and focus our resources to best meet your needs.  Please take a few minutes to complete this survey.  Simply type in your responses to each question and return via e-mail to this address: gadgate@comdt.uscg.mil.  If you have questions or would like to discuss these issues in person, please contact LCDR Gene Adgate at ext. 7-2438.  Thank you in advance for helping us serve you better.

Questions

1. What problems or opportunities for performance improvement/analysis would you like to see analyzed in your office and/or for the entire organization?

______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

2.   What workforce performance problems do you foresee needing attention in the next 5 –10 years?

______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

3.   Do you have any data on these problems or any written documentation on future concerns?

______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

4.   Is there anyone else we should meet with to shed light on these types of needs?

______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

APPENDIX F

Macro Raw Performance Needs Data
1. Business Process Reengineering
2. Human Performance Technology -  Process Consulting
3. New Performance Needs Assessment  (new job / new equipment)
4. Diagnostic Needs Assessment
5. Evaluation/

Measurement

· HHRSIC

· AFC-56

· PQS

· MARTP

· AFC 57 Medical funding

· TACT

· EAST

· Enlisted Quals

· Foreign Language NA

· RTAS

· Direct Petty Officer Program

· SPEAR

· Striker program

· Gender integrated Training Review

· Attrition Study

· Streamlining 

· Activities M&O 

· Aids to Navigation Infrastructure

· 
· Housing

· HQ Orientation

· TCC

· We are not doing a good job at keeping people. We must look at several issues around this. One is a CG university. Our current Military courses and training do transfer easily into Degree earning credits. Also PG school $ and Tuition assistance $ need to be revisited - There is not enough.

· How are going to recruit people in the future. We need to take a systems look at recruiting across the spectrum of the CG. How we hire for direct positions/ Boot camp/ Officer corps.
· Acquisitions

· New Ratings/Job specs

· New Performance

· TCC

· HAZWASTE Coordinator FEA

· CWO Indoc

· PCO needs assessment

· Independent Duty HS

· Incident command system

· Foreign Language NA 

· How are we going to use new technologies in our quest for performance improvement.

· What technologies do we need now and what in the future 

· What do we need from our Polar Ops in the future.

· Should have a performance technology methodology in the implementation of SWIII

· 
· PQS

· SPPBEES

· SHP

· Surfman

· Mishap analysis – Willow

· TCC

· WCA

· TACT

· Enlisted Quals

· Station Personal Protective Equipment

· Prevention vs. Response, “Safety as a System”

· Maritime Incident Reporting System

· Compensation and Benefits

· Changing Health Care System with Escalating Costs
· Training Evaluation

· PG School Evaluation

· AFC 56 funding

· GPRA/NPR

· Occupational Analysis Assessment

· Direct Petty Officer Program

· Gender integrated Training Review

· Workforce Evaluations

· Attrition Study

· Consistent measurement plans in HR that take a strategic snapshot at programs and initiatives

· Sexual Harassment Prevention Needs Assessment

· Civil Rights Needs Assessment

Con’t

Business Process Reengineering
Con’t Human Performance Technology -  Process Consulting
Con’t New Performance Needs Assessment (new job or new equipment)
Con’t  Diagnostic Needs Assessment
Con’t Evaluation/

Measurement

· Environmental Compliance-Future Needs, Realignment and Resources 

· AC&I Threshold Revision

· Central Provider for CG Boats

· Reengineer Marine Licensing & Doc. Program

· Consolidation of ELC to One Site

· Workforce Flow Management

· Changing Health Care System with Escalating Costs

· Human Resources Information System

· AFC-56 Prioritization, PG School validation. And Instructor Staffing Analysis

· G-W Reorganization Plan

· Civilian Personnel Management: Match 
· Are our rewards and incentives and other compensation efforts in line with an organization that expects so much from its people. A complete look at rewards and incentives would tell us this.

· Problem solving services

· Management consulting services

· Change management professionals. A look at how best to instill the competencies required to handle change successfully in our organization.

· Streamlining 

· Multi-Mission Station Standards

· 
· We are way overdue in having a management information system in the Coast Guard that is cross-programmatic and easy to use. 
· IT rating development
· CM-Plus 

· WLB, WLM, BUSL

· Polar Ice Breaking

· Motor Lifeboat

· Coastal Patrol Boat

· Fleet Logistic System

· Traffic Alert and Collision Avoidance System

· Marine Information for Safety and Law Enforcement System

· Deep Water System

· Ports and Waterway Safety System

· Surface Search Radar

· National Distress

· System Modernization

· Human Resource Tuition Assistance

· Information System

· CGSWS Replacement Project

· LRS

· Great lakes Icebreaker GLIB
· Investigation of Policy and Doctrine command

· Occupational analysis strategy 

· Recruiting and retention incentives
· Tuition Assistance

· Prevention vs. Response, “Safety as a System”

· Civil Rights Program Review

·  Maritime Incident Reporting System

· Compensation and Benefits

· Measures of Effectiveness for CG Recruiting

· AFC-56 Prioritization, PG School validation. And Instructor Staffing Analysis

· G-W Reorganization Plan

· Reserve Program full-time Support Distribution Assessment and Validation Study

· Civilian Hub-and-Spoke Effectiveness Report

· Performance Measures

· Investigation of Policy and Doctrine command

Con’t

Business Planning

Con’t New Performance Needs Assessment  (new job / new equipment)

Con’t Evaluation/

Measurement

· CPMIS to PAL and Related Business Rules 

· Acquisitions process improvement 

· Assignment process 

· Qualification codes 

· Investigation of Policy and Doctrine command

· Need for a centralized Coast Guard University

· Shifting resources ie.. closing Petaluma, moving the training centers, relocating Leadership, creating the PTC.

· Core and Strand training Marine safety and environmental protection rating

· Occupational analysis strategy

· Recruiting and retention incentives

· Global Maritime Distress and Safety System

· Shipboard Command and Control Systems

· VTS

· Civil Rights Needs Assessment 

· Streamlining 

· Activities M&O 

· Station Personal Protective Equip. 

· Coastal Zone Mission Analysis

· Standard Workstation and WAN Infrastructure

· DMS Local Control Centers/ COMMCEN Consolidation

· HF Radio Recapitalization and Long Range Communication System Modernization

· 87’ CPB Maint. Support Funding

· EDENTON Phase Two Conversion

· Update Staffing Standards for Cutters

· Life Cycle Cost/Total Owner Cost

· Battle Roster PSU Model

· Compensation and Benefits

· Need for a centralized Coast Guard University Occupational analysis strategy

· Recruiting and retention incentives

6. Workforce Needs Assessment (a systems look at a segment of the workforce ) 
7. Staffing / Structure Analysis
8. Strategic Planning
9. Knowledge Management



· NRWSS

· CPONA

· SENA

· CIV-NA

· JONA

· Petty officer Development

· Reserve rating misalignment

· Security Managers

· Academy Corporate Guidance

· Leadership working groups 1 & 2.

· Workforce Evaluations

· Clerical duties are not in line with other jobs. Our clerical force is way too short 

· In light of streamlining and optimal crewing efforts we need to define the work before we define the workers. Arbitrary cuts in numbers do not help the CG’s inter-credibility.

· What is the best way to train on optimally crewed ships?

· Outsourcing and hiring people directly with the skills and knowledge we need.

· 
· Paragon

· Exemplar

· Optimal Crewing

· Streamlining

· Training Infrastructure

· Major Acquisitions

· AWSS

· JRR

· RES OFF Manage NA

· Aviation Warrant Officer Study

· Enlisted rating review

· LE rating

· How do we move the workload of our systems and equipment off of the operational unit

· Is the structure and pyramid of our officer and enlisted core in line with our current world of work.?
· WLB, WLM, BUSL

· Polar Ice Breaking

· Motor Lifeboat

· Coastal Patrol Boat

· Deep Water System

· Great lakes Icebreaker GLIB
· Business plans

· Baldridge

· GPRA/NPR

· Enlisted rating review

· Academy Corporate Guidance

· Ask 10 senior managers their vision  and you will get 10 different answers. We must define our common vision and go towards it.

· Multi-Mission Station Standards

· Aids to Navigation Infrastructure

· Coastal Zone Mission Analysis

· HF Radio Recapitalization and Long Range Communication System Modernization

· Environmental Compliance-Future Needs, Realignment and Resources


· Joint Professional Mil Ed

· We must get away from resident training. We must do whatever it takes and spend the up-front time in creating a system that is not reliant on resident training.

· What are we doing with training doctrine – Where does it fit in the Coast Guard.

· Maintaining core values in an ever-increasing technological CG. We don’t have the defined culture like the marines – Once a marine always a marine.

· If our people have to work smarter and harder then we have failed.

· A leadership tool kit would help 

Con’t Workforce Needs Assessment (a systems look at a segment of the workforce ) 
Con’t Staffing / Structure Analysis
Con’t Strategic Planning
Con’t Knowledge Management



· Defining skills in the short, mid and long term – may not be the employer for life 

· Better management of our civilian workforce. I t should be easier to fire people.

· An analysis of the exit interview process
· Spear is leaving gaps at the busiest time of the year.
· Analysis of a need for a Law enforcement rating
· Sexual Harassment Prevention Needs Assessment

· Civil Rights Needs Assessment

· Tuition Assistance

· WCA 2nd Ed.

· Aids to Navigation Infrastructure

· Coastal Zone Mission Analysis

· Civil Rights Program Review

· Compensation and Benefits

· Antiterrorism/Force Protection

· Establishment of Personnel Support Legal Services

· Continue the Legal Assistance Attorney Initiative
· Multi-Mission Station Standards

· Aids to Navigation Infrastructure 

· Update Staffing Standards for Cutters

·  AC&I Staffing Standards

· Life Cycle Cost/Total Ownership Cost

· Adjustment of Legal Program Staffing

· Small Boat Work Week Standard

· Small Boat Staffing

· Small Boat Crew Upgrade

· Battle Roster PSU Model

· Marine Inspector Billets Allocation

· Fire Department Staffing

· General Detail

· Reserve Program full-time Support Distribution Assessment and Validation Study

· Civilian Personnel Management: Match CPMIS to PAL and Related Business Rules

· Military Essentiality Study

· Adjustment of Legal Program Staffing Related to Initiatives

· Increase Stability of Legal Program Accessions

· Role of CIO and IT Management Architecture
· Training Infrastructure Utilization

· Small Boat Mission Definition

· Building G-W Organizational Capability

· G-W Reorganization Plan

· Role of CIO and IT Management Architecture

· Future of R&D

· IT rating development

· OS rating development

· Assignment process 

· Possible need for an LE rating

· 
· A more in-depth look at core and strand training in all areas of the Coast Guard.

Con’t Workforce Needs Assessment (a systems look at a segment of the workforce ) 
Con’t Staffing / Structure Analysis
Con’t Strategic Planning
Con’t Knowledge Management



· Civil Rights Policy Update

· IT rating development

· OS rating development

· Possible need for an LE rating

· Need for a centralized CG University
· IT rating development

· OS rating development

· Possible need for an LE rating

· Shifting resources ie.. closing Petaluma, moving the training centers, relocating Leadership, creating the PTC.
· 
· 

APPENDIX G

CG Performance Needs - Categorized
1. STRATEGIC PLANNING

Business Plan aligned with the Family of Plans

· Measurement Plans

· Common Flag Vision

· Core Competencies

2.  PROCESSS IMPROVEMENT

Incremental Improvement

· Reduce waste/cycle time

· Improve outputs/outcomes

· Measure results

· Data capture tools/systems

Business Process Reengineering

· Guidance and facilitation to help map and define inputs, outputs and deliverables resulting in increased efficiencies and/or reduced manpower/resources.

3.  DIAGNOSTIC NEEDS ASSESSMENT

Systematic analysis of problems, both real or perceived.

· Mishaps

· In response to something identified as wrong, broken, failing or inefficient

4. NEW PERFORMANCE PLANNING NEEDS ASSESSMENT

Systematic analysis to determine the preferred interventions to support workers’ optimal performances given new technologies, new equipment, new systems, new missions, etc. 

· Oil spill containment on WLB/WLM

· Radar replacement

5.  WORKFORCE DEVELOPMENT

Systematic analysis of  a segment of the workforce where core optimal performances are identified in terms of CG business needs.

· Non-rate Workforce Structure Study

· Chief Petty Officer Needs Assessment

6.  STAFFING/STRUCTURE ANALYSIS

Targeted analysis of the staffing and /or  structure  of all or part of the organization.  Often addresses the  link between equipment/resources and human capabilities.

7. KNOWLEDGE MANAGEMENT

Identifying knowledge assets (including people) and creating ways to capture, store, retrieve, maintain, or increase a knowledge base. Helping the Coast Guard transition to a learning organization. Building the Coast Guard education infrastructure and linking this to other entities (DOD, Universities) to make it more powerful

· Lack of: On-site relief, doctrine

· Technology

· Experience 

· Job Aids

· Data capture tools/systems

· Use of Knowledge

· Information sharing

8. CHANGE MANAGEMENT

Using change management tools and methods to smoothly implement improved processes and other performance improvement interventions.

· New paradigms

· New systems/support structures

· Move to optimally crewed units

9. INTERVENTION DEVELOPMENT

The design and development of targeted interventions, including those identified by previous analysis.

· Training 

· Policy

· Interactive electronic technical manuals (IETM)

· Job Design

· Workplace Design

10.  ORGANIZATIONAL ASSESSMENT

Cross Programmatic Assessments

Long range analysis efforts that assess the general condition of the Coast Guard or targeted organizational issues

Targeted Quality Assessments

Initiatives to measure the climate and culture at any level in the Coast Guard (unit, district, area, CG-wide).

11. INTERVENTION MEASUREMENT and EVALUATION

Developing measures and evaluation plans for new interventions and existing programs.

· Evaluation of a new process 

· Training evaluation

APPENDIX H

Performance Analysis Core Competencies

Unit
TRACEN
District/ISC
AREA/MLC
Force Management
Program Management
Acquisition


CG-Wide

1. Strategic  Alignment
Knowledge of Fam. of Plans
Strategic Planning Models
Fam of plan alignment
Strategic Planning Models
Fam of plan alignment
Strategic Planning Models
Fam of plan alignment

Strategic Planning Models
Fam of plan alignment
Fam of plan alignment
Strategic Planning Models 

Fam of plan alignment

Strategic Planning Models 

2. Process Improvement
AWO
Process Re-engineering: 

New Language of Work (NLOW)
AWO
Process Re-engineering
NLOW


AWO
Process Re-engineering
NLOW


AWO
Process Re-engineering
NLOW

 
Process Re-engineering
NLOW
AWO
Process Re-engineering
NLOW 

Process Re-engineering

NLOW 

3. Diagnostic Needs Assessment
NLOW

QPC Desk Ref Guide
NLOW

QPC Desk Ref Guide
NLOW

QPC Desk Ref Guide
NLOW

QPC Desk Ref Guide
NLOW

QPC Desk Ref Guide
NLOW

QPC Desk Ref Guide
 QPC Desk Ref Guide
NLOW

QPC Desk Ref Guide

4New Performance Planning Needs Assessment
NLOW

Task Analysis


NLOW

Task Analysis
 NLOW

Task Analysis
NLOW

Task Analysis
NLOW

Task Analysis


NLOW

Task Analysis
NLOW

Task Analysis
NLOW

Task Analysis

 5.Workforce Development
Task Analysis

Subject Matter Analysis 
Task Analysis

Subject Matter Analysis
Task Analysis

Subject Matter Analysis
Task Analysis

Subject Matter Analysis
Task Analysis

Subject Matter Analysis
Task Analysis

Subject Matter Analysis
Task Analysis

Subject Matter Analysis
Task Analysis

Subject Matter Analysis

6. Staffing Structure Analysis
AWO

NLOW

Task Analysis
NLOW

Task Analysis
NLOW

Task Analysis
NLOW

Task Analysis
NLOW

Task Analysis
AWO

NLOW

Task Analysis
NLOW

Task Analysis
NLOW

Task Analysis

7. Knowledge and Information Management
CBT(HTML, Data Base Mgmt)

Best Practices

Metrics
Measurement Training


CBT

Best Practices

Metrics
Measurement Training


CBT

Best Practices

Metrics
Measurement Training


CBT

Best Practices

Metrics
Measurement Training


CBT

Best Practices

Metrics

CQA info and Analysis System

Measurement Training
CBT

Best Practices

Metrics
Measurement Training


CBT

Best Practices

Process Mapping


CBT

Best Practices

Metrics


8. Change Management
Uses all the core competencies
Uses all the core competencies
Uses all the core competencies
Uses all the core competencies
Uses all the core competencies
Uses all the core competencies
Uses all the core competencies
Uses all the core competencies

9. Intervention Development
CBT

AWO


CBT

ISD model

AWO


CBT

ISD model 

AWO


CBT

ISD model 

AWO


CBT

ISD model 


CBT

ISD model

AWO
CBT

ISD model


CBT

ISD model



10 Organizational Assessment 
Cultural Assessment

Baldridge Assess.

Cultural Assessment

Baldridge Assess
Cultural Assessment

Baldridge

Mission Analysis

OD



Cultural Auditing



11. Intervention Evaluation
Utilization focused evaluation

Kirpatrick’s 4 levels of eval


Utilization focused evaluation

Kirpatrick’s 4 levels of eval


Utilization focused evaluation

Unit performance plans
Kirpatrick’s 4 levels of eval
Utilization focused evaluation)

Unit performance plans
Kirpatrick’s 4 levels of eval
Utilization focused evaluation

Kirpatrick’s 4 levels of eval
Utilization focused evaluation

Kirpatrick’s 4 levels of eval
Utilization focused evaluation

Kirpatrick’s 4 levels of eval
Utilization focused evaluation

Kirpatrick’s 4 levels of eval

APPENDIX I

Performance Consultant Core Competencies
1.  Communications

a.  Speaking: 

b.  Listening: Writing (including word processor competence)

c.  Interviewing

d.  Presentation (including presentation software competence)

e.  Facilitation

· Group Process

· Feedback

· Teambuilding

f.  Negotiation

g.  Contracting

h.  Coaching

2.  Project Management

Cost Benefit Analysis

3.  Basic Organizational Development

a.  Entry

b.  Start-Up

c.  Assessment & Feedback

d.  Action Planning

e.  Intervention

f.  Evaluation

g.  Adoption

h.  Separation

4.  Basic Human Performance Technology 

a.  Organization Goals to Interventions

b.  Factors Affecting Performance

5. Analysis

a. (Types as listed elsewhere)

b. Cost Benefit Analysis

6.   Basic Statistics

7.  Information Gathering

a.  Extant Data Review

b.  Literature Review

c.  Benchmarking

d.  Best Practices

e.  Observation

8.  Front-End Analysis

9.  Baldridge Criteria

10.  Intervention Design & Development (Wide variety dependant on intervention)

a. Strategy and strategic action plans 

b. Doctrine & policy

c. Job design

d. Process design

e. Instructional systems design 

f. Electronic performance support system design

g. Job Aids

h. Feedback Systems

i. MIS (multiple competency types)

j. Equipment

k. Tools

l. Etc.

11.  Change Management & Implementation

a.  Instructional systems

b.  Facilitation

c.  Communications

d.  Planning

12.  Measurement and Evaluation

a. Formative Evaluation

b. Summative Evaluation

c. Measures of Effectiveness

d. Return on Investment

APPENDIX J

Performance Improvement Tools & Resources

Unit
TRACEN
District/ISC
Area/MLC
Force Management
Program Management
Acquisitions


CG-Wide

1. Strategic Alignment
SWOT

Knowledge of Fam of plans

Zenger Miller

CCI

ASQ

State Quality Org

AMA Strategic planning flowchart

Balanced Scorecard

CQA Guidebook

ODI Vision Quest Series

Strategic Planning Models 


SWOT

Fam of plan alignment

Zenger Miller

CCI

ASQ

State Quality Org

AMA Strategic planning flowchart

Balanced Scorecard

CQA Guidebook

ODI Vision Quest Series

Strategic Planning Models 

Survey Pro
SWOT

Fam of plan alignment

Zenger Miller

CCI

ASQ

State Quality Org

AMA Strategic planning flowchart

Balanced Scorecard

CQA Guidebook

ODI Vision Quest Series

Strategic Planning Models 

Survey Pro
SWOT

Fam of plan alignment

Zenger Miller

CCI

ASQ

State Quality Org

AMA Strategic planning flowchart

Balanced Scorecard

CQA Guidebook

ODI Vision Quest Series

Strategic Planning Models 

Survey Pro
SWOT

Fam of plan alignment

Survey Pro


SWOT

Fam of plan alignment

Zenger Miller

CCI

ASQ

State Quality Org

AMA Strategic planning flowchart

Balanced Scorecard

CQA Guidebook

ODI Vision Quest Series

Strategic Planning Models 

Survey Pro

SWOT

Fam of plan alignment

Zenger Miller

CCI

Balanced Scorecard

CQA Guidebook

Survey Pro

Strategic Planning Models 



2. Process Improvement
Process Improvement Guide (PIG)

AWO

Process Model software

Process Re-engineering: 

Inspiration 

New Language of Work (NLOW)

ABC Flowchart software

Unit Performance Tables

Survey Pro
PIG

AWO

Process Model Software

Process Re-engineering

Inspiration

NLOW

ABC

Unit Perf. Tables

Survey Pro
PIG

AWO

Process Model Software

Process Re-engineering

Inspiration

NLOW

ABC

Unit Perf. Tables 

Survey Pro
PIG

AWO

Process Model Software

Process Re-engineering

Inspiration

NLOW

ABC

Unit Perf. Tables

Survey Pro 
PIG

Process Model Software

Process Re-engineering

Inspiration

NLOW

ABC

Unit Perf. Tables 

Survey Pro
PIG

AWO

Process Model Software

Process Re-engineering

Inspiration

NLOW

ABC

Unit Perf. Tables

Survey Pro 
PIG
PIG

Process Model Software

Process Re-engineering

Inspiration

Survey Pro

NLOW

ABC

Unit Perf. Tables 

3. Diagnostic Assessment
PAR 4

Mager & Pipe Performance Analysis Flowchart

CQA

Flowchart tools

(inspiration, ABC)

Harless ABCD

OPM Cultural Assessment

Language of work

QPC Desk Ref Guide
PAR 4

Mager & Pipe Performance Analysis

CQA

Flowchart tools

(inspiration, ABC)

Harless ABCD

OPM Cultural Assessment

Language of work

QPC Desk Ref Guide
PAR 4

Mager & Pipe Performance Analysis

CQA

Flowchart tools

(inspiration, ABC)

Harless ABCD

OPM Cultural Assessment

Language of work

QPC Desk Ref Guide
PAR 4

Mager & Pipe Performance Analysis

CQA

Flowchart tools

(inspiration, ABC)

Harless ABCD

OPM Cultural Assessment

Language of work

QPC Desk Ref Guide
Mager & Pipe Performance Analysis

CQA

Flowchart tools

(inspiration, ABC)

Language of work

QPC Desk Ref Guide
PAR 4

Mager & Pipe Performance Analysis

CQA

Flowchart tools

(Inspiration, ABC)

Language of work

QPC Desk Ref Guide
 QPC Desk Ref Guide
PAR 4

Mager & Pipe Performance Analysis

CQA

Flowchart tools

(inspiration, ABC)

Language of work

QPC Desk Ref Guide

4. New Performance Planning Assessment
APIAN S/W, Survey Pro)

Harless ABCD

New Language of work

Task Analysis


APIAN S/W, Survey Pro)

Harless ABCD

New Language of work

Task Analysis
 APIAN S/W, Survey Pro

Harless ABCD

New Language of work

Task Analysis
APIAN S/W, Survey Pro

Harless ABCD

New Language of work

Task Analysis
APIAN S/W, Survey Pro

Harless ABCD

New Language of work

Task Analysis


APIAN S/W, Survey Pro

New Language of work

Task Analysis
APIAN S/W, Survey Pro

New Language of work

Task Analysis
APIAN S/W, Survey Pro

New Language of work

Task Analysis

5.Workforce Development
Meyers Briggs Type Indicator

Zenger Miller

Covey Training

Task Analysis

Subject Matter Analysis 
Survey Pro

Task Analysis

Subject Matter Analysis
Survey Pro

Task Analysis

Subject Matter Analysis
Survey Pro

Task Analysis

Subject Matter Analysis
Survey Pro

Task Analysis

Subject Matter Analysis
Survey Pro

Task Analysis

Subject Matter Analysis
Survey Pro

Task Analysis

Subject Matter Analysis
Survey Pro

Task Analysis

Subject Matter Analysis

6. Staffing Structure Analysis
Action Work Out

New language of work

Process Model 

(software

Task Analysis
New language of work

Task Analysis
New language of work

Task Analysis
New language of work

Task Analysis
Process Model 

(software)

New language of work

People Soft

(Software)

Task Analysis
Process Model 

(software)

New language of work

People Soft

(Software)

Action Work Out

Task Analysis
Process Model 

(software)

New language of work

People Soft

(Software)

Task Analysis
Process Model 

(software)

New language of work

People Soft

(Software)

Task Analysis

7. Knowledge and Information Analysis
CBT(HTML, Data Base Mgmt)

Job Aids

Best Practices

Metrics

Unit Performance Tables

Measurement Training

Doctrine
CBT

Job Aids

Best Practices

Metrics

Unit Performance Tables

Measurement Training

Doctrine
CBT

Job Aids

Best Practices

Metrics

Unit Performance Tables

Measurement Training

Doctrine
CBT

Job Aids

Best Practices

Metrics

Unit Performance Tables

Measurement Training

Doctrine
CBT

Job Aids

Best Practices

Metrics

CQA info and Analysis System

Measurement Training

Doctrine
CBT

Job Aids

Best Practices

Metrics

Unit Performance Tables

Measurement Training

Doctrine
CBT

Job Aids

Best Practices

Process Mapping

Doctrine
CBT

Job Aids

Best Practices

Metrics

Unit Performance Tables

Doctrine

8. Change Management
Uses all the core competencies
Uses all the core competencies
Uses all the core competencies
Uses all the core competencies
Uses all the core competencies
Uses all the core competencies


Uses all the core competencies
Uses all the core competencies

9. Intervention Development
QPC Desk Reference Guide

Harless ABCD

CBT

Mager & Pipe Performance analysis flow chart

AWO

Survey Pro

APIAN


QPC Desk Reference Guide

Harless ABCD

CBT

Mager & Pipe Performance analysis flow chart

ISD model

AWO

Survey Pro

APIAN


QPC Desk Reference Guide

Harless ABCD

CBT

Mager & Pipe Performance analysis flow chart

ISD model 

AWO

Survey Pro

APIAN
QPC Desk Reference Guide

Harless ABCD

CBT

Mager & Pipe Performance analysis flow chart

ISD model 

AWO

Survey Pro

APIAN
QPC Desk Reference Guide

Harless ABCD

CBT

Mager & Pipe Performance analysis flow chart

ISD model 

Survey Pro

APIAN
QPC Desk Reference Guide

Harless ABCD

CBT

Mager & Pipe Performance analysis flow chart

ISD model

AWO

Survey Pro

APIAN
QPC Desk Reference Guide

Harless ABCD

CBT

ISD model

Survey Pro

APIAN
QPC Desk Reference Guide

Harless ABCD

CBT

Mager & Pipe Performance analysis flow chart

ISD model

Survey Pro

APIAN

10 Organizational Assessment 
CQA

Team Assessor software

PAR –4

MBTI

KEYS

OCI –Org Culture Interview

Exit Interviews 

Survey Pro

APIAN


CQA

Team Assessor software

PAR –4

OCI –Org Culture Interview

Exit Interviews

Survey Pro

APIAN


CQA

Team Assessor software

PAR –4

CPOA Team Surveys

KEYS

OCI –Org Culture Interview

OPM – Org Assessment

Survey Pro

APIAN


CQA

Team Assessor software

PAR –4

CPOA Team Surveys

KEYS

OCI –Org Culture Interview

Exit Interviews

Survey Pro

APIAN

Exit Interviews
CQA

Team Assessor software

PAR –4

CPOA Team Surveys

OCI –Org Culture Interview

Exit Interviews

Survey Pro

APIAN


CQA

Team Assessor software

PAR –4

CPOA Team Surveys

OCI –Org Culture Interview

Exit Interviews

Survey Pro

APIAN


CQA

Team Assessor software

PAR –4

OCI –Org Culture Interview

Survey Pro

APIAN
CQA

Team Assessor software

PAR –4

CPOA Team Surveys

KEYS

OCI –Org Culture Interview

Exit Interviews

Leadership Effectiveness Inventory (LEI)

Survey Pro

APIAN



11. Intervention Evaluation
Utilization focused evaluation

Balanced Scorecards

Kirpatrick’s 4 levels of eval

Repeated use of Org. Assessment Tools to ID trends
Utilization focused evaluation

Kirpatrick’s 4 levels of eval

Repeated use of Org. Assessment Tools to ID trends
Utilization focused evaluation

Unit performance plans

Balanced Scorecards

Kirpatrick’s 4 levels of eval

Repeated use of Org. Assessment Tools to ID trends
Utilization focused evaluation)

Unit performance plans

Balanced Scorecards

Kirpatrick’s 4 levels of eval

Repeated use of Org. Assessment Tools to ID trends
Utilization focused evaluation

Kirpatrick’s 4 levels of eval

Repeated use of Org. Assessment Tools to ID trends
Utilization focused evaluation

Kirpatrick’s 4 levels of eval

Balanced Scorecards

Repeated use of Org. Assessment Tools to ID trends
Utilization focused evaluation

Kirpatrick’s 4 levels of eval

Repeated use of Org. Assessment Tools to ID trends
Utilization focused evaluation

Kirpatrick’s 4 levels of eval

Balanced Scorecards

Repeated use of Org. Assessment Tools to ID trends

APPENDIX K

Cost of Coast Guard Training

Cost of Training Composite – FY1998

FY98
AFC-30
AFC-01
AFC-08
AFC-20
AFC-56
AFC-57
AFC-90
AFC-42/43
AFC-54
AFC-45
TOTAL

Unit Training*
$12,940,560



$4,451,000 





$17,391,560 

Tuition Assistance/DANTE




$1,040,000 





$1,040,000 

Recruit




$934,000 





$934,000 

Officer Acquisition(non-Academy)




$125,000 





$125,000 

Specialized skill ("C")




$13,267,718 





$13,267,718 

Flight




$3,050,000 





$3,050,000 

Professional Development




$2,502,282 





$2,502,282 

Personnel training support

$69,104,435 
$10,468,100 
$14,011,739 

$5,894,251 




$99,478,525 

Base training support
$28,668,835 





$347,947 
$6,390,034 
$73,925 
$209,723 
$35,690,464 

Training Management HQ
$237,827 









$237,827 

TABS*

$119,851,229 








$119,851,229 

Training Total
$41,847,422 
$188,955,664 
$10,468,100 
$14,011,739 
$25,370,000 
$5,894,251 
$347,947 
$6,390,034 
$73,925 
$209,723 
$293,568,605














Academy Total
$14,361,126 
$22,884,891 
$3,433,600 
$4,192,077 

$1,696,261 

$3,934,650 
$82,591 

$50,585,196 












$344,153,811 














TABS figure includes all SPC Costs












K-1  Total AFC-30 Obligations for Training Expenses for Other-Than-TRACEN Units – FY1998

APPROP CODE 
OBLIGATED




Dist 01
$449,950

Dist 07
$655,554

Dist 08
$428,545

Dist 09
$491,161

Dist 13
$225,916

Dist 14
$160,828

Dist 17
$220,352

ISC/NESU/ESD/ESU LANT
$3,346,592

ISC/NESU/ESD/ESU PAC
$1,768,404

FINCEN
$105,200

Nat'l Maritime Center
$60,128

AIRSTA DC
$4,582

OSC Martinsberg
$205,260

TISCOM
$59,783

NAVCEN
$12,864

HRSIC
$53,591

Intel Coord Cntr
$296 

Loran Support Det
$3,500 

Strike Force Center
$101,602

NPFC
$69,548

CGPC
$56,901

R&D Center
$9,092

NATTC Pensacola/ATG PAC/SWOS/NWC/dive
$4,450,915

TOTAL
$12,940,564

K-2  Total TRACEN Financial Obligations FY1998
APPROP_CODE_LIM*
AFC Code
UDO
AEU
Expended
Obligations
AFC Totals

by category 


ACADEMY
300
$2,580,937 
$512,287 
$11,267,902 
$14,361,126 



ACADEMY
430
$1,810,145 
$2,600 
$2,121,905 
$3,934,650 



ACADEMY
540
$21,014 
$2,875 
$58,702 
$82,591 
$18,378,367 


ACADEMY
01



$12,329,499 



ACADEMY
01 - E



$10,555,392 
$22,884,891 


ACADEMY
08



$3,433,600 



ACADEMY
20



$4,192,077 



ACADEMY
57



$1,696,261 
$50,585,196 











NMLBS (from D13)
300



$370,361 



ATC
300
$959,621 
$193,169 
$4,586,935 
$5,739,725 



ATTC
300
$10,748 
$1,051 
$182,224 
$194,023 



CAPE MAY
300
$814,905 
$268,095 
$6,969,570 
$8,052,570 



INSTITUTE
300
$85,670 
$1,623 
$722,585 
$809,879 



PETALUMA
300
$661,005 
$139,514 
$5,259,819 
$6,060,338 



RTC
300



$189,000 



RTC
300
$981,767 
$201,832 
$6,011,341 
$7,194,940 



TQC
300



$18,000



C2CEN
300



$40,000 
$28,668,835 
Of recorded AFC-30, $2.5M spent on training travel, per diem, etc.

ATC
430
$366,658 
$0 
$275,703 
$642,361 



CAPE MAY
430
$833,293 
$0 
$1,112,750 
$1,946,043 



PETALUMA
430
$540,531 
$19,347 
$1,684,990 
$2,244,867 



RTC
430
$284,168 
$0 
$1,172,594 
$1,456,763 
$6,290,034 


RTC
450
$87,871 
$2,381 
$119,471 
$209,723 
$209,723 


CAPE MAY
540
$0 
$0 
$26,761 
$26,761 



RTC
540
$15 
$177 
$46,972 
$47,164 
$73,925 


C2CEN
420



$100,000
$100,000


CAPE MAY
900



$347,947
$347,947


Academy Total






$50,585,196

Non-Academy Total






$35,342,517 

Grand TOTAL






$85,927,713 

K-3  Total SPC Costs of Training Allowance Billets (TABS) 

FY98 # of billets; FY00 SPC
O-6
$620,402

O-5
$1,856,013

O-4
$1,601,900

O-3
$15,458,000

O-2
$11,298,402

O-1
$1,307,212

CWO
$1,384,518

CADET 
$22,104,041

E-8
$410,811

E-7
$3,453,878

E-6
$6,067,207

E-5
$5,095,026

E-4
$2,978,137

E-3
$12,676,990

E-2
$9,557,754

E-1
$23,980,938

TOTAL
$119,851,229

APPENDIX L

Coast Guard Training System 

Customer, Provider, System Administrator Interview Questions
Customer Questions – CO (or command representative)

Questions

At this unit, would you say you spend too much, enough, or too little time on training?



How about managing training…preparing materials, record keeping, and conducting it?



Do you think training that they attend elsewhere (resident schools, pipeline, etc) takes up too much of your people’s time away from the unit?



Who do you think should prepare unit training materials…should it be done locally or provided to you?



Do you conduct most of your training onboard or somewhere else?  Where would that be?



Where should it be done?



What professional support do you have available to your command to help with training needs?



What professional support would you like to have?



In general, do those who work for you have the skills, knowledge, and attitude to perform their duties?



Why do you think that is?



What are some of the weaknesses you see in the current CG training system?



What are some of the strengths?



What do you think could be done to fix some of the problems you’ve identified?

Customer Questions – Supervisor (for workforce, usually CPO or senior petty officer)

Question

At this unit, would you say you spend too much, enough, or too little time on training?



How about managing training…preparing materials, record keeping, and conducting it?



Do you think training that they attend elsewhere (resident schools, pipeline, etc) takes up too much of your people’s time away from the unit?



Who do you think should prepare unit training materials…should it be done locally or provided to you?



Do you conduct most of your training onboard or somewhere else?  Where would that be?



Where should it be done?



What professional support do you have available to your command to help with training needs?



What professional support would you like to have?



In general, do those who work for you have the skills, knowledge, and attitude to perform their duties?



Why do you think that is?



What are some of the weaknesses you see in the current CG training system?



What are some of the strengths?



What do you think could be done to fix some of the problems you’ve identified?

Customer Questions – Member (workforce)

Question

Do you feel you have the skills knowledge to do your job?



If not, why not?



What have been some of your best training experiences in the CG?



What have been some of your worst?



What changes would you make to the training you need to do your job…What would have been the best type of training for you…the best time…the best place to get it?



Provider Questions – Unit Training Officer, Training Board, Educational Services Officer, etc.

Question

What training do you conduct here?



Who conducts it?



What training do you develop here?



Who develops it?



Who do you think should be preparing unit training materials (locally prepared or standard packages provided to you)?



What delivery methods are available to you?



What delivery methods would you like to have?



Do you have the tools and expertise to do the job of developing and delivering training?



What tools or other help do you need?



Does the training you give here produce the outcomes you need?



How do you know what outcomes you need?



Where do your unit’s training activities occur…here at the unit or where else?



What training do you outsource for your people?  (send people to non-CG classes, through commercial vendors or at other agencies, or hire outsiders to come here to conduct it)



Why is this necessary?



 Program Manager Questions 

Question

1-5.  Questions about the responder.



6. How should you communicate your needs to the training system?

7. What do you perceive G-WTTs current role to be?

8. What do you perceive your current role to be?

9. Are you identifying skills, knowledge and attitude requirements?  

10. If so, how?

11. How do you engage G-WTT?

12. What are the lines of communication between you and G-WTT on performance and training?

13. Are they as effective as you would like?

14. How could effectiveness be improved?

15. How are you currently funding the training system:

a. New courses?

b. Training aid maintenance?

c. Classroom upgrades and new technology?

d. Curriculum updates and changes?

e. Staffing needs?

f. Throughput increases?

16. Who is currently responsible for the design, development, and delivery of instruction for your program’s needs?

17. Who is currently identifying delivery methodology?

System Administrator  Questions 

Question

1.  Are you familiar with the functional description of duties for your division contained in COMDTNOTE 5400 dtd 29 Feb 96?

2.  Does this description accurately describe your division’s functions?

3.  Do you view G-WT as the proper CG organizational location for your division’s functions?

4.  If not, where should these functions be accomplished?  Why?

5.  Do you have the resources needed to do your job?  In not, what do you need?

6.  Do you possess the necessary training/skills/experience?  If not, what do you need?

7.Do you have sufficient computer/data/information systems to do your job?  If not, what do you need?

8.Are financial resources sufficient?  If not, what do you need and for what purpose?

9.Are your outputs being measured and evaluated?  If so, what is measured and how is it measured?

10.  Do you feel that these are the correct measures?  If not, what should be measured?

11.  Are the policies governing your work adequate for you to effectively accomplish your goal?  Are the processes or procedures associated with your work within G-WT adequate for you to effectively accomplish your duties?  If not, what policies, processes, or procedures are needed to help you do your job better?

12.  Are you aware of the G-W business plan?  Have you read it?

13.  Does the organization of G-WT and of your element within G-WT match that portrayed in the business plan?

14.  Are you familiar with the G-WT performance and management goals set forth in the business plan?

15.  Do you use those performance and management goals to guide your work priorities and those of your staff?

16.  Who do you rely on within the G-WT organization for information & services?

17.  Who are your customers within the G-WT organization for information and services?

18.  From your perspective, is G-WT meeting customer expectations?  Are customer expectations adequately measured?

19.  Is there a Coast Guard “training culture” that drives decisions within G-WT?  If so, please describe it.

20.  On average, how many hours per week do you work?

21.  Are you satisfied with your physical working conditions?

APPENDIX M

Summary Tables for Training System  Gap and Root Cause Analysis
The following tables summarize the analysis of the Training System.  They are divided into 5 sections:

· Desired State

· Current State

· Gaps

· Causes

· Solution Options
Notes: 

1.  Tables are not listed in either a priority or sequential order.  

2. Most solutions require a performance system being in place (proactive and reactive).  The performance system provides the CG with:

· Overarching analysis of problems to determine solutions to S/K, environmental, or motivation/incentive gaps

· Project management to design, develop, and implement interventions, which can be stand-alone but are more often integrated

· Evaluation of implemented interventions

3. Raw data is stored in the G-WT library in paper based and ZIP disk format (MSAccess data base).

1
Desired State
Current State
Gap/Results


Training projects can be budgeted across fiscal years.  
AFC-30 & AFC-56 budgeting is restricted to current FY for much of training and short horizon for out years.


CG does not currently use a flexible multi-year training budget which has resulted in training needs and quota demands unmet early in the fiscal year.

Impact:  Short term planning.  Lack of long range commitments.  Limited flexibility.




Root Causes
Solution Options


Environmental: 

· Lack of policy and process to support multi-year budgeting

· Funding decentralized, making resource optimization difficult

· Insufficient use of AC&I

Motivation:
· No value seen to making a commitment for cross- budget-year funding.
Solution is both inside and outside of training system.

Environmental/Motivation:
· Document problems encountered by training system as a direct or indirect result of  1) inability to fund cross-FY  2) inability to obtain multi-year funding commitment.
· G-WT forward impact of single year budgeting to G-CFO/G-CCS.  Request changes to policy and process.
· Explore uses of AC&I for minor and major projects.
· Centralize all training funds, including AFC-30
· Explore need for  similar funding policy as for ECR and AC&I.
· Explore new process that requires planning OE funding from one FY to another.
· Link funding process with long range planning and instructional plan processes.
Best practices:  DOD POM process.

Expected results: Long range planning for expected training projects.  Ability to prioritize expected projects.  Ability to commit to long-term results.  Flexibility for unexpected, high priority training needs.


2
Desired State
Current State
Gap/Results


All outsourced training is known to training system and tracked in a managed/centralized data base.  Best informed CG decision are made regarding use of outsourced vs. in-house analysis, development, and/or implementation.
Program Managers and units outsource some training at-will without central management.  Money sometimes inefficiently spent.  Often outsourced training goes to other DOD or gov’t agencies.
Outsourced training is often determined or developed with limited performance analysis or evaluation.




Root Causes
Solution Options


S/K: 

· Non-training community not aware of services available in CG training community.

· Training community may lack skills in media/source selection (related to tools).

· Commands believe they know enough about training to make decisions.

Environmental: 

· Roles and responsibilities for determining and committing to outsourced training not defined by policy.

· Access not consistently available to training community for training decisions.  G-WT is viewed as a bottle-neck. Training system is not always viewed as responsive.

· Lack of policy & process regarding outsourced training.  

· Lack of training decision making tools.

· No system in place to measure effectiveness, ROI, and cost of outsourced training.

· No single training resource for G-W, either at HQ or in training community

· No guidance for use of AFC-30 toward training.

· Money “hidden” as another cost by commands that believe they need training, can prove benefit of training, but don’t have time or belief that system will quickly support their needs. (e.g. hiring tech reps)

May not be follow-through from analysis to implementation/evaluation.
Solution is made in partnership with Program Managers who currently manage outsourced training.  Outsourced training management not identified as a HQ responsibility (neither strategy, policy or budget).

S/K:

Prepare education package for Program Mangers, staff elements on training community capability to determine and manage outsourced training.

Environmental:

· Ensure performance system in place.

· Ensure model of operations and associated policy re: outsourcing at any step in the process.

· Move responsibility for determining right training source out of HQ and to training system.  Ensure roles and responsibilities clearly defined in detail, down to the individual course (job?) level.  

· Move responsibility for managing outsourced training out of HQ and to training system. Ensure roles and responsibilities clearly defined in detail, down to the individual course (job?) level.

· Provide HQ PMs with training data base for review/analysis/monitoring of all training cost/performance outcomes/usage, etc.

· Create long-term/short-term system to identify training requirements (in partnership with performance system) and resource requirements

· Create resource data base on outsourced training  for all-training system use.  Ensure access to all other gov’t training library (video, CBT, courses, etc.) Maintain an outsource database with approved companies, specific courses, outsourced systems, etc

· Provide policy on connectivity with community and other colleges & universities.

· Provide system flexibility to quickly obtain needed, outsourced training for short-term training needs.

· Document policy and process used to obtain, fund, and manage outsourced training, from any source.  Include decision making model, w/criteria,  to verify need and achieve best quality for least cost. Include vehicle to address new infrastructure needs.


Continued Next Page
Continued Next Page

2


Causes (con’t)

Incentive: 

· No incentive to manage and make cost effective performance goal-based decisions

· No expectation that training community can meet analysis & development needs or can broker for those needs (includes issues of trust).

· Programs take full  responsibility for making all outsourced training decisions.
Solution Options (con’t)

· Flexibility: allow for expenditure of funds for outsourced training up to XX$$..allow for waiver

· Unit training materials available with unit training requirements (precluding need to outsource)

· Training broker has access to outsourcing resources, contracting/COTR/legal, contract vehicles specifically designed for performance & training analysis, design, development

· Incorporate in Performance/Training policy.

· Determine use/impact of Navy’s Local Training Authorities (LTA)  Need to know what will be or what is effected.
· Need system discipline mechanism: e.g. approval of PR for training only up to X amount
· Provide flexibility to unit CO (up to certain $$ amount)
· Provide flexibility to training broker: authority to grant waivers.  Position broker in organization to ensure honesty of broker and best access for customers.
· Performance brokers need direct access to training brokers. 
· Move all dedicated training funds to G-WT for allocation and management (includes AFC-30).
Best Practices:  DOD, FAA, NASA

Expected Results:

· Better alignment between all courses along mission /job (rate) lines

· Composite of courses for career planning

· Best budget allocations.

3
Desired State
Current State
Gap/Results


Units, especially optimally crewed units*, maintain staffing levels which are not impeded by personnel training, education and development needs.

*Optimally crewed - The right number of appropriately skilled workers for the documented workload and general detail requirements.
Units are negatively impacted and mission performance suffers when members are gone to attend training.  There is no backfill for the vacancies.
Insufficient staffing and processes to afford training, education or professional development during a PCS tour without adversely impacting readiness.




Root Causes
Solution Options


Note:  This problem has become more critical due to streamlining, recent budget-related decisions in partnership with general detail, and an optimally crewed concept for afloat units.
S/K:

Possible lack of s/k in workload planning and measurement. 

Environmental: 

· Lack of policy/model(s) of operation for the CG training system.

· Lack of CG workload analysis models or tables.

· No single entity in HR has responsibility for workload in relation to workforce, planning.

· TAB can’t accommodate; system not in place to replace personnel for training

· “Cutter Crewing Study Team Report” – No model(s) of operation to equalize number of training hours for afloat units

· Not manning to account for needed training (either “pipeline” or TABS) or not training needed skills before assignment to unit.


Solution is made in partnership with  Program Managers and field commanders.  Training can only provide a partial solution.  Most other solutions contained herein apply to helping resolve this problem.

S/K:

Analyze need for CG for professionals in workload planning & measurement (where?  level of expertise? Uses?)

Environmental:

· G-CCS to convene a cross-programmatic performance improvement group to solve.  G-W to provide PC support and take lead.  Critical players: Operational & Support Programs, field commanders (representative)

· Provide HQ staff with accurate workload planning models and tables

· Ensure HQ staff has training system analysis expertise.
· Make use of embedded performance support systems (EPSS) wherever appropriate.  Ensure infrastructure available.

· Develop and publish criteria for criticality of skills & knowledge for jobs.  Base “pipeline training” decisions on this.  Eliminate TABS system - allow for greater flexibility.  Coordinate these decisions with other operational needs for human resources.

· Require  annual evaluation of # of employees in training per year…weigh against operational requirements.  Requires involvement by all PMs:  executive training steering committee.


3
Causes Con’t

· Bulk of rotations between May & Sept.

· Too many unit training requirements, many not validated as linking to mission and organizational goals.

· Training time not accurately accounted for in models (e.g. AMERIND model for WLB/WLM).
· Training not always a partner in workload/manpower analysis and decisions.
· Streamlining without reengineering processes and realigning workload.
· Lack of alternative training delivery methods (technological delivery, exportable delivery, etc.)  which could help alleviate need for residential training.

Solution Options Con’t

· Complete strategic IRM plan for Training and Performance:  would address information systems, alternative delivery infrastructure, etc.

· Develop quality data base that tracks competencies/expertise of members to be used by assignments.  Re-evaluate assignment policy so that it places expertise high on criteria for personnel assignments.  

· Create system of clear career progression, based on gaining expertise,  for each Team CG individuals.

Incentives:

· Provide monetary or other incentives to training providers for shortening length of training while maintaining or increasing learning outcomes w/I life-cycle cost considerations

· Provide HQ staffs incentives for team work

· Provide training providers with adequate infrastructure and resources for alternative delivery options.

Best Practices:  DOD, FAA

Expected results:  

Personnel arrive with higher degree of proficiency.  

Time to train adequately factored into workload standards.  



4
Desired State
Current State
Gap/Results


There are clearly understood roles and responsibilities in the Coast Guard training system. 

A harmonic system of training in which all players coordinate & interact.
Much confusion about who is doing what or who should be doing what. 

Programs control operator-owned training independently of WT.  Current training system can be disjointed and uncoordinated.
No orchestrated training organization management system.  Ultimate responsibility is unit CO’s by default and uncoordinated efforts are duplicated.  

Insufficient partnering or liaisoning, internally or externally, between training providers.  


Root Causes
Solution Options


Environmental: 

· Limited workforce performance system in place: training not adequately linked.

· Roles and responsibilities not directed; 1991 inst. and 1994 note outdated.

· Previous studies not implemented, impeded by streamlining and lack of ownership.

· No overarching Model of Training Operations. No common goals or objectives.

· Limited control and auditing of the system.  Limited feedback systems.

· Lack of qualified personnel and resources. 

· No formalized communication system

· Lack of staffing standards that account for all facets of Performance and Training.

Cultural inhibitors: 

· Competition for resources (AFC-30) 

· Limited sphere of influence (everyone and anyone can buy training with AFC-30).

· No cost accounting outside of AFC-56 and infrastructure-related AFC-30.

Functional Statement for G-WT and staff not widely distributed.
Solution is made in partnership with all training system management personnel. Many other solutions contained herein apply to helping resolve this problem.

Environmental:

· Ensure performance system in place.

· Develop Model of Training Operations for training (includes strategic & tactical levels of system operations).  Model of Ops based on centralized structure, policy, process, measurement and decentralized implementation and operations.

· Based on Model of Training Operations, define roles and responsibilities.

· Validate existing processes, streamline as needed, document for whole system use.

· Workload for training system identified.  Roles and responsibilities appropriately assigned and promulgated in writing.

· Need formal communication system within training system and with training system customers (includes web-based information sharing, CG Training conferences, column in select CG periodicals)

· Direct senior management support in implementing Training Strategy

· Select staffing standards for 21st century performance and training business unit.

· Adopt Common Operating Environment (COE) for training based on recent purchase of PeopleSoft.

One manual for all training requirements.


Continued Next Page
Continued Next Page

4
Cause (con’t)

Motivation

· No value attached to joint efforts between parts of the training system

· Lack of trust causes individuals to “do it themselves”, furthering system disjointedness

Incentive

· Perceived threat of loss of billets

· Not identifying roles and responsibilities is rewarded, no incentive for fixing.
· Incentives reward short-term individual accomplishments
Solution Options (con’t)

Motivation

· HQ to   visibly reward  joint efforts between training system elements.
· HQ to provide overt vehicle for communications between training providers.
· HQ to reward “taking care of the customer”.

Best Practices: DOD, NASA, FAA

Expected results:  

Inclusive Model of Training Operations for Performance and Training Systems

Policy and processes well defined.

Staffing appropriate for needs of system.

System communications intact

Measures of effectiveness in place and analyzed throughout system.



5
Desired State
Current State
Gap/Results


Systems acquisitions are viewed as tools that people use to get the job done. HPT performance perspective in all phases of acquisition process.  Training solutions as related to HPT outcomes. 
Little or no Human Performance Technology perspective in acquisition causes training to be the only answer.  Mission Analysis (MA) and Operational Requirements Documents (ORD) not reflecting HR requirements, only materiel requirements.
Acquisition viewed as a means to accomplish a mission which people are incidentally involved in.


Root Causes
Solution Options


S/K: 

· G-A and sponsor don’t know what HPT is or how to use HPT.  No other system currently in place to adequately address human performance issues related to large-scale materiel solutions.

· G-WT staff elements not knowledgeable in human systems in relation to new materiel systems.  Not skilled in performance and training project management.  Limited knowledge of technology solutions (i.e. embedded performance systems; designing problems out).

· No HPT/ISD expertise at Project Resident Offices.

· Mixed education in G-A on education and training ramifications (related to lack of policy & general guidance)

Environmental: 

· Lack of policy/process: No documented system or requirement for performance consult in either major or minor acquisitions

· Those with performance and training skill set not dedicated to acquisition projects.  Assignments are haphazard and short-term. 

· Lack of policy which requires full consideration of materiel solutions which are compatible with the people-issues associated with like (existing) systems.

· Funding not identified in a timely manner.  No commitment to fund across FY boundaries.
· CG culture puts materiel resource in middle vice people who use the materiel resource in middle.
Incentive: 

· Lack of accountability

· Not sufficient value for dedicating resources to training early in projects.

Motivation: 

· Sponsor doesn’t value cooperation


Solution is made in partnership with Project sponsors, Acquisition, and other G-W offices.

S/K:

· Ensure performance system in place and educate on use.
· Identify personnel selection criteria for acquisition training jobs.

· Evaluate need for performance/training professional at Project Resident Offices.

· Educate sponsor and acquisition personnel in performance and training in relation to acquisition project management.

Environmental:

· Ensure Performance installed in acquisition process from mission analysis through deployment and operations.

· CG dedicate adequate recourses (contract, in-house) to training work required on acquisition projects.

· Create functioning process for training interface with materiel purchase

· Provide policy on use of A,C & I and operating funds in partnership with training solutions.

· Create policy, update Systems Acquisition Manual for use of HPT and ISD.

Incentives.
· Provide incentives in contracts for designing performance problems OUT and performance enhancements IN.

Best Practices:  USAF
Expected Results: 

MA and ORD address human system requirements in relation to materiel system requirements

Acquisition projects use HPT throughout to ensure human system focus.

6
Desired State
Current State
Gap/Results


Unit training officers and ESOs have the necessary preparation and resources (including unit training data base).  All members have ready access to info and guidance regarding training and education..
Unit training officer and ESO capabilities vary greatly from unit to unit, resulting in unpredictable outcomes.
Some units can’t carry out ESO mission and members experience no or poor unit training.


Root Causes
Solution Options


S/K: 

· Varies greatly due to individual expertise, command emphasis, and ad hoc services available.

Environmental: 

· Inadequate processes and/or tools for unit level training

· No requirement to consult performance system for minor acquisitions

· Inadequate policy

· Unit training, including PQS, not linked to rest of training/qualification requirements.

Initiative:

· Disincentive when command does not support or emphasize importance of UTO/ESO.
Solution is made in partnership with Program Managers, CG Units.

S/K:

· Develop comprehensive ESO package complete with job aids that is easily accessible.

· Develop a tutorial for both UTO and ESO collateral duties.

· Ensure CO/XO understanding of program.

Environmental:

· Develop policy that incorporates UTO/ESO into training system.  Make highly standardized but simple.

· Establish measures of effectiveness for ESO/UTO products and services.

· Automate UTO/ESO tasks, record of training (PeopleSoft)

· Develop standardized unit training materials (#10)

· Whole system linked, unit to formal training as well as personnel to job, through one competency-based system.

Incentive:

· Ensure CO/XO accountability for program success (poss: incorporate in bi-annual compliance inspections, PCO/PXO course, periodic information in The Torch)

Best Practices:  N/A

Expected results:

Well defined UTO/ESO program support by training system and unit CO

Common data base of S/K per person



7
Desired State
Current State
Gap/Results


Assignment personnel are able to match individuals to specific jobs based on performance skills. Assignments made with high regard for member qualifications in relation to job requirements.
Some members are assigned to billets without the required skills or expertise.
Personnel not matched efficiently to billet requirements, resulting in loss of productivity, re-training, lack of mastery, etc.


Root Causes
Solution Options


Environmental: 

· Not enough manpower to fill billets regardless of skill sets.

· Cross-programmatic teamwork not supported in HQ.

· No tracking system for skills & knowledge

· Lack of model(s) of operation or policy

· Assignment policy doesn’t have skill/job match as top priority

· Haven’t defined jobs well enough to articulate specific needs

· No reliable documentation of person’s competency / skills (qual code)

· Lack of well-defined career paths

· Subordinate regard for SKAs in favor of assignment preference
· Inconsistent assignment of professionals to training billets at training centers.
Solution is made in partnership with Personnel Management and Program Managers.  Training can only provide a partial solution and only in the partnership of G-WP and PMs.

Environmental:

· Recommend G-CCS convene a cross-programmatic performance improvement group to solve.  G-W to provide PC support and take lead.  Critical players: G-WP, CGPC, G-WT, G-OR, G-SR, G-MR, G-WR.  Points for consideration:


Currently, this improvement conducted in conjunction with need for assessment of HR requirements for  tailoring of PeopleSoft architecture.


Creation of guiding principles contained as Model of Training Operation on how CG will utilize HR (overarching, high level, doctrinal in nature).  Policy emerges from this model.


Jobs defined to articulate specific needs (S/K, ability, expertise, special requirements (e.g. Strong-Campbell))


CG adoption of competency-based system for all positions, civilian, military, reserve, auxiliary


Accurate data base of information on each Team CG member’s S/K, ability, expertise, personal profile (e.g. Strong-Campbell) (including civilian occupational information for reservists and S/K obtained outside of CG)

Best Practices: “Training Best Practices” Kravetz Assoc.

Expected Results:

Data base in place the ties S/K (competency) to people and S/K (competency) to job

Policies and practice that support assignments based on S/K & expertise

Ties to 11,13,19
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Desired State
Current State
Gap/Results


Coast Guard uses appropriate technology for the most effective training possible
Reliance on lecture based training with no alternative delivery options readily accessible.
Training often not accomplished in optimal manner resulting in higher costs, greater infrastructure, etc.


Root Causes
Solution Options

Gap/Results


S/K:  

· Lack of sufficient expertise

· Lack of knowledge about alternatives

Environmental: 

· lack of tools

· lack of policy and model(s) of operation: WT’s role is not defined.

· lack of resources: funding goes to other training sources

· lack of links with non-training solutions which have integrated technology interventions

Motivation:  

· don’t see value

· lack of confidence

Incentive: 

· Perception that alternatives threaten resident training billets
Solution is made in partnership with Systems and other Program Managers.

S/K:

· PTC to evaluate need for personnel skilled in alternative delivery & training technologies for next 5-8 years.  Determination made whether to : “grow” and/or hire skills/expertise to work with subject matter experts to develop interventions.  HQ (HR and Systems) to unit level needs considered.
Environmental:

· Create G-WT full time staff position for performance & training technologies.

· In HQ, determine the benefit of a performance and training technologies group, with all programs represented.
· Publish Interactive Courseware Instruction and Training Management Instruction.
· Using “The Future of Coast Guard Training,  develop detailed benefit, cost & implementation brief for G-CCS, G-S, G-O, G-M, G-W.  Consider:

For next 5 years, provide monetary incentives to HR and Systems for cost avoidance and cost savings


HR partnership with Systems for infrastructure requirements


CG partnership with Navy on IVT system


Staffing requirement changes needed in training system

Best Practices:  DOD, DOT, “Training Best Practices”, literature

Expected results:

Designers and developers have total access to IVT, computer-based training and web-based training, both for the classroom and CG-wide delivery.

Standards set for all design & development types (CG, DOD, commercial vendors)


9
Desired State
Current State
Gap/Results


Future and existing training requirements well managed, prioritized and resourced.
Inconsistent management of existing training requirements.  Limited future training requirement identification, management or resourcing.
No centralized, managed and resourced future and existing training requirements


Root Causes
Solution Options


Environment:

· Lack of policy & process to determine future requirements and obtain funding -  requiring programs to validate the training they mandate.  COMDTINST 1550.9 out-of-date.

· Misconception about who is responsible for determining training requirements.

· AFC-30 funding for analysis, design, development & implementation controlled by many programs.

Incentive:  

· Following the old policy and doing the right thing is too hard, complex and expensive for most PMs

· Perception that Training system is unresponsive or PM’s don’t like the answers
· Lack of trust that training system can manage funds, requirements, & deliver quality products on time.
Solution is made in partnership with Program Managers who are strategic partners in  identifying training requirements.  (Note: Program Business/Performance Plans)

Environmental:

· Ensure performance system in place (proactive and reactive).

· Include in budget build budgetary requirements tied to results of proactive performance systems planning (cost of future expected analysis, design, development, implementation, maintenance/life cycle).  Applies to all funding sources including appropriated funds.

· Conduct a "triage" of training requirements.

· Policy and process for centrally managing identified training requirements identified as necessary.

· Model of Training Operations that addresses the balance between training and operations.

· Shift responsibility for managing funding for training requirements to training system.

Best Practices:  USAF, USA, USMC, USN (submarine community)

Expected Results:

Desired state.
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Desired State
Current State
Gap/Results


Standardized but customizable unit training materials available.
Units must create own training materials, lesson plans, etc., or go outside the CG training system.  Quality varies greatly.  Isolated units often don’t have access to adequate classroom facilities.
Units have neither standardized training materials, time to develop materials, nor instructional design expertise for required training.


Root Causes
Solution Options


S/K: 

· UTO doesn’t know how to design & develop or tailor training materials

Motivation

· Lack confidence in ability and standards

· Lack of motivation to use available training materials

Incentive.

· False expectation that UTO has skills/knowledge to design & develop or tailor training materials.

· Lack of incentive to use available training materials

Environmental:

· Lack of policy, tools, time

· Inconsistent selection of  individuals to be UTO

· Ashore facility not designed (or selected) with training needs in mind.

Not all support centers and major homeport clusters provide or are resourced with adequate classroom facilities for unit training.
Solution  is within training system, but requires initial coordination with Programs, field units

S/K:

· Move design and development function training system provide(s).  Provide UTO/ESO with lesson plans and materials.

Environmental:

· Implement HQINST 1550.1, “Coordination and Support of Headquarters Mandated Cross-Programmatic Nonresident Training Requirements”


· Develop policy for development of unit training materials.
· Create formal program for analysis, design, development, and distribution of unit training materials at training system provider(s).
· Ensure training materials align with ready-for-ops and compliance programs
· Ensure formal unit training program designed to account for the wide variety of learning environments with focus on customer (UTO/ESO/CO/members)
· Solve #12
· Solve #6
· Require standard package of training resources for unit training (e.g. VCR, training computer w/ CD/ROM, large screen display TV, overhead projector, easel) and enable access to interactive video training and web-based courses.
· Determine standard classroom/learning lab space, amenities, and resource requirements.

· Evaluate support centers and major homeport clusters for classroom space, amenities, and resource requirements.

Document unit-received training in new personnel database so a complete "transcript" is created.



Continued Next Page
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Solution Options (con’t)

Motivation:

· Make tailoring of lesson plans/materials simple (e.g. select section that applies to unit-type, location, mission, etc.)

Best Practices:  USAF, USN, USA, NASA

Expected Results:  

All requirements for unit training arrived at through human performance analysis, which weighs against operational training time constraints..
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Desired State
Current State
Gap/Results


Transparent means for personnel to get ACE accreditation for earned credits without personal intervention being required.


No easy way to earn ACE accreditation.  Member must intervene to pursue ACE credits earned.
Cumbersome process for members to get ACE credits


Root Causes
Solution Options


Environmental: 

· Not all courses are ACE accredited

· Lack of policy, model(s) of operation, and direction

· No process owner

· No automated process to assign credits when course is completed
Solution  within training system, but requires initial coordination with Programs , field units for outsourced training.

Environmental:

· Identify process owner for ACE accreditation system.
· Incorporate accreditation process for all new training interventions.  Identify all existing courses w/o ACE and need review.
· Publish (web and hard copy) list of all CG courses eligible for ACE credits.
· Create system that automatically grants ACE credits upon course graduation.
· Create system that annually supplies each CG member (on LES?)  total ACE credits for accounting purposes.
· Provide on-line access to training records for ESO, unit CO, assignment personnel, training personnel.
Best Practices:  N/A
Expected Results:

The organizational value of lifelong learning is reinforced

.

12
Desired State
Current State
Gap/Results


Unit level training requirements are unit-specific, centrally managed, and frequently evaluated.  They are minimized and eliminated if they aren’t contributing to unit’s missions.

Balance between time allotted to training and operations.  Time dedicated and preserved for training by operational commanders.
Not enough time available to meet the myriad of training requirements imposed upon units from a wide variety of sources…much of it is not mission related in the customers' view.

Some required training at the unit is not getting accomplished because of ops tempo.  Some mission related training does occur during operations (OJT).  Training at the unit is interrupted by/and competes with watches, unit duties, maintenance, etc. in order to be prepared for other missions with a higher priority.

1994 Training Coordination Council policy only recently implemented.
Mandated training exceeds time available at units given mission priorities; non-mission related training exacerbates the problem.

Units must prioritize what training will and will not get completed.


Root Causes
Solution Options


Environment:

· No policy or plan for balancing time between operations and training.  No clear goals of maximizing readiness through a balance of operations and training.

· Any number of entities can mandate training.
· Unit commander has no guidelines to prioritize training requirements .
· No documentation of workload or on-the-job training requirements.
· Unit training not screened for right location.
· Culture supports OPS as higher priority to training.

Incentive:

· “Get operations completed at all costs.”

· Units punished (if caught) for inadequate training (regardless of priority).

· Training completed by members on own time.

No accountability for implementing TCC policy
Solution is made in partnership with Program Managers who are strategic partners in  identifying training requirements and unit commanders, beneficiaries.  (Note: Program Business/Performance Plans)

Environmental:

· Establish policy on how much time shall be allocated to operations, maintenance, training, and administration for all units by category (category would depend on unit type, location, and mission.)

· Base policy on accurate workload measurements (use of R&D).

· Develop training doctrine based on “how much time” policy.  Include roles and responsibilities.

· Re-level time across units based on workload measurements & follow-on policy.

Make training a mission; create dedicated periods for training with no other competing missions, i.e. a training “Charlie” period that is built into a unit’s schedule.



Continued Next Page.
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Solution Options (con’t)

Incentive:

· Use of management incentives to support implementation of existing TCC policy. 
· Develop rewards for balancing operations, maintenance, training & administration.
· Reward COs who recognize unit and/or mission is in jeopardy due to training deficiencies and speak up by setting limits on what they can safely do.  Reinforce with examples of leadership in this area.
Best Practices: USAF, USA

Expected Results:  Operating units have clear policy on use of time for training vs operations.  Unit training contributes directly to unit mission.
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Desired State
Current State
Gap/Results


New members report aboard adequately prepared with the proper skills, knowledge, and attitude to assume duties and responsibilities.
Many new members aren’t prepared for their job when they report aboard.  Unit then suffers as members either go without required training or leave to complete training after reporting aboard.


During and immediately after assignment rotations, units are experiencing loss of competency and individuals hampered in obtaining mastery.  Unit readiness suffers as a result.


Root Causes
Solution Options


Environment:

· Lack of policy & model(s) of operations across Programs.

· Specifically, lack of policy and model of HR and training operations

· Selection of right personnel for each billet

· "Optimally crewed"  w/o supportive policy

· Lack of pipeline training process owner or adequate process

· No skills/knowledge to job position  match

· No accurate skills/knowledge to person match

· No formal links between all training entities (e.g. formal/owner operated; formal/unit/TRATEAM, qualification/formal/unit, etc.).

· No common tasks, materials, jargon, etc.

· Inconsistent links to reference materials, few , if any, direct links.

· TABS and general detail may not be adequate – may be outdated systems of operations.

· No contingency planning for surge capability.

· TRACEN staff and facilities strained during summer transfer season.  Quota system not flexible w/ summer transfer bulk

· Commanding Officers have reduced flexibility

· No inclusive analysis or media screen for individual/team/unit training (initial, follow-on, and recurrent training)
Solution is made in partnership with Program Managers who are strategic partners in  identifying training requirements and unit commanders who are beneficiaries of the training system.  (Note: Program Business/Performance Plans)
Environmental:

· Recommend G-CCS convene a cross-programmatic performance improvement group to solve.  G-W to provide PC support and take lead.  Critical players: G-WP, CGPC, G-WT, G-OR, G-SR, G-MR, G-WR; LANTAREA; PACAREA.

· Show the link resolution of this issue has to accomplish Coast Guard business goals.

#7 a sub-issue.

Best Practices: USAF, USA

Expected Results: Desired state.
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Desired State
Current State
Gap/Results


Exportable training used to augment unit training programs which keep skills, knowledge and attitudes up to required levels.  Units receive external training support as needed.  Support is flexible and responsive to the unit’s unique requirements.
TRATEAMS/exportable training are a big help, when they are available.  They are not always flexible enough to meet unit specific needs in scheduling and curriculum.
TRATEAMS can fill a niche in the training system but they are not always available or flexible enough in scheduling.  Some units miss out on training opportunities.


Root Causes
Solution Options


Environment:

· Lack of policy to sanction TRATEAM as part of performance and training system.

· Lack of unit level training programs, or self evaluation tools

· No process owner to coordinate all training requirements

· Personnel shortages

· Ops tempo, precludes time for training

· Lack of resources prohibits tailored training visits for all units

· Fear of instructors being inspectors may interfere with the training/learning process
· Training teams in Atlantic and Pacific Areas are structured differently and have differing customers and processes.

Solution is made in partnership with G-WT, Area Commanders.

Environmental:

· Provide for TRATEAMS in Model of Training Operations.
· Provide for TRATEAMS in training policy.
· Develop sub-system of common elements (e.g. tasks or competencies) that can be evaluated and applied across the training system for any given job (i.e. what part of S/K needs to be formal? Unit? Self-directed? Outsources? PQS?)
· Identify exact resource needs for TRATEAMS in partnership with greater training system.  Compare for parity and equity. 
· Seek commonality among training teams,  including  those district teams that exist in Atlantic Area.
Tied to #4, #10 and #12.
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Desired State
Current State
Gap/Results


PQS Quals are signed off when all performance requirements are met at training site.  Relieving commands acknowledge and accept PQS qualifications.
Commands must sign off PQS Quals to “validate” training received elsewhere.
Signing off PQS Quals at the unit level adds an extra step and burden on unit.  System inefficiencies exist.


Root Causes
Solution Options


Environment:

· CO responsible for training and performance of the unit (this is the way it should be )

· Policy makes command solely responsible for qualification of personnel

· No tracking system or database which records qualifications

· PQS system requirements are not always validated to current Ops requirements
· No PQS system manager
Solution is made in partnership with Program Managers, Area Commands.

Environmental:

· Common data base of PQS requirements for job or watch station tied to documented job S/K (competency).  May be part of members “transcript”  (See # 7 and #11)
· On the job training (OJT) and watch standing qualifications part of “continuum of training” concept
· Need for CO signature reviewed for line item qualifications.  Those qualifications not requiring CO signature identified for training system validation. 
· (AF) Sold into overhaul of qual codes system which needs:
·       a.  updated qual codes (expanded)
·       b.  software to manage
Best Practices: To be determined.

Expected Results: Formal, streamlined qualification system that is consistent throughout Coast Guard.
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Desired State
Current State
Gap/Results


All personnel in management positions have the required skills.  All personnel in staff positions have the required skills.
No comprehensive system to develop management skills or staff skills throughout a career.
Management training needs not identified/met, resulting in inconsistencies.


Root Causes
Solution Options


S/K:

· No analysis of management s/k or other performance issues.

Environment:

· Assumption that management skills are being developed in some fashion or do not require training

· Management partially included in LDC courses – not accessible to all CG managers.
Motivation:

· Staff skills not valued by operationally-focused CG.
Solution made in partnership with G-CCS.

S/K & Environmental:

· Performance analysis and follow-on training analysis of management skills need in a career.  Recommend conduct by LDC.

· Performance analysis and follow-on training analysis of staff skills needed at HQ, Area, MLC, district, and other high visibility staff positions.

Motivation:

· Direct G-C and G-CCS support of analysis and follow-on interventions/implementation.

· (AF) Substantial gap/data w/ Cultural Audit data.

Best Practices:  USA

Expected Results:  More professional, consistent staff work with Coast Guard wide impact.
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Desired State
Current State
Gap/Results


Advanced education integrated as part of the organization’s long term vision as determined by skills/knowledge needs of career jobs.
Colleges selected based on program level review of duties and responsibilities.  [opinions of a few (or one) and not necessarily optimizing advanced education programs available].[exception not the rule]  Course of study not always directly related to near or future skills for the job.
Absence of criteria for selecting colleges for advanced education programs.  Scarce resources being used for potentially outdated or unnecessary programs.


Root Causes
Solution Options


Environment:

· Policy & model(s) of operation lacking

· Not selecting schools or individuals (officer and enlisted) based on need of the service or analysis
Solution made in partnership with Program Managers.

Environmental:

· Develop policy and criteria for determination of advanced educational requirements by career jobs (i.e. that series of jobs that lead to career in a given field) based on program level review of duties and responsibilities.  Applies to civilian, military, and contractor positions.  Needs a measurement. 
· Develop criteria to match college programs with needs of career jobs.
· Eliminate assignments to unrelated billets i.e. graduates which go to jobs which do not have requirements for just completed education. 
· Install an evaluation policy for Advanced Ed.
Notes:  Military essential CG does substitute training & ed for expertise   no validation   political things 
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Desired State
Current State
Gap/Results


Training & Education seen as a factor in job satisfaction, professional and personal development & retention.
Optimal crewing causes training & education to be seen in field as a stop-gap to meet the missions only, not as a recruiting or retention tool.
Training & Education as recruit/retention incentive at odds with sufficient personnel to allow absence from operations. Diminished career benefits & career probabilities.


Root Causes
Solution Options


Environment:

· Mission & career development focus not in alignment

· Lack of resources: Cuts in training budget [AFC-56] not fully funded

· The budget process only addresses training/education as a readiness/performance issue not as a recruiting/retention tool

Incentive: 

· Advanced education seen as a reward/career requirement not just filling a S/K/A gap
Solution made in partnership with HR strategic vision and G-WP.

Environmental:

· Assess the motivational needs of civilian, military, and auxiliary personnel.

· Evaluate cost and long-term value of education as an incentive program.

· Develop policy on use of education as an incentive in CG.

· Implement #11

· Benchmark w/ other government agencies and private sector for their approach to education as an investment… tie in proposal for CG.  

Suggest you squarely address the issue of insufficient budgeting in causes   AFC 56 doesn’t begin to address the CG’s training and education needs.  Yet, if we use OE funds for that purpose, our Resource Director will never know how much we/re really spending on training.  Generation Xers value training above salary, so studies show.  Tuition assistance is currently held to $1K per year per person, yet many never use their 1K.  So, although this system appears more fair, it may be grossly inefficient .  Suggest one solution set might be an overhaul of the AFC-56 budget: how much should it be; how should it be managed; who should get assistance; what does analysis show as our greatest needs; which should be our first priorities?  And evaluation - how well is TA working now that many can apply but all get less.  
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Desired State
Current State
Gap/Results


The CG will have a prioritization matrix covering all of its HPT initiatives and coordination across programs and training centers to ensure PC resources are used to maximum effectiveness.
A project prioritization matrix was developed by the Performance Technology Center for internal and CG use but WT and the training centers operate independently of each other.
Duplication of effort and no assurance that the most important Human Performance Technology projects are being tackled first.


Root Causes
Solution Options


Environment:

· No process owner

· Lack of process to prioritize initiatives (ADM Loy acknowledged this)
· Lack of resources: WT is too busy fighting fires to coordinate the efforts of all the Performance Consultants

· Lack of policy & model(s) of operation - No requirement for Performance Consultants outside the formal WT system to share or coordinate resources
Solution pends results of performance strategy.

For training: 

Training projects will be prioritized by Performance Intervention Project Manager.
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Desired State
Current State
Gap/Results


CG in line with other professional standards when feasible as well as in line with CG mission. Align our standards to enable us to take full advantage of commercial and government off the shelf interventions.
The Coast Guard has its own Navigation Standards.  For example, current computer platforms are available at many units to bring the off the shelf navigation training materials to the units.
The CG is not able to take advantage of commercially-produced off the shelf materials, resulting in higher costs and misspent resources.


Root Causes
Solution Options


S/K: 

· Don’t often know what non-CG opportunities are available

· Not knowledgeable of human performance technology

Environmental: Cultural

· We customize even when we don’t have to because we reward “project” work

· Policy not evaluated for performance issues on new equipment and systems.

· No requirement to include training life-cycle-costs when adopting a new standard.

Motivation:

· CG doesn’t encourage long-term cost savings.
Solution made in partnership with Program Mangers and Acquisition Project Mangers.  See #2.

S/K:

· Ensure performance system in place (proactive and reactive).
· Utilize training analysts available within current system (e.g. utilize those analysts available within the schools.
Environment:

· Life-cycle cost model for training options (including cost-benefit, cost-avoidance, cost-savings). 
· Training analysts available to program/project managers.
Motivation:

Reward implementation and follow through to alleviate too much emphasis on rewarding “project” work.

Supporting data: CG’s CAISR study's biggest recommendation was for “COE” - common operating environment which, among other things, provides for plug-and-play technology. 
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Desired State
Current State
Gap/Results


All training in CG follows common processes.
Flow charts exist for the following Training Center  processes:

1.  Identifying external turnkey packages;

2.  WWW Development process/cycle management;

3.  Tele-training request;

4.  Video conferencing request procedures;

5.  Video request procedures;

6.  Job Aid / ICW / IETMs / Exportable request procedure;

7.  Performance analysis design;

8.  Analysis request.

Self-assessment charts exist for the following TRACEN Petaluma processes:

1. Qualifications reviews;

2. Task analysis;

3. Front End Analysis;

4. Occupational Analysis;

5. Target audience analysis;

6. Intervention selection;

7. Testing;

8. Curriculum outlines;

9. Media selection/Instructional Strategy; 

10. Handouts & job aids;

11. Lesson plans;

12. Classroom carry-though;

13. Instructor development;

14. Course evaluation;

15. Relationship with Program and Training managers;

16. Team building;

17. Budget;

18. Disenrollment;

19. Areas of overlap between schools;

Current overall CG ISD process is outdated.
Only some units, both in the field and in the training system, have flow-charted processes.  Units re-inventing the wheel and not working as efficiently as possible.

Continued next page



21
Root Causes
Solution Options


Environment:

· No published processes

· No policy/model(s) of operation requiring use of standardized processes
Solution  primarily within training system, but requires initial coordination with Programs and filed units.

S/K:

· Performance analysis conducted on training analysts,  designers & developers, implementers, evaluators.

Environmental:

· Processes collected from all training sources and evaluated for best use.

· Selected processes validated with training system users.

· Unit Performance Tables updated.

· Policy of standardized training processes published in conjunction with Model of Training Operations.

· Supporting performance resources developed for process use (e.g. job aids, check lists, web access) in conjunction with performance analysis on specific jobs.
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Desired State
Current State
Gap/Results


Customers and practitioners understand and use a common HPT and training terminology.
Inconsistent use of HPT and training terminology.
Customers become confused and practitioners disagree.


Root Causes
Solution Options


Environmental: 

· Policy & model(s) of operation doesn’t describe the terms
Solution  primarily within training system.

Environmental:

· Evaluate ISPI, ASTD and DOD standard glossaries for CG use.

· Adopt a universally accepted standard.

· Publish as policy for use in briefs, documents, etc.

· Make accessible to all-CG.
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Desired State
Current State
Gap/Results


Qual review process with coordination of occupational analysis, FEAs, JTAs etc.
Development of performance quals is subjective and process is inconsistent or non-existent.
Don’t have valid, current performance qualifications.  


Root Causes
Solution Options


S/K:

Force Managers don’t have expertise to run quals or rating review (associated with lack of policy).

Environmental:

· No policy or model(s) of operation.

· No process (can’t project future or quick response.)

· No definition of “performance qualification”

· Cycle times incongruent to needs of PM and rating.

· Root cause for why SWE is ineffective.

· No quality control.

· Correspondence course and EOCT outdated.
Solution is made in partnership with personnel management, program managers, and force managers.  Training can only provide a partial solution and only in the partnership of G-WP and PMs.  A foundational piece  to #7.

S/K & Environmental:

G-CCS Cross-programmatic performance improvement team must validate for use in CG:

· Jobs defined to articulate specific needs (S/K, ability, expertise, special requirements (e.g. Strong-Campbell))

· CG adoption of competency-based system for all positions, civilian, military, reserve, auxiliary

· Accurate data base of information on each Team CG member’s S/K, ability, expertise, personal profile (e.g. Strong-Campbell) (including civilian occupational information for reservists and S/K obtained outside of CG)

· Needs Assessment conducted before PeopleSoft architecture tailored to CG.

· Standardized JTA FEA And Occupational analysis procedures identified
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Desired State
Current State
Gap/Results


Core and Strand modular training with common skills taught consistently.
Replication of course of instruction without consistency (e.g. EM, ET, MLE).
Mis-aligned, inconsistent redundant training.  Technicians from different ratings have problems working together because they speak a different language.  This has become a critical problem on optimally  crewed cutters where such cross rating work is required.


Root Causes
Solution Options


Environmental: 

· Lack of assignment for analyzing impact to CG for core & strand.

· Lack of policy and model(s) of operation

· Lack of process

· System not responsive/flexible

· No cost analysis of core & strand system.

· No task level data base of job tasks.

· Enlisted qualifications not identified as core component between ratings.
Incentive:

· Training system personnel who do not believe they have the authority or long-term commitment to resolve performance problems.
Solution primarily within training system.

Environmental:

· Assign staff analyst as project manager to determine core and strand implications (including costs) and follow-on implementation (as appropriate).  Refer to JRR work and validate.
· Develop policy for analyzing training system-wide issues (performance improvement issue)
· Create common data base of job tasks and related S/K
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Desired State
Current State
Gap/Results


Verified and validated content of existing training which matches current performance requirements of the job.
Many courses not validated.
Out-of-date material being taught at great cost.

Lost track of or never had a  performance issue which required the training.


Root Causes
Solution Options


Environmental:

· Lack of process

· Lack of resources

· Lack of ownership.

· Root causes per #s 2,4,5,9,11.
· No consequences for not validating
Solution primarily within training system.
Environmental:

· Ensure performance system in place (proactive and reactive).
· Policy that assigns course currency responsibility to training provider.  Includes budget requirements for field visits.
· Processes for validating courses outside of external evaluation process (e.g. Change in mission, equipment, DOD, etc.)
· Triage process used to identify those courses with the greatest potential and greatest savings for conversion.
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Desired State
Current State
Gap/Results


All required training that should be funded by AFC-56 is fully funded.
50% funding rate with the remainder funded via other sources.
Training shortfalls and cuts in operating funds.


Root Causes
Solution Options


Environmental:

· Lack of resources

· Lack of policy/model(s) of operation

· Root causes per #7.

Motivation:

· Lack of value regarding need for member skills and knowledge being critical for CG future.
Solution in partnership with G-WR, PMs and field units.

Environmental:

· Develop policy, process, models to identify future training requirements for funding and planning purposes.

· Identify all costs of training.  Reallocate CG budget along actual-use lines.  Central cost accounting system for staff decision making.

· Develop measures of effectiveness for training (cost, value added, applicability to on-the-job performance or (maybe) retention.)

27
Desired State
Current State
Gap/Results


Training viewed as an investment not a cost.
Training is a cost of doing business.
Training funding short falls.


Root Causes
Solution Options


Environmental:

See #27

Incentive: 

· Lack of tangible consequences for cutting training 

· No link to show training’s value.

Motivation:  

· Training not valued as a contributor to achieving Coast Guard goals or as a contributor to individual motivation
· Supervisors not able to allow people to go to training due to shortages caused by streamlining
Solution in partnership with G-CCS, G-CRC

Value of training & education to CG future key element of learning organization.

Environmental:

· Solve for #27
Incentive:

· Provide tangible consequences to training providers for cutting training costs at same or improved performance results.
Motivation:

· Solve for #27
· Prepare Annual Report

APPENDIX N  Benchmarking Data from Other Government Agencies

Acronyms and Definitions

LOB   Lines of business                                                 FEMA    Federal Emergency Management Agency

FAA   Federal Aviation Administration                        FHWA    Federal Highway Administration

FBI     Federal Bureau of Investigations                        NASA     National Air and Space Administration

Focus Areas
FAA
FBI
FEMA
FHWA
NASA
U.S. Marshals

I. Agency Characteristics
48,000 federal employees

Mission Areas:

Air traffic control

Air facility regulation/inspection

Flight Standards

A/C Certification

Investigations

Medicine
49,000 federal employees

56 field units

Mission Areas:

National Security


2,200 federal employees 

thousands of state & local employees/ volunteers.

Mission Areas:

Mitigation and Disaster Response
3,500 federal employees

10,000 state & local employees

Mission Areas:

Highway Management
18,000 federal employees.  73% w/ at least AA degree.  High % PhD/MS/multiple degrees.

Training and development strongly supported by culture/ administration.

Mission Areas:

Space Exploration
94 marshals, 4,500 federal employees (includes 800 employees at HQ), 3,200 contract staff

Mission Areas:

Protect Courts

Fugitive Hunting

Witness Protection

Asset Forfeiture

Prisoner business (contracted)

Prisoner Transportation.

II. Performance Improvement

General comment:  Most agencies thought questions concerning “performance improvement” were about personnel evaluation systems.

Focus Areas
FAA
FBI
FEMA
FHWA
NASA
U.S. Marshals

Process
No current relationship with training but…coming in next FY line-of-business (LOB) strategic plans.
Catalogue developed based on “wish list” not on documented needs.
“Have a tough time with managers who see training as the solution.”

Performance improvement process is part of Human Resource Management NOT training.

However, training uses Harless ABCD for needs assessments.

“Often hard to get managers to face their own problems.  But other perform-ance problems are common.”
No identifiable performance improvement system based on Human Performance Technology.  Just now starting to consider this for agency.
Performance improvement an enterprise responsibility.

Each center has a performance plan (strategic 4-5 yr.)

No performance analysis conducted at HQ.  Starting a ground-up training needs assessment of HQ skill sets.
Professional change management team in HQ.

Major HQ staff organization change to cross-functional, self-directed teams, emphasis on joint operations and teamwork.

Personnel evals based on team performance & competency 

Focus Areas
FAA
FBI
FEMA
FHWA
NASA
U.S. Marshals

Electronic Performance Support Systems (includes training technologies and distance learning)

EPSS, Con’t


Distance Learning Plan: To decrease dependence on costly resident training.  In place and funded for over 4 years.  Now moving to digital video (DVD).

In use:

Computer Based Training (CBT)

Interactive Video Tele-training (IVT)

Correspondence Study

FY96 had 80K CBT courses on line (including 120 CD/ROM)

Used at workplace, self-paced.

Cost: $60 per computer/yr.

$25M saved through use of CBT.


No overarching Distance Learning Plan for agency.

Distance learning most advanced in National Security Division (driven by lead Instructional Technologist).

Desired state DL for FBI:

SATCOM

Web Based Training (WBT)

FBI Training Network

IVT

EPSS


Distance Learning is biggest issue facing FEMA training.

Evaluating intranet for employee training.

State & local already using intranet.

Going fwd w/strategy:

· needs assessment

· DL as tool, not inhibitor

· Conscious choices

· Use broad approach, not just high tech.
Distance Learning Plan under development.

In use:

Extensive video library.

IVT
Distance Learning Plan under development.

In use:

IVT

WBT

Groupware

Electronic Performance Support Systems (EPSS) 

EPSS has whole PPMI system online:

· agency wide

· main stream biz

· very well designed

· highly regarded and extensively used.

Moving to exportable training between centers.


In use:

Video tape

CD/ROM

IVT

Delivery decisions based on: customer input, environmental assessment, management involvement, evaluation.

“Funds Battle Plan”

III. Training Management

Focus Areas
FAA
FBI
FEMA
FHWA
NASA
U.S. Marshals

Centralized vs. Decentralized

Centralized vs. Decentralized, Con’t


-1996: start major shift from centralized executive and tactical level work in HQ to: 

executive-level management at HQ and tactical level execution decentralized to lines of business (LOB)

FAA Academy for initial and refresher training  remains the same.

- Mandated to decentralize resources and accountability for increased diversity and flexibility of training, greater management discretion and authority at lower levels in org.
Decentralized at 12 independent divisions and 56 field offices.

FBI Academy (one of the divisions) has initial and some refresher training. 

Training is separate from personnel.
Centralized at location near but away from HQ.  

10 regional offices w/ regional training managers
Centralized at HQ - 80% of HQ developed courses for state level.

National Highway Institute for initial and some refresher training.

OJT at 9 regional offices.  

HR moving to competency-based system.
Agency-level training centralized at HQ.  Enterprise-specific training (LOB) decentralized at 10 centers.

(Decentralization a major shift during last 8 year agency re-engineering effort.)

HR moving to competency-based system (legislated).
Centralized executive-level planning and budget at HQ. 

Federal Law Enforcement Training Center (FLETC) for initial and refresher training.  

OJT decentralized at field units. 

Focus Areas
FAA
FBI
FEMA
FHWA
NASA
U.S. Marshals

Executive Level Work

Executive Level Work, Con’t


Program Director for Training at HQ:

-Advisor across LOB

-develops policy

-develops standards

-program oversight

-Executive Development

-Cross-functional investment

Executive Steering Committee for Training and Development

-Strategy determinations

- Resource determinations

- Oversight for Program direction
Academy Division coordinates some cross-divisional work:

-training budget 

-computer support & information systems
Preparedness, Training & Exercises Directorate:

-Training Division

-Exercise Division

-MT Weather Mgmt Division (emergency resources)

-Executive Team

-Resource, Preparedness & Capabilities.
HQ responsible for:

-Budget

-Automated tools

-System processes

-Agency-wide skill assessment

-Executive mentoring

-New employee orientation

-Professional development


HQ staff of 8 to administer Training Program.

-contract executive level training (for past 15+ years)

-develop policy

-contract/manage projects

-interface w/ centers

-advocate for budget

Director concerned about limited, high knowledge HQ staff and impact if one should choose to leave.


HR director staff has planning and budgeting.

Training needs considered by cross-functional teams.

Team training emphasized in aftermath of reorganization from 27 divisions to 6.



Focus Areas
FAA
FBI
FEMA
FHWA
NASA
U.S. Marshals

Staffing
· 1996 HQ shifts from 120+ professionals  to current state of @20.  Many transferred to other agencies in DC vice move to LOB

· Lines of business are building training staffs locally. 
Recent shift to professional instructional technologists in all divisions, not just Academy.  

Agency mandated to hire professionals instead of using cross-trained agents.


Employee Development Specialists plan training activities.  Subject matter experts deliver training.

Staff experts deploy to disaster sites to provide training and advise.
Instructional professionals on HQ staff and at NHI.
Dependent on each center’s desires.  Some contract 100% of training, others have in-house staff.  

Approx. 200 people involved agency-wide in training (includes contractor).


Professional HR at executive level.  Professional permanent instructional staff and subject matter experts at FLETC.

Focus Areas
FAA
FBI
FEMA
FHWA
NASA
U.S. Marshals

Budget Management
Centralized budget build with input from LOB.  Moving to activities based costing model for whole agency.  Expected to move to “fee for service” for FAA Academy.

1992 budget - $120M 

1996 - $90M
Centralized budget build at FBI Academy with input from divisions. Use Government Education & Training Act funds.

Training is 1.5% of budget.

$1.3M nationally

$10M NHI.

Fee-for-service at NHI for state and local students.
4 Enterprises manage own training budgets.  HQ training staff is advocate for centers.

HQ funds general type training:

-Centers decide who/what/where

-Becoming more centralized.

Issue:  Often logistics/resources delay recommendations on needs assessments.

$30M for training FY98.  

(Total NASA  budget is $13B)


Focus Areas
FAA
FBI
FEMA
FHWA
NASA
U.S. Marshals

Information Systems
Need for better training management system.  
Each division maintains own.

Existing training management system inadequate – causes significant problems.
After-the-fact reporting system.  Identifies training received by type-code.
Central data base contains skills inventory for all positions and employee training & qualification.

Certification/ Qualification
Extensive certification program.

Dependent on job criticality.

Certification  by field supervisor.

Combines requirements of: formal training, OJT,  job performance.


Academy certifies and re-certifies agents.


Most employees are pre-qualified for jobs.




IV. Instructional Systems Design Process

Focus Areas
FAA
FBI
FEMA
FHWA
NASA
U.S. Marshals

Analysis
Training Needs Assessment for courses.  
Some Training Needs Assessment
Training needs assessment.

Recent move to training based on needs vice wants.
Training Needs Assessment
Training needs assessment.
UNK

Design, Development and Delivery

Design, Development and Delivery, Con’t


Academy uses in-house and contracted services.
Academy uses in-house resources.
Contract employee training or use off-the-shelf whenever feasible.

Early 1990s – moved from content-based to performance-based training.

Most successful at just-in-time training:

-provided at disaster site.

-“disaster field training organizations” set up at filed.  Right there on spot  People “sop training up like sponges” (high relevance)
Contract soft skills.
Approx. 90% contracted.  Contractors re-compete.  Some centers 100% outsourced.


Focus Areas
FAA
FBI
FEMA
FHWA
NASA
U.S. Marshals

Measurement
Mandated by law.  Common system for all FAA.  Kirpatrick Level 1 and some level 2 and level 3.

Annual results show very high to excellent ratings.
UNK
Kirpatrick Level 1 and some level 2 and level 3.
UNK
Quality of training reported high to excellent.  However, evaluation managed by outsourced company.
Level 3 evaluations indicate 90% of training applicable to job.

V. Types of Training and Learning

Focus Areas
FAA
FBI
FEMA
FHWA
NASA
U.S. Marshals

Technical (includes mission related) Training

Technical Trng, Con’t


FAA Academy for initial training and professional development. $85M budget.

Strong Certification Program w/ high number of self-paced training modules (paper and CBT).

Air traffic – 15%

Air facility – 30%

Flight standards – 20%

A/C certification/

Investigations/

Medicine – 35%

17K students per year

FLETC used for LE.
FBI Academy for new agent training and in-service for experience agents – mostly resident.

More technical training outside of Academy than at Academy.

Technical training at each division.

Limited professional development for non-agent professionals.
Team/technical training through exercises (most table-top; 90% of training in classroom).  (

Many employees hired with technical  undergraduate degrees and/or experience.

Biggest challenge to deliver training to state and local levels.


National Highway Institute for initial and refresher training.  (Most employees hired have technical undergraduate degrees and/or experience.)


Enterprises/Centers responsible for professional development (Most employees hired have technical undergraduate and advanced degrees and experience).

Mostly presentation and participation in national/ international conferences.  Being published.
FLETC for initial training and professional development. (Marshals, LE employees have previous LE experience.)

FLETC rated “best”

Strong emphasis on OJT.



Focus Areas
FAA
FBI
FEMA
FHWA
NASA
U.S. Marshals

Management and Non-technical Training
Use Center for Management Development ($10M budget)

Have not yet ID’d exact management skills needed.

As part of professional development.  Includes program where employee spends 1 year assigned to another part of agency.




Executive Development
Executive Development Program
Federal Executive Development Institute 


SES Leadership Program

Leadership Speaker Series

Agency sponsored Fellowship Program
Federal Executive Development Institute

Center for Creative Leadership

Focus Areas
FAA
FBI
FEMA
FHWA
NASA
U.S. Marshals

Learning Organization
Currently assessing  learning organization strategies.

Organizational focus: rapid, well planned response.

Moving to virtual table top exercises live on internet.

“Act Now” preparedness updates to educate communities.

Use of lessons learned to improve mitigation and disaster response.

Use of National Disaster Ed. Coalition
Have identified need to strategically plan for learning throughout organization.
Centers currently work within dotted-line communications.

Goal of Training is to improve communications.  Have recently installed agency-wide interactive video conferencing network.  Widely used.

Responsibility for common training shared among centers (e.g. financial management assigned to specific center for agency-wide training.)


Focus Areas
FAA
FBI
FEMA
FHWA
NASA
U.S. Marshals

International or State/Local Training

Foreign detachments for training

National LE Academy

On-site training for emerging democracies.

Some state and local LE training at FBI Academy.

Field units work independently with state and local LE agencies.
State and Local (community) workers key to FEMA success.  Very strong state, local and volunteer training education program. 

Volunteer training a responsibility of regions.
NHI provides fee-for-service training to state and local employees.
Professional involvement in international conferences and seminars.
Some coordination with state and local LE agencies. (Done at local level)

VI.  Issues/Recent Changes/ Future Plans

Focus Areas
FAA
FBI
FEMA
FHWA
NASA
U.S. Marshals

Issues

Issues, Con’t


LOB are “surprised” at how complex training is.  They are grappling with creating training units at field level.

Training Philosophy:

FAA needs both centralized and decentralized in balance.  Need elaborate, very sophisticated systems that are multi-dimensional.

“Training & development too complex to manage in unitary way.”

Key is to match learning requirements to type of service.

Need both a top-down and bottom-up approach where:

-strategic performance plan has requirements, gaps, barriers. AND bottom up needs can be identified and met expeditiously.
Issue:  Lack of coordinated effort btwn divisions (each is totally autonomous) is causing variations in quality, approaches, etc. 

Desired States:

-Expand focus from human resource development to human resource enhancement (performance-like focus)

-Bring Employees (personnel) and knowledge

(training ) together.

-Allow for delivery of training at appropriate times and places. Self-paced, on-demand learning.

-Increase focus on mission orientation.

-Rotate subject matter experts.

-Develop media decision model.

-Move Academy to centralized authority for agency standardization and quality.


Changes due to National Mitigation Strategy, over last several years, have significantly elevated skill & knowledge management system in agency (“70% or more of an improvement”).

Focus of strategy: “Partnership for building safer communities.”  Conceptual framework to reduce loss: fundamental change in general public’s perception.

Supervisors generally believe employees have the skills.  However, some regions of the country have limited pool of eligible, interested personnel to select from.


New focus is on training technologies and management information systems.

Desired States:

HRD moving to consultant/advisor role.

Interest in merging offices of technical training, motor training, executive training.

Exploring use of self-learning resource centers.

Working on DOT connectivity.

Interest in including career counseling.

Centralized budget that still gives local units flexibility.
Macro Questions:  

1. How much should NASA spend on training?

2. How should NASA handle the training travel budget?

3. How far should we go w/ distance learning?

4. How do we manage knowledge?

5. What does it mean for NASA to be a learning organization?

6. How do models get updated and who does it?

7. What is the best way to implement the HR system throughout the agency?

8. How to solve for assessment recommendations delayed due to lack of resources.

“There are lots of training opportunities, but people are so busy there’s no time to attend.”
Major move to organization based on cross-functional teams is requiring increase in team training (provided by contractor).  Change management plan converted HQ in 1997-98.

FAA Model:

LOB – flexibility and authority

One common evaluation process (mandated by law)



NASA Model:



FBI Model

No centralized planning for training.  Each Division determines own needs.

Based on IG, FBI mandated to hire professionals for positions such as instructional design, financial officers, etc.



APPENDIX O  

Benchmarking Data from Other Military

(Data from interviews, on-line materials, published policy, directives & plans)

Focus Areas
US ARMY
US AIR FORCE
US MARINE CORPS
US NAVY

I.  Service Characteristics
480K Active Duty

565K Reserve

237K Civilian 

55K Active Duty Officers (2/3 w/ advanced degrees: 77% of O-6s)

Annual Formal Training Budget (less education and unit training)

FY97  $4.33B (active only)

Early 1970s (post Viet Nam) major review of Army, including training.  Led to linking doctrine with training (TRADOC).

Early 1990s (post cold war) major review of Army, including training.  Led to new training philosophies including “Train as We Fight” and Organizational Learning (e.g. After Action Report)


366K Active Duty

73K Reserve

155K Civilian 

73K Active Duty Officers (57% w/ advanced degrees)

Annual Formal Training Budget (less education and unit training)

FY97  $2.84B (active only)

1992: AF finds “non-rates” reporting w/o job training and burdening operational commands.

1993 “Year of Training” with major changes to system (5 year implementation) including major increase in apprentice trng before 1st tour.  Previous attempts failed because of lack of high level support.
160K Active Duty

 (67% of O-6s with advanced degrees)

Annual Formal Training Budget (less education and unit training)

FY97  $1.36B (active only)
366K Active Duty

186K Reserve

195K Civilian

53K Active Duty Officers

(58% of O-6s w/ advanced degrees)

Annual Formal Training Budget (less education and unit training)

FY97  $3.83B (active only)

1993 major review of training.  32 recommendations covering:

· Philosophy & Concepts

· Requirements

· Curriculum

· Career Progression/ Leadership

· Learning Environment/Technology

· Mgmt of Training Resources



II.  Performance Improvement

General Comment:  For USA, USAF, USN – performance analysis is conducted by operational commanders and results in requirements.  The support side conducts further analysis to determine options to meeting requirements.  These services use performance analysis proactively (for long range planning) and reactively (to resolve existing issues).  A very systematic methodology is used.  Training is typically a recipient of skill & knowledge performance requirements. 

National Security Strategy =

National Military Strategy =

Joint Doctrine =

Operational Requirements =

Performance support, including training.

Electronic Performance Support Systems (EPSS) have been used extensively by USA, USAF, USN, USMC.  Defense industry is major client for technology solutions to human performance issues.  Funding for R&D and service-wide EPSS solutions is common.  New technologies often designed with embedded or supporting EPSS.  

Focus Areas
US ARMY
US AIR FORCE
US MARINE CORPS
US NAVY

PI Process
Army has performance-type analysis requirement which is conducted by operating units.  Follows Mission analysis – collective analysis – individual analysis format.

TRADOC:

Integrated Concept Teams

Integrated Product Teams

Doctrine (i.e. the details of how the Army is going to operate) precedes, and is directly aligned, with training.  Doctrine promotes a performance perspective.

Issues with acquisition and introduction of technology w/o complete performance analysis.


Qualitative requirements have been systematically identified for over 30 years.

Performance improvement analysis not in Training but at Major Commands (MAJCOM), i.e. resides with the operational commander.  Occupational Analysis conducted at MAJCOM.

Support side then takes analysis results and determines how to meet the requirements.  Formal meetings between operations and support review options and make decisions.


Using traditional training needs assessment.

Combine job aids with training.


CNET:  

1- approves/disapproves mode on project plans

2- acquisition review boards – flag a player

CNET “forcing ourselves in” and taking proactive stance.” 

Human Systems Integration used for some acquisitions.  HSI management includes the integration of manpower, personnel, training, human engineering, safety & health hazards.

Issues with acquisitions being purchased or built w/o satisfactory performance assessment.  Often funds not in place for follow-on training.

Focus Areas
US ARMY
US AIR FORCE
US MARINE CORPS
US NAVY

EPSS (includes knowledge sharing, training technologies and distance learning)

EPSS, Con’t

EPSS, Con’t


EPSS in new acquisition designs - for use in field – embedded EPSS.

Move to digitized manuals slowed due to lack of skill/understanding of how to digitize for optimal use.

By 2010:  digital comms throughout world.  

Increased use of simulated environments (e.g. tanks; air craft).

Army Distance Learning (DL) Plan 1996.  Total Army Networked School System.  Individual learning moved to unit via DL.

Emphasis on DL to accommodate 53% Reserve in total force.

DL System:

Where:

Armories/Reserve Centers

Homes

Combat Trng Centers

Deployed Units

State Facilities/Colleges

TASS

Units at home stations

Equipment:

Interactive Video Tele-trng (IVT)

Computer Based Training (CBT)

Embedded

Digital Library

Web Based Trng (WBT)

TV/VHS

Simulators

Simulations

Communications:

Linked w/ comms lines; backbones

Configurations:

Automated Electronic Classrooms (“classroom XXI”) -

  Multi-media enhanced

  Standard Configurations (windows NT)

  Sys Mgmt Server (client)

DL Centers:  FY98 (21)  FY99 (+43)

Now DL:

44 courses

380 lessons

3,903 hours

Using:

CD/ROM (20)

WBT (10)

Combined media (12)

FY98 – 35 more

Lessons Learned for DL:  

Must conduct thorough analysis.

Standardize design.

Standardize classrooms.

Standardize equipment.

Train site coordinators.

Train site facilitators.

Establish partnerships & joint serve training.
EPSS in new acquisition designs - for use in field – embedded EPSS (e.g. Joint F-22 Project).

In process of developing DL plan (Summer 98) by AF DL Office, Air University.

No CBT or WBT in formal system due to infrastructure problems.

Currently have Interactive Television Network (“ Air Technology Network”).

  68 downlink sites

  Used to decrease large # of field training detachments.

Funding through AECT, Future Plans.

Seeking inter-operability w/ military networks.


EPSS in new acquisition designs - for use in field – embedded EPSS.

Marine Corps Institute for DL.

Goals:  

· Offer courses in variety of formats

· Distribute in various mediums

· Downlink capability around the world

· Embed tests in courseware

· Commanders have read access to info systems (MIS).

DL System:

Where:

Utilizes networked regional learning centers.

· East

· West

· Camp LeJeune

· Camp Pendleton

· College of Continuing Education

· Distance Learning Center, VA

Types:

· Workstations deliver interactive multi-media 

· Paper based

· IVT

· EPSS

4 Parts:

· Course development

· Distributed infrastructure

· Instructor trng and support

· Training/course/student management systems.

Equipment:

Base telecommunications infrastructure

Reserve Network

Marine Common Hardware Suite

Marine Satellite Education Network

Navy Techno Training Programs

Army/AF DL Programs


EPSS in new acquisition designs - for use in field/fleet – embedded EPSS.

1. High use of interactive electronic technical manuals (IETM)

2. Moving toward open architecture simulation systems for reduced cost and development time.

3. Use of embedded on-board training capability.

4. Automated electronic classrooms – integrated system that allows use of multi-media instruction, electronic course materials, access to electronic references/data, electronic training mgmt.

5. Video tele-training – taking interactive training to the field/flees “CNET Electronic Schoolhouse Network?

6. CBT p allows move to on-board training .  being used to reduce shore infrastructure.

7. Full service electronic support systems

8. Paper-less ship

9. Modeling & Simulation:

· Deployable simulation: low-level simulation, primarily for aviation, logistics games (e.g. USMC “DOOM”), tactical games (USA “Peace Keeping Solution”)

Learning resource Centers (LRC) – 

· All electronic

· Self-paced w/ facilitator

· CBT for refresher/remedial/qualification & pre-requisite trng

· 1OCT99 LRC Management Plan

· totally designed for sailor

· Prototype:  Naval Aviation Technical Training Center $325M w/ Harvard University.

Technical training equipment (TTE) inventory values at $5.2B USN/USMC

Training techno shortfalls ID’d at Navy Training Technology Mgmt Conference and POM-00 Training baseline Assessment Memo.



NAVY 

Model for Full Service Electronic Support Systems

Model for Training on Demand



III. Training and Education System Management

General Comments:  

· All DOD have small Executive Level Management staff in Wash DC that coordinates & promulgates training policy, consolidates all training budget on 5-year POM cycle, coordinates plans with Operations in both readiness and crisis mode.
· All DOD have executing command located outside of DC (Naval Education & Training Command, Florida (Navy), Air Education and Training Command, Texas (Air Force), Training and Doctrine Command, Virginia (Army); Training and Education Division, Virginia (Marine Corps) that executes policy across service.
· All DOD have individual training providers managed by the executing command, but they are organized in a variety of ways between services.  
· All DOD have share responsibility for training between operations and training – however the division of labor varies from one service to another and from one operational area to another.
· All DOD have formal training (accession, apprentice, journeyman, master, staff, leader) and unit training (individual, unit, general military).
· All DOD have formal education (Academy, Professional Military Education, Advanced degree programs, other degree programs)

Focus Areas
US ARMY
US AIR FORCE
US MARINE CORPS
US NAVY

Strategic Emphasis
FORCE 21

Warfighter Training Strategy XXI:  

· Leverages existing and emerging training concepts and technologies

· - Cuts across spectrum of mission areas/OPS & supply to optimize resources.

Army Training 21

Classroom 21

Synchronized strategy that consolidates a wide variety of efforts across the Army.


Year of Training

AF Chief of Staff (AF CS) personal committed to improve AF training.  

Gaps Id'd by wing commanders, OPS groups, Training community.

20 initiatives.  “Good concept but difficult to implement.

Overarching goal:  More structured training program.
Highly structured, planned move to distance learning (DL).

Disciplined training system used, guided by ISD.
Training Re-engineering to:

· Reduce student travel costs

· Lower student/instructor costs

· Decrease overhead for training by reducing infrastructure

· Improve knowledge and skill retention

· Enable life long learning process

BY: Classroom Modernization

Distributed Learning Sys

Geographically Distributed Training

MPT Integration of IRM Systems

Fleet Training Services

Focus Areas
US ARMY
US AIR FORCE
US MARINE CORPS
US NAVY

Centralized vs Decentralized


Army Chief of Staff:

Centralized policy approval, resource management (macro) and strategic planning at Pentagon (DC)

Centralized policy and budget execution at

Training and Doctrine (TRADOC) Command

Centralized execution of core training by specialty and centralized development of unit-level training.

Decentralized execution of unit/team training at operational commands. 

Centralized or decentralized training, depending on type of training.  Highly structured decision process to determine.


Air Force Chief of Staff:  Centralized policy approval, resource management (macro), strategic planning, and Career Field Planning at Pentagon (DC)

Shared policy execution between Major Commands MAJCOMS, Air Personnel Command (APC) and Air Education and Training Command (AETC).  

Budget execution at MAJCOMs and AETC.

Centralized training at training wings and decentralized training at MAJCOMS, depending on type of training.  Highly structured decision process to determine.
Centralized resource management (macro) and strategic planning at Pentagon (w/ USN).

Centralized policy development, policy & budget execution, training development at Marine Corps Training & Education Division, Quantico VA

Highly structured decision process to determine what training centralized, what decentralized..
Chief of Naval Operations. (N-7) Centralized policy approval, direction, control, management and assessment of Navy & Joint Schoolhouse training.

Centralized policy development, budget execution, system management at Chief, Naval Education & Training Center.

Centralized core training at training centers/learning resource centers.

Decentralized specialty training to non-training commands.

Moving from centralized to distributed training.



Focus Areas
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Process of Training Operations
Battle-Focused Training Doctrine has remained sound even w/change

“Total Army School System”

· Individual tasks

               (
· Crew/Section tasks

               (
- Collective tasks

               (
- Maneuver (METL) tasks  

               (
· Staff tasks

(Tracks w/ Army hierarchy and leader trng)

Use systems approach to training.  One course – one standard (for all AD/ Reserve/on-line)

Readiness driven prioritizations.

Cradle-to-grave progressive/sequential training throughout career.

Doctrine: “Training the Force”
“Total Person Training”

3 Parts:

1. skills to perform

2. prof. development ed.

3. Tuition assistance

1993 innovation: Utilization & Training Workshop held at HQ (each rate reviewed annually).

Attended by HQ Career Field Manager, MAJCOM, and training wing.  AETC facilitator/advocate only.

Standard for Specialty Training:

- AETC for course resource estimate (training wing conducts in 2 months)

· 6 mo. For R&D and resourcing

· Up to 10 months for course development

Resources:

- POM process (see “budget”)

- AETC “Futures Group” has Mission Area Plan out 20 years.

- AETC controls training budget.


“Integrated Learning Continuum”

· core skills (formal resident)

· core plus and professional: combo of DL, OJT, unit training.

· Advanced skills:  DL, OJT, unit training.  Minimize resident (use IVT).

Use networked regional learning centers to distribute training.

Emphasizing use of DL to achieve “integrated learning continuum”.

DL Institute:

Comms w/ field

Grading

Enrollment (on-line)

Registrar

Immediate assistance available for distance courses.
“Training Continuum”

-pipeline technical training

then:

tactical training

then:

Team training

Then:

On-board training.

Use of networked learning resource centers.

Operations is coordinated with unit training requirements.



Focus Areas
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Responsibilities and Relationships

Responsibilities &Relationships

Con’t

Responsibilities &Relationships

Con’t

Responsibilities &Relationships

Con’t

Responsibilities &Relationships

Con’t

Responsibilities &Relationships

Con’t


TRADOC est. 1973, FT. Monroe, VA

· To consolidate disconnected efforts

· Link doctrine directly to training

· 4-star general commands

· Goal:  functional alignment across organization

Includes:

Active Component (Link between formal, unit, team trng)

· Infantry School

· Armor School

· Aviation School

Army Battle Lab

· R&D

· Simulation learning

· Links to field

Army War College

· PME

· At WestPoint

Combined Training Test Facility.

· Linked to TRADOC

· Needs greater # professional training staff

Leadership schools

Organization at TRADOC:

1. Deputy Chief of Staff (DCS) for Training

· Training Development and Analysis (training system strategies, doctrine, policy)

· TRADOC Coordination Element (Total Army School System – see EPSS above.)

· Training Operations Management Activity

· Individual Training Directorate

· Army Training Support Center

· Warfighter XXI

· Security Assistance Training field activity (Int’l)

· Simulation Center

· Combat Training Centers (West coast)

2. DCS for Resource Management (2 star gen.)

3. DCS for Doctrine, Mission, Objectives, Organization (2 star)

· Army-After-Next Vision

· Develop manage, integrate doctrine

· Support Int’l army Programs

4. Army Cadet Command Mission & Organization

5. DCS for Combat Developments

6. DCS for base Operations

7. Operations directorate

8. Ass’t Chief of Staff for Guard & reserve

9. DCS for Simulations & Analysis

10. DCS for Intelligence

11. DCS for Information Management


AF CS (Headquarters)

Career Force Mangers coordinate annual

Utilization and Training Workshop which sets requirements, based on MAJCOM analysis.

· Chaired by career field mgr (DC)

· Attended by users in specialty (MAJCOM) and training provider (training wing)

· Considers options for formal, unit, team, self-paced training. (What will be trained at what level, where it will be trained, what resources needed.)

· Deliverable; Career Field Training and Education Plan w/ tasks and level of detail (one for each AF specialty code)

· Delivered to AETC and MAJCOM for execution 

AETC (4 star):

Decides how to meet operational requirements that must be centralized for an operational area.

AETC has:

Futures Group/Acquisitions (working 10-15 years out).  Logistics group.  Security Group.  Operations (includes pilot trng).  Air University.

Covers basic & advanced skills for enl/off/civ.  Initial school is always resident for military.  Also taught at AETC:  IG, PA, COMMS, History, Comptroller, recruiting services , personnel, chaplain, judge advocate, safety, civil eng., Med Services

AETC develops policy (AF –wide sent to DC for approval), conducts training (using ISD), measures system function, determines future requirements of system, works w/ MAJCOM on future operational requirements, manages system resources.

MAJCOM:

Decides how to meet operational requirements that are MAJCOM specific, not requiring centralization (mostly mission –oriented trng)

(Note:  Recent approval by AF CS to further standardize policy for better training at MAJCOMs.)

Supplies training wings with training equipment (pre-requisite to Training Plan development).

IS materials for MAJCOM developed by in-house IS, AETC (training wing), or contractor.

Ea. MAJCOM has training support staff.  Supervisor makes trng decisions & keeps trng records.  Qualified SME conducts trng.

Six TRAINING WINGS (1 star) work for AETC but are closely aligned with MAJCOM customer.

· Responsible for all aspects of courses (content, resources, evaluation, scheduling, etc.)

· Functional areas of Training Wings: Survival, Intelligence, Flightline/Medical, Space & Missile, High Technology, Combat Support, Basic, Language Institute.

Interactive Courseware Squadron at each Trng Wing.

Other:

Air Force Materiel Command is responsible for logistics S/K for AF.

Air Mobility Command is responsible for transportation S/K for AF.

Air Personnel Center (collocated w/ AETC) has implementation responsibility for cross-HR/cross-MAJCOM issues.


Marine Corps Training & Education Division
Nation-wide:

18 functional learning centers

16 area learning centers

(Planning to network)

More highly centralized than other Armed Forces.  T&E Division is highly standardized and provides field with great degree of support.

Networked Regional Learning Centers

Deliver training

Provide unit trng support.

Part of DL network


CNO N7

· PG Program management

· Review Training Systems Plans

· At CNO, shared resource management (macro) and strategic planning between warfare areas and training support.

· Periodic meeting of mission area training and trainer working groups (sponsors, developers, training providers, fleet users)  For:  requirements, planning budgeting, development, life-cycle mgmt.

Examples:

Working Group Executive Board,

General Training Working Group,

Combat Systems Training Working Group, Training Facility On-site Training System Working Groups.

Type Commanders (TYCOMS) (operational by warfare areas) overall responsibility for setting requirements. 

· Develop policy on manpower and training as relates to warfare area.  

· Establish training priority for new acquisitions, individual, team and whole-ship training.  

· Evaluate training effectiveness.

· Training Requirement Reviews (TRR):  Systematic reviews to provide quality control of 

· General & accession training

· Operator & maintenance training

· Tactical team training

Goal:  Cost effective formal training programs

Chief, Naval Education and Training Command. (CNET) – Navy training administrator.

· Participates in all phases of trng requirement determination, development, validation.

· Coordinates plans & programs w/all echelons to ensure resource support

· Overall mgmt responsibility for trng facilities.

· Supports each warfare area w/ training division.

· Training Program Manager ensures resources for training program (people, $, equipment)

· Training Activity Manger – single POC for trng provider ensuring future issues ID’d and in long range POM/budget process.

· Training Program coordinator:  Plans & executes educationally sound trng programs.

· In process of reorg from functional lines (surface/aviation/undersea) to integrated teams:

· Enlisted training & education (technical trng)

· Officer training & education (less Academy)

· School House Operations (statistics, liaison, policy, standards)

· Leadership (recruiting trng, EPERS and “O” leadership & development trng, gender integration)

· Education Training Systems (cognitive methodology, theory-to-practice, information systems, technology.

· Operations Support (“cash & trash”, comptroller, personnel, contracting, infrastructure, TTE

· Assessment Division (continual assessment of Navy training, “think tank”)

Each team:  manages change (project mgmt), plans for future, gets funding & ensures communications.

Expected benefit of reorg; CNET more involved, more pro-active, advocate to push changes in training, working more co-jointly w/ TYCOM and warfare Areas.

Training Providers:

· CO has operational responsibility – significant autonomy.  Trains officer and enlisted personnel in functional, refresher, advanced & team skills.

Naval Sea Systems Command (NAVSEA)

· Provides training support for acquisition & maintenance of HM&E and combat control training systems.

· Coordinates w/ operational systems/equipment at NAVSEA, NUWC (undersea), NSWC (surface), SPAWAR (communications), NAWC-TSD (modeling & simulation.

Naval Command & Control & Ocean Surveillance Center – R&D (NraD)

· Technical agent for technology training on specific equipment-types and under specific training scenarios.

Navy Personnel Research & Development Center (NPRDC)

· Training System Dept. at applied research center for Navy, Marine Corps, DOD, operating forces and shore establishments.

Naval Air warfare Center – Training Systems Division (NAWC-TSD)

· Support to CNO and CNET for development & life-cycle support of training systems.  Assists in long-range planning, budgetting & execution of training programs.

Center for Naval Analysis (CAN)

· Research & Analysis arm.  



Focus Areas
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Staffing

Staffing, Con’t


Extensive civilian staff.  Cut too much during 1990s drawdown.  Currently hiring several hundred civilian doctrine/training developers.

· Instructor support for digital sys battle staff trng

· Moving to more train-the-trainer.

· High use of contractor support.

Military personnel in command, SME and staff positions.

Core Army belief:  “Every commander is a teacher.”

FY90-97 stats:

30% Mil staff reduced

40% Civilian staff reduced

Staff of future:

· Be flexible/adapt to change

· Understand technology

· Use technology

· Integrate multiple technologies

· Be “exportable” either physically or virtually.
Professional HR career track for officers includes instructional systems management and design.

Two enlisted rates: training management and training design & development.  Full time positions in MAJCOMs/training wings.

SME’s assigned to training wings as instructors, assist training developers.

Civilian instructional systems specialists at AETC, training wings, MAJCOMS.  Example:

· AETC Futures Group.  Staff of 125.  Mostly experienced senior civilians.

· AETC DO Technical Training Group.  Staff of 25.  Many senior civilian technical training experts.

Career Field Managers.  80 CFMs.  Wide variety of expertise. Work for operational air staff on CS.  Normally military, some civilian.

Some outsourced training.  Only training wings can make outsourcing decisions.  Concern with contractor reliability in higher-risk military organization.

Air CS Training Division:

1 O-6 Div Chief

1 EPERS OJT

4 Civ Trng

2 PME

2 Budget

1 MCPO CFM

2 others

AETC 4 star general.

Training wing – 1 star general.
Training system staffed with civilian instructional systems specialists and officers with advanced degrees in Instructional Systems, Information Technology, other related fields.
CNET:  Mix of instructional systems professionals and SMEs.  For more macro-level IS focus, transitioning some military SMEs to civilian professionals.

Civilian instructional systems specialists used by training providers for design & development.  Outsource for professional services, especially for modeling, simulation, other technology solutions.  Much instruction using military SMEs.

Supporting commands (NAVSEA, NRaD, NAWC-TSD, SPAWAR) mostly civilian instructional systems professionals or contract to instructional systems or logistics support in private industry.

Focus Areas
US ARMY
US AIR FORCE
US MARINE CORPS
US NAVY

Budget Management

Budget Management, Con’t


POM process used that guarantees future funding across FYs.

Army willing to take small decrement in OPTEMPO/ammo to fund training simulation strategy.

Resource use:  combo of live/virtual/constructive for each area.

TRADOC manages central trng budget.  Knows how/where all funds spent.  Knows shortfalls.  Can determine funding priorities.

FORCE XXI spend plan:  trng mission are (TMA) funded at $230M per year.

TRADOC funding:

           Expected       Required

FY00   $900M         $1150M

FY04   $950M         $1170M

FY90-97 Stats:

30% funding reduced

20% training load reduced

Model for Resource Planning:

Distance Learning Plan

Communications Investment Plan:

  T-1 lines

  Fiber Optic Backbone

  LANs

  IVT sites

  Internet connections

  External DL sites (e.g. universities, Guard & Reserve sites)

Deputy CS for resource Mgmt

· Provides budget management, analysis & services to TRADOC that ensures maximum effectiveness and responsible fiscal stewardship.

· Direct & coordinate development and execution of TRADOC manpower and force analysis program.

· Planning, analysis, evaluation.


POM process used that guarantees future funding across FYs.

Long term future resource planning for acquisitions (AETC staff element).

Finance Plan 1 year out for new, unfunded  budget items.

MAJCOM/AF CS/Training wing collaborate on POM budget planning.

Issues of “who owns $”?  

· Users often don’t want to pay for upgrades

· User may not have $$ for new requirements.

O&M:  Everything that is AETC future training need gets consolidated at AETC from MAJCOMS then are prioritized and sent to AF CS ($ and billets).  Plans validate manpower requests from training wings (via Training Plan).

Policy:  User funds new requirements.


POM process used that guarantees future funding across FYs.


POM process used that guarantees future funding across FYs.

Training baseline Assessment (CNO – N7)  for training system infrastructure needs (e.g. electronic classrooms).  Considers multi-year financial requirements/savings.

TYCOM coordinates with training for mission specific needs.

Prioritizing of expected expenditures (prior to budget submission) and actual expenditures (post-budget approval).

CNET coordinates resource support.  Hs overall training admin & mgmt.  Manages central training budget.

TYCOMS:

· Conduct program review.

· Submit POM requests.

· Pass funding to CNET.

· Tracks performance w/ assessments.

Navy Budget Process for Training
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Information Systems
Total Army Training System (TATS) stores thousands of tasks and courseware.  Extensive; very good data integrity.

Updating Army Training System (Training Management & Development)
No one data base for all training.  Consultant to develop Integrated Maintenance Data Systems (IMDS) where training is one module.  Will data share with new personnel database.

Current database for training tasks:

· 8K tasks – maintenance only

· Built by Anderson Consulting, maintained by Boeing

· Used for train/no-train; level 3/5/7; and core/non-core decisions

· High confidence level in data integrity.
Use Marine Corps Automated Instructional Management System (MCAIMS) for course design and training management.

Automated info system for DL: course mgmt, data calls, LAN.

Common data base and data elements.


Wide variation in training management systems.  Need for integrated system w/ Defense Messaging System.

Plan to convert legacy systems and expand Integrated Navy Training & Requirements Planning Database.  Steps being used:

1. Business process re-engineering

2. MPT system integration

3. Data warehousing

4. Decision Support Systems

New systems:

· Navy Training Reservation System (NTRS) – online (internet) reservation system.

· Navy Training quota mgmt System (NTQMS) – online (internet) request system.

For civilian training:  Current TMS not very good – not user friendly (DOD System – Defense Civilian Personnel Data System).



Certification/ Qualification
UNK
Stringent air, security, safety qualification systems.

Enlisted qualification system follows U.S. union divisions: apprentice, journeyman, master.


UNK
Moving away from Navy Personnel Qualification Standards (PQS)  and to “training continuum” (NETPIDC)

Enlisted rate qualification follows apprentice, journeyman, master.

IV. Instructional Systems Design Process

General Comments:

· ISD developed for US Army (1940-1950s) and adopted by all DOD.  

· Mature, disciplined training systems that are highly standardized and proven. 

· All coping with reducing high overhead costs, through re-engineering, streamlining, cost sharing, etc.;  while ensuring training investment in people remains same or increases.

· Military Manpower and Training Report mandated by congress annually.  Contains common  measures of effectiveness for military training systems.

Focus Areas
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Analysis

Analysis, Con’t

Analysis, Con’t


Systems Approach to Training Analysis:

· Mission Analysis

· Collective Task Analysis

· Job Analysis

· Individual Task Analysis


Mission Analysis

Collective Task Analysis

Rate training:

Occupational analysis (OA) feeds decisions on every enlisted rate (Utilization and Training Workshop)

Training Task Analysis and Learner Analysis at AETC after OA and Performance-type analysis completed by MAJCOM.

Performance Analysis:

No plans for Human Performance Technology.  Operational Requirements documents already considering performance issues.

Acquisition Planning:

· Mission deficiency ID’d (MAJCOM)

· 6-yr program forecasted (Air Staff)

· Justified annually

· CFM lays out future expectations and IDs future requirements.

· ID future requirements 9($, resources, people, equipment)

· Contracting, CFM, Manpower, Training (resource est.) Acquisition, Engineers collaborate.

Program Mgmt Directives tell who does what.

In last 7 years, AF has included HR issues up front in acquisition planning.

Now look at entire training system up front. 

Logistics Support Analysis:  Looks at workload including training.

Training tested on pre-production assets.  Make BIG changes based on pre-production.

Training developed during production by training wing (wing on acquisition team.)

No data base with position –to-S/K matches.


Mission Area Analysis

Mission Essential Task List

Collective Tasks

Job Analysis

Individual Task Analysis

Unit Training Assessment

Occupational and training analysis.  Conducted by commanding general, Marine Corps Combat Development Command.
Mission Analysis.

Task Analysis

Performance-type analysis conducted by TYCOMS to determine full-scope requirements.  Often an equipment/platform focus.

Navy Training Requirements Review (NTRR):

· Whole enlisted rate review every 3 yr.

· All stakeholders involved

· Tied to fleet needs (uses occupational analysis)

Training Needs Assessment and detailed training analysis used.

Human Systems Integration used for acquisitions. 
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Design, Development and Delivery
Design

Target Population

Learning Objectives

Learner Analysis

Learning Strategy

Select media & methods

Develop

Existing Materials?

Develop Materials

Program of Instruction

Lesson Plans

Training Materials

Variety of internal, contracted, joint service shared courseware.  

Emphasis on “Train as You Fight”

Several joint DOD efforts (ITRO, JSAG, acquisitions, modeling & simulation centralized, etc.)
Design

Target Population

Learning Objectives

Test items

Sequence objectives

Instructional Plan

Select Media

Develop

Existing Materials?

Plan of Instruction

Lesson Plans

Instructional Materials

Variety of internal, contracted, joint service shared courseware.  

Emphasis on “Train as You Fight”

Several joint DOD efforts (ITRO, JSAG, acquisition,  modeling & simulation centralized, etc.)
Design

Target Population

Learning Objectives

Learning Analysis

Test Items

Learning Objectives

Select Delivery Sys

Select Instructional Methods

Develop

Existing Instruction?

Develop Instruction

Develop Course Data

Develop Program of Inst.

Develop Materials

Develop Media

Validate Inst.

Variety of internal, contracted, joint service shared courseware.  

Emphasis on “Train as You Fight”

Several joint DOD efforts (ITRO, JSAG, acquisition,  modeling & simulation centralized, etc.)
Design

Learning Objectives

Learner Analysis

Test Items

Learning Objectives

Course Divisions

Select Media

Develop

Curriculum outline

Lesson plans

Instructional materials

Validate instruction

Variety of internal, contracted, joint service shared courseware.  

Emphasis on “Train as You Fight”

Several joint DOD efforts (ITRO, JSAG,  acquisition,  modeling & simulation centralized, etc.)

New program to partner with community colleges, technical schools, etc.

Measurement
TRADOC Commander recently established global MOE for training system.

Level 1,2,3 evaluations for courses.

Internal evaluation conducted.


Formative evaluation validates over first 3 classes of a new course.

Summative evaluation:

· Graduate assessment survey (level 3) sent to supervisor

· Currency & effectiveness of training program determined through field evaluation questionnaire and field interviews.


Level 1,2,3 evaluations conducted by Standards Branch (Training and Education Division).  Includes evaluation of unit training management.
CNET Assessment Division:

Conduct continual assessment of Navy training in coordination w/ CNO N7.

· Recently completed system-wide assessment resulting in re-engineering of Navy training system with emphasis on: technology, commercial outsourcing, structure (information systems)

Plan to save $200-300M in recurring costs after implementation of 5 year plan.

V. Types of Training and Learning

General comments:

· All DOD have strong international training programs that are tailored to service area of expertise.  Some joint efforts.  Cooperative w/ Dept. of State.  Army use of International National Guard overseas.  Navy with extensive int’l training program for transfer of decommissioned US ships.  Many services’ schools offer classes to international students.

· All DOD have tuition assistance program.

Focus Areas
US ARMY
US AIR FORCE
US MARINE CORPS
US NAVY

Technical Training (includes some mission related) 

Technical Trng, Con’t

Technical Trng, Con’t


Move to automated, embedded new-equipment training.

Move of individual training from schoolhouse to unit using Dl.

Move from live to virtual/constructive training (Longitudinal study underway:  performance outcomes not yet known)

Lack of config mgmt on M1 Tanks a “maintenance and training nightmare”.

Use of performance-oriented, hands-on training where feasible.

Established standards for small group instruction.
Year of Training initiative (enlisted):

3-level (apprentice) upgrade trng/OJT

5-level (journeyman) certification program

7-level (master) senior skills

Goal:  “Mission Ready Technician”

50% guaranteed rate before signing up.

50% assigned to rate according to needs of AF.

NO direct duty assignments (1992 decision).  First 6-12 months all enlisted go to school.

Feeder courses (core):

  e.g. communications, computers, electronic repair

- e.g. 12 core blocks in electronic principles used across AF.

Specialty courses – build on feeder courses:

· Extensive follow-on OJT program (conducted by professional trainers (training specialists) at units.

Centrally located at AETC:

Safety/compliance training (also at MAJCOMs)

Computer literacy

Basic skills (“A” schools)

Job specific/technical (also at MAJCOMs)

Career Field Training Plans

· Format standardized

· HQ - Policy for Trng

· OJT not on plan but incorporated on CFETP chapter written by MAJCOM

OJT used for:

- Maintenance and ancillary training (e.g. unit specific, weapons loading)

- Retraining and qualification training.

AETC and MAJCOMS:

Joint training operations and decision making. (e.g. air crew training)

Some DL (Air Television Network) – 40 CBT courses (16,000 students/yr.)


Marine Corps Institute for DL used for technical trng:

· pre-requisite trng

· alternative to resident

Non-resident

· Marine Battle Skills Trng

· Battle Drill Guide -  job aids (handbooks, guidebooks, checklists, etc.)

· 166 separate courses for occupational specialties.  Per month:

           enroll 50K students

           grade 80K lessons, exams

           mail 140K status rpts

                     56K completions

                      1.5K unit rpts
Apprentice training

· Initial tech training at 77 “A” schools – core skills  OR  35% in striker program.

· Period of Experience

Journeyman trng

· Advanced career skills “C” school

· Period of Experience

Master trng

· Advanced systems management courses – systems emphasis

“Navy underestimated the training required for digital systems.” (CNET Staff Member)

New instructional strategies that address systems complexity and personnel demographics/constraints.

256 Type A courses (initial, entry level) pipelines at wide variety of geographic locations (NAS Pensicola, New London, Charleston, Great Lakes, Dam Neck, San Diego, etc.)

“A” schools reviewed every 3 years (1 week review)  1991 – N7 & sponsor changed focus to “A” schools:

· “A” schools – intentional on-campus

· “C” schools – teachable skill that results in NEC.

94-99,Migrated enlisted trng from San Diego, Treasure Is. Mare IS. & Orlando to Naval Training Center, Great Lakes (80% of surface Navy trng.)

50% classroom /50% lab…moving to increased computer based trng

Move to “core & strand” 1994  (common core, technical core, rate specialized trng (“A” and “C”)

Fleet (w/ CNO-rating sponsor) determines requirements…sent to CNET to determine how, where & coordinate w/ schoolhouse and OPS.  May:

· merge rates

· create new rates

· delete rates

Officer technical training:

11K officers/year.

-Naval Aviation Maintenance PM

-Naval & Marine Aviation EWO

-Supply Corps Officer Basic

-Aviation EWO-non technical

-Advanced Nuclear Power

-Nuclear Propulsion Plant Operator

-Chaplain basic

-Surface Warfare Off.

-Sub Officer Indoc

-EDO Basic

Focus Areas
US ARMY
US AIR FORCE
US MARINE CORPS
US NAVY

Leader, Management and Non-technical Training
Combined w/ staff trng.  See above.
Leader training and professional management skills trng at  Air University.

Exportable professional military education.
See Navy.
Leadership Trng Program.

8 Leadership Trng Centers

· Centers replace Navel Leadership & Total Quality Leadership

· Intense leadership training at key career points.

· 250 leadership classes taught by exportable training teams.

Executive Development (FLAG and SES)
-Leader Development

-Battle Staff Training

-New: Digital Leader Reaction Course (how to handle information overload, situational awareness, etc.)

-Senior Service College

-National War College

CAPSTONE
Air War College

CAPSTONE
Leadership Trng.

War Colleges

CAPSTONE
Major Initiative to Improve Leadership & Strategic Thinking.

Naval War College

Center for War Gaming

CAPSTONE

Focus Areas
US ARMY
US AIR FORCE
US MARINE CORPS
US NAVY

Team Training
Collective Training:

· simulation

· - exercises

Move from live to virtual/constructive training
Not Addressed
Conducted at unit level.  Participate in major exercises in environmentally/geographically correct locations.

Structured feedback system for lessons learned.

 Some standardized instructional materials and support.
Moving to electronic systems that simulate war environments.

Examples:

- Battle Force Tactical Trainer

- Warfare Gaming System

- Submarine Multi-mission Tactical Trainer

· Joint Simulation System

· Joint Tactical Combat Training System

Extensive unit-level drills and exercises.  Many standardized materials.

Learning Organization
1994 move to be more adaptive, flexible, a learning enterprise.

Best example:  After Action Review where exercises video taped;  observers take notes;  all levels of organization reviewed and get feedback.

“Take training to the soldiers” – long range plan.

Example of organizational learning in progress:

Change management efforts for DL program include:

· Video on DL

· Pamphlets

· Mass communications

· Internet marketing
Not Addressed
Lessons Learned captured and fed back into system.


Using technology to promote organizational learning:

· Strategic war gaming on global network

· Battle Tactical Training System developed for fleet simulated exercises.

· Future plans for more elaborate simulated global exercises.

3 wk orientation for AN?FN/SN before going to fleet.

Focus Areas
US ARMY
US AIR FORCE
US MARINE CORPS
US NAVY

Military Education

Military Ed. Con’t


Officers

Accession through West Point, ROTC (majority); OCS

Officer Basic (all O-2)

Captains Career Course (all O-3)

Command & General Staff Officers (all eligible O-4)

Pre-Command (O-5/O-6)

Senior Service School (e.g. Army war College) (O-5/O-6)

Chief Warrant Officer

CWO Candidate School Basic (CWO1)

Non-Resident coursework (CWO2)

Advanced Staff Course (CWO3/4)

Senior Staff Course (CWO5)

Non-Commissioned Officer (NCO)

1 .Leadership PME -

linked to promotion:

  Basic NCO

  Advanced NCO

  Sergeant Major NCO

2. Functional PME – linked to job:

  Battle Staff NCO

  1st Sergeant

  Command Sergeant

Non-rated:

Army Basic training
Officers

Accession through: AF Academy

ROTC

64% officers have attended professional military education (not accession).

Air Command & Staff College (on-line 1996 for cyber-seminars)

All:  Air University exportable professional military training through Air Television Network.

Enlisted

Basic training (1.7% attrition rate)  Most go to “A” school before assignment to first unit.

NOTE:  Incomplete list for AF
Officers

Accessions:  Academies and OCS

Warfighting Skills Program (1,500 students/yr.)

Amphib Warfare School - non-resident (2,100 students/yr.)

Command & Staff Education – non-resident (1,500 students/yr.)

Advanced education for PME (service schools, Naval Post Graduate School)

Enlisted

Sergeants Non-resident Program (30,000 students/yr.)

Senior NCO Career Non-resident Program (12,000 students/yr.)

Senior NCO Advanced Non-resident Program (8,500 students/yr.)

All:

Commandant’s Reading List (by rank, E-1 to E-9, CWOs, and O-1 to O-9)
Officers

Accessions:

Naval Academy (30%)

OCS and

Direct Commission (70%)

Warfare Area Specialty Schools (e.g. SWOS)

Advanced education for PME (service schools, Naval Post Graduate School)

Research Fellowships

Executive Seminar Programs

Moving to Network-based Learning for Advance degrees (Naval Postgraduate School)

Naval war College: on-campus and off-campus seminars.  Long-standing distance program.

Enlisted

Recruit Training

Leadership Training (2 weeks)



Civilian Personnel

(Analysis deferred due to ongoing Civilian Needs Assessment)

Civilian Pers, Con’t


Use government job classification codes.

Civilian training program not analyzed.
Use government job classification codes.

Desk Audit by CIVPERS to determine job requirements:

· When job changes

· Independent audit

· Some required by fed (e.g. acquisitions)

· Civ. Come in w/ ed and don’t get trng for job

· Program to update civ employee ed skills (college course requirements.)

Civilian orientation a command responsibility.
Use government job classification codes.

Civilian training program not analyzed.
Use government job classification codes.

Civilian training responsibility of each unit CO.

· Supervisor and civ employee 

· Larger activities deliver won training to civilians.

· Regionalized contracting for common training required (e.g. general computer skills)

Centralized senior mgmt courses (e.g. advanced education programs for civilian personnel)

Few civilian apprentice programs (classroom & OJT) for specific jobs (e.g. aviation mechanics)

New:  Civilian Leadership Development Program (fill gap of leader shortage as baby-boomers retire.)

VI.  Issues/Recent Changes/ Future Plans

Focus Areas


US ARMY
US AIR FORCE
US MARINE CORPS
US NAVY

Issues
Blurring of Training and Operations Environments.

Readiness-based training strategy.

Integrated Maneuver and Gunnery training Strategy.

Current Issues:

1. Acquisitions PMs are cutting training $$ and delivering materiel solutions w/o training.

2. Integrated systems are hard to train due to complexity and cross-functional use and 

3. Satisfactory Performance analysis is not being done up front on acquisitions.

4. Training is not getting digital changes fast enough from systems developers to incorporate into training. (TRADOC has new billet at Ft Hood Systems development to send back techniques, tactics, procedures, etc.)

5. “Training needs to be placed right next to technology/technical developers.”
Policy:  No training development is started without manpower resources, infrastructure or training equipment available.

Moving to joint forces work (F-22)

Words of Wisdom:

“It’s easier to have a vision than to execute it” (HQ)

“Any major change needs top level support.” (HQ)

“Training is on a fast moving train.” (Futures Group)

“Policy is subject to interpretation.” (AETC)

“The challenge is in the execution.” (AETC)

Lessons Learned from Year of Training:

1. Don’t have too much change happening at one time.

2. Give adequate prior warning to those effected by change.

3. Grandfather as needed to avoid more confusion.

4. HQ is only one who should make overarching T&E Policy.


Goals:  

· Increase throughput by 50% w/ existing infrastructure

· Increase formal school capacity by 50%

· Reduce formal training time 30% and increase effectiveness

1996-99 Training Modernization Process

Reduce training time from 21.7K man-years (12.5 of time)

Cultural issues:

· Student vs. instructor centric learning

· Computer literacy 

· Mentorship

· Institutional change for training development and making time to training at other-than school.


1998: Moving to a new focus for CNET.  From focus on warfare specialties to global training system management.  

Strategic Vision:

“We will deliver quality training – to the right people, at the right time, and at the right place – as part of a career long training continuum supporting Navy operational readiness and personal excellence.”

Warfare Area’s recommendations for the Navy training system were:

1. strengthen the role of CNO (N7)

2. Make CNET a subordinate command.

3. Tie training requirements to new programs (often logistic support is cut or forgotten.)

Navy looking at reversing outsourcing of “A” schools.

Looking at:

1. Commercializing and selling Navy training.

2. Building consortium, e.g. Navy, CG, Maritime Community, to build common CBT (i.e. rules of the road).

From “Technology for USN and USMC for 2000-2035”

1. Proposal to recruit people w/ above average ability and already training people.

2. Invest in professional development

3. Emphasize education for officers

4. Invest more in conversion of conventional training to techno-based, distributed training.

5. Use private technical institutes for rapid expansion skills & knowledge.

6. Increase the human-centered R&D investment.



APPENDIX P

Detailed Interpretations and Assumptions
Interpretations



By “performance improvement” this meant in terms of human performance technology (HPT) which includes all aspects of performance, not only those confined to HR. (Confirmed with G-CPP-1 staff)



By “training” this meant human resource development which was defined as including training, education, and professional development. (Confirmed with G-CPP-1 staff)



Performance is an organization-wide issue and is 3-dimensional in nature.  

· Performance spans from mission performance down to individual performance;

· Performance is impacted by the coordinated capabilities of the human system, the materiel system and the organizational system; and

· Performance will change over time as the organization, or parts thereof, evolves.

· 

There are many sub-systems to the greater performance system.   training, education & development is one sub-system.



There must be lateral links between intervention designers, developers, implementers and evaluators. 



There are links that go into training from performance and out of training to performance.





Assumptions



CG will continue to be a military, multi-mission, maritime organization.



The training system will continue to “grow our own”.



Because we “grow our own”, rotate people frequently, and have multi-mission (i.e. multi-skilled) human resources, our training costs will be higher than corporate America and will be more aligned with DOD expenditures.



The training system is critical to the CG’s overall performance and success.



A consolidated performance improvement program is critical to the CG’s overall performance and success.



Of all the performance subsystems, training can have the greatest impact for it can facilitate people’s capability to change or compensate for faulty human, material or organizational system elements.  



Of all the subsystems, training is among the least likely to be a causative factor in deficient performance.



CG has an over-reliance on training being able to solve all performance problems.



Non-training intervention designers, developers, and implementers are not organized and produce inconsistent results, some of which have serious, and negative, impacts on organizational performance.



Training often gets blamed for the deficiencies of non-training intervention areas.



It takes performance improvement methods to “solve” training system’s deficiencies.



The scientific process of analysis, design, develop, implement, and evaluate (ADDIE) is the core process of the performance system and is repeated in every subsystem, including training.

Assumptions, Continued

We are able to develop a performance improvement and training strategy without having an overall CG strategy.



The HR Business Plan contains HR strategy which is not set in stone.



The current training system has many pockets of excellence that can be emulated and shared with the whole system.



Training strategy will be implemented as part of the overall performance improvement strategy.



Civilian Needs Assessment will cover professional development and orientation issues for civilians.



The HR business model is an evolving document and can be impacted by our findings.



A contradiction exists where, on one hand, the organization fills HR and training billets with generalist officers but, on the other hand, the work is complex and requires high levels of professional HR expertise. 



APPENDIX Q

Comparison and Accumulative Results of:

Headquarters Realignment Project (1987)

Training Focus Group (1993)

Training Organization and Infrastructure (1994) 

Workforce Performance and Training Strategy (1998)
Headquarters Realignment (Gilbert II) 1987
Training Focus Group

Problems 1993
Training Org & Infrastructure Solutions

1994-95
Action taken
Impact
Training Strategy

1998

Establish a centralized annual review of training outside of formal training.
1.  Coordination & Support at Management Level Non-Resident Training/OJT
· Clearing House for training 

· Unit training materials.
Training Coordination Council Instruction (TCC), 1994
None to date:  TCC recently met for first time (6/98)

No move to create unit training materials or measure OJT.
Verified as open issue.


2.  Coordination & Support at Management Level for Resident Training and Education.
External Evaluation System
· External Evaluation Instruction, 1998

· Class “C” Prioritization process and policy, 1997.

· Cutter Training & Qualification Manual priorities for afloat units, 1997.
Unconstrained until end of process. 

Reactive evaluations. 
Partial solution. 

Verified as open issue.

Continued need for proactive process and business case for need.




3.  Balance between Personnel Procedures and Training Policy.

None.
Units can’t rely on system to supply them with trained/qualified personnel.

Additional training of personnel to compensate for rotating non-experienced personnel.  Need to revisit selection criteria for civilian & military.


Verified as open issue.

Headquarters Realignment (Gilbert II)
Training Focus Group

Problems
Training Org & Infrastructure Solutions
Action taken
Impact
Training Strategy


4.  Training Requirements Tied to All Billets/Positions.
Billet/Skill Match QAT
Billet/Skill Match QAT. 

Class “C” prioritization process created.

Aviation prototype developed by G-SRF. 

Upgrades to Cutter Training & Qualification Manual. 

Recent effort by Areas to develop a master training list for ashore units.
Class “C” prioritization validates and prioritizes training needed.
Verified as open issue. 

Need to evaluate for competency-based HR system. 

Need standardized match system for all users.

Related issues: Need for Training/Budget Build process for AFC-30 and AC&I.

Need for person-skill-billet relationship ID.


5.  Training Data Base

Minor improvements to TMS.  Not for use by all who need it.  Data not always reliable (qual codes).
Limited use: training data base not optimized.
Verified as open issue.

PeopleSoft - next generation - needs assessment and design critical to success.


6.  Pipeline/JIT Training

Master Training List for afloat units.

Other issues left unresolved.
Limited policy/process for MTL.  No tracking w/o database.  Negative impact due to assignment policies.

TAB process unknown.
Verified as open issue.


7.  Organizational Philosophy for Training and Education.

Policy written.
Not linked to rest of system.  Goes unnoticed.
Partial solution.

Verified as open issue.

Continued need for training doctrine that impacts all CG (e.g. defines roles & responsibilities.) 

Headquarters Realignment (Gilbert II)
Training Focus Group

Problems
Training Org & Infrastructure Solutions
Action taken
Impact
Training Strategy


8.  Use of Technology
TRACENs determining delivery methods.

PTC is technology single POC.
Entrepreneurial at TRACENS & PTC.  However, PTC has hosted 2 ICW conferences.

Draft ICW policy still under review No media selection model.

No additional resources for PTC.

No infrastructure, policy, or incentives to support or encourage alternative delivery methods.

Aviation Training Center has strategic plan for technology.
No CG plan for introducing electronic performance or learning technologies (impacts funding, staffing, delivery decisions).  Training providers have gone many different directions.

Outside contractors doing what they want w/o guidance.

Long-term configuration management and support issues w/o overarching policies.
Verified as open issue. 


9.  Communicate Training & Education Opportunities and Requirements

Institute, training centers and G-WTT have web site, publication, other CG magazines.

Class “C” Prioritization

COMDTNOTE 1540
Improved communications.
Partial solution.

Strides made in communicating educational opportunities through Institute.  Advanced educational requirements better defined.  Continue to need greater communication.  Need to identify ESO competencies.


10.  Hidden Cost of Training

USAFISA staffing standards used (1995).
Using USAFISA staffing standards, however they need to be updated for non-resident training.  Need to identify IT competencies for system.

No budget process for AFC-30 (outside of G-W) or AC&I.

No idea of unit training costs.  Lack of total system oversight/accountability.
Verified as open issue.

Headquarters Realignment (Gilbert II)
Training Focus Group

Problems
Training Org & Infrastructure Solutions
Action taken
Impact
Training Strategy


11.  Training Reflects On-the-Job Requirements (Concerns Training Equipment and Procedure compatibility with field)
 Support for performance-based training.
No formal oversight, however, force managers and individual school houses have become more focused on training/workplace consistency.  

No strategic facilities plan for training system (would include training equipment).
May be inconsistent focus between training providers.

Training Centers continue to “beg programs” for $$ to replace/upgrade training equipment.

Lack of doctrine a major factor in inconsistent procedures - question of who defines doctrine.
Verified as open issue.


12.  Training System Responsiveness.

No measurement to validate progress.

Verified as open issue.



Consolidate East: Close TRACEN Petaluma
Politically unfeasible.
Look closer at “Option D”
Verified as open issue.

Consolidate according to functional areas:  operations, technology, aviation, human resources, marine safety.



Re-focus Training Manager to Front End Analysis.
Completed.
Greater PM awareness of Performance/Training

Greater emphasis on cost & need.
Partial solution:

Policy & process not in place.

Need PM education.

Issues w/ lack of performance system.

Still slow: reactive vice proactive.

Major drain of resources devoted to training system management.

Has become tactical vice strategic.

Headquarters Realignment (Gilbert II)
Training Focus Group

Problems
Training Org & Infrastructure Solutions
Action taken
Impact
Training Strategy



Training Requirements forwarded to Training Source.
Only after front end analysis (time consuming/not enough analysts).

Enlisted qualification process 
No process in place to identify training requirements or manage once identified.
Verified as open issue.  



Define Responsibilities and Assign to Best Organizational Entity.
COMDTNOTE 5400.
Now expired.

Not based on workload analysis.

Major inhibitor of Program and training provider work.
Verified as open issue.



Workforce Planning Projections – 3 year out.
Being done.
1-yr budget cycle interferes.
To be further evaluated.

Establish Flag for Training, Combine Reserve and Training

Establish Flag for Training: Combine Reserve and Training
Completed in 1996.
Flag level attention and action.
Closed issue.



Move Civilian Training to G-WT.
In progress summer 1998.

Pass to civilian needs assessment.

Establish Analysis and Evaluation Detachments

Establish the PTC:

    ISD applied

    Non-resident delivery
PTC partial stand-up w/in-house resources.  Limited capability due to personnel constraints. Took professional IT out of schools.
PTC conducting analysis for RTC and HQ.

Training centers have analysts on staff.  C2CEN and NMLBS less prepared.  Analysts contracted by Programs and Acquisition.  Varied degree of quality  and results throughout system. CG Institute processing evaluations.
Partial solution.

Validated as open issue.

Disassemble CG Institute

Training Support Activity (Institute and TQC)
Resident training centers absorbed enlisted qualification course and exam development functions.  Institute remains in OK.
Not cost effective.
Need to evaluate for other efficiencies & effectiveness. (T2000)

Headquarters Realignment (Gilbert II)
Training Focus Group

Problems
Training Org & Infrastructure Solutions
Action taken
Impact
Training Strategy



Link to Owner Operated

    Support services

    PTC – Instructor training & Course design
TIS recommended delay analysis due to streamlining.
Informal communications w/I system.
Verified as open issue.



Link between formal Training System, Field Training Teams, unit training.
None to date.
Informal communications.
Verified as open issue.

Related to billet-competency-person match issue.

Planning and execution functions for PG school selection separated at HQ level.


Prompted by IG audit.  System established, policy implemented.
More rigorous oversight of advanced education program.  Inclusive of civilian personnel needs.
Completed.

Consolidate all assignment-to-training functions at MPC (CGPC).


Separate command created:  Training Quota Center.  Managed by G-WT.

Completed.

Set productivity goals for training.


Class “C” prioritization and Evaluation program (training quality) (1997-1998)

Separate training providers have evaluated for quality over several years with positive impact on training quality.
Class “C” process immediately identified priority training for field.

System-wide evaluation policy  TBD.
Evaluate for additional MOEs.

Consider progress toward productivity goals when evaluating Flag performance.




Unknown

Move HS School from Academy to TRACEN Petaluma.


Action taken.
HS school provides high quality members.  Recent FEA on independent corpsman
Completed.

Combine G-PTE and G-RST.


Result of streamlining.
G-WTT staff does not have dedicated Reserve focus.  RPA staff may be overwhelmed by system-wide issues, especially in lieu of greatly downsized staff.
Completed 1995.

Headquarters Realignment (Gilbert II)
Training Focus Group

Problems
Training Org & Infrastructure Solutions
Action taken
Impact
Training Strategy

Support owner-operator training.


No formal system in place.  Informal/ ad hoc support.  Participation in ICW conference.

Validated as open issue.

Establish central method to capture REFTRA and exercise time.


Information available through Abstract of Operations.
Information soon to be managed through central data base.
Completed.






No mechanism to manage outsourced training.






Performance not factored into new acquisitions; training suffers.






Limited partnering and coordination internally/externally between training providers.






Mandated training exceeds time available: non-mission related training exacerbates. (See TFG 6).






TRATEAMS not always flexible or available for small, outlying units.






No formal or organized training for staff positions at Headquarters, Area, MLC.






No HPT model for “quick analysis.”






Informal link between HPT and ISD.

Headquarters Realignment (Gilbert II)
Training Focus Group

Problems
Training Org & Infrastructure Solutions
Action taken
Impact
Training Strategy






No standardized processes for training apart from macro-level ISD process.






No common language for performance or training.






TFG not fully evaluated for root cause/solution.  TIS limited and uncoordinated implementation.






Training treated as a cost rather than an investment.






Not all enlisted performance qualifications are current.






Incomplete MOE (outside of AFC-56/30 and new evaluation) for Training System.

APPENDIX R

Summary of Key Industry Best Practices

Industry Best Practices
Characteristics of training practices in High Performing Organizations (as synthesized from literature reviews) include:

· Training is positioned at or very close to customers.

· Learner-controlled training and self-directed learning was prevalent.

· Training outcomes are directly linked to organizational goals, that training managers helped develop.

· Personnel selection is of high priority.

· Training is in the context of the job and offers immediate feedback.

· Training is in a continuous improvement mode and trainers actively engage with clients in brainstorming problems and developing customized programs.

· Training is evaluated at multiple levels and results are widely shared.

· There is a core belief that employee knowledge and skill are critical to organizational outcomes.

· Training is a part of a well-defined human performance system, complete with strategy, doctrine, policy, processes, and procedures that are clearly understood, used and empowering.

 

For detailed information refer to Training Best Practices (1998) Kravetz Associates and Coast Guard R&D research results of July 1998.

Performance  Measures





Policy Implementation





Proposed 


Policy &


plans





LOB Purchase.


Move to Fee for Service





LOB managers at Executive Level





Executive Steering Committee


At Exec Level


Training Policy FAPM-410





TRAINING


Offers services


Executive oversight


Performance Measures


Cross-agency planning





LOB


Budget


Purchasing


Management 


Planning





Operational Center


Determine needs.


Forwards budget.


Many have in-house or contract training support.


High % of professional conferences & seminars


Primary Training Manager for Center





Enterprise Management 





Budget


Prioritization





HQ Training


Policy


Inter-center comms


Exec Trng


Some Measurement


Budget Advocate


Coordinates cross-enterprise training.





Trng Providers





CNET





Support Commands





TYCOMS





CNO Mission Area (leader)





Training Program





TYCOM IDs requirements in white paper.  Sends to Program in CNO.





Training System IDs system requirements documents in  Baseline Assessment (CNO N7)





NAVSEA IDs requirements for acquisitions.





Other training needs considered.





Training System Plans





Manpower & Training Master Plan for Program





Program Review by CNO


 (Air, Undersea, Surface, N7 for cross-sponsorship issues)





Prioritization





POM Adjustments to Annual Budget


(equipment, curricula, billets, materials)





Annual funding to CNET (execution arm)


Annual funding to NAVSEA (acquisition arm)





CNET & NAVSEA make 100% decisions


Program assesses progress & results





Expert Systems





Supply support





JIT





Embedded on-board trng





IETM





Other Trng Providers & Opportunities





Satellite





Uplink


Downlink





Switch/


Gateway





Internet fm workstation





Internet





High Perf Digital


Multi-media Server





Schools                                Unit                          Home


                     WIDE AREA NETWORK


Barracks                  Pierside Ships           Regional Hub





Uplink


Downlink





Deployed fleet





Budget and Feedback





Division


Own Training Staff


Determine own needs.


Not inter-linked.


Communicates budget to Academy budget shop.





Academy


1 of 12 divisions.


New agent training.


Maintain FBI catalogue of courses.


Consolidates and prioritizes budget.


Some professional development trng.





Budget Staff


Doesn’t realize Academy does not “control” division $$ input.





Field Offices
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