Workforce Performance and Training Strategy


FOREWORD                                                                 3 May 1999

From the Director of Reserve and Training

“Behind every saved life, enforced  fisheries treaty, foiled drug smuggling attempt, and safe port are high-performing Coast Guard people.”

· Coast Guard 2020

Coast Guard 2020
We have every right to be incredibly proud of Coast Guard people. The services they collectively deliver every day for our Nation are superb.  However, to sustain the high level of performance America expects, Coast Guard people must be totally prepared for the challenges of tomorrow’s military, maritime, and multi-mission operations. 

Moreover, it is becoming increasingly difficult to ensure our people have all they need for sustained, quality performance.  Streamlining reduced the number of Coast Guard people, but operations tempo continues to increase.  Technology can significantly improve workplace performance but our technology planning and investment lag.  And while existing Coast Guard systems and norms have served us well for many decades, they are not always compatible with today’s rigorous, information-based, global environment.

To continue delivering superior performance we must change how we conduct Coast Guard business and specifically how we approach workforce performance and training.  

We need a better workforce performance improvement system, one that can quickly provide adaptive workplace change.  All facets of our Coast Guard training system need to embrace “better, faster and cheaper”.  We will need better forward planning, best-use of resources, highly efficient systems, clear communications, the right skills and knowledge, realistic incentives, and a host of other critical success factors.





The enclosed Workforce Performance and Training Strategy provides a road map for sustained, superior performance.  It can be a bridge to help successfully adapt to a future where change, both internal and external to the Coast Guard, is a norm and professional demands on our people will steadily increase.  





T. J.  Barrett


Rear Admiral, United States Coast Guard


Director, Reserve and Training
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EXECUTIVE SUMMARY
Introduction

The success of the Coast Guard is determined by the collective performance of our people.  However, improving workforce performance, as a major organizational success factor, has not been adequately or strategically addressed.

Training, one of many workforce performance interventions, has been reviewed in four major and several minor studies in the last decade.  However, the focus in recent years has been on reducing costs through optimizing the training infrastructure and not on resolving longstanding issues with the training system that directly impact Coast Guard operations. 
Thus, the Chief of Staff directed development of a comprehensive Coast Guard strategy for performance improvement and training in his FY2000 Determinations.  The Director of Reserve and Training chartered the Workforce Performance and Training (WPT) Strategy development team on 20 May 1998.  The charter directs development of a strategy that:

· Takes full advantage of new technologies and human performance improvement methodologies, and

· Integrates Coast Guard training, ensuring cost effectiveness, and enhanced human performance.

This applies to all components: military (active and Reserve), civilian, and auxiliary.  This Strategy must align with the Coast Guard’s strategic planning process, i.e. the “Family of Plans” and the Department of Transportation’s “Learning and Development Framework”.


EXECUTIVE SUMMARY, Continued

Strategic Assessment
Customer Needs and Expectations.  The immediate beneficiaries of workforce performance improvements are Coast Guard people.  They expect Coast Guard leaders and managers to improve performance by addressing and resolving issues such as organization and performance goals, leadership, personnel selection, job design, skills and knowledge, feedback, incentives, equipment, information systems, tools, safety, worklife support, cultural norms, ethics, organizational systems, policies, procedures, and processes.  

Needs of Leaders and Managers.  A strategic assessment of how Coast Guard leaders and managers identify, analyze, solve and evaluate workforce performance and training issues uncovered several needs (gaps).  In summary, the primary needs are:

· A readily usable workforce performance improvement system guided by a designated steward, operated in partnership with programs, and linked to the Family of Plans and other existing requirements-producing processes.

· The Training Program to act decisively on known system deficits and opportunities, including technology.

· Better links between performance and training and full spectrum performance support for leaders and managers.

Trends in Performance and Training.  Worldwide, the focus will be on creating work environments where employees can excel.  Intellectual capital will continue to be nurtured and guarded once developed, especially as the workforce declines due to smaller pools of employable people.  Business needs will be more analytically defined and worker performances will align with business needs and profits.  

Military training systems will continue as major influences in military superiority.  America’s military will continue to seek low-cost, high return on investment training opportunities, taking full advantage of hiring and retention incentives, electronic performance support systems and new communication and information sharing technologies.



EXECUTIVE SUMMARY, Continued
Strategy
Based on customer and provider needs, and with consideration of known barriers and drivers, the following vision, mission and strategic goals are recommended.



Mission


A more strategic workforce performance mission is recommended for Coast Guard Human Resources, expanding from support for Coast Guard people to strategic level support for Coast Guard leaders and managers and, ultimately, Coast Guard operations.



Vision
The vision is aligned with Commandant’s Direction and applies to both workforce performance improvement and training:

Team Coast Guard

Totally Prepared

Today and Tomorrow
Team Coast Guard: All of our people – military (active and Reserve), civilian, and auxiliary.

Totally Prepared: Who are ready to stand the watch.

Today and Tomorrow:  And successfully perform Coast Guard missions in a rapidly changing and very demanding maritime environment.  

EXECUTIVE SUMMARY, Continued
Strategic Goal 1
Provide responsive, flexible, and timely workforce performance improvement support to leaders and managers at all levels of the Coast Guard.

Strategies to accomplish this goal include:

· Formalize a Coast Guard Workforce Performance Support System by aligning and developing policies, processes, structures, staffing, and tools.

· Develop performance consulting and project management to link workforce performance analysis, solution development, implementation, and measurement.

· Embed workforce performance improvement perspective, terminology, and models into appropriate, existing policies and processes.



Strategic Goal 2
Develop a more systematic approach to continuous individual and organizational learning.

Strategies to accomplish this goal include: 

· Employ rapid, low-cost ways to build a more capable workforce capability.

· Install just-in-time and self-directed learning.

· Develop incentives for continuous individual and organizational learning.

· Create processes and information systems to support organizational learning.



EXECUTIVE SUMMARY, Continued
Strategic Goal 3
Optimize return on Coast Guard training and education investment. 

Strategies to accomplish this goal include:

· Refocus Headquarters to strategic level issues.  Move tactical training operations to a Coast Guard Performance and Training Systems Command.  

· Align training providers to support unit and individual performer needs. 

· Provide the right people, with the right skills, at the right time and location.

· Measure to improve the effectiveness of training and education.

· Coordinate on decisions impacting development and use of individual and team skills and knowledge.



Strategic Goal 4


Deploy more cost-effective electronic performance support systems (EPSS), including instructional technologies, to enhance on-the-job performances and improve training.

Strategies to accomplish this goal include:

· Publicize successes and appropriate uses of EPSS.

· Plan and resource EPSS infrastructure.

· Systematically convert all or part of select training courses to electronic delivery.

· Collaborate with Systems and Acquisition in researching technological interventions to improve workforce performance.

· Collaborate with joint military and DOT technology projects that support Coast Guard missions.

· Find up-front funds to invest in electronic performance support systems.



EXECUTIVE SUMMARY, Continued
Key Success Factors
The following factors will facilitate a successful implementation of the Strategy:  

· Commitment and direct involvement of Senior Leadership.  

· Oversight of implementation by an executive steering committee.  

· Implementation teams with authority and responsibility to make needed changes happen.  

· Open and complete communications and negotiations with stakeholders and beneficiaries.  

· Sound, detailed planning.  
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WORKFORCE PERFORMANCE 

AND TRAINING STRATEGY 
INTRODUCTION

Background
The success of the Coast Guard is determined by the collective performance of our people.  However, improving workforce performance, as a major organizational success factor, has not been adequately or strategically addressed.

Training, one of many workforce performance interventions, has been reviewed in four major and several minor studies in the last decade.  However, the focus in recent years has been on reducing costs through optimizing the training infrastructure and not on resolving longstanding issues with the training system that directly impact Coast Guard operations. 
Thus, the Chief of Staff directed development of a comprehensive Coast Guard strategy for performance improvement and training in his FY2000 Determinations.  The Director of Reserve and Training chartered the Workforce Performance and Training (WPT) Strategy development team on 20 May 1998.  The charter directs development of a strategy that:

· Takes full advantage of new technologies and human performance improvement methodologies, and

· Integrates Coast Guard training, ensuring cost effectiveness, and enhanced human performance.

This applies to all components: military (active and Reserve), civilian, and auxiliary.  This Strategy must align with the Coast Guard’s strategic planning process, i.e. the “Family of Plans” and the Department of Transportation’s “Learning and Development Framework”. 

INTRODUCTION, Continued
Approach


Coast Guard leaders and managers are ultimately responsible for the performance of the workforce.  Therefore, this Strategy focuses on creating, improving, and supporting interventions to accomplish this task. 

This Strategy also focuses on the needs of employees in relation to training, education, and professional development.

A traditional strategic planning process was used to derive goals and strategies from gap and causal analysis.

Data reviewed for the Strategy included:

· Interviews with senior Coast Guard Leadership;

· Existing documents, studies, reports, and other tangible data;

· Interviews of commanding officers and Coast Guard people in over 70 field units;

· Interviews and team participation by providers of performance improvement services;

· Interviews and team participation of workforce performance and training  system administrators; 

· Benchmark data from other military, government agencies; and 

· Private industry best practices.

The strategic assessment that supports the Strategy begins on page 21 of this report.

Detailed data and analysis results are contained in the Appendices. 



INTRODUCTION, Continued
Assumptions
The following aspects of the operational environment likely to exist in the next decade will have substantial impact on workforce performance of Coast Guard people:

· Public and customer demands will increase, due to emergent technologies and a rapid rate of global change, requiring Coast Guard people to perform at higher levels, translate knowledge into skill at more rapid rates, in more complex situations, and with greater scope of responsibility. 

· Technology will impact workforce performance and:

1. Create needs for new skills, knowledge, attitudes, and abilities through changed or new operating systems and materiel assets. 

2. Replace some human performance with technology, increasing the Coast Guard’s dependency on the technologies and requiring high performing maintainers/users. 

3. Provide new instructional delivery options, learning environments, and other performance support tools, including management information systems (MIS).

· The Coast Guard will continue to use a military personnel support system generally similar to other Armed Forces. (See Area’s for Further Analysis, page 20.) 

· Optimal unit crewing will continue to be a desired state for units afloat and ashore.

· Improving Coast Guard workforce performance will be a key success factor for achieving superior mission performance.



STRATEGY

Mission


Enhance the Human Resource mission to include:

Support Coast Guard leaders, managers and members in developing and sustaining a high performing workforce that meets the changing and increasing demands of current and future Coast Guard operations.
The strategic assessment documented an organizational need for a systemic process to improve workforce performance, in support of Coast Guard leaders, managers and members.  The enhanced Human Resources mission includes stewardship of a cross-functional workforce performance improvement system, capable of analyzing workforce performance issues and supporting a wide-range of integrated interventions.  



Vision
Modify the Reserve and Training Vision to:

Team Coast Guard

Totally Prepared

Today and Tomorrow

Team Coast Guard: All of our people – military (active and Reserve), civilian, and auxiliary.

Totally Prepared:  Our people are always ready to stand the watch:

· They are equipped with tools and technologies and they know how to use them.  

· They are motivated and believe in a strong, capable, and highly effective Coast Guard.  

· They are sufficiently guided by policy, and use processes efficiently.  

· They are confident in their ability to perform and have the skills and knowledge to do the job. 

· They give freely of their knowledge, skills, attitudes, and abilities so that others can learn.  

· They are prepared for today, and are planning for tomorrow.

Today and Tomorrow: Our people successfully perform Coast Guard missions in a rapidly changing and very demanding maritime environment.  Necessary organizational investments are made which anticipate and adapt to change.

STRATEGY, Continued

Core Values
The Coast Guard’s core values of “Honor, Respect, and Devotion to Duty” are the Directorate’s core values.  Associated with the core value or “Devotion to Duty” are two elements:

· Shared knowledge - where knowledge is freely exchanged for the enhancement of organizational learning and accomplishment of organizational goals; and

· Lifelong learning  - which enhances our worth as individuals and contributes to organizational capability, growth, and potential.



Guiding Principles
Principles which guide both workforce performance improvement and training include:

· Systematically improving the performance of Coast Guard people yields greater returns on investment.

· Work and workplaces must be carefully assessed then designed for optimal performance of workers.

· The applied knowledge, skills, attitudes, and abilities of Coast Guard people are a key success factor for Coast Guard mission success.

· Knowledge and skills embedded into materiel solutions (e.g. computers) can lead to simplicity for some and complexity for others.

· Providing and encouraging educational opportunity and life-long learning is an organizational imperative.


Core Business Activities
Workforce performance improvement and training is a support function which:

· Provides stewardship, including cross-programmatic coordination, for an organization-wide workforce performance improvement system.

· Guides and manages the Training, Education, and Development Program to fully benefit commanding officers and individuals.

· Scans the environment for joint ventures, new concepts, business improvements, and opportunities in human performance.

· Helps Programs forecast workforce performance, training, and education requirements for planning and budgeting.

STRATEGY, Continued
Core Business Activities, Continued
· Ensures performance intervention decisions are data-driven.

· Designs, develops, tests, and implements training and education solutions in conjunction with other performance interventions.

· Evaluates training and education for value added to mission performance.

· Provides continuing educational services for Coast Guard personnel.

Strategic Goals
The following strategic goals are derived from workforce performance improvement and training system needs.  Strategies tell how to reach goals and address known barriers and drivers.  They provide a “road map” to reach the Vision and complete the enhanced Human Resource mission.



Strategic Goal 1

 “To improve human performance, [organizations] must have and manage a performance improvement system. That system must be at the core of its human resource efforts if substantive sustained improvement is to be achieved.”


Provide responsive, flexible and timely workforce performance improvement support to leaders and managers at all levels in the Coast Guard.
Strategies within this goal build a framework for systematic and continuous workforce performance improvement in the Coast Guard.  This is a collaborative effort that builds on existing performance improvement efforts and philosophies. 

Achieving Goal 1 will result in a coordinated workforce performance improvement system that increases leaders’ and managers’ abilities to identify and resolve issues that impact the workforce (reactive) and take full advantage of opportunities (proactive).

Strategy 1.1 Develop a Coast Guard-wide Workforce Performance Improvement System with Human Resources as system steward.

The steward and organizational level analysis functions of the system must provide for cross-programmatic support and information exchange.  This would include human performance analysis, performance intervention design & development (with emphasis on individual and organizational learning systems), performance intervention integration, change management and implementation, and evaluation (measurement) development.

STRATEGY, Continued
Strategic Goal 1, Continued
Strategy 1.2 Align and develop processes, structures, staffing and policies to more effectively provide performance analysis assistance.

Performance analysis is the starting point to identifying true needs (requirements) of the workforce and the inhibitors/enablers that influence improvements.  To effectively utilize analysis tools, leaders, managers, performance consultants and performance analysts need agreed upon system attributes for consistent results.


Strategy 1.3 – Link workforce performance analysis, solution development,  implementation and measurement.

Workforce improvements, especially organization-wide improvements, only occur when solutions are implemented.  Managing the linkage and communications between phases of the human performance technology process is critical to successful implementation.  




Strategy 1.4 - Embed workforce performance improvement perspective, terminology, and models into appropriate policies and processes.

There are many existing processes and models, currently used throughout the Coast Guard that impact workforce performance either intentionally or otherwise.  To ensure the needs of the workforce are adequately considered, a workforce performance perspective must be applied where and when appropriate during the course of a process.

Acquisition projects, new policies, and restructuring and reengineering efforts, must considered workforce performance  from conception to deployment.

Common workforce performance terminology, models and approaches facilitate communications, understanding, and common knowledge among stakeholders and service providers.

STRATEGY, Continued
Strategic Goal 2

“Organizational learning is not merely individual learning, yet organizations learn only through the experience and actions of individuals.”

Develop a more systematic approach to continuous individual and organizational learning.

Technology, as a driver of change, enables quicker, faster, and more detailed business conduct.  Learning new ways of doing and thinking must happen equally as quickly for the Coast Guard to stay abreast of customers, competitors, and beneficiaries of service.  

This new paradigm of learning was emphasized in October 1997 by Federal Reserve Board Chairman Alan Greenspan who, in an economic summit address, stated that “unprecedented technology changes in the workplace make it necessary for workers to continually update their skills, employers to provide training, and schools to provide a foundation for a “lifetime of learning.”  Political leaders, academia, and the business community echo 

Mr. Greenspan’s words. 

Because of our motto Semper Paratus, the Coast Guard has adopted continuous learning on an informal basis.  Continuous learning is strongly supported by the culture and communicated by senior leadership.  As the Commandant’s Direction states, “We will foster a working environment that promotes learning, commitment and opportunity for all elements in our increasingly diverse workforce.”  Continuous learning is further encouraged by a strong advanced education program for officers and some senior enlisted.  Advanced education opportunities have recently been expanded to include mid-grade civilian personnel. 

Organizational learning, however, is not as apparent.  Many attempts are employed to achieve organizational learning, but significant barriers inhibit this practice.  One barrier identified in the Workforce Cultural Audit is the emphasis on personal best, vice team best.  This results in “knowledge as power” beliefs, which exist throughout the organization and are encouraged by individual performance evaluations and rewards. 

Achieving Goal 2 will result in a workforce that believes the future of the Coast Guard rests with their personal dedication to continuous learning and to sharing their information and knowledge for organizational learning to occur.

STRATEGY, Continued
Strategic Goal 2, Continued
Strategy 2.1  Employ rapid, low-cost or no-cost ways to build a more capable workforce.

Some segments of the workforce need quick, low cost training solutions to emergent needs.  For example, law enforcement operations can suddenly face new circumstances that immediately require new skills and knowledge.  A systematic means to rapidly disseminate new techniques, policies, or procedures, even if temporary, increases the Coast Guard’s responsiveness and preparedness.

In June 1997, the Vice President’s Human Resource Development Council developed Getting Results Through Learning, which is a practical guide for employing rapid, low-cost or no-cost ways of building a more capable workforce and keeping it that way.  The recommendations in this easy to use booklet are applicable to the CG workplace and worthy of CG support and extensive use.

Strategy 2.2  Provide more just-in-time and self-directed learning capabilities and networks.

Learning is highly perishable.  Research has repeatedly shown that skills and knowledge rapidly erode if not used immediately and routinely.  Just-in-time training (JIT) provides members with skills and knowledge just when they need it the most.  The Federal Emergency Management Agency (FEMA) has a particularly effective program for JIT in response to emergencies.  When a federal emergency occurs, members of a Disaster Field Training Organization pack up and deploy to the disaster site.  They use pre-designed instructional materials, developed during non-disaster moments, and provide volunteers training in a wide variety of skills, depending on the disaster type.  Volunteers “sop up training like sponges” and are able to immediately use the new skills with high success rates.

Self directed training allows for JIT without the need for instructors.  The FAA has over 80,000 self-paced learning modules that are electronically accessible to all employees at any time.  Student information can be electronically recorded, facilitating the management of training.

STRATEGY, Continued
Strategic Goal 2, Continued
The Coast Guard has a strong self-directed learning capability through its correspondence course program.  This program is primarily geared to enlisted rate training and is used as prerequisites for advancement.  Currently, it is not managed for JIT and is paper-based.  Technology and better needs assessment can offer several enhancements to this pre-existing system.

Strategy 2.3  Improve and create processes for capturing and distributing knowledge within the Coast Guard that has value for, and can be applied to, future operations.

An example of organizational learning is found in the Coast Guard aviation community. When a MISHAP occurs, a process is invoked and an aviation MISHAP reporting message is immediately sent.  The message describes the known facts, circumstances, etc.  The impetus is “a life on the line”, especially if there are known problems with procedures or the airframe.

The U.S. Army provides a significant example of institutionalized organizational learning, the after-action-review.  Adopted by the Joint Chiefs of Staff, the after-action-review provides commanders direct feedback on joint mission essential tasks, conditions, and standards.  After-action-reviews are a structured way of facilitating learning from complex experiences that are often very ambiguous.  They get to “ground truth”, in a non-threatening way, that leads to a high return on investment in terms of improved performance.  

Lessons learned and case studies are other types of Coast Guard organizational learning that identify successes and shortcomings of past events used to improve future circumstances. 


STRATEGY, Continued
Strategic Goal 3
Optimize return on Coast Guard training and education investment. 

Review of previous training studies suggest the problems of the current training system have been accurately articulated and reasonable solutions approved by senior management.  Yet limited progress has been made because several key elements of change management were not in place for implementation.  To overcome these barriers:

1. Activate and closely monitor a solid implementation plan that:

· Will survive the next four years.

· Is funded to make the most significant improvements happen.

· Is fully supported by Program managers and training providers.

2. Dedicate change agents with detailed knowledge of skills and knowledge development and management issues and change management skills to the implementation of this strategy.

Achieving Goal 3 will result in a training, education & development system embedded in a larger workforce performance improvement system which is internally aligned for most efficient and effective operations and exceptional outcomes, and aligns individual skills and knowledge with organizational goals.

Strategy 3.1  Functionally align the training system to best support unit and individual’s performance needs.

Research suggests a centrally managed training system, with training and education de-centrally executed, as a best practice of leading companies. This model is followed by all DoD services and most federal agencies interviewed.
Therefore, to support this Strategy, the training system needs to realign to fully support customer needs:



STRATEGY, Continued
Strategic Goal 3, Continued


· Re-focus Headquarters Program training, education, and development work from tactical to strategic.

· Move general training operations from Headquarters to a field support command, increasing the scope of responsibility of the existing Performance Technology Center to a Coast Guard Performance and Training Command.

· Consolidate compatible training and functional areas: technical, operations, marine safety, aviation, and human resources.  Give serious consideration to co-locating support commands, similar to the C2CEN concept, to provide more coordinated and complete performance support to the field (i.e. centers of excellence).

· Provide all Programs and field customers with a full range of training, education, and development services.  This is particularly essential for operations, whose training is the most disjointed and human resources, which has no dedicated training support group.

· Re-evaluate our current personnel policies that impact the use of people’s skills and knowledge specifically addressing recruitment, assignment, personnel rotation policy, and career development.

· Design and develop HRMIS for optimal human performance in the training system.

· Realign education administrative functions (i.e. now at Coast Guard Institute and Headquarters) to the CG Academy, increasing its capability to support education in the Coast Guard.

· Provide consistent services to all customers to include: programs of training, unit training support, doctrine maintenance, professional conferences, EPSS, job aids, and equipment testing.



STRATEGY, Continued
Strategic Goal 3, Continued
Strategy 3.2 Create integrated programs of training & education that provide the right people; with the right skills & knowledge; and at the right time, location, and cost.

Training requirements are often imposed without benefit of definitive analysis, guidance and system coordination.  There are isolated cases of excellence, and many cases of good to very good instruction.  Yet, the formal system is not connected with unit training nor are training and education requirements consistently anticipated.

A root cause for most problems in training was lack of centralized

long-term planning and budgeting.  There are inconsistent plans for training future activities that are erratically managed and executed by many system users.  To resolve these issues and create “continuums of learning” for each of our Team Coast Guard members, the following activities to support this strategy are:

· Develop programs of training that are task or competency-based.

· Improve long and medium range forecasting of performance and training needs.

· Provide incentives to lower or avoid training costs.

· Develop policies for unique CG work environments that govern the use of all programs of training and delivery methods.

· Provide personnel at Headquarters, Areas, MLCs, and Districts with the unique skills and knowledge needed for staff work.

· Centrally fund all formal training.



STRATEGY, Continued
Strategic Goal 3, Continued


Strategy 3.3  Develop and use measures of effectiveness for the training system.

The recommendations for measures of effectiveness from “Gilbert II” (1987 – not implemented) are a greater imperative today due to the Government Performance Results Act.  The activities to support this strategy are:

· Define measurements in partnership with Assistant Commandants, Area Commanders, and training providers.  (Measures to include quality of training products, time and cost to educate and train, customer satisfaction, return on investment, progress toward strategic goals.)

· Directly support HR measures of effectiveness for “fill quality” and “fill rate”.

Publish measurement results annually, in conjunction with the Coast Guard “Family of Plans”.

Strategy 3.4  Collaborate on decisions that impact or prescribe the use of individual or team knowledge, skills, attitude or abilities.
A historical review found many HR decisions made by other offices without adequate consideration for the long-term impact on our human capital, most notably the skills, knowledge, attitude, ability, and retention of CG people.  Current HR policies, processes and practices that impact the cost of training and expertise of our workforce are: frequent military assignments, military assignments made with insufficient information on job requirements or personnel ability, emphasis on generalist vs. specialist, “unwritten” officer career requirements and practices, outdated rate structures, unreliable personnel and financial information, and insufficient attention to civilian skills and knowledge improvements over time. 

Lessons learned and case studies are other types of organizational learning that identify successes and shortcomings of past events used to improve future circumstances.

STRATEGY, Continued
Strategic Goal 4


Deploy more cost effective electronic performance support systems (EPSS), including instructional technologies, to enhance on-the-job performances and improve training.

Used correctly, technology can significantly enhance the performance of Coast Guard people, often at a cost savings or avoidance.  Examples include: 

· Cost avoidance of $4M in planned training costs by redesigning the new CMPlus system.

· Increased radar “C” school student’s conceptualization of abstract ideas, shortened practical exercise performance, and saved instructor hours through new animated, 3D graphic and high-resolution illustrations.

· Enhanced learning for helicopter pilots through repeatable, high-risk scenarios in a no-risk flight simulator, saving $2,699/hour in live training costs.

· Other examples include:  Judgmental use-of force simulators, low-cost interactive electronic technical manuals, computer diagnostics for engine maintenance, and electronic diagnostics simulators.

Achieving Goal 4 will enhance people’s performance, lower training costs, offer immediate access to learning and electronic support tools, increase the number of people who can be trained, increase the opportunity for team training, and use less time for training.

Strategy 4.1  Publicize to key decision-makers and training system personnel the benefits and uses of instructional technologies and EPSS.

Data revealed confusion and misunderstanding about electronic performance and instructional technologies.  This inhibits decision-makers and training system providers when making

STRATEGY, Continued
Strategic Goal 4, Continued
performance improvement decisions for Coast Guard personnel.  Lack of confidence or understanding about electronic performance technologies can also interfere with learning and performance.  Consequently, implementation of this strategy will increase the probability of best electronic performance technology decisions for the Coast Guard and the acceptance of technology as a learning and performance tool in the workplace.

Strategy 4.2  Partner with G-SI and TISCOM to plan, develop, and implement instructional technology and EPSS distribution infrastructure(s), configuration management, training management (including HRMIS) and lease/partner/purchase options.

All other Armed Forces and government agencies interviewed had detailed, long-term plans for introducing learning and electronic performance support technologies into their organizations.  Further, every military service had funding approved for major conversions of resident-based training to alternative deliveries.   The FAA has already converted hundreds of paper-based training correspondence courses into over 80,000 electronic training modules, with significant learner approval ratings and lower distribution costs.  NASA relies on video teleconferencing for interactive learning.  There are hundreds of examples of successful learning occurring using technology in private industry.

Currently, the Coast Guard’s vision for performance and instructional technologies is contained in The Future of Coast Guard Training: An Examination of Appropriate Performance and Instructional Technologies for the 21st Century (Performance Technology Center, 1998).  Individual training providers have made their own ways, but it has not been fully coordinated and issues of configuration management are becoming increasingly problematic.  

The Performance Technology Center has taken the lead by hosting two annual interactive courseware conferences for training providers.  Topics covered have included:

· Sharing of best practices;

· Agreements for technology use;

· Instructional technology policy; and 
· Technology demonstrations.

STRATEGY, Continued
Strategic Goal 4, Continued
Developing and implementing a Coast Guard Performance and Training Technology Plan, that links to G-SI strategy, CG Technology Investment Plan, and future Coast Guard initiatives, fully supports Coast Guard readiness in the next century.

Strategy 4.3  Partner with G-A, G-S, G-WKS, R&D Center, and acquisition sponsors to explore the uses of technology to improve human performance.

The way technology is used in an organization can enhance or inhibit people’s performance, based on the design, functionality, and configuration management.  What is critical, is that the design of our technological solutions be built/purchased for the workers who will use them.  Human performance technology (HPT) and human systems engineering are two analytical methodologies that can assist decision-makers when purchasing technology for the Coast Guard.

Regardless of the method, a workforce performance perspective is required to best ensure quality outcomes for Coast Guard people.

Strategy 4.4  Collaborate in joint military and DOT projects for instructional technology and EPSS initiatives, where feasible and cost effective.

One major way we can leverage our budget is to partner and be compatible with DOD on workforce performance and training technologies.  For example, the Navy has a nation-wide interactive video tele-training network that covers the majority of Coast Guard homeports.  The Navy is willing to let us piggyback, with assurances of future use, at a very low initial and recurring cost. 

Further, interoperability allows the Coast Guard to remain current and compatible with many DOD training/systems used (e.g. PQS).  Over the next 5-10 years, DOD is expected to convert 30% of their courses to an alternative delivery.  They are aggressively pursuing cheaper and faster ways to train the soldier/sailor in the field.



STRATEGY, Continued
Strategic Goal 4, Continued
Considering over 60% of courses attended by Coast Guard people are procured from other military services, agencies, and commercial sources, there is a high probability that Coast Guard students will be required to use alternative deliveries.

Issues of configuration management must be fully considered and planned for successful joint ventures.  The Coast Guard cannot afford to lag behind in this major training technology system upgrade.  

Strategy 4.5  Find the up-front funds to invest in electronic performance support systems.  With smart decisions, transitions to training technologies and electronic support systems can at least recoup the initial investment.  Training center commanding officers need a carefully planned and fully funded technology plan to develop and introduce the right electronic performance support systems for the Coast Guard.  

Strategic Action Plan
Achieving the workforce performance and training strategic goals will require change in Coast Guard culture and business processes, collaborative effort to fully employ associated strategies, and an initial financial investment.  This necessitates partnerships throughout the organization, which focus on holistic design, development and implementation of work environments, and knowledge sharing systems, which are inter-operable and seamlessly integrated.  

To facilitate this Strategy’s implementation, a strategic action plan has been developed and begins on page 42 of this report.  Activities to achieve strategic goals are prioritized and resources considered.



KEY SUCCESS FACTORS (KSF)
Five Key Success Factors
The following KSFs will facilitate a successful implementation of the Strategy.  They are drawn from other military services, government agencies, and companies who successfully transformed their performance and training systems.

1.  Senior Management commitment and direct involvement.  In every case - military, government, or corporate - overt leadership of senior managers was a key factor for success; and the lack of senior management leadership was a root cause for in-action.

2.  Executive steering committee oversight.  Used by Coast Guard, other military, and government, a cross-programmatic senior team provided valuable and timely guidance, stakeholder buy-in, and marketing throughout the implementation effort.

3.  Committed implementation teams with the authority and responsibility to make change happen.  Major changes, as suggested by these strategies, require extraordinary amounts of committed and focused human energy.  In a review of successful organizational changes, major enablers were dedicated implementation teams.  
4.  Open and complete communications with stakeholders and beneficiaries.  Communications were a two-way street and resulted in smoother transitions and more complete solutions.

5.  Sound, detailed planning.  The devil is in the details.



CONCLUSIONS
Realizing the Vision
The Workforce Performance and Training Strategy is about building a system that provides more capability to address performance issues quickly at every level of the organization.  The workforce performance system ensures the organizational wherewithal to systematically and analytically deal with these workforce performance issues, ultimately for improved mission performance.  

Realizing the Vision of Team Coast Guard, Totally Prepared, Today and Tomorrow will require commitment and collaboration among Coast Guard leaders and managers to embrace and embed workforce performance improvement methodologies.  It will require a detailed review of current policies to ensure procedures and incentives are in place that allow the workforce performance analysts to support all levels of the Coast Guard. 

Individual and organizational learning are critical to the Coast Guard, and become more so as we move into the Information Age.  Performance and Training system elements must be effective and efficient but now must change to bring about higher returns on the Coast Guard’s training and education investment.



Areas for Further Analysis
The following questions address issues outside the scope of this Strategy.  However, analyzing their ramifications is expected to have value and merit:

· With 67 cents of every dollar spent on human resources, can military HR systems, processes, and models be adjusted to lower costs and improve efficiency and effectiveness?

· Many non-training interventions merit the same scrutiny as training received in this report.  Interventions such as job design and behavior modification can have significant impact on the workforce, yet currently have limited professional advocacy in the Coast Guard.  What non-training interventions could be improved and which should be analyzed next?



STRATEGIC ASSESSMENT

Part I:  Workforce Performance Improvement
Coast Guard people are acknowledged as the most critical element for mission success.  When peoples’ performance is focused on common goals; when they have everything they need to be their best; and when they strive to give their absolute best, the Coast Guard will sustain superior mission performance. Key assessment findings identify the need for a more systematic approach to improve the performance of the workforce.  Provided below is an overview of the key findings of the strategic assessment by desired state, current state, needs, barriers, and drivers.

Desired State
The desired state for Coast Guard workforce performance improvement was developed from an analysis of:

· Current industry, government agency, and Armed Forces practices in the area of workforce performance improvement;

· Review of literature and consultation with experts in the fields of quality performance improvement and human performance technology; and

· Review of existing Coast Guard performance and business plans and other performance-related documents.

The results of this analysis identify a desired state where the performance of Coast Guard workers is in a continual state of planned improvement in response to a rapidly changing maritime environment, shifts in government policy and funding, and demographic changes in society.  To support this desired state, an ideal workforce performance improvement system would exist and would consist of:

· A means for identifying and prioritizing workforce performance issues at all levels within the Coast Guard.

· Easy and recognizable access to the workforce performance improvement support system by leaders and managers.

· Well documented policies, process(es) and standards for identifying workforce performance requirements (a.k.a. needs or gaps) and root causes, developing and integrating interventions, implementing changes, and evaluating the impact of changes.

· Leaders and managers with skills and knowledge to: identify  
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Desired State, Continued
workforce performance issues; perform as team leaders and project managers, analyze for workforce performance requirements, lead the development of interventions; implement and evaluate changes.

· Specialists with skills and knowledge to: consult on performance improvement issues, analyze complex workforce performance issues; design, develop, and implement integrated interventions; develop and deploy evaluation instruments; and arrange contracts for any of these services.

· Appropriate resources such as modeling tools, taxonomies, access to reference materials, information systems, and experts.

· An adequate human resources management information system (HRMIS) that supports workforce performance with accurate and complete data capture and analysis conventions.

· Leadership support at the highest level in the organization.

 Current State
In looking at the current state of Coast Guard workforce improvement, some elements of a system exist, although they are not well integrated. These include:

· Leaders and Managers.  The mainstay of any workforce performance improvement program, most Coast Guard leaders and managers have total quality management training and many have first hand experience using TQM tools.  Many advanced education programs provide frameworks for analysis that can be applied to workforce performance issues.  However, as workforce performance issues become more complex and time-critical, these tools are often inadequate.  Even when leaders and managers identify workforce performance issue, no clearly identified avenues are available to obtain professional analysis assistance either in-house or from contractors.
Once a performance analysis has been conducted, follow-on links to intervention developers are not always evident and can be absent.  This causes repeat breakdowns in the workforce performance improvement process.  These problems are exacerbated for issues and solutions requiring synchronized implementation.  Further difficulties are created:

· When project managers are either not clearly tasked with overseeing implementation or rotate prior to project completion; and
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· When leaders and managers don’t foresee the workforce performance impact of policy, directives, and equipment and resource decisions.

· Staff Personnel.  Staff’s in districts, areas, and Headquarters are required, as a part of the job, to conduct or contract for analysis, develop or have developed interventions, implement or oversee implementation, and evaluate existing or newly implemented programs.  Much of this work, to varying degrees, impacts workforce performance.  However, there is no formal training program for Coast Guard staff officers and a wide range of quality exists in on-the-job training.  (See Table 4, Desired State no. 10, “CG Training System Summary of Desired State, Current State, and Root Causes”.)  
· Quality Program. The program includes training for leaders and managers in total quality management techniques and consulting support at districts, areas and Headquarters. The primary focus is on process improvements, although other interventions are supported including strategic development and measurement.

Quality Performance Consultants (QPCs) report a wide variation in how their skills are being used.  Some focus on strategic development, performance measurement, process improvements and facilitation while others have few opportunities to perform as QPCs.  Further, there is incomplete information sharing which inhibits quick resolution of common problems.

· Training Program.  Absent adequate performance analysis, leaders and managers often see training as a primary solution.  Of necessity, training developed the ability to conduct performance analysis to ensure training was an appropriate intervention.  This lead training to become more sophisticated in analyzing workforce performance needs, not only those solved by training.  Human performance technology is the result of this evolutionary transition and is increasingly used.  Staff personnel with analysis skills include:
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· A 4-person performance consulting staff in the Office of Training and Performance Consulting, and

· Performance analysts at the Performance Technology Center, major training centers, Leadership Development Center, and Area training .

Some training providers (e.g. at ATC, Petaluma, RTC) expanded their design and development capability to provide a greater number of non-training interventions including: support for doctrine development, equipment testing, process redesign, job aids, professional conferences and meetings, and electronic performance support systems. 

· Acquisition Program.  The focus of the acquisition program is building and deploying new materiel assets.  Integration of people with new materiel assets is a matrix responsibility.  Human Resources has not always been an effective player in this process.  Acquisition project managers have contracted for manpower and training analysis and some training design and development.  However, overarching workforce performance analysis has only recently been incorporated in statements of work or contracts.  
Although CG R&D Center studies suggest the Coast Guard adopt DOD acquisition human systems integration (HSI) methodologies, HSI has not been adopted by the Coast Guard.

Operations, Test and Evaluation of materiel assets, conducted by R&D Center and sponsors, are among the few formal evaluations which include some workforce performance interventions.

· Management and Program Analysts.  Management and program analysts are on district, area and Headquarter’s staffs.  There is no link between these analysts, quality performance consultants, and performance analysts/consultants. Position descriptions for management and some program analysts can be similar, in many respects, to those of human performance analysts.

· Auxiliary Performance Analysts.  Since 1997, the Coast Guard auxiliary has trained over 20 members in performance improvement analysis and intervention design.  These volunteers analyze workforce performance issues upon request.  They have aggressively pursued this new endeavor as a further service to the Coast Guard.
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· Contractor Support.  Contractors are often employed to conduct analysis.  Since there is no current Coast Guard policy, process, or standard for performance analysis, or any other type of work-related analysis, the results of contractor analysis can vary significantly.

 Needs (gaps)
Based on an assessment of desired and current states, and considering existing resources within the Coast Guard, the following needs for workforce performance improvement are:
· Policy, processes, and standards that accelerate sound improvements in workforce performance and take advantage of human performance technology.

· Initial assessment tools to determine the complexity of workforce performance issues and identify the type and level of required analysis.

· Procedures for the Senior Management Team and Leadership Council to identify, prioritize, assign, and resource major workforce performance issues that impact large segments of the workforce.

· Workforce/workplace modeling tools and an adequate and accessible information management system for data capture, retention, and analysis, available Coast Guard wide. 

· Staff with adequate skills, knowledge and performance support to conduct performance analysis.  Project managers with adequate skills, knowledge, and performance support to integrate interventions and coordinate implementation of workforce performance improvements.

· Performance consultants and analysts suitably located and linked for sharing of skills and expertise, with necessary access to a system steward.

· Clear links between sub-processes of the workforce performance improvement system (prioritization, analysis, intervention development, implementation, and measurement).
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· Intervention designers & developers with adequate skills and knowledge for their specific intervention area (e.g. job design, feedback systems, training.)

· Contracts, workforce performance improvement, for analysis, project management, intervention development, and evaluation.

· Coordination of human performance technology with existing analysis methodologies and processes used elsewhere in the Coast Guard   (e.g. acquisition process).

· A designated system steward to guide the system in partnership with all programs, and ensure linkage with the Family of Plans and other appropriate plans and  processes.

Strategic Drivers
Five major internal and external factors that can positively influence strategic goals and success of strategies include:

At the national level, Government Performance Review Act and the National Performance Review require Federal government departments and agencies to do everything “smarter, better, faster, cheaper”.
Limited operating budgets beg for higher levels of performance at less cost.

Leaders desire better ways to prioritize, address and resolve workforce performance problems.

There is support among Headquarter’s Program resource managers for a more systematic approach to improving workforce performance.

Academic research provides conclusive evidence that high quality people practices yield significantly increased profitability in industry.  (Profitability in private industry = performance in public domain.)
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Strategic Barriers
Five internal and external factors that can negatively influence strategic goals and success of strategies include:

A reduced operating budget, while a driver, is also a barrier.  First, there is a shortage of investment funds for making improvements, even if a substantial return on investment is indicated.  Second, some improvements require additional resources, either initially or over time, that are compensated with a return of measurable improved performance that is not readily measurable in dollars.  

Assignment and promotion policies and “beliefs” often limit or discourage officers with expertise in human performance technology from serving repeat tours in workforce performance improvement positions.  Many workforce performance issues are not simple and require staff with significant expertise.  

Analysis and processes solely controlled by Programs may lack compatibility with human performance technology.

Workforce performance improvement job positions, both civilian and military, are not sufficiently described.  Non-professionals are sometimes assigned as performance consultants and cannot perform at ideal levels.  (Which adds an additional barrier of “perceived incompetence” among customers.)

Cooperation between many cross-programmatic players can be difficult when Coast Guard cultural roots differ.
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Source:  Deterline, WA and Rosenberg.  Workplace Productivity: Performance Technology Success Stories.  Washington DC NSPI 1992 p.3

Figure 2. Performance Improvement Process
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Part II:  Training
For purposes of this Strategy, “training” refers to acquiring and  maintaining skills, knowledge, attitudes and abilities (S/K/A/A) by Coast Guard people for current and future work.  “Training” is inclusive of training, education and professional development.

“Skills and knowledge management” refers to using and managing pre-existing skills, knowledge, attitudes, and abilities possessed by Coast Guard people or electronic/paper aids. 

Three organizational levels of training systems were assessed for desired state, current state, and root causes.  These are: field level (customers), training provider level, and training system administration level.



Desired State - Background
Three external sources assisted in defining the desired state: 1) benchmarking against other military training systems and training programs in select government agencies, 2) best practices in Coast Guard and private industry, and 3) future trends.  Other military training systems exhibited most industry best practices and strategic training system documents mirrored future trends.

Summary of findings used to define desired state.  The state of Coast Guard training and education is at an evolutionary plateau for military training systems.  All other services have faced similar system-wide problems, and have generally overcome them.  

· Like the Coast Guard, the other military services have identified problems with uncoordinated training and education requirements, disjointed and inefficient training systems, and diluted accountability.  Other services have taken major steps to resolve these problems and are now focusing on information-age issues of just-in-time training, distance and distributed learning, training effectiveness and efficiency, instructional technologies (including modeling and simulation), and outsourcing services.

· Highlights of training elements common among other military services include: 

· Highly structured analysis that identifies performance requirements, including skill and knowledge needs, and is conducted by operational commanders (e.g. type commanders (USN), major commands (USAF)).
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· Centralized training strategy, policy, and budgeting w/i training program at headquarters level.  Joint planning between training and operational commanders.  Decentralized execution through one training command (e.g. CNET, AETC, TRADOC) with complete authority for training decisions and responsibility for training outcomes (Also common to most federal agencies interviewed).

· Highly standardized processes, procedures, standards, models, information systems, task lists, training technology plans, and master training plans that support the training system.  Five-year POM process used for budgeting. (Also common to most federal agencies interviewed).

· Detailed, aggressive distance learning plan, with life cycle cost estimates, which have been funded and are being implemented.

· Solid accession and leadership programs.

· Standardized core training with strand training decisions varying with needs.  Performance-based training used extensively.  All training documented as part of discrete career development programs .

· Wide employment of civilian HR and instructional specialists and specific officer/enlisted designation/rate for instructional systems.

· Mirroring joint training doctrine has advantages for the Coast Guard in terms of training structures, processes, component parts, and outcomes.  The doctrine is grounded in training and learning theories that benchmark organizations, private and government, have adopted.  These include:

· 
Use of joint operational doctrine (both as internal or external to the Coast Guard)

· 
Commanders as the primary trainers

· 
Mission focus

· Train the way you intend to fight (operate)
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· All other services have staff training and most government agencies reviewed have formal staff orientation programs.  Strong indicators suggest lack of formal Coast Guard staff training & performance support is a major organizational inhibitor.

Training for civilians in military organizations is different from many government agencies.  Unless training is mandated supervisors and civilian employees decide on an annual basis what skill and knowledge gaps exist for the employee.  Training is then procured if funds are available.  Sometimes, there is no formal needs assessment of new or changed civilian jobs and employee counseling can be inconsistent from one command to another.

Current State - Background
Customer needs and expectations.  Interviews of unit commanding officers and members at over 70 commands were conducted to validate previously identified training system needs.  In addition, several new needs emerged which have been included in the detailed gap and causal analysis found in the appendices.  

Of particular note is the customer’s satisfaction with formal training received by individuals, when afforded the opportunity to participate.  Most gaps at the customer level were associated with other-than-content issues, with training management and  skill and knowledge management in the forefront.

Support needs identified in Program business and performance plans collaborate with customer interview results.  They state their Program need as, “a comprehensive program for personnel accession, training, assignment, promotion, and retention which yields measurable outcomes in terms of improved technical skill base and reduced training overhead” and “personnel management policies which improve specifically the retention of our enlisted skill investment”.  
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Previous Training Studies. The contents of previous studies were of significant value to strategy development and were validated during analysis.  Studies reviewed included:

· Headquarters Realignment Project Report (1987; “Gilbert I”) which concluded the Coast Guard had fragmented planning and control of several unconnected and uncoordinated training systems which caused “over training” and probably consumed more resources than necessary.

· Coast Guard Training Focus Group (1993) which reported, “The Coast Guard training system has many strengths, yet is resource intensive, lacking of accountability, and largely uncoordinated in levying training and educational requirements on the Coast Guard’s work force.”

· Part 4 of “Streamlining U.S. Coast Guard Organization & Training Infrastructure” (1995) which made recommendations that would “result in a strategic realignment of the Coast Guard’s training system to provide responsive, on-target training in an operating environment that requires increased service to the public from a declining resource base.”  

Streamlining and an emphasis on lowering costs through reduced infrastructure overshadowed or delayed most organizational recommendations.

Table 1 compares the implementation success of these training studies.



Table 1.  Implementation Success of Coast Guard Military Training Studies  (with year of implementation if known)


Gilbert II (1987)
Training Focus Group (1993)
Training Organization and Infrastructure (1995)

Fully Implemented
· Senior level Training Manager (1996)

· Combine Reserve and Active duty training (1996)

· Graduate school selection moved to CGPC (pre 1994)

· Move HS school to TRACEN Petaluma (pre 1994)
· Abstract of Operations collects time to train for REFTRA and exercises (pre 1994)
· Training Quota Center established (1988)

· Training  and education philosophy developed (1994)


· Flag for Training (1996)

· Establish Leadership Development Center (1996)

· Re-focus Training Manager to front end analysis (1995)

Partially Implemented
· Evaluation policy (1998)  and Class “C” Prioritization (1997)

· Training Coordination Council (1998)

· Analysis at Performance Technology Center (1997)

· Correspondence course and exams moved to training centers (pre 1994)
· Master Training List for Afloat Units

· Use of Technology

· Communicate Training & Education Opportunities and Requirements

· Training Coordination Council (1998)

· Coordination & Support at Management Level for Resident Training and Education 

· Training Data Base
· Performance Technology Center (1996)

· External Evaluation (1998)

· Use of Technology 

· Performance-based training

· Training Requirements forwarded to training source (1995)

· Training Coordination Council (1998)

· Move civilian training to G-WT (1998)

Not Implemented
· Measure progress toward productivity goals

· Support owner-operated training
· Coordination & Support at Management Level Non-Resident Training/OJT

· Balance between Personnel Procedures and Training Policy

· Training Requirements Tied to All Billets/Positions

· Pipeline/JIT Training

· Hidden Cost of Training

· Training Reflects On-the-Job Requirements

· Training System Responsiveness
· Standard Unit Training Materials

· Billet/Skill Match

· Infrastructure Optimization

· G-WT empowered to re-level resources

· Training Support Activity

· Link to Owner Operated Training

· Link formal/field/unit training

· Define roles & responsibilities
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Cost of Coast Guard Training.  Coast Guard training costs are comparable to other military services (Table 2).  The Navy reduced costs in the last several years by shortening courses, increasing throughput, and distributing more training to the afloat community.  They are currently reviewing training on afloat units to determine whether the right training load was transferred to the fleet.

In 1993 the Air Force made a conscious decision to train all non-rates prior to assignment.  This, along with other changes, has increased their training costs.  They believe up- front investment buys better performance and improved morale  among entry-level airman.

Over 50% of the Army are reservists.  Consequently, they are aggressively shifting to distance learning programs for better national coverage.  Seed money for this dramatic shift came through appropriated funds with a future promise by the Army to recoup the costs.

Like the USMC, CG training relies on other services, agencies, and commercial vendors for over 60% of formal training courses.



Table 2.  Comparative Cost of Military Training

Service*
Cost**
School Entrants (thousands)
Cost per Entrant

USN
$3,967M
586.2
$6,767

USMC
$1,404M
156.2
$8,987

USA
$4,481M
430.6
$10,406

USCG
$   156M
 14.7
$10,612

USAF
$2,940M
199.6
$14,730

Adapted from Military Manpower Training Report: FY 1997, 1996, Office of the Deputy Under Secretary of Defense for Readiness, DoD, Washington DC, July

*USCG FY98 actual costs.  Other Service costs are “funding planned for FY97” multiplied by the 1998 Producer’s Price Index PPI of 3.6%.  Number of DoD entrants is 1997 data..

** Includes formal course instruction costs, but excludes training conducted by operational units, on-job training, factory training for new systems, most team and unit training, and most fleet and field exercises.  For DOD the estimate is that the true costs of training are 2X or 3X that reported.  
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Table 3. Coast Guard Training Costs FY98

(includes known unit training costs)
Training Category
Account
Cost (millions)

Tuition Assistance/DANTES 
AFC-56
$     1.04

Recruit 
AFC-56
$       .93

Officer Acquisition (non-Academy) 
AFC-56
$       .13

Specialized Skill 
AFC-56
$   13.27

Flight 
AFC-56
$     3.05

Advanced Education 
AFC-56
$     2.50

Personnel Support


AFC-01/

08/20/57
$   99.50

Base Support
AFC-30/

42/43/45/

54/90


$   36.00

Training Management HQ 
AFC-30
$      .24

Less civilian training cost 
AFC-56
$     -.43

Training Cost for DOD Comparison

$156.20





Civilian Training 
AFC-56
$       .43

Unit Training 
AFC-30
$   12.94

Unit Training 
AFC-56
$     4.45

Academy 
AFC-01/

08/20/30/42/43/45/57
$   50.59

Training Allowance Billet (TAB) 
SPC Costs
$119.85

Total Cost of CG Training

$344.45

Dept of State Supported International Training Cost

$      .90

*Academy, Cape May, RTC, ATTC, ATC, TRACEN Petaluma, NMLBS, Institute only.
Like other armed forces, Coast Guard training has come under internal and external scrutiny due to its expense, resource intensity, highly diluted accountability, and largely uncoordinated training and education requirements and programs.  
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Needs (gaps) and Root Causes


Detailed Coast Guard training system needs were identified in a gap and root cause analysis.  These are the basis for strategic goals 2-4 and associated strategies.  Table 4 provides a summary of desired states, current states and root causes.  A detailed chart of gaps, root causes, and proposed solutions is found in 

Appendix M.


Table 4.  Coast Guard Training System: Summary of Desired State, Current State, and Root Causes

Desired State
Current State
Root Causes


Field
Training Provider
System Administration


1. Units generally report quality of training received from training providers as high quality.
Unit CO and members report satisfaction with the quality of training provided through the CG training system.
Most students rate training received as satisfactory or above.
Emphasis placed on Instructional System Design standards, although not all training has been validated for need or is routinely evaluated.
Gap in training validation due to lack of CG workforce performance improvement system and individual course/ “Program of Training” evaluation system.

2. Units maintain staffing levels adjusted for required time for training.
Units are negatively impacted and mission  performance suffers when members are gone to attend training.
Mostly resident-based courses offered.
Time required for training at units is not routinely measured.

Training allowance billet system not fully functional.
No CG requirement to measure workload or training time.  No incentive to fix TABs.

Limited alternatives to resident- training.

3. UTOs and ESOs are fully prepared to perform.  All members have access to training and education information.
UTO and ESO capabilities vary greatly, resulting in wide range of performance quality.
Assistance for ESO through CG Institute.
Limited oversight of UTO/ESO functions. 
Limited policy, varying command support, no designated advocate.
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Desired State
Current State
Root Causes


Field
Provider
System Administration


4. Automated system for ACE accreditation.  Certificate/degree programs like DoD and FAA.
Members must pursue ACE credits using cumbersome process.
CG Institute facilitates ACE accreditation. Is coordinator of tuition assistance with Navy support
Recent Academy Corporate Guidance supports “university” concept.  

Funding tuition assistance program.
No automated process.  

No clear strategic requirement to upgrade overall education level in Coast Guard.



5. Unit level training requirements are needs-based, prioritized, centrally managed, and evaluated.
Many unit training requirements come from a variety of sources, in a variety of instructions that are not coordinated or based on unit/mission needs.
Analysis identifies s/k as OJT w/o ample guidance on constraints & restrictions of operational learning environments.
Any Program can mandate unit training requirements.  Training Coordination Council not yet fully implemented. 

Cutter Training and Qualifications Manual recently prioritized unit training requirements.
No accountability for implementing TCC policy.

No learning environment assessments which would ID constraints, restrictions, and requirements.

6. New members report to unit with required skills, knowledge, attitude, and experience for assigned job.  Incentives for members with hard-to-replace skills and knowledge to extend or repeat jobs.
Many members report without skills, knowledge, attitude, or experience.

Commanding Officer has authority to waive pre-reporting training.
Courses may not align with assignment schedule.  Alternative training typically not available.  Outsourced training “at mercy” of non-CG provider.

Selection for assignment may be for other-than expertise reasons.


Short-notice assignments preclude training before reporting.

Assignments may not take advantage of pre-existing skills and knowledge of eligible personnel.

Personnel policies can reassign personnel before end-of-tour.

No common database of skills required by job(billet) or reliable skills/quals match to person.
Limited assessment and policy re: management of skills and knowledge in CG.

No standard or process to ID skills/knowledge for the job.

Inadequate oversight of Qual codes database.

Assignments based on pre-existing skills and knowledge has #4 assignment priority.
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Desired State
Current State
Root Causes


Field
Provider
System Administration


7. Make available on-demand performance and training support at units for just-in-time needs.
Unit CO can request select exportable training.  Just-in-time training not readily available.
Many training providers support units with some exportable training (e.g. C2CEN, ATC, Area Training Teams, SAR and MLE schools, NMLBS). 
Need for just-in-time training support randomly, infrequently assessed.

Some acquisition projects charting new ground (MISLE).


Technology to support just-in-time training and expert systems not planned or deployed.

Limited “expert” systems to support unit training.

8. Standardized, up-to-date, and customizable unit training materials readily available.
Each unit prepares own materials.  Some newer cutters have class-wide PQS.
Area training teams developing some standardized materials (e.g. SEOPS)
Some contracting for new cutter PQS.  Navy PQS electronic only-not compatible with Coast Guard SWSIII configuration.
No policy, tools, Unit Training Officer (UTO) training, formal training system support.

9. CG PQS system is coordinated with Navy standards, requirements and delivery system.  CG JQRs are coordinated with PQS and based on bona fide needs of the unit.  PQS systems are part of inclusive Programs of Training.
PQS & JQR system is a widespread unit training & qualification standard – used afloat and ashore.

Navy PQS tailored by each unit.
Some coordination through G-OCU-3 and Area Training Teams.


Programs manage PQS systems.

PQS minimally linked to formal training system.


Limited coordination with Navy for changes in afloat PQS.  Limited coordination between Programs and Training for PQS and programs of training.



10. All personnel in management and staff positions have required skills and knowledge to perform assigned jobs.
On-the-job training for most staff jobs at districts, MLCs, Areas.

Some advanced education and service staff college support staff skills.
Some advanced education programs support staff-type work. (e.g. Public Administration, MBA)
On-the-job training for most HQ staff jobs.  

Solid training program for acquisition staffs and some resource (finance) staff positions.

Some advanced education and service staff college.
No formal assessment of core needs and follow-on intervention, development and implementation for district, MLC, Area or HQ staff personnel.
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Desired State
Current State
Root Causes


Field
Provider
System Administration


11. All training created by CG developed with common processes, standards.
Unit training materials typically developed w/o process or standards. 


Basic Instructors Course and Course Designers Course teach some system processes.  Each training provider has developed other processes.

Wide variation of standards. 

Force optimization and training staffs w/o documented processes or standards.
Not all processes or standards published.  Those existing include: generic ISD, advanced education, interactive courseware, training evaluation (not implemented), unit training requests.  Some training provider processes published in Unit Performance Tables.
Only recent ID of needed policy or processes.  No plan for developing, implementing policy or improving processes.

12. Performance requirements, including skill and knowledge requirements, rigorously and professionally assessed and communicated by Programs.
Provide subject matter experts.

Identifies issues for Programs (through variety of means, not a formal process).
Conducts or consults on performance analysis or training needs assessments to assist Programs in determining requirements.
Performance analysis may be stop-gap for lack of CG-wide formal requirements identification and prioritization process.

Partial requirements-setting processes and documents exist (e.g. operational requirement document, performance plans, enlisted qualifications).

Quality of product differs from Program to Program.
Limited, incomplete policy and processes for routinely identifying workforce performance requirements.

Table 4, Coast Guard Training System: Summary of Desired State, Current State and Root Causes, Continued

Desired State
Current State
Root Causes


Field
Provider
System Administration


13. Five-year budget cycle allows for long-term planning and guaranteed funding. Needed training fully funded as investment in CG future.  

Priority performance and training technologies (EPSS), especially those with ROI < 2 year are funded.  CG EPSS infrastructure compatible w/ DoD for cost savings and interoperability.
Training coming on-line after need exists.

Resident based training takes more time from primary job, is less flexible.

Not all personnel get needed training, units left with closing S/K gaps.

Unit training infra- structure not com-patible w/ Navy PQS.
Providers scramble to develop training due to late notification (tied to lack of requirements).

Training not timely or adjusted due to lack of funds (e.g. MK “A” course).

No requirements to ensure joint compatibility.


Many resources not pre-staged.  Programs often scrape to support unfunded training needs (that could have been known).

HR requirements not often predicted in long-range planning documents.

No Technology Plan for performance and training or for compatible distance learning infrastructure.
HR requirements setting policy and processes either non-existent or short-ranged.

Two-year budget cycle too limiting for 18 month training projects.

No incentive for long-range training technology planning.

14. All outsourced training included in “Program for Training” and routinely evaluated for continued need and sponsor course changes.
Outsourced training listed in CG “training catalogue” (COMDTINST 1540).  Value and use of outsourced training often known by “word of mouth”.
Outsourced training not often linked to Coast Guard formal training.
Over 60% of  Class “C” training courses outside CG schools and managed by Programs.

TQC only system element that knows of outsourced training courses.

Limited or no evaluation of outsourced training.
No “Program of Training” that would tie outsourced, formal, and unit training for “continuum of training”.

Evaluation policy not implemented.

15. Existing courses have been validated as needed and triaged/prioritized for cost savings.

Some training providers have conducted triage and have begun to take action in reducing costs through course changes.
No formal requirement to validate courses or seek cost effective improvements.
Limited or no overarching guidance for validating courses.  Lack of incentives to seek efficiencies and greater effectiveness.

Table 4, Coast Guard Training System: Summary of Desired State, Current State and Root Causes, Continued

Desired State
Current State
Root Causes


Field
Provider
System Administration


16. Training System has centralized planning and decentralized execution.
Unit training, including PQS, drills and exercises, decentralized w/ minimal connection to formal training system.

Units have minimal guidance or support for multitude of training requirements contained in COMDT policy.

Units sort out conflicting procedures and standards.
Each provider follows own set of policy, standards, procedures, processes.

Training providers have varying relationships with customers (unit CO and members); sponsors (Programs); and training administrators (which could be G-WT, G-OCA, G-OCS, G-SCE, G-OPL, G-MOR).


Training decentralized across Headquarters staffs.  Focus on execution vice planning.  

Focus on “formal” training courses vice “Programs of Training”.

AFC-30 resource planning decentralized.  AFC-56 resource planning centralized.

Any HQ Program can mandate training at unit. 

Small G-WT staff develops and executes training policy.
Policy, process standards not in place.

HQ and training provider staff roles and responsibilities not well defined.

Limited communications & feedback links. 

Training responsibilities decentralized and “stovepiped” across CG.



17. Comprehensive, reliable Performance and Training Management Information System that has wide organizational accessibility.
Units have no access to training management data base.  PERSRUs have some access to personnel training data.
Limited access to training mgmt database.
HQ, TQC, CGPC, HRSIC, and some Program resource personnel have access to TMS and linked databases.  Neither all data nor all modules are reliable.

Not known as user-friendly or versatile.
TMS has limited capability.  Needs assessment for performance and training system not yet performed for HRMIS (PeopleSoft.)

STRATEGIC ACTION PLAN

A set of Activities based on data collected for this study has been developed for each Strategy.  This Strategic Action Plan lists those Activities in the general order they should be implemented within each strategy.  A Tactical Implementation Plan should be developed for each Activity with implementation to occur within the recommended time frame

Strategy 1.1  Develop a Coast Guard-wide Workforce Performance Improvement System with Human Resources as system steward.

Activity

Priority
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

1.1.1

High


Formalize HR as steward of workforce performance improvement.

G-CCS approves.  

G-W executes.


FY99
Low.  Will require few additional billets to administer system.

1.1.2

High
Establish process for G-W, Senior Management Team, and Leadership Council to identify and prioritize major workforce performance issues.


G-CQM, G-WT
FY99-00
Neutral.  Use existing resources.

1.1.3

High
Gain consensus among Programs* for roles and responsibilities within Headquarters for identifying, analyzing and resolving workforce performance issues (i.e. set requirements).


G-WT, G-CQM
FY99-00
Neutral.  Primary changes expected in existing work and related processes..

* The term “Program” is used to mean Operations, Systems, Marine Safety & Environmental Protection and Human Resources.



STRATEGIC ACTION PLAN, Continued

Strategy 1.2  Align and develop processes, structures, staffing and policies to more effectively provide performance analysis assistance.

Activity

Priority
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

1.2.1

Medium
Build on or modify current structure and staffing to meet the needs at all levels in the Coast Guard.  Identify the most appropriate locations for Headquarters and field level support.


G-CQ, G-WT
FY00-01
Neutral to low one-time cost.  Can be completed by realigning existing resources and embedding a performance perspective.

1.2.2

Medium
Identify the skills, knowledge, attitudes, and abilities needed of CG managers and human performance consultants and analysts.


G-WT
FY00-01
Neutral.  Use existing resources.

Strategy 1.3 Link workforce performance analysis, solution development,  implementation and measurement.

1.3.1

Medium
Working with G-CPP and stakeholders, identify and evaluate the linkages between performance-type analysis and intervention design, development, implementation, and evaluation.


G-WT w/ Programs
FY00-01
Neutral to Low.  Existing resources could be used but may not have the time to devote..

1.3.2

Medium
Use the data from activity 1.3.1 to build or amend the processes required to ensure the results of analysis are implemented where appropriate and consistently measured.


G-WT w/ Programs
FY01-02
Neutral to Low.  Existing resources could be used but may not have the time to devote.

STRATEGIC ACTION PLAN, Continued

Strategy 1.4  Embed workforce performance improvement perspective, terminology, and models into appropriate policies and processes.

Activity

Priority
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

1.4.1

High
Work with stakeholders to identify and evaluate existing policies and processes, looking for workforce performance improvement perspectives, language, and models.  


GWT w/ stakeholders
FY00-01
Neutral to Low.  Existing resources could be used but may not have the time to devote.  May contract.

1.4.2

Medium


Use the data from activity 1.4.1 to change or embed common workforce performance improvement perspectives, language, and models where appropriate.
G-WT w/ stakeholders
FY00-01
Neutral to Low.  Existing resources could be used but may not have the time to devote.  May contract.

Expect long-term cost savings.



1.4.3

Low


Develop an education plan to market the benefits and policies associated with workforce performance improvement initiatives
G-WT
FY00
Neutral.  Use existing resources.

Expect long-term cost savings.

STRATEGIC ACTION PLAN, Continued

Strategy 2.1  Employ rapid, low-cost or no-cost ways to build a more capable workforce.

Activity

Priority
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

2.1.1

Low
Distribute Getting Results through Learning (HRD Council publication, June 1997) to CG mid-grade and senior managers.


G-WT
FY00
Low-medium one-time cost.  Already in print.  May be able to send electronically.

2.1.2

Low
Establish processes that encourage and provide support for managers and training providers to identify and deploy other no/low cost methods for building a smarter workforce.


G-WT
FY99-00
Neutral.  Use existing resources.

Strategy 2.2  Provide just-in-time and self-directed learning capabilities and networks.

2.2.1

High
Directly link Area Training Teams and Afloat Training Groups to Operations Center of Excellence for quicker response, “just-in-time” training and education that is well coordinated.


Reserve Training Center and Training Center Petaluma
FY99-01
Low recurring cost for communications.

2.2.2

High
Adopt instructional technologies, like web-based and computer-based training, that allow for quick response and widely shared just-in-time (JIT) training and information sharing.

Assess current correspondence course program for JIT applications.
G-WT, PTC and G-SI
Immediately
High one-time costs.  Low-medium recurring costs.  Requires technology infrastructure (software & hardware).  Requires contracting and some in-house multi-media design personnel.



STRATEGIC ACTION PLAN, Continued

Strategy 2.2, Continued

Activity

Priority
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

2.2.3

High
Create funding capability as an incentive to training commands to develop self-directed and just-in-time learning modules to reduce resident training where appropriate.
G-WT and Performance Technology Center
FY00-04
High one-time costs (same costs as 2.2.2).  Low recurring costs.

Expected long-term cost savings.



Strategy 2.3  Improve and create processes for capturing and distributing knowledge within the Coast Guard that has value for, and can be applied to, future operations.

2.3.1

High
Develop processes and policies that encourage and support self-directed training and education, placing organizational value on professional development.


Superintendent, Academy and G-WT
FY00-01
Low recurring cost to support processes.

2.3.2

Medium
Ensure HRMIS capability to maintain and automatically update member’s training record (ALL training successfully completed) and ACE credits as appropriate.


Superintendent, Academy and G-WT
FY99-01
See Activity 3.4.3.

2.3.3

Medium
Electronically maintain Reserve personnel civilian skills and knowledge in HRMIS for use by Force Optimization and Training. 


G-WTR
FY99-01
See Activity 3.4.3.

STRATEGIC ACTION PLAN, Continued

Strategy 3.1  Functionally align the training system to best support unit and individual’s performance needs.

Activity

Priority
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

3.1.1

High
Re-position training providers to centers of excellence for workforce performance and knowledge and skill development in the following functional areas: technology, operations, aviation, human resources and marine environmental protection and safety.  (Links to Strategic Goal 2)


G-WT in partnership with Training Providers 
FY00-04
Neutral – High.  Investment dependent on functional area.  Some training providers are more highly aligned as centers for excellence and need less staff and infrastructure support.  Others are start-ups (e.g. Human Resources). 



3.1.2

High
Provide all Programs with a full range of training services including doctrine, policy, training analysis, design, development, implementation, evaluation, standardization.  Strengthen the individual School (COE per 3.1.1)-to-Program Manager relationship so that partnerships to facilitate these services are established.  TQC to develop all training slates.


G-WT and Training Providers
FY00-03
Medium – High.  Will require additional resources to support those Programs that do not have training provider support right now  (G-H, G-W); to support the CG with training support not available now (e.g. unit training materials; and to conduct the staffing needs assessment.

With significant savings in time to HQ and field, would anticipate a % exchange of training product for job positions (billets) or $ for contracting.



STRATEGIC ACTION PLAN, Continued

Strategy 3.1, Continued

Activity

Priority
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

3.1.3

High
Re-focus Headquarters’ Programs training work from tactical to strategic.  Shift tactical training initiatives to tactical levels within the existing system.  Encourage Program Managers (including training PM) to focus on strategic level issues of strategy, doctrine, policy, and resource management.


G-WT in partnership with HQ Programs and Training Providers
FY00-01
Probably neutral.  Primarily a shift in few resources from HQ to training providers.  Change in job requirements.  May require some technical support (e.g. MIS) for more efficient operations at provider level.

3.1.4

Medium
Co-locate or virtually link support commands that influence or direct workforce performance improvements in the areas of technology, operations, aviation, human resources and marine environmental protection and safety.


G-WT in partnership with HQ Programs
FY00-02
High.  Depending on options, cost to relocate could be significant.

Virtually linkage dependant on highly sophisticated communications networks.  Has higher risk of not achieving intended goal of greater information sharing and collaborative performance support to field.



STRATEGIC ACTION PLAN, Continued

Strategy 3.1, Continued

Activity

Priority
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

3.1.5

High
Move toward core & strand, knowledge management, and other efficiencies through consolidating compatible training and functional areas including:  electronics (systems), operations, marine safety, aviation, and human resources.


G-WT in partnership with HQ Programs
FY00 - 02
Neutral – High. Dependent on alternatives.

Low cost solutions:  Incorporate communication technologies (cost) and standardized procedures (no cost) to achieve core & strand and knowledge management.  Create training provider support for HR (cost).

High cost solution:  Physically relocate some like providers to gain synergy of collocation (high cost).  If Option D of Training Infrastructure Optimization becomes viable, then physical relocation of compatible providers is desirable, although at higher cost than current recommendation. Create training provider support for HR (cost).



STRATEGIC ACTION PLAN, Continued

Strategy 3.1, Continued

Activity

Priority
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

3.1.6

High
Establish a Coast Guard Performance and Training Command to support all education and training providers with common tools, services, and resources including:  Performance Technology Center, coordinator of cross-provider training programs (including acquisition new performance), IRM and electronic performance/instructional technology planning; contracting resources; quota management; central billeting; evaluation management;  R&D coordination; information sharing and conferences; web site maintenance;  training models and processes; unit training officer (UTO) “force manager”;  GMT manager and customizable unit training materials;  training staff training,  catalogue of offerings  and other learning support services where value is added through centralization.


Training Center COs
FY00-04
Can reallocate many resources, but will require additional resources.

Medium - high one-time cost.

· % exchange of training product for job positions (billets) or $ for contracting.

· relocate TQC

· relocate some Institute billets

· purchase communications, instructional, and electronic performance technologies

· Personnel with specialized skills (contracting, instructional systems design, including multi-media designers OR $$ for contracting these services. 

Expect long-term cost savings.



STRATEGIC ACTION PLAN, Continued

Strategy 3.1, Continued
Activity
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

3.1.7

Medium
Consolidate CG education programs, including advanced education, and non-technical career development (e.g. leadership, management, executive development).


G-WT, Superintendent, Academy to conduct CG Education Study
FY00-01
Low one-time cost.  Some CG Institute resources transferred to CG 

Cost increases if military positions moved before end-of-tour.

May have long-term medium to high costs if educational programs are increased. 

Strategy 3.2  Create integrated programs of training & education that provide the right people; with the right skills & knowledge; and at the right time, location, and cost.

3.2.1

High
Develop ‘Programs of Training” that are competency or task based and coordinated to provide a continuum of learning consisting of education; formal, on-the-job, exportable, refresher, and self-directed training; job aids; and other skill/knowledge support tools, as indicated for current or potential job(s).

Develop HRMIS to support competency or task based HR system and skill/knowledge utilization and management (e.g. assignments, training, advancements).  Ensure com-patibility with Defense Manpower Data Cntr.
G-WT and Training Providers
FY99-01
High initial cost; low recurring cost.  Initial investment somewhat dependent on HRMIS $$ available for process and data base design.  

Expect significant HR efficiencies with competency or task based HR system.  Long-term benefits whose costs are quantifiable in terms of saved time and improved human performance = mission performance.

STRATEGIC ACTION PLAN, Continued

Strategy 3.2, Continued
Activity

Priority
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

3.2.2

High


Improve Program-level long and medium range forecasting to resource appropriate performance and training interventions.


G-WT and Programs
Immediately
Neutral.  Use existing resources.

Expect long-term cost savings.

3.2.3

Medium
Provide funding incentives and other rewards to training providers who lower or avoid the cost of training while maintaining or increasing effectiveness;  Recognize that systemic savings are as important as Programmatic savings.


G-WT
Immediately
Significant cost savings or avoidance.  Training providers have already saved or avoided $Ms.

Funding incentives allow seed money for additional cost savings efforts.



3.2.4

High
Develop policy on acceptable training delivery and implementation for CG workplace environments, with special emphasis on the time and environmental limitations of operating units. 


G-WT in partnership with HQ Programs
FY99-01

(In progress: Afloat Learning Environment Strudy/R&D effort)
Medium one-time cost.  R&D funding in place for analysis and testing for afloat learning environments.  All other environments need analysis from which to develop policy.  May be partnership with U.S. Navy for savings and information sharing.

STRATEGIC ACTION PLAN, Continued

Strategy 3.2, Continued

Activity

Priority
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

3.2.5

High


Provide personnel who serve in CG staff jobs (HQ, Area, MLC) with the skills, knowledge, and attitude to perform as required.
G-WT/ Superintendent, Academy
FY00-01
Low - medium one-time cost for determination.  

Additional recurring cost as new requirement.

Strategy 3.3  Develop and use measures of effectiveness for the training system.

3.3.1

Medium
Align with Assistant Commandants and Area Commanders to define and validate metrics for training in terms of customer service, readiness and performance goals.  Consider DoD measures reported to Congress.
G-WT
FY00
Neutral.  Use existing resources.

3.3.2

Medium


Coordinate training providers to determine metrics valuable to training system managers.


Training Center Petaluma in partnership with CG Training Providers
FY00
Neutral.  Use existing resources.

3.3.3

Medium
Publish training metrics and measurements annually.


G-WT
FY01
Neutral.  Use existing resources.

STRATEGIC ACTION PLAN, Continued

Strategy 3.4  Collaborate on decisions that impact or prescribe the use of individual or team knowledge, skills, attitude or abilities.

Activity

Priority
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

3.4.1

High
In conjunction with stakeholders, determine personnel assignment needs, and policy/process changes, which lead to cost effective use/reuse of military members’ skills, knowledge, and abilities, in assignment decisions, and promote professional development.


G-W in partnership with HQ Programs
FY99

(In progress: Skills Utilization and Management Study)
Neutral.  Determination is no cost - can use existing resources.  

However, implementation of solutions can vary greatly.  Ultimate increase in mission performance through better workforce performance.

3.4.2

Medium
Promote cross-programmatic Human Resource teams for developing future strategies, policies, and plans which guide Coast Guard decisions that impact the workforce.


G-W
Immediately
Neutral.  Use existing resources.

3.4.3

High
Identify future training and the whole range of Human Resources MIS and process requirements for use in designing HRMIS.  Capitalize on capability of PeopleSoft( architecture that provides for competency based personnel systems.  Conduct workforce performance analysis - new performance planning - in conjunction with HRMIS design, development & implementation.
G-W
Immediately
Medium to High one-time cost.  Cost is dependent on IRM system design for performance and training.  Some PeopleSoft( modules will be directly useable, however, expect many modules need to be created to accommodate CG training system IRM needs.

 STRATEGIC ACTION PLAN, Continued

Strategy 4.1  Publicize to key decision-makers and training system personnel the benefits and uses of instructional technologies and EPSS.

Activity

Priority
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

4.1.1

High
Showcase to key decision-makers innovative instructional technology and  EPSS solutions currently used by the Coast Guard to improve human performance and showcase new innovations as they come to light.


Performance Technology Center in conjunction with R&D and NAWC liaison


Immediately
Neutral.  Use existing resources.

4.1.2

High
Provide skill, knowledge, and attitude shaping required of training system personnel who will analyze, contract, design, develop, implement and evaluate instructional technology and EPSS solutions. 
Performance Technology Center
FY99-00
Low recurring cost.

Strategy 4.2  Partner with G-SI and TISCOM to plan, develop, and implement instructional technology and EPSS distribution infrastructure(s), configuration management, training management (including HRMIS) and lease/partner/purchase options.

4.2.1

High
Identify future needs, develop detailed plans, and gain commitment for resources for CG-wide instructional technologies and EPSS, including distance learning and automated electronic classrooms.  Ensure joint DoD compatibility.
G-WT, G-SI, and PTC
FY99-02
Neutral.  Use existing resources.

For implementation:  High one-time costs.  Medium – high recurring costs which may be offset in early years by reduced travel and infrastructure costs.

STRATEGIC ACTION PLAN, Continued

Strategy 4.2, Continued
Activity

Priority
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

4.2.2

High
Assign dedicated training system personnel, knowledgeable in instructional technologies and EPSS, to developing a Coast Guard learning network.


G-WT coordinate w/ G-SI.
FY00-02
See Activity 4.2.1.

Strategy 4.3  Partner with G-A, G-S, G-WKS, R&D Center, and acquisition sponsors to explore the uses of technology to improve human performance.

4.3.1

Medium


Identify, catalogue and share successful case studies where technology has measurably improved workforce performance. 


PTC
Immediately
Neutral.  Use existing resources.

4.3.2

High
Where possible, rapid prototype potential technologies that could improve workforce performance prior to purchase.


Partnership between Systems and Reserve and Training


Immediately
Low – medium one-time costs.  May be covered by A,C & I under certain circumstances.

STRATEGIC ACTION PLAN, Continued

Strategy 4.4  Collaborate in joint military and DOT projects for instructional technology and EPSS initiatives, where feasible and cost effective.

Activity

Priority
Description
Responsible for Tactical Implementation Plan
Time Frame for Implementation
Resource Considerations

4.4.1

High
Identify and actively pursue joint military and DOT EPSS projects that may be beneficial to the Coast Guard.


G-WT and all other Training Providers
Immediately
Neutral.  Use existing resources.

Strategy 4.5  Find the up-front funds to invest in electronic performance support systems.

4.5.1

High
In coordination with Activity 4.2.1, identify and secure funding (cost-share (w/ DoD or DOT), leverage A,C & I, reallocate existing, joint private sector ventures, etc.)
G-WT, G-SI, G-CPA, Programs


FY00-FY02
Neutral.  Use existing resources.

ACRONYMS and ABBREVIATIONS

A School
Basic rate training

ACE
American Council of Education

A,C&I
Acquisition, Construction and Improvements

ATC
Aviation Training Center

C School
Specialty training (technical or mission-specific)

CBT
Computer based training (also CBI – computer based instruction)

DOD
Department of Defense

DOT
Department of Transportation

EPSS
Electronic Performance Support Systems

ESO
Education Specialist Officer

FEA
Front end analysis

GMT
General military training

HPT
Human performance technology

HR
Human resources

HRMIS
Human Resource Management Information System

IRM
Information resource management

IVT
Interactive Video Teletraining

JIT
Just in time training

JQR
Job qualification requirement

JTA
Job task analysis

LDC
Leadership Development Center

MIS
Management information system

OJT
On the job training

PC
Performance consultant

PM
Program manager

PQS
Personnel qualification standard

PTC
Performance Technology Center

QPC
Quality performance consultant

R&D
Research and development

RTC
Reserve Training Center

S/K/A/A
Skills, knowledge, attitude and ability

TAB
Training allowance billets

TCC
Training Coordination Council

Training
Training, education, and development

TRACEN
Training center

TRATEAM
Area training team

UTO
Unit Training Officer

WPT
Workforce performance and training
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EXECUTIVE SUMMARY, Continued





EDUCATION AND TRAINING PROVIDERS
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Organizational Level Workforce Assessment, and Measurement


Skilled Project and Change Managers





Increased Capability


Programs of Training 


EPSS


Job Aids 


Professional Interactions 


Doctrine Support


Distance Learning





New Capability


Education Links (Academy)


Unit Training Materials 





Unit Training Material Development





























� Closing the Human Performance Gap, Conference Board report 1065-94-RR


� Argyris, C. and Schon, D.  1978.  Organizational Learning:  A Theory of Action Perspective
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Organizational Mission, Strategy and Goals











Desired Workforce Performance



















Lack of:







Consequences, Incentives and Rewards



Data, Information and Feedback



Environmental support, Resources and Tools



Individual Capacity



Attitudes and expectations



Skills and Knowledge







Work, Organizational and Competitive Environment











Actual State of Workforce Performance











Gap







































































































































































Appraisal Systems



Career Development



Coaching



Culture Change



Compensation



Documentation



Environ. Engineering



Health/Wellness



Information Systems



Job Aids



Job/Work Design



Leadership



Organizational Design



Performance Support



Staffing



Supervision



Team building



Training & education



And Others







Evaluation















Implementation and Change Management












