Marcia Richard

n Feb. 24 and 25, the Defense Acquisition Uni-

versity (DAU) hosted a successful Performance

Support workshop in support of the DoD Small
and Disadvantaged Business Utilization (DoD SADBU)
office and the Small Business Administration (SBA). The
workshop, held in the DAU Management Deliberation
Center and facilitated by Bill McGovern, Curricula De-
velopment and Support Center (CDSC), was conducted
to assist the Small Business Administration (SBA) in its
first steps to re-engineer the small and disadvantaged
business certification process.

The SBA currently provides the SDB certification service
for 28 federal agencies of which DoD is its largest pay-
ing customer. DAU President Frank Anderson Jr., par-
ticipated for several hours on both days of the workshop
and shared many of the challenges and success stories
that DAU has experienced as it progressed through its
transformation over the past 3%z years. Many of the DAU
experiences were similar in nature to what the SBA is
currently experiencing, and representative of issues that
organizations are forced to deal with as they transform.

Air Force Lt. Col. Scott Miller from the DAU Midwest Re-
gion participated in the workshop and briefed the LEAN
concept (eliminating waste from process/procedures) to
the group. Army Col. Gus Mancuso from the Army's
SADBU office was a very active participant in the work-

Attending a February 2004
Performance Support Workshop
in support of the DoD Small
and Disadvantaged Business
Utilization office and the Small
Business Administration are
from left: DAU President Frank
Anderson Jr.; Linda Oliver,
deputy director, DoD Small and

Disadvantaged Business
Utilization office; and Eugene
Cornelius, former associate
director for business develop-
ment, Small Business Adminis-
tration.
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shop bringing with him the added insight of the
warfigher's perspective. Also participating in the work-
shop was Linda Oliver, deputy director, DoD SADBU of-
fice, and Sharon Drago, assistant director DoD SADBU
and a member of Oliver’s staff. Attending from the SBA
was Eugene Cornelius, deputy administrator, Office of
Business Development and 16 of his staff who are di-
rectly involved with the SDB certification process. Mar-
cia Richard, CDSC and project manager for the effort
was also a participant.

DAU has agreed to assist the SBA in a follow-on session,
phase two of the SDB certification re-engineering effort:
Implementation. For more information on the certifica-
tion process, contact Marcia Richard at

is the associate director for performance support,
DAU Curricula Development and Support Center, Fort
Belvoir, Va.

he Army Materiel Command (AMC), in conjunc-
tion with Technology Forums, Inc., will hold its
Annual National Information Assurance (IA) Con-
ference and Exposition July 7-8, 2004, at Rock Island,
lll. Conference planners are developing an IA confer-
ence targeted toward the needs of AMC, including panel
discussions and presentations on communications, in-
formation security, and wireless technology. For further
information on the conference, watch the conference
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Web site at < https:// www.technology forums.com/
upcoming_events/> . Information will be posted as it
becomes available.

ENERGY 2004 WORKSHOP

(AUG. 8-11, 2004)

The Energy 2004 workshop, scheduled for August
8-11 in Rochester, N.Y., is designed for federal,
state, local, and private sector energy managers,

energy service companies, utilities, procurement offi-

cials, engineers, and other energy professionals. Topics
that will be covered include establishing or improving
an energy management program, procuring renewable
and energy-efficient products and services, and incor-
porating sustainable design concepts. For more infor-
mation, please visit the Energy 2004 Web site at
< http:/lwww.energy2004.ee.doe.gov/ > .

SOLE 2004: “FUTURE LOGISTICS:
THE INTEGRATED ENTERPRISE”
(AUG. 29-SEPT. 2, 2004)
OLE, The International Society of Logistics, will
Shold SOLE 2004, its 39th Annual International
Conference and Exhibition from Aug. 29 through
Sept. 2, 2004, at the Norfolk Marriott Waterside in Nor-
folk, Va. This year’s conference theme is “Future Logis-
tics: The Integrated Enterprise.” Army Brig. Gen. Scott
G. West, quartermaster general of the United States
Army and commandant of the U.S. Army Quartermas-
ter Center will serve as both the defense chair and the
conference host.

Joining him as the industry chair is Clayton (Clay) M.
Jones, chairman, president, and chief executive officer
of Rockwell Collins, selected in January 2004 by Forbes
magazine as the “best managed aerospace and defense
company in America.” Senior leaders from the defense,
industry, academic, and business communities will par-
ticipate throughout the conference, both as plenary and
panel session members. For more information, visit
SOLE’s Web site at < http://www.sole.org/conference.
asp> or call 301-459-8446.

ASTD BENCHMARKING FORUM SPRING
2004 MEETING
MANAGING WITH METRICS:
DATA-DRIVEN WORKPLACE LEARNING
AND PERFORMANCE
Christina Cavoli
fter a hefty investment of financial and human
Acapital, your new training program has finally
gotten off the ground, and now your boss wants
to know: Where's the return on our investment?

If you've done your homework, you can respond with
credible and meaningful data that can pinpoint how that
investment in training and performance is paying off.

At the ASTD Benchmarking Forum “Managing with Met-
rics: Data-Driven Workplace Learning and Performance,”
held at Defense Acquisition University April 28-29 and
hosted by Boeing and DAU, learning and performance
professionals gathered with this focus in mind. Provid-
ing the big picture presentation was Reza Sisakhti, Di-
rector, Learning & Performance Practice, Productivity
Dynamics, who enumerated steps for capturing the im-
pact of training in a work environment. Titled “Manag-
ing with Metrics at a Macro and Micro Level: Experi-
ences and Lessons Learned in Multiple Organizations,”
the presentation outlined frameworks for measuring the
overall benefits of training initiatives (macro-level per-
spective) and capturing the bottom-line business impact
of particular, individual strategic initiatives (micro-level
perspective).

“I don't have a silver bullet,” Sisakhti admitted, “just a
lot of experience in measuring these things.” He demon-
strated this experience with an overview of how to pre-
pare the appropriate metrics that allow various types of
training and education to be evaluated. “You need to re-
ally do your homework,” Sisakhti said, adding that an-
ticipating the measurement criteria before deploying
any training is the key to creating successful metrics.

Methods of measuring the impact of training must be
tailored to fit specific circumstances. From a micro per-
spective, these measurements vary between easily es-
tablished, fixed criteria to more subjective evaluations.
For example, evaluating skill-building or technical train-
ing is straightforward. Such training is an easy sell: it
provides a new procedure, tool, or technique, such as
teaching a technician to install a cable, that results in
the establishment of a solid skill set. If the training works,
the results are easily quantifiable; management can
count the number of technicians now trained to install
cables, or measure how much faster cables can be in-
stalled after new training is conducted.

Measuring context-dependent initiatives, such as man-
agement of training or leadership skills, is more sub-
jective. Such training cannot be applied uniformly; not
everyone will apply the new skills and styles in the same
way. Establishing uniform measurements of effective-
ness results in ambiguous, meaningless goals such as
“increased production” or “increased profits” that are
too far removed from the actual training to be of value.
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To meaningfully capture the results of such training,
measurements must shadow how the learned sKills are
being used; measurements must be contextual, and ap-
plied on a case-by-case basis. After teaching manage-
ment skills, trainers must investigate how the skills were
then employed. Did managers focus the new skills on
teamwork? On mentoring? On improving communica-
tion? Where and how did different groups receiving the
training use the new knowledge? Individualized follow-
up may be necessary to track how people used new
skills. This kind of tracking suggests that context-de-
pendent initiatives need a menu of measurement cri-
teria, not pre-determined specific outcomes.

If such tailored tracking seems unwieldy, Sisakhti pro-
vided an action plan. After being exposed to education
and new ideas, members of the group each developed
a three-month action plan that outlined how the new
skills could be leveraged in their jobs. After 45 days, in-
terviews are conducted to solicit feedback on the im-
plementation and success of these action plans. Inter-
views are conducted again after three months. Such
feedback can then be collected and reviewed, and the
impact of the training can be measured.

No matter the type of training, it is essential to estab-
lish what the criteria are for evaluating success. Sisakhti
added that setting up a measurement system based on
the client's own language and technical vocabulary is
also critical in effectively capturing the right measure-
ments. Again, adequate preparation before deploying
the training is key.

Infrastructure investment initiatives require yet another
approach. For example, if an independent Web-based
learning system has been established, the content and
skill sets being taught must be evaluated, but the por-
tal itself needs also be evaluated. If the infrastructure is
not supporting the training, that must be captured by
the appropriate metrics.

Moving to a macro view adds yet another layer of com-
plexity. After considering all the micro initiatives, a com-
pany may question the overall impact on the bottom
line. All the seminars, ongoing training, new infrastruc-
tures to improve the learning environment—what does
it all add up to?

A macro perspective must provide a means of mea-
suring the aggregate impact of multiple initiatives and

the cumulative impact of total investment. One solu-
tion to the challenge of measuring the overall impact
of isolated learning initiatives is a time series mea-
surement design. Such a framework selects a “unit of
analysis”—managers, sales people, service profes-
sionals, departments—who have all completed multi-
ple initiatives, and measures their progress over time
to assess the overall impact of training. Metrics to con-
sider for such a design include employee loyalty, re-
tention, innovation, customer satisfaction, and finan-
cial and industry benchmarks.

Sisakhti added a further level for consideration: the or-
ganizational perspective. The learning function itself is
an organization in its own right; metrics are often nec-
essary to create a balanced scorecard for the learning
organization.

Too often, lower-level metrics aimed at micro initiatives
focus on the whole, creating criteria that are too broad
or far removed to effectively measure the results of train-
ing. Micro initiatives demand specifically tailored met-
rics. A focus on the big picture, however, remains equally
important; a macro perspective is necessary to provide
answers when a CEO asks, “What are we finally getting
for all our investment?” Planning must be done in ad-
vance of deploying training to establish a soundly struc-
tured system to capture information for both the micro
and macro perspectives.

Cavoli is a freelance writer/editor providing contract sup-
port to Defense AT&L.

7TH ANNUAL SYSTEMS ENGINEERING
CONFERENCE (OCT. 25-28, 2004)

major conference focusing on Mission Areas

and Capabilities of Defense Systems, including

Interoperability, Supportability, and Reducing
Total Ownership Costs, will be convened in Dallas, Texas,
Oct. 25-28, 2004, under the auspices of the National De-
fense Industrial Association, Systems Engineering Divi-
sion. The conference is held in conjunction with the Di-
rector, Systems Engineering, Office of the Under Secretary
of Defense for Acquisition, Technology and Logistics
(AT&L), Defense Systems, with technical co-sponsorship
by the International Council on Systems Engineering (IN-
COSE).

For more information or to register, go to < http://regis-
ter.ndia.org/interview/register.ndia?#September2004 > .
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