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Introduction

Background

The standardization workforce is diverse and widely disbursed across the DoD and defense agencies. Likewise, the Defense Standardization Program’s (DSP’s) customers are a wide spectrum of organizations and disciplines. There are two primary audiences for training: the workforce that prepares and manages standardization products and services and the customers who use the products and services. In some instances, the same individual may perform in both worlds. Training needs to specifically address the skill and knowledge needs of the audience.
Currently, the DSP delivers standardization training through several standalone Defense Acquisition University (DAU) courses and through training modules integrated into other acquisition-related DAU courses. Feedback from both the standardization workforce and from DSP customers indicates that the current approaches to training are poorly attended and relatively ineffective.

Both the standardization workforce and the customer base face shrinking budgets, heavy workloads, and time constraints that make participating in traditional classroom training courses difficult or impossible. Increasingly, people want to obtain the information they need quickly, easily, and just-in-time. Satisfying this need means packaging the needed information in new and innovative ways by using information-age technology. This document describes training strategies for meeting the information needs of DSP users and customers in the changing work environment. 

Specific Integrated Product Team Tasking

This task is part of the infrastructure improvements assigned to the Infrastructure integrated product team (IPT).

The infrastructure goal is a comprehensive, integrated DSP infrastructure that is sufficiently resourced and integrates the DoD acquisition, operational, sustainment, information technology, and related communities.

Objective V.B:
Training requirements are defined, justified, prioritized, and met.

Action V.B.1:
Develop and implement an adequate training strategy.
Key Steps:
1.
Define training requirements for personnel directly working on standardization (who, what, how).

2.
Define training requirements for customers and users (who, what, how).

3.
Develop training resources.

4.
Provide training as required.

5.
Determine the effectiveness of the training program.
Lead
Air Force



Training Need or Opportunity 

The “transformation” of the DSP from a supply-system-oriented, paper-based system to one that is domain-focused, customer-driven, and digitally oriented is a tremendous opportunity to address some systemic problems with training in general and with standardization training in particular.
Paper-based processes that tended to drive our traditional methods of training (i.e., classroom) dictated a personal and organizational commitment away from the home station, thus they were a disincentive for obtaining such training. Classroom training also requires significant funding that most organizations do not have and which will be more difficult to obtain in the future.

Existing DSP training focuses heavily on the document world and does not take into full account the other attributes of standardization, such as its role in, and contribution to, interoperability and logistics readiness. Including more information about how standardization contributes to overall mission performance would help build a greater understanding of standardization’s value.

A core element in the DSP strategic plan is providing future standardization products and services electronically through an information exchange system (IES) portal. Training for both the standardization workforce and customers must move toward this electronic paradigm. Although classroom-based training is still useful and beneficial, it is not compatible with the “on demand” needs of the digital age workforce. Classroom training is available on the “schoolhouse” schedule rather than the “just-in-time” schedule increasingly demanded by programs and individual student. In using the IES portal, DSP can rethink completely how to package and deliver standardization training.

Relationship with Other IPTs

Each of the IPTs are developing recommendations for implementing the DSP strategic plan. Many of the recommendations involve new or “to-be” standardization tools and processes, such as the weapon system tool and an automated document development and coordination process. The DSP Office (DSPO) should consider the training required for each of the recommendations as implementation progresses, and develop appropriate training strategies and materials. 

Recommendations

Recommendation #1

Identify the critical training requirements and the target training audience for those requirements. Provide meaningful incentives for the target audience to participate in critical training. 

Recommendation #2

Develop standardization training products according to user requirements and make them available primarily through the DSP web portal. Package the portal-based training in small, easy-to-use, task-oriented modules that can be completed quickly. Provide the means for tracking participation and the metrics to measure the effectiveness of training.

Recommendation #3

Introduce the core concepts of standardization to students through the traditional DAU and other classroom training courses. Inform students and customers where and how they can find the DSP portal-based training when it is required. Use appropriate media to inform the acquisition workforce and customers about the availability of web-based training.

Recommendation #4

Consider discontinuing existing standardization classroom training courses.

Concept Overview

Background

Surveys and feedback from the standardization community indicate that customers are unaware of the DSP. Training statistics from DAU show that participation in existing standardization training courses is extremely low and probably declining. This low participation is indicative of a widespread misunderstanding about the DSP, its value, and how to use its products and services effectively. 

We need better methods for communicating the DSP message to the customer community. One method is to include modules about standardization in other courses, such as program manager or acquisition workforce training, offered through the DAU. However, this method is difficult because courses already are too long and adding material is often not possible.

Strategy Overview

Rapidly changing technology is altering how people access and receive the information they need. Computers and web-enabled solutions are increasingly important in distributing information and in delivering just-in-time training. Yet, when such training is readily available, people often avoid using it unless it is required or until they need it to do a task. These characteristics and behaviors should guide the DSP’s approach to training.

The DSP training strategy contains the following key elements:

· Content based on users’ needs

· Web-based training

· Small task-oriented modules

· Indexed and easily searchable training courses

· Performance and training metrics 

· User feedback  

· Incentives and recognition for completing training

· Regular updating of training strategy and materials

· Access to non-DSP training materials and courses

· Advertising and promoting training using various techniques.  

Develop Standardization Training Requirements According to Users’ Needs

Standardization training requirements for customers and personnel working standardization directly will be based on their needs. Customers’ needs will be determined through surveys, interviews, feedback, and analysis of standardization tools, products, services, policies, and procedures.

Identify the target audience for standardization training. Develop an inventory (list) of skills and knowledge that are required for the tasks performed by the target audience. Determine the importance and priority of each discrete skill and knowledge set. Determine the optimum means of training for each requirement. Select the order for developing web-based training according to importance and priority of the subject matter. Provide training through self-paced modules via the portal. 

The IPT is not making any recommendation for creating DSP mandatory training courses. If the DSP mandates training courses in the future, then additional requirements are necessary. For mandatory training, the DSP must be able to identify the individual who needs training and assure that the individual receives and completes the training satisfactorily. Mandatory training should have some form of certification and documentation of completion. The DSP must determine the most effective delivery mechanisms for any training requirements designated as mandatory. If traditional classroom approaches are required, such as to permit hands-on practice with tools, then the DSP should investigate delivering other sources of classroom training through the DAU. Mandatory training delivered through the portal must include the means of absolutely identifying the student, testing and measuring performance, and recognizing completing the course successfully. 

The portal is an ideal vehicle for delivering training. Users can access the training when it suits them. They can start the training and complete it on their own terms. Web-based training enables students to acquire the offered skills and knowledge just in time to satisfy their personal needs. Providing some form of recognition when students have completed the training might be an added incentive for students to consider or complete the training.

New standardization training courses probably will be required for addressing the DSP’s new directions, tools, and requirements. To the degree possible, develop all new standardization training in a virtual format and offer the training through the DSP portal. Use the following strategy for developing new standardization training.

· Establish mechanisms for identifying needs and opportunities for new training.

· Establish criteria to help evaluate training issues and opportunities, and to select new training projects to develop. 

· Periodically (annually) evaluate (similar to the proposed annual ASSIST enhancement review cycle) the training program.

· Identify and select the courses with of the highest priority from among those considered for development.

· Define the design criteria, audience, and training objectives for the course when offered in the virtual environment.

· Initiate a project, using professional virtual training course developers, to develop the training courses. 

· Establish a small user panel to work with the developer and to evaluate the product before placing it on the web.

· Test the product against the design criteria and requirements.

· Improve the course, if required, on the basis of the test results.

· Post the training course on the DSP home page or the portal.

· Notify the target audience when the training is available in virtual form and provide an incentive to encourage them to participate.

· Monitor hits on the website and use of the course.

· Contact users who participate in the online training to solicit their feedback.

· Improve the product on the basis of the feedback.

Candidates for new standardization training include

· new standardization engineering courses, and 

· a standardization module for existing engineering and acquisition management courses.

Transition to a Web-Based Training Approach Using the DSP Portal
Developing web-based training requires unique approaches and specialized skills. Base the development of the course on the lessons learned from other online course offerings. The IPT recommends validating the web-based training approach by converting a course to web and testing it. Use the following strategy to convert an existing training course to an online offering:

· Identify and select the most attended, useful, valued course from among those considered for conversion.

· Define the design criteria, audience, and training objectives for the selected course when offered in the virtual environment.

· Initiate a project, using professional developers of virtual training courses, to convert the selected training course. 

· Incorporate more standardization examples and anecdotes into existing courses.

· Establish a small user panel to work with the developer and to evaluate the product before placing it on the web.

· Test the product against the design criteria and requirements.

· Improve the course according to test results.

· Post the training course on the DSP home page or the portal.

· Notify the target audience that the training is available in virtual form and provide an incentive for them to participate.

· Monitor hits on the website and use of the course.

· Contact users who participate in the online training to solicit their feedback.

· Improve the product as required according to the feedback.

· Use the lessons learned from the test project to convert additional courses to virtual format.

Create Small Task-Oriented Modules 
for DSP Training
When designing new training materials or converting existing training courses to a web-based format, the DSP should consider dividing the training into small modules that take an hour or less to complete. The smaller modules help make the training relevant to specific tasks, and provide a “just-in-time” aspect to the products. Users will not need to reserve large blocks of time to complete the training nor will they have to wade through material that isn’t relevant to their needs.

Create Indexed and Easily Searchable Training Materials

The DSP training materials that reside on the web portal should be indexed and searchable  so users can locate specific topics among the suite of courses available or in a specific training module. Ideally, DSP training courses should be structured so users can obtain answers to their questions or problems quickly.

Establish Performance and Training Metrics for Identifying Potential Training Opportunities and for Monitoring and Measuring Training Results

Monitoring performance to identify training needs requires identifying key performance criteria and systematically evaluating how often and how well people satisfy the criteria. For example, if a standardization document must comply with a specific format, one can monitor completed documents to determine how well the format requirements are satisfied. This might require reviewing completed documents for compliance with the formatting rules and recording the types and frequency of errors. Statistical analysis of the collected data will reveal where errors occur and where training could help users improve their performance. In general, reserve this type of analysis for training that is mandatory.

Training exists to achieve results. Determine the results of training by monitoring and measuring important events and outcomes. The strategy for monitoring and measuring training include

· developing an automated tracking system, within privacy constraints, for monitoring training course use on the portal, such as

· hits on the training module,

· hits on individual training courses,

· downloads,

· course completion (if a test is required), and 

· user identification (if possible); and 

· developing a measurement system for determining the beneficial results from training, such as 

· reductions in errors;

· increases in compliance, quantity, or quality of outcomes;

· increases in use of tools, products, or services; and 

· increases in test scores (if testing is involved).

Provide for User Feedback 
about Standardization Training

Use voluntary feedback to help identify users’ training needs. Collecting voluntary feedback is relatively easy and non-intrusive. The DSP can collect feedback by

· having a feedback website associated with the training provided in the portal; 

· soliciting feedback about training needs during classroom courses, conferences, meetings, and other face-to-face forums; and 

· collecting data about training needs from surveys, e-mail, letters, phone calls, and other media sources provided by customers or the standardization workforce.

Provide Incentives and Recognition 
for Completing DSP Training
The DSP should seek to provide incentives for taking DSP training courses. Such incentives may include the following. 

· Providing educational credits, where possible, that may be applied toward meeting the training requirements for the Defense acquisition workforce or other professional educational and career requirements

· Recognizing training accomplishments by offering certificates, publicity in DSP publications, and rewards or awards for training achievements both personally and organizationally. 

· Recognizing DSP training as a factor when considering employees for promotions.

Provide Regular Updates to DSP Training Strategy and Courses

Currently, DAU offers several existing DSP standardization courses, including the following: 

· PQM103:  Defense Specification Management

· PQM104:  Specification Selection and Application

· PQM202:  Commercial and Nondevelopmental Item Acquisition

· PQM203:  Preparation of Commercial Item Descriptions

· PQM212:  Market Research

The DSP also offers a CD-ROM-based training course: SD-17 Making Standardization Decisions

DSPO should determine appropriate existing training before developing new training. Feedback from DAU and customers indicates that the existing training courses are poorly attended and possibly of limited value. DSPO should determine whether to continue offering the existing courses as currently packaged or whether to improve, delete, change the method of delivery, or otherwise improve some aspect of the existing courses. Use the following strategy to address existing training:

· Identify all existing training courses.

· Collect data from DAU, past students, the DSP workforce, and customers, about the attendance, value, and issues related to the training courses.

· Define criteria for evaluating training courses and deciding on courses of action.

· On the basis of criteria and feedback, determine if continuing to offer the existing course in its current form is appropriate.

· Decide whether or not to continue the training course in current form or to change, improve, or offer the training in another form.

· Initiate projects, using traditional methods, for improving training courses retained for classroom training.

· For existing training courses that are candidates for conversion to online availability through the portal, select one course and test converting the course. 

After revising the existing training strategy and courses, the DSP should review the training courses and overall strategy regularly to ensure that the training is meeting the needs of users.

Provide Access to Non-DSP Training Courses and Materials

A number of standardization training courses are available outside the DSP. For example, the American National Standards Institute (ANSI) offers a number of standardization training courses, such as the following:

· Course 209:  Participate Effectively!  Corporate Strategies for Success in Standards

· Course 211:  Leadership Training: Managing Standards Activities Effectively

· Course 301:  For the Good of the People: Government Participation in Voluntary Consensus Standards.

These courses may be valuable for the DoD standardization community. Consider including these training courses in the training offered through the DSP portal, or provide references to the training courses and links to the organizations offering the training. 

Use the following strategy for addressing non-DSP standardization training:

· Establish mechanisms for identifying standardization-related training materials developed outside the DSP.

· Establish criteria to help evaluate non-DSP training materials and to select those to offer through the portal.

· Include non-DSP training materials in the periodic (annual) evaluation of the training program.

· Identify and select the highest priority non-DSP training materials or courses from among those considered for adoption.

· Determine what effort is required for converting, adapting, linking, or including the non-DSP course in the portal.

· Communicate with the training course “owner” to discuss or negotiate arrangements for adopting the course for the portal.

· Define the audience and training objectives for the course when offering it in the virtual environment.

· Initiate a project for including the selected training courses. 

· Establish a small user panel for evaluating the product before placing it on the web.

· Post or link to the training course on the DSP home page or the portal.

· Notify the target audience that the training is available in virtual form and encourage them to participate.

· Monitor hits and use of the course.

· Contact users who participate in the online training to solicit their feedback.

Advertise and Promote DSP Training Courses

Several approaches are available for promoting the availability and use of the standardization training courses offered through the web portal. Among the approaches are

· including short discussions that refer to portal standardization training in any classroom training offered to potential customers (e.g., program managers);

· including references to the DSP portal and available training in DSP media;

· sending notices by mail or e-mail to the DSP and customers announcing the availability of web-based training; and 

· when feasible, incorporate training with conferences and seminars.

Additional Considerations 

DSP Policy Requirements or Changes

The training recommendations in this deliverable do not require changing DSP policy. However, DSP training is a means of promulgating and implementing DSP policy. Both existing and future training courses should reflect the DSP policy that exists and policy changes that result from other deliverables or implementation of the DSP strategic plan. 

DSP Infrastructure Requirements or Changes

The training recommendations in this deliverable do not require changes to current DSP infrastructure. However, the infrastructure changes proposed in other deliverables may require additional training. Both existing and future training courses should reflect changes in the infrastructure and the associated changes to roles, relationships, processes, and practices.

DSP Information System Requirements 
or Changes

The training recommendations in this deliverable depend on implementing recommendations contained in the IES portal deliverable. Portal capabilities will determine what features, capabilities, and formats will be possible in the online training modules.

DSP Resource Requirements

Standardization-related resources and funding, in general, are extremely limited. Training resources and funds likewise will be scarce. Resources for training should be directed carefully toward the highest priority courses with the greatest return on investment. Potential sources of training resources include

· DSPO—continue to provide existing resources dedicated to training, 

· domain boards, customer functional boards, enterprise forums—support training courses they propose or request,

· DAU—continue to offer and support DSP classroom training, and 

· non-DSP training course owners—work with the DSP to make their courses available through the portal.

The training recommendations in this deliverable will require additional resources. Resource requirements for implementing the recommendations will include revising or converting existing standardization course materials, developing new online training courses, and implementing the online training capability. The actual costs will depend on the architecture and capabilities of the portal, the findings and decisions resulting from assessing training needs and the value of existing training courses, emerging new training requirements, and other factors.

Estimating the resource requirements will require doing specific tasks proposed in this strategy. Initial requirements should account for and reflect the current DSP training resources as a baseline. Identify, justify, add, and request additional training resource requirements through the annual budgeting recommended in the deliverable for mission-driven funding.

Training Roles and Responsibilities

A number of people must help implement this strategy. The following table shows key participants and their roles and responsibilities.

Person/Position
Roles and Responsibilities

DSPO Training Coordinator/POC
· Serve as the DSP’s primary POC for training.

· Monitor the overall use of DSP standardization training.

· Improve and develop training courses.

· Champion, market, and promote training.

DepSOs
· Identify training needs and opportunities.

· Provide feedback to DSPO about training.

· Champion new training requirements.

Training Course Evaluators
· Evaluate new or revised training courses.

· Suggest ways of improving course from a user’s perspective.

Training Course Developers
· Develop courses in accordance with DSP requirements.

· Use best practices in developing online training courses.

Training Course Participants
· Provide feedback to DSPO about training courses and the training experience.

Training Course Sponsor or Advocate
· Identify training needs.

· Define course requirements.

Training Course Administrators
· Ensure that appropriate people get training.

· Maintain records of people who have received training.

Non-DSP Training Course Owners
· Negotiate with the DSP for the optimum approaches to making their training courses available to the broader standardization community.

· Maintain the currency and validity of their course content.

DAU Managers and Trainers
· Present DSP training courses in effectively, correctly, and conveniently. 
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