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1. Introduction

The training approach and structure contained in the BMMP Education & Training (E&T) High-Level Plan provide the DoD with an initial “roadmap” for the education and training portion of the architecture.  In brief, the E&T High-Level Plan outlines BMMP training needs, describes solutions to those needs, and proposes an approach for building those solutions.  The E&T High-Level Plan in this document is particularly designed to address the people aspects of BMMP – how to make people familiar, comfortable, and effective in using or following the policies, processes, and systems encompassed in BMMP’s scope.

1.1 Purpose

This document outlines an education and training high-level plan that will enable planning and budgeting for future training requirements for the period of FY2003 through FY2008.  This plan contains overall training goals; design principles and high-level training templates for different categories of training; and a schedule to assist Domain Owners and Lead Agents in planning for training.  It provides a preliminary training work plan for Domain Owners and Lead Agents with key milestones for the completion and delivery of the training components.  Course design itself is outside the scope of BMMP.
The E&T High-Level Plan presents recommendations for new organizations within the overall governance structure of BMMP to support BMMP education and training.  The plan also proposes an approach to foster DoD mechanisms working together on the complete training life cycle: planning, design, development, delivery, monitoring, assessment, and maintenance of BMMP training.

Education and training are key components in the DoD’s transition from the current, “As Is” state to the future, “To Be” state.  The E&T High-Level Plan details the most appropriate education and training mechanisms for integrating the user community with the “To Be” environment of BEA.  However, other activities to prepare the organization are essential, such as:  change management activities to prepare and support staff for what is likely for many to be a substantial amount of change; ongoing communication to all stakeholders as the project continues; and the development of policies and procedures to support changes to current business practices.  

Scope

This document places the education and training needs of the BMMP project and the recommended training approaches within the larger project context to demonstrate the fit of the plan with the mission of BMMP and to show alignment with the enterprise architecture and proposed governance. This plan does not provide a detailed training plan for BMMP training.  That level of detail will be provided in later documents at the domain level and the transition segment level.

The BMMP E&T High-Level Plan reflects the state of the architecture and other transition plan elements developed to date.  In particular, the Plan is currently based on the transition packages and segments, as defined in the 7 February 2003 draft of the BMMP Packaged and Segmented Capabilities and Requirements document, refined for workshops on 27 February 2003, at the level of detail determined to that point.

The E&T High-Level Plan is primarily designed for the transition from the "As Is" to the "To Be" state; it is not specifically focused on ongoing training needs, but it does address BMMP training activities through 2008.  The plan also addresses the transition of training from implementing programs to those DoD training organizations responsible for ongoing training.

1.2 Methodology

The BMMP E&T High-Level Plan was developed as part of a coordinated effort within the Transition Planning Team and incorporated input from other BEA project teams.

The Change Management and Communications (CMC) team's organizational assessment activities provide a key source of input. The CMC team gathered high-level data focused on the impact of the architecture from a role and activity perspective. The data that the CMC team gathered from the architecture teams identified qualitative data in terms of the challenge of implementation, the significance of change, enablers to change, and potential training needs as a result of the changes. This assessment effort will continue beyond the delivery date for the BMMP E&T High-Level Plan and is likely to assume a broader scope on assessing the DoD's readiness and impact of change.  

Another key source of input is the definition of packages and segments, a process that is continuing to evolve.  This version of the E&T High-Level Plan is based on a snapshot of the architecture and the data available as of 26 February 2003.  The E&T High-Level Plan should be refined as additional information becomes available. 

In addition, information was obtained from or about the following groups and efforts:

· Defense Acquisition University (DAU) 

· Advanced Distributed Learning initiative (ADL)

· Chancellor for Education and Professional Development

· Defense Leadership and Management Programs

· Defense Science Board Task Force on Training Superiority and Training Surprise

· Office of Personnel Management (OPM) Human Resource Development (HRD) Training and Management Program

· OPM Retraining Resources

· Government Online Learning Center

· Federal Executive Institute (FEI)

1.3 Outline

The BMMP E&T High-Level Plan is comprised of five parts and accompanying appendix:

1. Education & Training Requirements and Approach – Defines overall BMMP training needs (grouped into four categories) and describes the general approach for meeting those needs (Section 2).

2. Training Guidelines and Recommendations – Presents training guidelines and recommendations, built around high-level training templates, with an initial contextual overview of the training rollout (Section 3).

3. BMMP Training Organizational Structure and Development Process – Provides information for the Government to determine what additional organizations need to be created to meet BMMP training needs and proposes an approach for integrating these new organizations with existing DoD resources (Section 4).

4. Education & Training Roles and Responsibilities – Defines roles and responsibilities necessary to carry out the plan (Section 5).

5. Education & Training Development Schedule – Provides recommendations for scheduling training development and implementation, relative to the program-wide implementation schedule and the implementation of a segment (Section 6).

6. Appendix A – Provides two views of the relationship between transition segments and people in given roles.  The first view indicates the roles that will be affected by the transition segments within a domain.  The second view indicates the transition segments that will affect people in a given role.

BMMP Education and Training Goals 

The overall goal of BMMP education and training is to provide broad-based training and knowledge transfer to the BMMP audience.  This effort is supported by the goals to provide education and training that:

· Gives end users the knowledge, skills, and competencies they need to be effective 

· Gives end users an understanding of where they fit in an “end-to-end” enterprise view of BEA business processes

· Supports DoD personnel in the transition from the “As Is” to the “To Be” state and helps overcome a natural resistance to change

· Offers resources available anytime, anywhere, that provide common knowledge, commonly accessible, thereby deploying the broadest knowledge available to the widest audience across the enterprise

1.4 Education and Training Design Principles and Assumptions

The following design principles influence the overall training approach found in this plan.  

· The BMMP E&T High-Level Plan is based on leading training practices from DoD and industry sources.

· The training will follow a blended approach:  Primary audiences will spend some time in the classroom during their training and most will take a portion of their training via technology-based, distributed learning.

· Education and training activities will be implemented in coordination with BMMP Change Management and Communications activities.

· Education and training will assist with the goal of achieving Quick Wins for BMMP.

· Training execution will be done in conjunction with each segment's Implementation Plan.

· The implementation of training will be decentralized.  Domain Owners and Lead Agents will have discretion in determining specifically what blend of training will be developed and delivered, based on BMMP guidelines and recommendations.  Multiple organizations will be involved in planning, designing, developing, and delivering training.  

· End users encompass staff at the leadership, management and operational levels. 

· End user staff will receive training on a specific segment within the 12-week period prior to the implementation of that segment, whenever possible.

· In end user training, users will be given a conceptual framework (“the big picture” – an end-to-end enterprise view of business processes) in which to place more specific, detailed information.

· This plan extends beyond training strictly related to the implementers and end users of segment processes and systems.  Many DoD staff affected by BMMP will require education to prepare them for profoundly changed roles and responsibilities.  Education in this sense refers to the education of DoD staff to equip them for those new roles and responsibilities, and the requirement to follow new paradigms and apply new concepts to do their work. Education also distinguishes this effort from the shorter-term effort focused on the implementation of specific segments.  Given the scope of this education, and to allow time for staff to absorb and integrate the new paradigms and concepts, education sessions will be given over an extended period.

· Funding will be available to implement the recommended training approach and to support the infrastructure for the synchronized Change Management, Communications, and Training approaches. 

· A DoD Training Advisory Council will be established, similar to the Joint Training Directorate, to provide oversight of BMMP/DoD training activities. Membership roles and responsibilities for this council will be collaboratively developed between BMMP PMO and OUSD(P&R).

· A BMMP Training Office will support BMMP training activities.

· Domain Owners and Lead Agents will be responsible for managing the development and execution of training within their respective domains.  Lead Agents, with additional guidance from Domain Owners, will work with the PMO to secure resources to plan, design, develop, and deliver training for their transition segments and packages.

· Training effectiveness will be measured and reported to Domain Owners and BMSI.

· Existing DoD education and training bodies, such as the Defense Acquisition University (DAU), will be leveraged in the BMMP training effort.

· Existing DoD training resources will be utilized to leverage capability and minimize infrastructure support costs.

· Existing DoD skill development mechanisms (courses and schools) will provide modified individual skill set training as needed.

· BMMP training materials will need to be updated regularly:  as new segments are implemented, many are likely to impact business processes implemented in previous segments.

· BMMP training material will be developed with the intention for that material (and the BEA knowledge, skills, and competencies it encompasses) to become integrated long-term into DoD professional and career development programs.

· Training will involve formal assessment of the users.  Certification, however, will not be required for role-based training and transition package and segment training, except where certifications currently exist.

1.5 The Role of Education and Training in the Transition Plan

Each of the Transition Plan work products makes a valuable contribution to the overall Transition Plan.  Figure 1 lists Transition Plan work products:
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Figure 1 Transition Plan Work Products

The E&T High-Level Plan is primarily impacted by three Transition Plan work products:  the BMMP Packaged and Segmented Capabilities and Requirements document, the Capability Maturity Profile (AV-3), and the Transition Planning High-Level Organizational Readiness and Impact Analysis.  

1.5.1 BMMP Packaged and Segmented Capabilities and Requirements

The BMMP Transition Plan uses segments as the modular building blocks of transition and uses packages and Enterprise Capability Groups to coordinate the management and integration of these segments.  Each segment represents a release of people, process and technology capabilities that together implement a piece of the architecture to achieve BMMP objectives.  Segments are executed as projects or programs during the transition.  Each package is a collection of closely related segments that both achieve a set of capabilities and can be managed as a set.  An Enterprise Capability Group is a set of integrated functionality that requires integration of segments across packages.  Enterprise Capability Groups represent end-to-end processes (or sets of processes).  Note that while a segment may belong to only one package, it may belong to more than one Enterprise Capability Group, as illustrated in the following figure:

[image: image3.wmf] 

Segment

1

Segment

2

Segment

3

Segment

4

Segment

5

Segment

6

Segment

7

Segment

8

Segment

1

Segment

1

Segment

2

Segment

3

Segment

4

Segment

5

Segment

6

Segment

7

Segment

8

Package 1

Package 2

Package 3

Enterprise Capability 

Group 1

Enterprise Capability 

Group 2

Enterprise Capability 

Group 1

Enterprise Capability 

Group 2

Figure 2 Relationships of Groups, Segments, and Packages
Education and training activities will mainly occur in relation to the implementation of specific segments.  Many key dates for education and training activities will be set by working backward from the implementation date for a segment.  The dates of these education and training activities and many other Transition Plan activities will be set with the goal of preparing DoD staff for segment implementation.  In addition, each segment has a type that identifies the nature of the change involved, and to some extent, the scope of that change.  Segment types in relation to education and training are described in more detail in Section 2.

1.5.2 Capability Maturity Profile (CMP)

The Capability Maturity Profile (CMP) is organized to support the business focus of DoD within the context of the BEA.  It describes the maturation of BEA-related business processes, systems, and management support functions.  The CMP provides a framework within which DoD can set targets, measure current and proposed solutions, and align associated plans, training materials, and appraisal materials.  
Financial management capability targets, as outgrowths of capability areas, articulate the highest-level of BMMP/BEA functional and nonfunctional requirements.  Functional capability targets are defined as clear and specific functionality that either a person or a system obtains by interacting with a given system to achieve an expected outcome.  Nonfunctional capability targets are mainly provided by guidance, policy, regulations, and standards that govern the overall system definition, design, construction, deployment, and maintenance.  This concept is key to the derivation of capability maturity levels in the Capability Maturity Profile.  It assigns maturity levels that describe process maturity based on a comparative assessment to a known standard.  Maturity levels describe process maturity that ranges from unrepeatable to a mature, well-managed process.  Seventeen core capability areas have been identified in the CMP along with maturity targets for each capability area.

1.5.3 Transition Planning High-Level Organizational Readiness and Impact Analysis

The Transition Planning High-Level Organizational Readiness and Impact Analysis document contains information about the anticipated impact of the implementation of the BEA and captures qualitative data not reflected in the business, technology, and system views of the architecture.  While the contents of the document trace directly back to the architecture, the information captured is beyond that contained in the functional and technical components of the Command, Control, Communications, Computers, Intelligence, Surveillance, and Reconnaissance (C4ISR) products.  

From a readiness to change perspective, information about cultural, organizational, policy, and other non-architectural implications is mapped to each of the activities at the A1 level of the OV-5 Activity Model.  The organizational impact analysis was based on role information in the OV-2 Operational Node Connectivity Description.  For each of the roles identified in this view, change implications were captured.

The capture of this information is important.  The business, technical, and people implications of the BEA need to be planned for.  Many large, important enterprise programs fail because these less obvious implementation impacts have not been proactively identified and addressed.  

Assessing change readiness identifies enablers and barriers to change and utilizes Government subject matter expertise and industry leading practices to discover options for overcoming resistance to change.  Assessing the impact of the proposed changes on the organization is essential to understanding where the proposed changes impact the BMMP Transition Plan.  The proposed Enterprise Architecture will have large and small implications for organizations at all levels.  These organizations will obviously need to plan for educating, training, and retraining staff for activities streamlined by BEA.    

The Transition Planning team will incorporate general implications from the High-Level Organizational Readiness and Impact Analysis in developing the strategy and guidance contained in the BMMP Transition Plan.  In particular, the development of the BMMP E&T High-Level Plan relies on the role implications captured in the contents of this document.

2. Education & Training Requirements and Approach

The purpose of this section of the E&T High-Level Plan is to define overall BMMP training needs (grouped into four categories), describe the general approach for meeting those needs, and outline the resulting requirements (the capabilities the Government must have in place).

2.1 Overview of BMMP Training Needs

The BEA will require a fundamental change to the performance of business and financial management in DoD; it will require staff to perform functions in the future very differently than today.  Everyone affected by the BEA will require some level of education and training on these fundamentally different ways of doing work, as well as requiring specific compliance training.

BMMP training needs are grouped into the following four categories:

· Implementer Training:  This is training that is required for transition segment project members, and those assisting the project, to support the implementation of that segment.  This training covers a range of typical topics such as the architecture itself, BEA compliance, tester and system configuration training, and potentially, training on writing policies, procedures, and test plans.

· Group Education:  These programs involve both compliance training and education to teach staff fundamentally new ways of doing business management.  This education often involves new concepts and changes to how people think about the work they do.  Group education will typically occur before end user training for a transition segment.    

· Individual Skill Set Training:  This training is based on the need for individuals to increase their skill sets in one or more areas as a prerequisite to end user training for a segment.  This training is skill-specific and intended to provide the foundational skills that will subsequently be required to perform individual tasks under BMMP.  This skill set training will be incorporated in career development programs for all the roles involved long-term in the BMMP.

· End User Training for a Segment:  This training provides end users the business process, task-oriented training they need prior to the implementation of a transition segment.  This training provides end users with the information and practice they need to perform specific job tasks.  End users in this context encompass staff at the leadership, management and operational levels.  

The assessment done for the Transition Planning High-Level Organizational Readiness and Impact Analysis document provided an initial estimate of the level of training needed by each of the roles impacted by the BEA.  Seven Points of Contact on the Transition Planning Team worked with their respective Process Action Teams (PATs) to respond to the data request for the assessment. The data collected in the assessment was not sufficient to draw detailed conclusions, at the Domain level, that are statistically valid.  The data does support the general conclusion that a majority of DoD personnel affected by BMMP will require training or retraining.    

Data regarding the general extent of training anticipated for BMMP is also too incomplete to draw any statistically accurate conclusions.  Within a few domains, at least, some roles will be affected by multiple segments and will require training on all those segments.
2.2 General BMMP Training Approach

Two of the key design principles for BMMP education and training are that the approach is based on leading training practices and that training will follow a blended approach whereby all primary audiences will have some classroom time that gives them face-to-face contact with a trainer, along with receiving training via technology-based, distributed learning. 
The DoD’s Advanced Distributed Learning (ADL) initiative is a significant organization currently establishing leading training practices.  As described on the ADL Web site: 

“The ADL Initiative is the Department of Defense's principal vehicle for developing a broad range of plans and programs that use advanced communications and learning technologies to transform how we will educate, train and provide performance support to the U.S. Military Services… The purpose of the ADL Initiative is to ensure access to high-quality education and training materials that can be tailored to individual learner needs and made available whenever and wherever they are required.” 

The ADL initiative is also supportive of the goals of the Total Force Advanced Distributed Learning Action Team (TFADLAT), which (as described on the ADL Web site) “advises and assists the Secretary of Defense, Joint Staff, Services and Defense Agencies on all aspects of distributed learning with the goal of ensuring that Department of Defense (DoD) personnel have access to cost-effective, high quality education and training, tailored to needs, whenever and wherever required.”
The BMMP training approach draws on the direction set by ADL and TFADLAT.  The BMMP approach is similar to the approach described in the Defense Integrated Military Human Resources System (DIMHRS) Training Strategy document:  

“DIMHRS (Pers/Pay) training will adhere to the DoD Advanced Distributed Learning (ADL) Initiative and incorporate the Sharable Content Object Reference Model (SCORM).  SCORM-conforming, Internet-Based Instruction (IBI) will be the primary training delivery method and will be used to the maximum extent permitted by technology and Service regulations.  IBI is delivered on-line and engages the student in interactive, asynchronous, nonlinear learning.  Course material is located on a remote server.  If “last-mile” bandwidth limitations at a specific location prevent interactive learning, course material may be downloaded and viewed off-line.  To facilitate IBI, Instructor Led Training (ILT) may be provided.”

BMMP training will follow an approach that blends training delivered through distributed learning technology with instructor-led classroom training, for most BMMP audiences.  This approach allows Domain Owners and Lead Agents the latitude to tailor the blend for each segment, to meet specific needs.  

Because BEA will require a fundamental change to the way that a majority of business management jobs are done, significant resistance is anticipated, as documented in the BEA Stakeholder Management Plan.  Instructor-led training will provide a comfort factor needed by many users and will also increase the likelihood that users will accept the benefits of BEA.  Based on past experience with DoD audiences, other training mechanisms do not gain the buy-in from the audience that face-to-face training can bring.  This lesson learned from past experience (by members of the Transition Planning team, among others) is a key reason why the E&T High-Level Plan recommends a blended approach.  Instructor-led training sessions also give end users an opportunity to air their concerns, ask specific questions, and get direct answers to those questions.  

Given the size of the audience that will require BMMP training, the degree of change involved, and the benefits of providing training close to actual implementation, a blended approach makes the most financial and practical sense.  The use of technology-based, distributed learning in the blend enables training to be delivered to a dispersed, large audience within a reasonable time frame, at a reasonable cost.  At the same time, instructor-led training provides a level of human contact that helps support the end user through a period of change.  IT industry research has indicated that large business transformation projects are more likely to fail because of insufficient attention to the people side of the project than because of technical difficulties or poorly designed processes.  In other words, if staff does not buy in to the changes that a project requires, their resistance can impede the successful implementation of the project.  

All staff affected by the BEA will be supported by a number of features accessible to everyone, such as a Web portal to provide a single source for the latest documentation, policy, and procedures.  The Web portal will also provide access to sites that support different Communities of Practice.  (A general definition of Communities of Practice, based on a definition from the DoD Acquisition Knowledge Management Rapid Improvement Team, is:  “Groups of defense professionals both across departments and within the Services and Defense Agencies that have a common need and desire to share and grow knowledge to enable better, faster and more cost-effective decision making and performance.”)
The general training approach described above is consistent with a number of other initiatives within the DoD, listed below:

· The Joint Training Transformation Investment Strategy Fund leverages “networking technology and functionality to build a joint training capability across DoD.”

· The Force Vector – Education and Training (E&T) Information Technology Management System consolidates performance qualifications, training, and data collection and “integrates current United States Air Force (AF) E&T programs into one efficient system for developing, tracking, managing and training for all AF personnel anytime and anywhere.  The goal is a comprehensive ‘total force’ training system that will fully exploit technology and can be applied across DoD.”
· The AF Portal is representative of a DoD movement toward portals in general as central, easily accessible sources of information.

· Training Transformation (T2) has a goal to develop a network-centric capability that provides accurate and timely training and mission rehearsal to support specific operational needs.  T2 will provide education and training resources to individuals and teams through a new global digital knowledge environment that provides:  on-line instruction, embedded training, job performance support systems, simulation and intelligent tutoring systems.
In order for the blended approach described in this High-Level Plan to be most effective, staff also need to be prepared in advance by Change Management, and supported by an ongoing Communications approach, to realize the maximum benefits of the education and training they will receive.  This preparation will likely involve frequent communication and demonstration of executive support.  

The scenario below illustrates how the recommended general training approach would look through the experience of one BMMP end user.  This scenario also illustrates the ideal level of coordination between the Education and Training, Change Management, and Communications efforts.

BMMP Education & Training Scenario 1 (User perspective):  

Name:  Fran (a DoD employee for 12 years)

Role:  Cash Application Analyst (GS-11)
Organization (Domain Owner):  USD (Comptroller)/CFO

1. Fran, like many DoD employees affected by BEA/BMMP, first hears about the general changes BMMP will bring through communications broadcast DoD-wide in the second half of FY03.  Several newspaper articles (carried by the wire services) appear that describe the goals of the program and the benefits it will bring to the Department and to U.S. taxpayers.  Fran also sees two videos about the program, and reads that the Under Secretary of Defense, Comptroller, appeared on a Sunday morning talk show to tell the public about BMMP.  She also takes the brief BEA/BMMP 101 course developed by Change Management.  All this communication helps Fran begin to answer the questions “What is BMMP?” and “Where is BMMP taking DoD?”  Fran might be exposed to this communication more than 12 months before any other activities begin that specifically target her unit (that is, this communication could happen a year or more before the detailed involvement described below from Step 2 onward).  

2. Fran’s first detailed involvement with BMMP begins with her participation in a number of Change Management and Communications sessions conducted by Domain Owner and Lead Agent staff, such as an All Hands Meeting for everyone in her unit.  After the first session, Fran takes an assessment that helps the Domain Owner and Lead Agent gauge what she already knows about BMMP and how receptive she is to the changes it is going to bring.  The Change Management and Communications sessions provide Fran and other DoD staff with a number of opportunities to learn about the affect that BMMP is expected to have on their work area and to ask questions and get feedback on the changes they will face.  After a second session, Fran is asked by Maria, her unit manager, to participate in a focus group session that provides the Domain Owner and the Lead Agent with further information about her unit’s readiness for BMMP.

The Change Management and Communications sessions are designed to address typical questions such as:  

· Are my performance expectations changing?  

· How will I be trained?  

· How will I be supported?  

· How will my work be measured after BEA segments begin to be implemented?  

· What are my incentives to perform, after BEA segments begin to be implemented?  

· What will happen to me if I don’t perform well?  

These sessions provide an opportunity for DoD senior staff to demonstrate their support and enthusiasm for BMMP and the BEA.  These sessions will begin at least 6-9 months before the first transition segment will be implemented.  In these sessions, staff in all roles will be directed to check with their Training Coordinator for guidance on the Web-based assessments they need to take to assess the skills that are a prerequisite for BMMP.

3. The next phase of BMMP training involves group education for everyone in Fran’s unit to prepare them for the new method of receivable liquidation that will begin with the first transition segment to be implemented.  This group education is designed around sessions offered every Tuesday or Thursday afternoon from 2-4 (each session is given twice to provide some flexibility in scheduling).  Some sessions involve distance learning in which a subject-matter expert (SME) from the OUSD/Comptroller’s office talks the class through receivable liquidation under BMMP.  At the end of almost every session, the class is given homework assignments that involve practice in applying the concepts learned to a few case studies.  One of the sessions is focused on Compliance requirements that Fran’s unit will need to meet.  Fran is interested to hear her trainer for these group education sessions describe her “trainer support group,” which has a teleconference once a week to talk about the questions that come up during the sessions and to share success stories.  (The “trainer support group” could also be a useful vehicle for providing information back to the Domain Owner and Lead Agent about resistance to change.)

4. For BMMP, Fran’s role will require her to use Excel on a regular basis, which she had not previously done, and in particular will require some advanced knowledge of Excel functions.  (Besides a technology skills gap, some individuals in this or other roles could have other types of individual skills gaps that would need to be addressed prior to group education or before specific transition segment training.)  Fran signs up through her agency’s learning management system (LMS) to take a Web-based Excel skills assessment.  Based on the results of her assessment, Fran is assigned specific modules from an Advanced Excel skills course.  After she completes the modules, she takes a post-test that indicates her competency. 

5. While Fran is taking the Excel training, she is also continuing to learn about the BEA and BMMP through monthly All Hands Meetings, an electronic BMMP newsletter, and occasional Command Information programs run by the Public Affairs Officer for her unit.  Some of the All Hands Meetings feature short videos of top brass talking about BMMP.  Fran is also exposed to information about BMMP through videos that run on the television sets in the lobby of her building.

6. Fran also learns about changes associated with BMMP in a number of informal ways.  Joanne from Fran’s unit participates in the Accounts Receivable Transition Package Planning and Implementation Team.  After the team meeting every other week, she shares the latest discussion with Fran and their cohorts.  Fran’s Training Coordinator also comes by her unit every month to check on individual skills training, and offer encouragement.  The Training Coordinators want everyone with an identified skills gap to complete the necessary training before the next phase of BMMP training begins.

7. Within 4-6 weeks of the segment implementation date, Fran takes a five-day class on the system and on the business process that she will use for receivable liquidation.  During this class, Fran learns how to use the built-in performance support system (for help with both business and system tasks) and how to use the BMMP Web portal to locate the most current version of the policies and procedures she is to follow.

8. Following the implementation of the new system, Fran attends two follow-up sessions offered by one of the trainers every Friday morning for the first six weeks after implementation.  Fran also uses the performance support system and the BMMP Web portal on a regular basis during her first few weeks.  One of the features of the portal that Fran particularly likes is the Community of Practice area for everyone who handles accounts receivable across DoD.  In this area of the portal, she can post questions, read answers that others post in reply to her questions, and read exchanges between others to see if there is anything helpful to her.  She also turns for help to Mike, the local “super user” in her unit, before calling the help desk.  Super users like Mike are people who receive early training on a system or have early involvement with the system through project team activities.

The next scenario illustrates how Maria, the manager in Fran’s unit, is involved in training activities and prepared for the training of Fran’s unit.  Not all managers would necessarily be as involved in additional activities as Maria, but the scenario illustrates some of the types of additional activities in which managers might participate.

BMMP Education & Training Scenario 2 (Manager perspective):  

Name:  Maria (a DoD employee for 18 years)

Role:  Cash Application Manager (GS-13)
Organization (Domain Owner):  USD (Comptroller)/CFO

1. Maria, like the analyst Fran whom she manages, first gets an impression about the general changes that the BEA and BMMP will bring through communications broadcast DoD-wide in the second half of FY03.  Maria reads the same newspaper articles and sees the same two videos about the program that Fran sees.  She also takes the brief BEA/BMMP 101 course developed by Change Management.
2. Prior to the Change Management and Communications sessions conducted by Domain Owner staff for everyone affected by BMMP, Change Management personnel meet with Maria and other managers to brief them on what will be covered in those sessions, to prepare them for their staff’s likely reaction, and to give them guidance on handling resistance to the coming changes.  Maria is also told about a number of groups for which she will select staff to participate.  Maria then attends the All Hands Meeting for her unit.  After the first session, Maria takes the same assessment that Fran takes, to help the Domain Owner and the Lead Agent gauge the knowledge level about BMMP and receptiveness to the changes it will bring.  After the first session, Maria speaks with Fran and several others to ask them to participate in a focus group session that provides the Domain Owner and the Lead Agent with further information about her unit’s readiness for BMMP.  Maria also speaks to Joanne in her unit about participating in the Accounts Receivable Transition Package Planning and Implementation Team and asks Mike to become the “super user” for the unit.

3. Because Maria is recognized as one of the most knowledgeable managers in her agency, the Lead Agent for the segment asks her to work as a subject-matter expert (SME) with the training resource that is developing a variety of materials.  Maria meets with an instructional designer for a few hours to assist in the development of training content.  Maria later reviews portions of the Training Plan (part of the segment’s overall Transition Plan) for her area before it is finalized.

4. Like the rest of her staff, Maria continues to learn about BMMP through monthly All Hands Meetings, an electronic BMMP newsletter, and occasional Command Information programs run by the Public Affairs Officer for their unit.  Maria enjoys stopping to watch the BMMP videos that run on the television sets in the lobby of their building.

5. Along with these formal programs, Maria likes to hear from Joanne about the Accounts Receivable Transition Package Planning and Implementation Team in which she participates.  Maria finds that she learns a great deal about the planned changes from some of the things that Joanne shares with everyone.  Maria finds what she learns from Joanne to be useful in the one-on-one conversations that happen every so often with her staff members who are concerned about what BMMP is really going to mean to them.

6. The next phase of BMMP training involves group education for everyone in Maria’s unit about receivable liquidation and compliance requirements.  Maria participates in the sessions on Tuesday or Thursday afternoons.  Working with the instructional designer, Maria had helped develop some of the homework assignments for the sessions, and she finds herself helping a number of her staff determine how to apply the concepts discussed to the case studies.  

7. About six months before the implementation date for the first segment that will affect Maria’s unit, the Lead Agent for the segment invites all the managers to participate in a meeting to discuss what the next six months will look like.  Maria is told about the skills assessment required for her entire unit and the end user training for the segment that will take place in the 4-6 week period before the implementation date.  As a manager, Maria will participate in the first training classes for the segment, to be better prepared to answer questions from her staff when they return from class or look at materials on the BMMP Web portal.

8. For BMMP, Maria’s role (like Fran’s) will require her to use Excel on a regular basis and will require some advanced knowledge of Excel functions.  Maria signs up through her agency’s LMS to take the Web-based skills assessment on Excel.  She passes the assessment and therefore does not have to take any modules.

9. At least once a month, the Training Coordinator for Maria’s unit comes by to check on the prerequisite individual skills training and to offer encouragement.  If she has some concerns with incomplete training, she usually talks over those concerns first with Maria.  The two of them decide on the better approach for getting people to complete the training needed.

10. Six weeks from the implementation date, Maria participates in the first five-day class on the business processes and system that her unit will use for receivable liquidation.  During this class, Maria learns how to use the built-in performance support system and how to use the BMMP Web portal to locate the most current version of the policies and procedures to follow.

11. Following the implementation of the new system, Maria keeps track of her staff’s progress.  For those who are struggling, Maria suggests that they attend at least one of the follow-up sessions every Friday.  When people have questions, Maria also makes sure that they use the performance support system and the BMMP Web portal as their first resources for finding answers.  She also makes sure that people take advantage of Mike, the local “super user,” to help them find answers to their questions.  Maria encourages staff to use the Community of Practice area for everyone who handles accounts receivable across DoD.   

These scenarios are designed, in part, to illustrate the high level of coordination desired between the Education and Training, Change Management, and Communications efforts.  BMMP education and training will also depend for its success upon the articulation of changed roles and responsibilities for those in business and financial management positions, feedback and incentives that support the new approaches and goals, and support from senior management.

2.3 Implementer Training Approach 

Various members of a segment project team, such as system testers, will require some training in order to be successful in their project role.  The number of training topics covered by this category is potentially broader than that typically provided to support a business transformation or IT project.  For example, training could be provided to cover such tasks as writing policies and procedures and developing test plans.  All implementers will need some training on how to read, interpret, and execute the architecture.

The training will cover all aspects of the work that need to be accomplished.  This training may be a combination of on-the-job training (OJT), formal classroom, Web-based training (WBT), self-study materials, and other forms of training.  Examples of project work elements that could require training are:

· Program Management (Staffing and Support)

· Analysis and Design

· Code Writing

· Testing

· Reports

· Interfaces (changes)

· Conversions

· Configuration Management

· Quality Assurance

· IT Infrastructure

· Training development

Implementer education will also address general, domain-related topics on which mid- and senior-level managers will need information in order to support the rollout of the architecture within their respective domain and segment.
Group Education Training Approach

In order for the BEA to achieve the mission of BMMP, group education will frequently be necessary to educate staff on fundamentally new ways of doing business.  This education needs to be designed, developed, and implemented in close coordination with the Change Management and Communications Plan.  This education is fundamental because it shapes the attitudes of those affected by the BEA.  For example, as described in the BMMP Transition Plan Strategy, “In addition to managing new processes, DOD managers must be comfortable with new decision-making models, utilization of business information and business analysis techniques to make informed, sound business and investment decisions.”  Group education will provide training on such things as new decision-making models and new business analysis techniques, when those models and techniques affect a number of segments in a domain.

Group education also encompasses compliance education.  As specified in the Compliance Plan, this training will meet the following minimum criteria:

· Examples will be illustrative of the industry or package concerned, and relevant to the everyday work of the target audience

· Concepts will be expressed in terms the target audience understands

· Hands-on teaching methods will be used to encourage participation

2.4 Individual Skill Set Training Approach

BEA will require many individuals to apply new skills and use new tools to perform their functions.  When everyone in a role must learn those skills and tools, the training need will be handled under segment training.  When only some individuals in a role lack those skills or familiarity with the tools, those skill set gaps need to be addressed on an individual basis as a prerequisite to segment training.  

Domain Owners and Lead Agents will follow a defined process for identifying the individual skill gaps, and then transferring oversight for closing those skill gaps to OUSD (P&R) and the Services, which will provide focused, individualized training to close the skill gaps.  Domain Owners and Lead Agents will work through the Training Coordinators for their communities of users to identify individual skill gaps.  The chief concerns related to skill set training are:  (1) identifying those individuals with a skill gap and (2) providing those individuals with access to appropriate training to close the gap before segment training begins. 
The DoD will use formal assessment tools as part of the defined process for identifying skill gaps.  For some types of skills, there are technology-based tools that can provide user assessment and prescribe training based on the results.  For other types of skills, additional assessment approaches will be used, such as individual observation, paper-based assessments, and conversations with an individual’s Training Coordinator or commanding officer.  This formal assessment approach will involve subjecting civilian employees to the same kind of rigorous assessment that military personnel typically encounter during their career progression.  

NOTE:  Domain Owners and Lead Agents will decide which employees are enrolled into which school or program to address individual skill gaps. 
The respective Services/Agencies will track individual competencies and skills and identified BMMP skills gaps.  In order to provide focused, individualized training to address the BMMP skills gaps, DoD will need to have a mechanism in place (such as an LMS) to assign specific courses to individuals and track their progress.  Resources for providing skill set training will be drawn, to the greatest extent possible, from existing internal DoD resources, DoD vendors, and professional organizations with which DoD already works.  

Successful completion of individual skills training, or planned attendance at such training, will be a requirement for individuals moving into new BMMP roles and assuming new responsibilities.  Certification will not be a general prerequisite for moving to a new role, except where such a requirement already exists for a defined, existing role.  
2.5 End User Training for Segments Approach

BEA segments will be defined by two dimensions:  (1) a collection of requirements derived from the architecture and (2) the organizational or functional scope of each implementation segment.  Segments fall into Non-system (Standard/Policy Segment Types) and System (Full Service) categories; within each category are three distinct types.  By category, the six types of BEA segments are listed below:

Non-System (Standard/Policy Segment Types)
· Change of policy 

· Outsourcing

· Further BPR

System (Full Service)

· Modification of existing system and implementation of associated transition elements

· Modification of existing procurement and implementation of associated transition elements

· New acquisition solution and implementation of associated transition elements

For each segment type there is a common training approach, supported by a high-level template that recommends selected vehicles for delivering the training – in other words, the specific blend of training components for that type.  The table below provides an overview of the recommended approach for each segment type:

Table 2- 1: Overview of Training Approach by Segment Type

	Segment Type
	Recommended Approach

	Change of policy 
	· Central source for information on new policies and procedures (Web portal) 

· Web-based training on applying new policies and procedures

· Forum for Q&A (virtual or live)

	Outsourcing
	Instructor-led training (classroom-based or distance learning)

	Further BPR
	Blended approach:

· Web-based training

· Instructor-led training (classroom based whenever possible)

· Central source for information on new policies and procedures (Web portal) 

· Communities of Practice

	Modification of existing system and implementation of associated transition elements
	For existing users, an approach involving:

· Existing communication vehicles

· Existing training vehicles

For new users of the existing system (as appropriate), an approach involving:

· Web-based training

· Web-based information (Web portal)

· Instructor-led training (classroom based and distance learning)

· Communities of Practice

	Modification of existing procurement and implementation of associated transition elements
	Follow the training approach determined as part of the existing procurement.  Modify and add to training as necessary based on new, BEA requirements.

	New acquisition solution and implementation of associated transition elements
	Follow BMMP guidelines for developing training according to a blended approach and consistent with ADL initiative.


The following are narrative descriptions of the recommended approaches for each of the segment types:

For policy segments, the recommended training approach is to provide a centrally located source of information on the new policies and procedures (such as on-line help, an Electronic Performance Support System (EPSS), or a Web portal); a training intervention (technology-based, if possible) that has users apply the new policies and procedures in real work situations; and a forum that allows for questions and answers.  This segment type should not require extensive instructor-led training.  However, some staff will require group education to learn how to perform their functions according to new policies.

For outsourcing segments, DoD staff need to manage outsource entities.  The recommended training approach will be for those assuming outsource management positions to learn standard procedures and guidelines for working with the outsource entities.  The approach for this segment uses a case study approach centered on instructor-led training.

For segments that involve other types of BPR, training will have to deal with staff that has gone through radical change. Any training should address their critical question, “What do I have to do now?” As a result, the recommended training approach will be a blended approach that uses both Web-based and instructor-led training (in a classroom, wherever possible, as opposed to distance learning), to provide users a forum for asking questions about how their jobs have changed.  The approach also uses a centrally located source of information on the new policies and procedures, such as a Web portal.  The recommended training approach will also draw upon BEA mechanisms that support Communities of Practice.  

For segments that involve the modification of an existing system, the recommended training approach will be a blended approach that first looks to existing communication and training vehicles to inform and instruct users on the changes to the system.  The possibility exists that an existing system from one service could be rolled out DoD-wide.  In such a case, the scope of training would be greater for those services that had not used the system before.  In this case, for the new users, the training approach would also involve a blended approach that draws upon Web-based training, Web-based information, instructor-led training (a mix of classroom and distance learning), and Communities of Practice for ongoing support.

For segments that involve the modification of existing procurements, training will follow the training approach already developed as part of the procurement.  Training will need to be modified to reflect system modifications, and additional training may be needed based on BEA requirements.  This approach will be similar to the approach for segments that involve new acquisition solutions.

For segments that involve new acquisition solutions, the recommended training approach will be to procure training designed, developed, and delivered consistent with the overall, blended training approach for BMMP.  The BMMP Training Office will develop overall guidelines and recommendations for BMMP training.  These guidelines will recommend approaches that involve building solution components that can be built once and used many times, and are consistent with the DoD’s Advanced Distributed Learning initiative. 

3. Training Guidelines and Recommendations

The purpose of this section is to present training guidelines and recommendations, and an initial contextual overview of the training rollout.

3.1 Overview of Training Rollout
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This section presents views of the training rollout by domain and segment type.  In order to understand all of the BMMP training activities that will occur, it is helpful to refer to the first BMMP training scenario in Section 2.  The graphic below captures the timeline for a typical BMMP user, as illustrated in that scenario.  The timeline shows when group education, individual skill set, and end user segment training will typically (and ideally) occur before segment implementation.  For example, “Segment Implementation Date - 24 months” refers to an event that would begin two years before the implementation date for that transition segment, which takes place on the right-hand side of the timeline.

Figure 3  BMMP Education and Training Timeline Example

Group education will not be required for every segment.  In order to better prepare those in a specific role to achieve the benefits of BMMP, some segments will require group education that could last up to several months.  All staff affected by BMMP will need group education at some point on the Compliance requirements to which they need to adhere.

The tables below illustrate for one domain the BMMP rollout by specific segments, and an alternate view that presents the BMMP rollout by role.  The purpose of these tables is to provide:

· An indication of the number of roles that each segment will affect, and thereby some indication of the number of people that will be affected (based on the number of people currently in those roles)

· An indication of the number of segments that will affect people in a given role, to highlight the importance of consistency in training approach between segments and the need for coordinated planning of the education and training, Change Management, and Communications events and activities that will affect everyone in that role

Note that the order of packages and segments in these tables does not indicate an implementation sequence.

Table 3‑1: Example of Roles Affected by Segments 

Domain:  Human Resources Management 


Table:  Roles by Segment

	Package
	Segment
	Roles Affected

	Human Resources Management
	Combined Human Resources Management
	Chief Financial Officer
Human Resource Generalist 
Human Resource Specialist
Pay Administrator
Policy Analyst
Financial Analyst
Human Resource Policy Analyst 
Training Coordinator
Pay Administrator

	
	Military Manpower Management
	Human Resource Generalist
Human Resource Specialist
Chief Human Capital Officer
Financial Analyst

	
	Military Personnel and Pay Management
	Human Resource Generalist 
Human Resource Specialist
Chief Human Capital Officer 
Chief Financial Officer
Financial Analyst
Pay Administrator

	
	Military Recruiting
	Human Resource Generalist 
Human Resource Specialist 
Chief Human Capital Officer
Financial Analyst

	
	Military Training & Education Management
	Chief Human Resource Officer
Human Resource Specialist
Human Resource Generalist
Financial Analyst

	
	Military Retired Pay and Military Annuitant Pay
	Chief Financial Officer
Human Resource Generalist
Human Resource Specialist
Pay Administrator
Financial Analyst

	
	Civilian Pay Management
	Chief Financial Officer
Human Resource Generalist
Human Resource Specialist
Pay Administrator
Financial Analyst

	
	Civilian Personnel Management
	Human Resources Manager 
Human Resources Generalist 
Staffing Specialist
Program Manager 
Financial Manager
Payroll Manager



	
	Civilian Position Management
	Program Manager
Human Resources Manager 
Human Resources Generalist 
Staffing Specialist
Financial Manager



	Military Health Services 
	Access to Health Care Management
	Health Care Access Manager

	
	Provision of Health Services Management
	Health Care Service Provider

	
	Population Health Management Performance
	Population Health Manager

	
	Health Service Performance Management
	Medical Manager

	Travel Order Administration and 

Reimbursement
	Travel Reimbursement
	Chief Financial Officer 

Financial Manager 

Program Manager 

Human Resource Manager 

Human Resource Generalist 

Staffing Specialist

Training Coordinator 

Payroll Administrator

First Line Supervisor

All Employees

	
	Travel Order Administration
	Chief Financial Officer

Financial Manager 

Program Manager

Human Resource Manager 

Human Resource Generalist

Staffing Specialist

Training Coordinator

Payroll Administrator


A full listing of segments and the roles they affect, across domains, is in Appendix A.

The table below illustrates the number of segments that will affect each role in the same domain.  In this domain, as in some others, many roles are affected by multiple segments.  Note that the number and definition of the roles in each domain are continuing to evolve.  For many roles, the table also indicates the significance of the change that BMMP is expected to have on everyone in that role. 

Table 3‑2: Example of All Segments in a Domain that Affect a Role

Domain:  Human Resources Management 

Table:  Segments by Role

	Role
	Significance of Change
	Segments

	Chief Financial Officer
	Not determined
	Combined Human Resources Management
Military Personnel and Pay Management
Military Retired Pay and Military Annuitant Pay
Civilian Pay Management
Travel Order Administration
Travel Reimbursement

	Chief Human Capital Officer
	Very High
	Military Manpower Management
Military Recruiting
Military Personnel and Pay Management
Military Training & Education Management

	Financial Analyst
	Medium
	Combined Human Resources Management
Military Manpower Management
Military Personnel and Pay Management
Military Recruiting
Military Training & Education Management
Military Retired Pay and Military Annuitant Pay
Civilian Pay Management
Civilian Personnel Management
Civilian Position Management

	Financial Manager
	Not determined
	Civilian Personnel Management

Civilian Position Management

Travel Order Administration
Travel Reimbursement

	Health Care Access Manager
	Not determined
	Access to Health Care Management

	Health Care Service Provider
	Not determined
	Provision of Health Services Management

	Human Resource Generalist
	High
	Military Manpower Management
Military Recruiting
Military Personnel and Pay Management
Military Training & Education Management
Military Retired Pay and Military Annuitant Pay
Civilian Pay Management
Combined Human Resources Management

	Human Resource Policy Analyst 
	Not determined
	Combined Human Resources Management

	Human Resource Specialist
	High
	Combined Human Resources Management
Military Manpower Management
Military Recruiting 

Military Personnel and Pay Management
Military Training & Education Management
Military Retired Pay and Military Annuitant Pay
Civilian Pay Management

	Human Resources Generalist 
	High
	Civilian Personnel Management
Civilian Position Management

Travel Order Administration
Travel Reimbursement

	Human Resources Manager 
	Not determined
	Civilian Personnel Management
Civilian Position Management

Travel Order Administration
Travel Reimbursement

	Medical Manager
	Not determined
	Health Service Performance Management

	Pay Administrator
	High
	Combined Human Resources Management
Military Personnel and Pay Management
Military Retired Pay and Military Annuitant Pay
Civilian Pay Management

	Payroll Administrator
	Not determined
	Travel Order Administration
Travel Reimbursement

	Payroll Manager
	Not determined
	Civilian Personnel Management

	Policy Analyst
	Medium
	Combined Human Resources Management

	Population Health Manager
	Not determined
	Population Health Management Performance

	Program Manager
	Not determined
	Civilian Position Management
Civilian Personnel Management

Travel Order Administration
Travel Reimbursement



	Staffing Specialist
	Not determined
	Civilian Personnel Management
Civilian Position Management
Travel Order Administration
Travel Reimbursement



	Training Coordinator
	Not determined
	Combined Human Resources Management

Travel Order Administration
Travel Reimbursement


A full listing of BEA roles (as currently defined), and the segments that affect them, is included in Appendix A.

3.2 Training Components

The training components listed below are expected to be used in BMMP education and training.  As previously described, the primary components of the recommended blended approach are instructor-led training (classroom-based whenever possible) and technology-based, distributed learning (primarily WBT or SCORM-compliant learning objects).  Other components listed below support the basic components.

Table 3‑3: BMMP Training Components

	Component
	Description and Considerations

	Instructor-led Training (ILT)
	Description:  Classroom training led by an instructor, using lecture, demonstrations, and hands-on activities to teach students required information and tasks. Students are usually provided with paper-based student materials.  Hands-on exercises require that the classrooms are equipped with personal computers (PCs) running a training version of the application and a training database (if training on an application).

Considerations:

· High degree of human interaction makes it easy to address the special needs of individuals

· Short development time

· Quality of instruction is dependent on the quality of the instructor 
· Training is only available on the schedule, not just-in-time, and is dependent on the availability of facilities

· Maintenance and distribution of materials is difficult, which can result in outdated references post-class

· The content covered can be inconsistent, depending on the questions and interests of the students

· Facilities, equipment and travel-related expenses can be high


	Virtual Classroom Training
	Description:  An individual student attends lectures, participates in discussions, takes tests, receives feedback from the facilitator, and receives instructions for offline assignments using some combination of a PC, telephone and modem.  Geographically dispersed students can participate.  Workstations are equipped with software that electronically links class participants and provides on-line collaboration and instructional tools.

Considerations:

· Limits travel and thereby saves money

· Allows for flexible class schedules 

· Classroom format provides students with the ability to get immediate feedback, ask questions, interact with other students, and see an application demonstrated 

· Requires audio transmission equipment and other supporting technical infrastructure, with at least 56K modems for reasonable performance

· Students may need some orientation to virtual classrooms

· Traditional ILT curricula need to be redesigned for interactivity and retaining attention 
· Requires instructor expertise managing interaction and flow of instruction within a virtual classroom environment


	Web-based Training (WBT)
	Description:  Technology-based presentation of concepts, tasks, and system simulations that enables users to learn at their own pace, practice the tasks they will actually perform in a simulated environment, and test their knowledge and skills.  Levels of sophistication are generally defined by the type of graphics, use of animation and simulation, additional multimedia, such as audio and video, and additional features, such as student tracking, registration, and record keeping.

Considerations:

· Highly interactive and self-paced; allows users to select what they want to learn (material is typically designed in a modular structure) 
· Available just in time from any authorized PC connected to the Internet, with links to other Web-based resources

· Web environment can affect quality (or availability) of course delivery 
· Development time and costs are higher than for development of ILT and virtual classroom, but delivery costs are much lower
· System simulations provide users a “safe” place to try a system
· Section 508 compliance is required (Section 508 of the 1998 Rehabilitation Act states that all electronic and information technology procured, used, or developed by the federal government after June 25, 2001, must be accessible to people with disabilities)
· Browser standards are necessary to provide consistency 


	On-line Help/Electronic Performance Support
	Description:  At its most basic level, on-line help is a text-based description of processes and system functionality. On-line help can then incorporate a variety of support tools that move it into the category of Electronic Performance Support and provide task guidance and support to the user at the moment of need.  Electronic Performance Support Systems (EPSS) can provide help content and tools, reference information, and demonstrations, tutorials or hints on how to perform tasks more efficiently.  An EPSS can combine various technologies to present the desired information (for example, text and graphics combined with video to illustrate a process). 

Considerations:

· Available at the moment of task performance
· Numerous entry points to Help content can be created, all easily available to the user
· Accurate knowledge of user task requirements can be difficult to acquire
· Data gathering and analysis is required to create relevant activity categories and identify tasks for which users will require support 

· Users may require orientation to the range of help and support available


	Learning Objects (Sharable Content Objects)
	Description:  Learning Objects are sharable, reusable "chunks" of information and learning content that can be presented individually or assembled in many combinations to create different courses, documents and presentations.  Some Learning Objects may contain raw information in the form it was originally captured.  Others contain text and media content that were subsequently created to optimally teach or communicate the original information.  A Learning Object can contain any type of informational content that can be delivered over the Web, and it can be thought of as a modular building block that can be updated, shared, re-used and assembled in different combinations to create different courses, documents and presentations.  

Considerations:

· Objects can be re-used and re-combined as WBT, job-aids, or help
· Training can appear slightly disjointed without context around objects
· Development and implementation can be labor-intensive 
· Technology to develop and deliver learning objects is evolving and growing more sophisticated, to match the sophistication of the concept

· Users require orientation regarding how to access learning objects



	Web Portal (Learning Portal)
	Description:  A single interface (usually a Web site) that acts as a gateway to multiple learning or support resources such as WBT, video, audio, help, FAQs, and Communities of Practice.  Site content can be customized so individual users see only the content that is timely and personally relevant. 

Considerations:

· Access and activities are self-paced and available 24 hours a day
· Can provide a single point of access for all training and learning resources
· Content can be customized for different users 


	Presentation Materials
	Description:  Visual materials used by an instructor to support a presentation, whether done in person or through a virtual classroom.  These materials are typically contained in slide decks created using Microsoft PowerPoint and similar software.

Considerations:

· Presentation materials can also provide helpful information and guidance to users outside of a classroom setting
· Presentation materials can be easily accessed from a central location, such as a Web portal
· The value of presentation materials is enhanced by notes that summarize key points made by an instructor with regard to a particular visual



	Handout Materials
	Description:  Paper-based materials typically distributed by an instructor to students in a class.  These materials often contain a summary of key points, instructions for performing frequent tasks, job aids, and additional reference.

Considerations:

· Handout materials can provide helpful information and guidance to users outside of a classroom setting
· Handout materials can be easily accessed from a central location, such as a Web portal


	Knowledge Management Systems
	Description:  One definition of knowledge management (from an article by Steve Barth) is “Knowledge management is the practice of harnessing and exploiting intellectual capital to gain competitive advantage and customer commitment through efficiency, innovation and faster and more effective decision-making.”
  Knowledge management systems act as a gateway to multiple information resources.  Usability engineering is important to enable users to find and retrieve relevant information quickly and easily.  Extensive search capabilities are needed to optimize the usefulness of the site. 
Considerations:

· Provides a single point of access and maintenance for information resources and intellectual capital, 24 hours a day
· Provides a way to capture current work knowledge and make it available to the entire organization, significantly increasing productivity and reuse
· Initial creation (collecting, cataloguing, organizing and formatting the information) requires significant time investment
· Requires self-direction on the part of the user


	Frequently Asked Questions (FAQs)
	Description:  A site containing answers to frequently asked questions to assist new users and diminish repetitive inquiries to help desks.  This list can be dynamic with new questions routed to appropriate experts and the list updated.

Considerations:

· Reduces number of inquiries to help desks, available 24 hours a day, and encourages users to become self-sufficient
· FAQs can be ordered by frequency of use (putting most common questions at the top) 

· Requires ongoing access to experts (to answer questions) and doesn’t provide immediate feedback
· Requires desktop access to the Web   



	Communities of Practice/ Discussion Forums/ Bulletin Boards
	Description:  A Community of Practice is a group of professionals with a common need and desire to share and grow knowledge to enable better, faster, and more cost-effective decision-making and performance.  Communities are supported by a common location on the Web, accessible through a portal, which provides a place to leave messages and questions for peers or a moderator to answer.  Related questions are linked together in groups called threads.   Discussion is asynchronous.

Considerations:

· No travel is required to belong to a Community; which is available 24 hours a day
· Feedback is available from multiple people, rather than just one, but it may not be a source of immediate feedback
· Ideally implemented in conjunction with a Change Management strategy 
· Requires desktop access to the Web


	Post-Implementation Support
	Description:  This support can involve a mixture of on-site support by project team personnel, additional sessions taught by instructors, open lab time when users can drop in to work with instructors, and perhaps the development of super users to serve as the first line of support for users, along with traditional forms of support such as help desks.

Considerations:

· Users appreciate getting direct, local support immediately following implementation and such support can be critical to gaining acceptance of whatever changes have been implemented
· It is often difficult to withhold project team personnel from other tasks in order to assign them to post-implementation support
· Super users can be an effective means of local support as well, but identifying and training them in advance requires them to be freed up from other responsibilities



3.3 Training Templates

For two of the four categories of BMMP training, and for five of the six segment types within the segment category, this High-Level Plan provides a template that specifies the recommended combination of training components for that category or segment.  However, the Domain Owner and Lead Agent for a segment will have some discretion about the specific training blend that is developed for each segment.  This approach provides a level of consistency across segments and avoids forcing Domain Owners and Lead Agents to revisit questions about which training approach to follow with each segment.  The templates also provide a means for cost estimators to determine a rough order of magnitude for training costs, based on the components in each template.

3.3.1 Implementer Training

No template is provided for implementer training since that type of training will frequently be provided through on-the-job training.  In other instances, implementer training will draw on training to be developed for end users.  
For BMMP segments that involve the modification of an existing system, some technical training may be required on the technology necessary to bring the existing system into alignment with the BEA (data model aspects, for example, as well as data exchange).  Most technical training required for this type of segment will be met through standard, commercial off-the-shelf (COTS) curricula, along with some BMMP-specific, instructor-led training on the BEA data model and other BEA elements needed by implementers.  Working with SMEs from the segment or BMMP PMO team, instructor-led training will be developed by instructional designers from existing DoD training resources.

3.3.2 Group Education

As described above, these programs are needed to educate staff and bring them into alignment with the goals of the BMMP Transition Plan and to meet the requirements of the Compliance Program.  This training will be a prerequisite to segment training for most staff and will be developed in close coordination with Change Management.  It may in fact be developed and delivered in part by Change Management staff.  This effort, because it involves concepts and changes to how people think about the work they do, will typically involve a number of short (2-4 hour) sessions spread over a number of weeks.  Case studies will be developed for these sessions to increase understanding of how the concepts apply to work.  These sessions may also require after-class assignments, such as reading of relevant material and completion of short group projects or individual assignments.

The template training components for this category of training are:

· Instructor-led sessions – Instructors will ideally be DoD personnel.  They may require Train-the-Trainer sessions in order to run the education sessions.

· Presentation materials – Slides for the sessions will be built by DoD Change Management staff or DoD instructional designers, according to a model that the BMMP Training Office will develop or approve.  Slides will be built with notes that capture the key points to be made by the instructor.

· Handout materials – These materials will contain in-class exercises, summaries of key points, and homework assignments.

· Web portal – The portal will provide access to the slide decks and all handout materials following group education sessions.

3.3.3 Skill Set Training

No template is provided for skill set training.  Existing DoD training resources should be able to provide this training.  Many of these resources currently allow DoD personnel to take on-line, self-paced, and distance education training on a variety of topics.  Some skill-set training may also be provided by professional organizations that offer training and certification.  
3.3.4 End User Training for Segments

The templates for end user training for segments vary according to the six types of segments, described in section 2.6.  The templates are described below.  All end user training for segments will provide users with information and practice on the business processes and tasks that make up their daily work.
Change of Policy Segments

The policy type of segment will not require extensive instructor-led sessions.  Therefore, training for this segment type will incorporate Web-based training, virtual classroom sessions, and access to a portal with associated documents.  Commands and organizations should make maximum use of command information programs to highlight changes in policy. 

The template elements for this category of training are:

· Web-based training – The WBT (or ADL-compliant sharable content) will be developed by current DoD training resource instructional designers and programmers, working with SMEs designated by the Lead Agent for the segment.  

· Virtual classroom sessions – The instructors for these sessions will ideally be DoD personnel.  They may require Train-the-Trainer sessions in order to use the virtual classroom delivery tool or tools; they should not require a Train-the-Trainer session for the content of the session. 

· Presentation materials – Slides for the virtual classroom sessions will be built by instructional designers according to a model that the BMMP Training Office will develop or approve.  Slides will be built with notes that capture the key points to be made by the instructor.

· Web portal – The portal will provide access to the current version of the policies and procedures established for this segment, along with slides from the virtual classroom sessions.  Segment project team members will write policy and procedures as part of the segment work.

Outsourcing Segments

For the outsourcing segment type, training will be required for those who need to manage the outsourced work.  There are two aspects to this training:  functional knowledge and contract management.  Some of the people who will perform this role already possess the functional knowledge needed to manage a work relationship with an outsource entity, but others will not have this knowledge.  Therefore, some functional knowledge training is likely to be required for some outsourcing segments.  This functional training can be based on the training already available within DoD for people moving into supervisory and management roles within that function.  Contract Management training is currently available within DoD and does not need to be modified for BMMP.

No training template is provided for this segment type.
3.3.4.1 Further BPR Segments

A segment that involves further BPR activity will involve groups that have undergone major work changes without any change to the IT systems used.  Training for this segment type follows an approach similar to that for group education and for change of policy segments.  This training will be developed in close coordination with the Change Management effort.  The core of this training is built around instructor-led sessions using case studies that illustrate how the tasks affected by this segment will be done in the future.  

The template elements for this category of training are:

· Instructor-led sessions – Instructors will ideally be DoD personnel who participated in the BPR work.  These instructors may require Train-the-Trainer sessions in order to conduct the training sessions.

· Presentation materials – Slides for the sessions will be built by instructional designers according to a model that the BMMP Training Office will develop or approve.  Slides will be built with notes that capture the key points to be made by the instructor.  Instructional designers will work with Change Management to shape the messages in the training.

· Handout materials – These materials will contain in-class exercises and summaries of key points.

· Web portal – The portal will provide access to the current version of the policies and procedures established for this segment, along with slides from the training sessions.  Segment project team members will write policy and procedures as part of the segment work.

Modification of Existing System Segments

From a functional point of view, this segment type can vary widely in its impact.  Two situations are envisioned.  In the first situation, the end users for the modified existing system are already familiar with that system.  In this situation, a blend of Web-based training, instructor-led or virtual classroom training, and information on a Web portal will be developed.  The intent of this approach is to minimize classroom time as much as possible.

The template elements for this first category of training are:

· Web-based training – The WBT (or ADL-compliant sharable content) will be developed by instructional designers and programmers, working with SMEs designated by the Lead Agent for the segment.  

· Classroom sessions (virtual or live instructor-led) – The instructors for these sessions will ideally be DoD personnel.  They may require Train-the-Trainer sessions in order to use the virtual classroom delivery tool or tools; they should not require a Train-the-Trainer session for the content of the session (because the Lead Agent should be able to draw on existing personnel who teach the existing system).  This component of the training could be optional.  These sessions could be videotaped or recorded to be available for later access via the Web portal.

· Presentation materials – Slides for the classroom sessions will be built by instructional designers, according to a model that the BMMP Training Office will develop or approve.  Slides will be built with notes that capture the key points to be made by the instructor.

· Web portal – The portal will provide access to slides from the classroom sessions, as well as relevant policies and procedures (and audio or video, if it was recorded).  Segment project team members will write policy and procedures as part of the segment work.

In the second situation envisioned for this segment type, the end users for the modified existing system may not be familiar with that system.  For example, an existing system used by one service could become a system used DoD-wide.  In this situation, a blended approach will also be used, but one that relies more heavily on instructor-led training, along with a heavier emphasis on post-implementation support for three months.  The template elements for this category of training contain the same components as above (with a heavier emphasis on instructor-led training) and with the addition of the post-implementation support component.

· Post-implementation support – This support will be similar to that provided for the implementation of a new system.  This support will involve a mixture of on-site support by project team personnel and perhaps the development of super users to serve as the first line of support for other users.  New users of the existing system are also likely to place a heavy demand on the help desk (additional staff may need to be added or shifted from the help desk for the system that had previously been used).

3.3.4.2 Modification of an Existing Procurement Segments

For a segment that involves modification of an existing procurement and associated transition elements, it is recommended to follow or build on the training approach already developed as part of the procurement.  That training will need to be modified to reflect BEA-based system modifications.  For this type of segment, where possible within modification of the existing procurement, the training should be a blend of Web-based and instructor-led training, supported as necessary by virtual classroom, information on a Web portal, and post-implementation support.  This approach will be similar to the approach for a brand new product.  See below for the template elements associated with that segment type.

3.3.4.3 New Acquisition Solution Segments

For a segment that involves a new acquisition solution and associated transition elements, training should be consistent with the overall BMMP training approach:  a blend of Web-based and instructor-led training, supported as necessary by virtual classroom, information on a Web portal, and post-implementation support.  The BMMP Training Office will establish and disseminate guidelines for training approaches for new products.

The template elements for this category of training are:

· Web-based training – The WBT (or ADL-compliant sharable content) will be developed by current DoD training resource instructional designers and programmers, working with SMEs designated by the Lead Agent for the segment.  

· Classroom sessions (virtual or live instructor-led) – The instructors for these sessions will ideally be DoD personnel.  They may require Train-the-Trainer sessions in order to use the virtual classroom delivery tool or tools and they should require a Train-the-Trainer session to learn the content of the session.  

· Presentation materials – Slides for the classroom sessions will be built by instructional designers according to a model that the BMMP Training Office will develop or approve.  Slides will be built with notes that capture the key points to be made by the instructor.

· Web portal – The portal will provide access to slides from the classroom sessions, as well as relevant policies and procedures.  Segment project team members will write policy and procedures as part of the segment work.

· Post-implementation support – This support involves a mixture of on-site support by project team personnel and perhaps the development of super users to serve as the first line of support for other users.  Users are also likely to place a heavy demand on the help desk during their initial period using the system.

As mentioned above, Domain Owners and Lead Agents will have some discretion about the specific blend of training components that they select for a given segment.  One reason for providing that discretion is that beyond the six types of segments, each segment can further be described based on the specific transition elements (defined in the BMMP Transition Plan Strategy) found in that segment.  

The table below illustrates which training components are likely to be part of the training solution when a given transition element is part of a segment.  For example, the Laws element of a segment would most likely be addressed through virtual classroom training, Web-based training, learning objects, information on the Web portal, presentation and handout materials from the virtual classroom training, FAQs, and discussion through Communities of Practice.  Some information about how the law applies in business practice might be captured through a knowledge management system.  The Law element by itself will not usually require instructor-led training because information about the change will need to be disseminated to a wide audience as rapidly as possible.  On-line Help is not applicable because the Law element is not necessarily directly tied to topics related to a computer system.  No post implementation support will be required due to the change in a law.  
Table 3‑4: Training Components Likely Used with Given Transition Elements

	
	Laws
	Policies, Regs, & Accounting Standards
	Process and Roles
	Business Information Standards
	Applications
	Data Infrastructure
	IT Infrastructure
	Information Assurance
	Testing Infrastructure
	Training Infrastructure
	BT/BPR Initiative
	Organizational Alignment

	Instructor-led Training
	
	
	
	X
	X
	
	X
	X
	X
	
	X
	X

	Virtual Classroom training
	X
	X
	X
	
	X
	
	X
	X
	
	
	
	X

	Web-based Training
	X
	X
	X
	
	X
	X
	
	
	
	X
	
	

	On-line Help/EPSS
	
	X
	X
	
	X
	
	
	
	
	X
	X
	

	Learning Objects (Sharable Content Objects)
	X
	X
	X
	
	X
	
	
	
	
	X
	X
	

	Web Portal (Learning Portal)
	X
	X
	X
	X
	X
	X
	X
	X
	X
	X
	X
	X

	Presentation Materials
	X
	X
	X
	
	X
	
	
	
	
	
	X
	X

	Handout Materials
	X
	X
	X
	
	X
	
	X
	X
	
	
	X
	X

	Knowledge Management System
	X
	
	X
	
	X
	X
	X
	
	
	
	
	

	FAQs
	X
	X
	X
	
	X
	
	
	
	
	
	X
	X

	Communities of Practice
	X
	X
	X
	X
	X
	X
	X
	X
	X
	X
	X
	X

	Post-Implementation Support
	
	X
	X
	
	X
	
	
	
	
	
	X
	


4. Recommended BMMP Training Organizational Structure and Development Process

DoD contains a number of organizations with the capability to meet many of the training needs of BMMP.  The purpose of this section is to provide sufficient information for the government to determine the need to develop new organizations to meet BMMP training needs and to propose an approach for how these new organizations will work with existing DoD resources to plan, design, develop, deliver, and maintain the education and training required. 
Some of the key objectives of the model approach described in this section are to:

· Develop BMMP training that is consistent with leading practices recommended by DoD’s own organizations, such as the Office of the Chancellor for Education and Professional Development, DAU, ADL, the Joint Training Transformation Investment Strategy Fund, and the T2

· Develop training with a high level of consistency in approach and format across segments and domains

· Look to existing DoD training resources as the first source for planning, designing, developing, delivering, and maintaining BMMP training

Two new organizations should be created to help meet the objectives stated above and the overall goals of BMMP:  a Training Advisory Council to provide oversight and control of BMMP training and a BMMP Training Office to provide guidance and review training plans for BMMP training.  Transition Planning does not recommend the creation of a BMMP University.  

4.1 Description of Proposed New Organizations

BMMP should form a Training Advisory Council, working under BMSI and the Steering Committee, to provide oversight and control of the rollout and implementation of BMMP training.  The Training Advisory Council will also coordinate training efforts with Change Management and Communications efforts, so that end users get the most unified, cohesive perspective of BMMP.  Among other responsibilities (see Section 5), the Training Advisory Council will support Domain Owners and Lead Agents in selecting existing resources to help them meet their training needs.

It is expected that the Training Advisory Council will interface with the Office of the Chancellor for Education and Training, DAU, the ADL, the Joint Training Transformation Investment Strategy Fund, Training Transformation (T2), and other appropriate groups to provide consistency between BMMP training approaches and leading practices recommended by DoD’s organizations responsible for making those recommendations. 

The BMMP Training Office will be responsible for providing a repository for training materials.  The BMMP Training Office will also be the source for standards and guidelines for developing BMMP training materials, once approved by the Training Advisory Council.  The BMMP Training Office will not add new layers of administration for administrative functions currently being performed by services and agencies.

4.2 Proposed Organization Structure for Developing BMMP Training
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The graphic below depicts the working relationship envisioned between the new BMMP training organizations, other BMMP organizations, and existing DoD training resources that will help plan, design, develop, deliver, and maintain BMMP training.  

Figure 4 BMMP Training Relationships

The primary agents for developing BMMP training are indicated by the darker backgrounds in Figure 4:  the Training Advisory Council, the BMMP Training Office, and the Domain Owners and Lead Agents.  

The Training Advisory Council will be responsible for providing the overall direction of BMMP training and for approving specific training plans for transition segments.  The Training Advisory Council will seek advice from outside of BMMP, by going to organizations such as the Chancellor’s Office, DAU, the Training and Education Commands in each of the services, the ADL initiative, TFADLAT, T2, the Joint Training Directorate, and other groups that the government deems representative of setting leading practices for training.  Within BMMP, the Training Advisory Council will get guidance from BMSI.

The BMMP Training Office serves a number of functions:

· Developing standards and guidelines for developing BMMP training materials

· Providing training material templates to resources developing BMMP training  

· Supporting the PMO, as necessary or requested, in helping Domain Owners and Lead Agents locate resources to plan, design, develop, deliver, and maintain training

· Providing a repository for completed training materials 

The Training Advisory Council will approve the standards and guidelines that the BMMP Training Office develops.  In general, the BMMP Training Office will be the initial point of contact for all questions and issues related to training.

4.2.1 Possible Alternate Organizational Structure

An alternate organizational scheme for BMMP training is for BMMP to have one existing DoD organization, such as DAU, serve as the “executive agent” for all BMMP training.  This executive agent would be responsible for planning, designing, developing, and delivering the training (or engaging another DoD training resource to perform those functions), through working with the appropriate Lead Agent for a segment.  This executive agent would perform most of the functions of the Training Advisory Council and the BMMP Training Office.

In this possible structure, a Training group within the BMMP Program Support Office (PSO) would be responsible for monitoring that training conforms to enterprise architectural standards (with guidance and approval from BMSI).  Domain Owners and Lead Agents would be responsible for monitoring that training conforms to operational standards and meets operational needs, once Lead Agents had defined segment training requirements.  The executive agent would be responsible for actually planning, designing, developing, and delivering the training (or finding another DoD training resource to do it) that conforms to BMMP educational standards.  The graphic below depicts the working relationship based on this alternate organizational structure:


Figure 5 BMMP Training Relationships (alternate)

A variation on this alternate approach would be to have an “executive agent” for each Domain.  Each of these executive agents would perform most of the functions of the Training Advisory Council and the BMMP Training Office, within that single Domain.  Such an approach would place more of a burden on a Training group within the BMMP PSO for monitoring conformance to the architecture and maintaining consistency across Domains.

Alignment with Overall BEA Governance

In practice, the working relationships described in Section 4.2, and below in Section 4.4, will be collaboratively determined and approved in alignment with the overall BMMP governance.  

4.3 BMMP Training Development Process

The following scenario describes the BMMP training development process from the perspective of the Lead Agent for one segment, to illustrate the development of training for that segment according to the model in Figure 4.  To illustrate this process from end to end, the scenario begins with activities that impact all BMMP training, and continues through the transfer of the training to another organization for maintenance and incorporation in ongoing training.

1. The BMMP Training Office works with several DoD organizations (represented on the Training Advisory Council) to define the standards and specific approach for developing all BMMP training materials and to provide alignment with DoD initiatives and industry leading practices.  These organizations have staff resources to help Domain Owners and their Lead Agents with all aspects of planning, designing, developing, delivering, and maintaining training.

2. After the Domain Owner provides the specific sequence of segments in the domain, the BMMP Training Office sends the Domain Owner and their Lead Agent information on creating BMMP training.  As outlined in that document, the Lead Agent is encouraged to contact the BMMP Training Office within the first two months of planning for the packaged segment. 

3. While the Lead Agent is beginning work, the Domain Owner is also working with the BMMP Training Office to develop a Training Plan for assigned package/segments, focused on enterprise-wide needs for education and training, especially the need for group education of staff.  This Training Plan will define enterprise-wide needs and propose an approach and schedule for meeting those needs. 

4. The Lead Agent contacts the BMMP Training Office within the agreed-upon timeframe.  The Training Office provides the Lead Agent with guidance on defining:  the specific training requirements for the segment; the size and locations of the audience groups to be trained; any group education that members of the audience group will need prior to the specific training for the segment (in alignment with the Training Plan); specific individual skills in which some members of the audience group may require training; and training requirements based on the specific segment to be implemented.  

5. Once the Lead Agent has defined the training requirements, in consultation with the Domain Owner, the PMO helps the Lead Agent, if necessary, to locate a resource to plan, design, develop, and deliver training.  (The goal is to use existing DoD resources whenever possible.)

6. The selected resource works with the Lead Agent to do the initial planning for all aspects of training for the segment, encompassing implementer training, group education, individual skill set training, and end user training for the segment.  The Segment Training Plan that the Lead Agent develops with the selected resource is presented (following Domain Owner review) to the Training Advisory Council for approval.  During this same time period, the Lead Agent works with Change Management and Communications staff to develop plans in those areas that are coordinated with training plans.  In addition, the selected resource relies on the integrated calendar (recommended in the Change Management Strategy) to plan a schedule of training for the segment.  The Segment Training Plan should also provide contingency plans for potential changes in the implementation timeframe.  (Specific groups to be involved in approving plans and funds will be determined by BMMP governance.)

7. Once the Training Advisory Council has approved the Segment Training Plan (after the Lead Agent and the selected resource make any required changes and adjustments), the plan is presented to the Domain Owner for approval of the funds to cover training costs, if not already approved.

8. The Domain Owner approves the Segment Training Plan, but requests a few changes to lower the overall cost.  This approval allows the Lead Agent to begin working with the selected resource to begin actual training development.

9. The PMO provides the selected resource, which had not worked on BMMP training previously, with standards documents, prototypes or samples, and guidelines for developing specific training components. 

10. The selected resource works closely with the Lead Agent to design and develop the training material.  The Lead Agent provides SMEs to work with the selected resource on designing and developing training content.  The Domain Owner oversees training development as part of the Domain Owner’s responsibility to guide all execution activities within their domain.  (For training that crosses domain areas, the Domain Owners involved should coordinate efforts with each other for efficiency and consistency.  Training within each domain remains the responsibility of each Domain Owner.)

11. Implementer training is the first training required for the segment.  Members of the segment project team deliver the training to various segment project team staff through a two-day instructor-led course, some OJT, and some WBT.  The presentation materials and handouts from the two-day course are given to the BMMP Training Office after the course is conducted.  The Training Office maintains the master copy of the materials, and places a copy of the material on the BMMP Web portal where other users can access it.

12. The Segment Training Plan calls for group education for members of several audience groups.  Because the concepts to be covered are somewhat difficult to absorb, eight (8) two-hour sessions are planned over a two-month period.  Staff in some locations attends the sessions with a live instructor; other staff attends virtual classroom sessions that cover the same material.  The BMMP Training Office places all the materials used in these sessions on the BMMP Web portal.  During the sessions, staff is also introduced to the idea of Communities of Practice and they learn how they can access their particular community through the Web portal.

13. The training requirements that the Domain Owner and Lead Agent initially defined indicated that skill set training was likely for some individuals in the audience.  Through the Change Management and Communications Plans for the segment, staff learns that they need to access an on-line assessment through their service or agency’s LMS.  Those who do not pass the assessment are assigned specific on-line courses to take.

14. The respective Services and Agencies track the results of the assessment testing and for those who didn’t pass the assessment, track staff progress in completing specific courses.  The respective Services and Agencies provide a weekly report to the Lead Agent about the status of individual skill set training, so that the Lead Agent can take any additional steps necessary to have skill set training completed before end user training for the segment.

15. The respective Services and Agencies work with the Lead Agent and the selected resource to develop a schedule for end user training for the segment.  About three months before the implementation date, staff begins to receive communication about the training that is coming, and they are told to sign up for a specific class using the BMMP Web portal.  The BMMP Training Office has set up a portion of the site that provides registration to classes.

16. During the instructor-led training for the segment, staff is told about the WBT that is also part of their training program.  Prior to the instructor-led training, the resource that actually developed the WBT provided all the source files to the BMMP Training Office to place them on a server, in order for the WBT to be accessible through the BMMP Web portal.

17. In the training period just before implementation, the respective Services and Agencies monitor how many audience members have completed the instructor-led training and WBT, and track anyone who did not pass the final assessment in the WBT.  The respective Services and Agencies provide a summary of this data in a weekly report to the Lead Agent.

18. Once the training for the segment has been provided, the Lead Agent asks the selected resource to provide some additional training sessions at the largest facilities affected by the segment, as part of the post-implementation support plan.  The selected resource captures the questions that are asked most often and places them in the FAQs section of the BMMP Web portal for their segment.

19. Following training for the segment, the selected resource makes final changes to all training materials for that segment.  The Lead Agent reviews the revised materials and then turns them over to the BMMP Training Office.  The BMMP Training Office provides copies of those materials to all service and agency schools and training centers that need to incorporate the material into ongoing training programs.

BMMP Training Maintenance

As illustrated in the scenario above, once a resource has developed all the BMMP training components and delivered training for a segment, the long-term responsibility for maintaining the training will pass from the Lead Agent to the various DoD training organizations in the services and agencies that provide initial and career training for the roles affected by a given segment.  The BMMP Training Office will work with the organizations maintaining the training to verify that the materials continue to comply with the architecture.  
4.4 Monitoring, Assessment, and Evaluation of BMMP Training 

BMSI will have overall responsibility for monitoring, assessing, and evaluating the effectiveness of BMMP training.  The Domain Owners and Lead Agents will have the initial responsibility for monitoring, assessing, and evaluating the effectiveness of BMMP training within their specific area.  As recommended in the Change Management Strategy, “A process and governance would be developed that establishes, monitors, reports and manages performance measurements.  The performance measurements are coordinated and synchronized across domains and services and agencies, are comprised of available and accurate information, focus on the goals and targets set within BMMP, and support decision making through the organizations involved in BMMP.”  The BMMP Program Support Office will develop metrics and critical success factors to monitor progress toward achieving Capability Maturity Model (CMM) Level 5 in Education and Training.

Information provided through measurements of user satisfaction, as described in the Change Management Strategy, is also likely to provide some data about the effectiveness of training.  

The training plan for each segment will contain specific standards against which to monitor training performance.  For example, the training plan will indicate specific passing percentages for on-line assessments at the conclusion of end user training for that segment.

The BMMP Transition Strategy Plan defined CMPs for many aspects of the architecture.  BMSI should develop a specific CMP for training.  A starting point for that profile could be parts of the CMM developed by the Chancellor’s Office.  Two of the components of that model are particularly appropriate to a BMMP CMP for training.  Overview of Existing Resources

The Department of Defense has a large number of existing training resources that could be used to support the implementation of BMMP transition segments and help to meet BMMP training needs.  Executive Order (E.O.) 13111, signed on January 12, 1999, establishes the President's Task Force on Federal Training Technology, directs Federal agencies to take certain steps to enhance employee training opportunities through the use of technology, and creates an Advisory Committee on Expanding Training Opportunities.  Based on this order, the work of the DoD’s ADL initiative, and in accordance with the training templates provided in Section 3 and the overall training approach described in Section 2, Domain Owners and Lead Agents are encouraged by their charter to expand the use of new technology and leading learning practices, as appropriate, in delivering BMMP training.  Domain Owners and Lead Agents are also encouraged to take advantage of existing resources, before developing BMMP-specific training assets.  
4.4.1 Background

In 1998, the DoD established the Office of the Chancellor for Education and Professional Development, chartering it to serve as the "principal advocate for the academic quality and cost-effectiveness of all DoD civilian education and professional development activities."  On the military side of DoD, there are a number of organizations devoted to educational and professional development activities.  This section provides an overview of existing resources that could support BMMP training planning, design, development, delivery, and maintenance.

The remainder of this section divides existing education and training resources into the following groupings:

· Executive Branch Programs

· DoD Schools and Programs

· Defense Agency Programs (such as the Defense Logistics Agency) 

· Professional Associations and Other Educational Programs

4.4.2 Executive Branch Programs

Table 4‑1: Executive Branch Programs

	Entity
	Purpose

	Chancellor for Education and Professional Development
	The Chancellor for Education and Professional Development is the principal advocate for the academic quality and cost-effectiveness of all DoD civilian education and professional development activities. Further details are available at:  http://www.chancellor.osd.mil


	Defense Acquisition University 


	The Defense Acquisition University (DAU) provides mandatory, assignment-specific, and continuing education courses for military and civilian acquisition personnel within the Department of Defense.  As the DoD corporate university for acquisition education, the DAU sponsors curriculum and instructor training to provide a full range of basic, intermediate, advanced, and assignment-specific courses to support the career goals and professional development of the Acquisition Workforce. Further details available at: http://www.dau.mil/  



	Defense Leadership and Management Program
	DLAMP is a Department-wide program for growing future DoD civilian leaders through "joint" civilian training, education, and development. DLAMP serves as the framework for achieving the objective of the Commission on Roles and Missions of the Armed Forces to provide a DoD civilian leadership community capable of leading in a "joint" environment. It nurtures a shared understanding and sense of mission between civilian and military leaders.  Further details available at:  http://www.cpms.osd.mil/dlamp/ 



	OPM HRD Training and Management Program
	The OPM HRD Training and Management Program develops training and human resource solutions for government agencies through an expedited contracting process. Further details are available at: http://www.opm.gov/hrd/index.asp

	OPM Retraining Resources
	One-Stop Centers provide displaced employees with retraining services to help them reenter the workforce.  Further details are available at: http://www.opm.gov/rif/general/onestop.htm

	Government Online Learning Center http://www.golearn.gov/ 
	The Government Online Learning Center is a government-wide resource that supports development of the Federal workforce through simplified and one-stop access to e-training products and services.

	Federal Executive Institute (FEI)
	FEI is the Federal Government's development center for senior executives.  FEI brings SES members and high-performance GS-15s together for courses that help executives develop broad corporate viewpoints, understand their constitutional roles, and enhance essential skills. Further details are available at: http://www.leadership.opm.gov/fei.html


4.4.3 DoD Schools and Programs

Military Service Education and Training commands are the lead agencies within their respective services for the development of education and training.  The programs and schools they sponsor are extensive and cover career development, periodic education, as well as skill-specific training programs.  Military schools and courses, also shown below, are sponsored by their military service Education and Training commands.  These schools provide career development as well as skills-based training for all levels of the military service. As the agents for education and training for their respective service, these schools and programs will ultimately be responsible for incorporating selected BMMP-related topics, as appropriate, into their curricula.  This Plan does not assume that these resources will be used for initial or near-term BMMP training development and delivery.  Sufficient lead time (at least 2 years) must be built into the BMMP Transition Plan for curriculum change prior to revised training delivery at DoD schoolhouses.  These commands are shown in the table below, along with their respective Web sites for further information.  

Table 4‑2: DoD Schools and Programs

	Entity
	Web Site

	Industrial College of the Armed Forces
	http://www.ndu.edu/icaf/main/index.htm

	Joint Forces Staff College
	http://www.jfsc.ndu.edu

	Information Resources Management College
	http://www.ndu.edu/irmc

	Defense Resource Management Institute
	http://www.nps.navy.mil/drmi

	U.S. Army Training & Doctrine Command (TRADOC)
	http://www-tradoc.army.mil

	U.S. Air Force Education & Training Command (AETC)
	https://www.aetc.af.mil

	Chief of Naval Education & Training (CNET)
	https://www.cnet.navy.mil

	USMC Training & Education Command (TECOM)
	http://www.tecom.usmc.mil

	U.S. Army Logistics Management College
	http://almc.army.mil

	U.S. Army Management Staff College 
	http://www.amsc.belvoir.army.mil

	U.S. Army War College
	http://carlisle-www.army.mil

	U.S. Army Command & General Staff College
	http://www-cgsc.army.mil

	U.S. Army Sergeants Major Academy
	http://usasma.bliss.army.mil

	U.S. Army Noncommissioned Officers Academy
	http://www.knox.army.mil/school/ncoa/ncoa.htm

	Air Force Institute of Technology, School of Systems & Logistics
	http://ls.afit.edu

	Air Force Air War College
	http://www.au.af.mil/au/awc/awchome.htm 

	Air Force Air Command & Staff College
	http://www.acsc.au.af.mil

	Professional Military Comptrollers School
	http://www.au.af.mil/au/cpd/pmcs

	Air Force Institute for Advanced Distributive Learning
	http://www.au.af.mil/au/afiadl

	U.S. Air Force First Sergeants Academy
	http://www.au.af.mil/au/cpd/fsa

	U.S. Navy War College
	http://www.nwc.navy.mil

	Naval Post Graduate School
	http://www.nps.navy.mil

	Navy e-Learning Institute
	http://www.navylearning.com

	Marine Corps War College
	http://www.mcu.usmc.mil/MCWAR 

	Marine Corps Command & Staff College
	http://www.mcu.usmc.mil/csc/ 


4.4.4 Defense Agency Programs 

Table 4‑3: Defense Agency Programs

	Entity
	Web Site

	Defense Contract Audit Institute
	http://www.dcaa.mil/index.html 

	Defense Contract Management College
	

	Defense Institute of Security Assistance Management (DISAM)
	http://disam.osd.mil /


4.4.5 Professional Associations and Other Education Programs

Table 4‑4: Professional Associations and Other Education Programs

	Entity
	Web Site

	American Institute for Certified Public Accountants
	http://www.aicpa.org/index.htm 

	The International Society of Logistics
	http://www.sole.org/ 

	The Educational Society for Resource Management
	http://www.apics.org/ 

	National Contract Management Association
	http://www.ncmahq.org/ 

	Logistics Officer Association
	http://www.loanational.org/ 

	Institute for Supply Management
	https://www.ism.ws/ 

	American Society of Military Comptrollers (ASMC)
	http://www.asmconline.org/

	Association of Government Accountants (AGA)
	http://www.agacgfm.org/ 

	Data Management Association 
	http://www.dama.org


NOTE:  The services also depend upon civilian universities to provide graduate-level business and financial management programs for officers.  

5. Education & Training Roles and Responsibilities

The purpose of this section of the E&T High-Level Plan is to define the roles and responsibilities necessary to carry out the plan.

5.1 Alignment with Governance Model

The roles and responsibilities for carrying out the E&T High-Level Plan will be in overall alignment with the Governance Model laid out in the Compliance Plan.

Domain Owners and Lead Agents, who will actually oversee the development and implementation of the training, will make their training plans and approaches consistent with the guidance promulgated by the Training Advisory Council.  In addition, since staff training is one of the BMMP enterprise compliance areas, education and training plans and accomplishments will be assessed against predetermined, documented compliance objectives and assessment criteria.

5.2 Responsibilities

· BMSI is responsible for providing the Training Advisory Council, the BMMP Training Office, and other training entities with information regarding scheduling of segments, staffing/resourcing, and funding decisions.

· The Training Advisory Council will function as the steering committee for all BMMP training.  The Training Advisory Council will contain representatives from OSD groups, the Domain Owners, OUSD(P&R), each service, and selected DoD agencies.  Selection of the Training Advisory Council members will be controlled by the Governance structure and the Domains.  The Training Advisory Council will review and make recommendations regarding the planning, design, development, delivery, and maintenance of training.  This review will focus both on compliance and effectiveness (drawing on the past experience of those on the council).  The Training Advisory Council will be responsible for monitoring that training activities are planned in coordination with the groups responsible for Change Management and Communications activities.

· The Domain Owners have the overall responsibility for integrating training with all other BMMP activities in their domain.  Domain Owners are responsible for applying the overall BMMP E&T High-Level Plan in their domain, with help from the BMMP Training Office.  As part of transition planning, Domain Owners and Lead Agents will identify the people that need to be trained, develop training plans for each segment to be implemented, and oversee training development and execution.  As described in the Governance Strategy, for the Select phase in the Select/Control/ Evaluate approach, it is the responsibility of the Domain Owners to:

· Build BEA and Global Information Grid (GIG) compliant architecture products, data strategy and transition plans that are representative of the domain and consistent with the BEA strategy and plans  

· Update architecture, strategies, and plans as needed

· Identify and incorporate Leading Practices

Domain Owners and Lead Agents are responsible for reporting training results and status to the BMMP Training Office and the Training Advisory Council.  The Governance Strategy provides further details and sets of responsibilities for Domain Owners and Lead Agents.

· Beyond participation in the Training Advisory Council, DoD schools and service schools may be involved in the planning, design, development, delivery and maintenance of BMMP training and will eventually also be responsible for integrating BMMP training topics into ongoing training programs.  DoD schools and service schools are likely to be most involved in group education efforts rather than in segment type training.  However, DoD and service school resources may be used to meet specific training design, development, delivery, and maintenance needs related to segments.

· The BMMP Training Office will be responsible for providing a repository for training materials and sharing them, as applicable, with segments that have similar needs and content.  The BMMP Training Office will also be the source for standards and guidelines for developing BMMP training materials.  Those standards and guidelines will be approved by the Training Advisory Council.  The BMMP Training Office will not add new layers of administration for administrative functions currently being performed by services and agencies.

The DoD will track students through multiple tools (i.e., the DoD is not likely to have just one LMS for all services and agencies).  However, as many of these tracking tools as possible should be Web-based to provide remote access and user self-service.  Individual Development Plans (IDPs) will also be used as a tool for planning and tracking training requirements for personnel.  In addition, HRM systems will be used, at the discretion of Domain Owners, Lead Agents, and Services and Agencies, to record BMMP information related to training requirements, deficiency assessments, individual training profiles, individual education profiles, and individual competency profiles.

6. Education & Training Development Schedule

The purpose of this section of the E&T High-Level Plan is to provide recommendations for scheduling training development and implementation, relative to the program-wide implementation schedule.

6.1 Integration of Education & Training with the Program Schedule

Plans for education and training depend on the overall program schedule, particularly the schedule for implementing the segments.

Once a schedule is set for the implementation of a particular segment, Lead Agents will back up from that date, according to the segment type and specific training needed, to set the date when training planning and development will begin.

For each segment type, there will be a recommended minimum time period for training planning and development, to be determined by the BMMP Training Office.  For example, for a policy segment type, training planning might begin no less than eight months before the implementation date.  More time than the recommendation may be allotted, based on specific circumstances and needs.

The first step for any segment will be for the Lead Agent to define training requirements, with help as necessary from the BMMP Training Office and a training resource.  Those requirements will be used to develop a Segment Training Plan, which will provide a training development and implementation schedule synchronized with overall segment plans and the broader BMMP schedule.  The Segment Training Plan will also provide contingency plans for potential changes in the implementation timeframe.

6.2 Training Development Milestones

Some training elements will be developed outside of the overall project schedule for domains and segments, such as a BMMP/BEA 101 workshop, class, or WBT.  Such general training components are likely to be developed early in the project for the earliest possible exposure and the widest possible benefit.  The BMMP Training Office will also work with DoD training resources to develop working prototypes for all BMMP training components early in the project.  Other development milestones will be tied to the overall project schedule.

The BMMP Training Office will provide guidance to Lead Agents on an approximate schedule they should consider for major training development milestones within a segment.  A standard set of milestones, such as the ones below, will be incorporated in the Segment Training Plan with actual dates.  The schedule shown below represents a typical schedule for a twelve-month segment project:

Table 6‑1: Sample Milestones for Development of Segment Training

	Milestone
	Completed in (Project Month)

	Definition of Training Requirements
	Month 2

	Segment Training Plan
	Month 4

	High-Level Design for Training
	Month 5

	Detailed Designs for training materials (storyboards and drafts of written materials)
	Months 6-7

	Published / programmed versions of all training materials
	Months 8-9

	Pilot test with sample audience
	Month 10

	Final, revised training materials
	Month 10

	Training delivery
	Months 11-12

	Post-implementation support
	Month 13+
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