Chapter 4  	�The Defense Action Learning Team


	Overview


The acceleration change model described in chapter 3 should be used to fashion new roles and responsibilities that focus on adopting commercial business practices by “transforming the organization as a team.” The result will be a Defense action learning team� comprised of cross-functional members with new roles and responsibilities, behaviors, and skill sets, to support the cultural transformation to a best-practice team. We begin this chapter by discussing the common core competencies, and then we will move to the specific roles and behaviors that will make the Defense action learning team the cross-functional asset that we envision.


	Core Requirements for the Action Learning Team Approach


While the Defense action learning team concept transforms the current, linear Defense structure, the new roles discussed in this chapter are not mutually exclusive. That is, a degree of crossover among the roles will mean that all members of the team will share some core competencies. However, each individual, as well as each role, will have enhanced functional knowledge and skills that will set them apart from the others and provide their unique value contribution to a given Defense function, such as acquisition.


	Core Behaviors


The Defense action learning team will share core behaviors that provide a basis for performance evaluation and reward as well as developmental feedback. The most essential of these core behaviors are the following:


Making optimal decisions based on the interests of all stakeholders;


Understanding and exercising good business judgment (as opposed to narrowly administering rules);


Maintaining a continuous focus on the customer and the customer’s needs and requirements;


Delegating decision-making to the lowest level capable of getting the job done;


Recognizing others for engaging in team behaviors;


Identifying and promoting the use of best practices rather than accepting the status quo;


Demonstrating fairness in dealing with customers and suppliers;


Being willing to accept prudent risks to achieve team results;


Freely shaping ideas, concerns, objections, and recommendations in the team setting without fear of retribution;


Maintaining functional expertise to enhance team results;


Building trust within the team by supporting positions with facts and logic;


Treating mistakes as learning experiences; and


Pursuing continuous learning and continuous professional development for themselves and others.


	Core Skills and Knowledge


In order to exercise these behaviors, members of the team must share a toolbox of core skills and knowledge. This toolbox will serve as a basic resource for conducting Defense business in a manner that is critical to executing our vision. The concept of a shared knowledge base leads to a general learning track for implementing change, contributes to the creation of universal models for getting the work done, and adds structure, logic, and cohesion to best practices. We propose the following core skill and knowledge requirements:


A general knowledge of the DoD acquisition process;


An understanding of the legal, regulatory, and political framework in which government business is conducted;


An understanding of the principals of supply chain management;


A basic understanding of the commercial business environment and the importance of investment in research and development;


An understanding of market research principles and strategies for sourcing suppliers;


A grasp of the fundamentals of project management: risk, cost, quality, and timeliness;


The ability to conduct cost/benefit and tradeoff analyses;


An understanding of how to work in high-performance teams;


An understanding of how to use the business results scorecard to measure performance (described in chapter 3);


Competency in change management, including an understanding of complexity management, system dynamics, risk analysis, and out-of-the-box thinking;


A knowledge of the fundamentals of defining requirements; and


The ability to be a knowledge worker�.


	Unique Roles within the Defense Action Learning Team


While the Defense action learning team will be comprised of individuals who share the behaviors, skills, and knowledge described above, each role within the cross-functional team brings unique qualifications, responsibilities, and contributions to our vision of the Defense action learning team. In chapter 2, we introduced the key roles in the Defense action learning team. Three of these roles—those of the customer relationship manager, the product and service market specialists, and the functional specialists—comprise the core team. The other two roles—those of the staff specialists and the senior leaders—function as resources or catalysts to the core team. To assume any of these roles, no job title changes need occur. Rather, embracing these roles requires the adoption of a new state of mind. Although a single professional may serve in more than one of these five roles, the role-specific capabilities described in the sections below will help to create the competence level necessary to support a successful cross-functional Defense action learning team. For example, a representative of the requirements community might serve in a customer relationship role on one team, while assuming the product and service market specialist role on another. To get up to speed on the duties of any particular role, just-in-time training can be used.


	Customer Relationship Manager Role


When acting in the customer relationship manager role, a professional will assume the end-to-end responsibility for the project as well as the relationships within it. Therefore, those assuming this role must have the ability and desire to manage the purchasing and supply chain from end to end and to recognize and manage all customers (e.g., warfighter, private industry, Congress). The key qualifications of the customer relationship manager role are:


The ability to pull together and lead teams—both standing and ad-hoc—as well as participate as a member of a team,


A knowledge of the entire acquisition process and all functional specialties,


The ability to negotiate win/win outcomes that balance the interests of all stakeholders,


General management-level business and leadership skills,


Complex project management skills,


A comprehensive understanding of the supply chain from end to end, and


Account management skills.


As with all of the key roles discussed in this chapter, the role of customer relationship manager will make a critical contribution to the best-practice Defense action learning team. In the customer relationship manager role, a professional must define realistic, cost-efficient requirements and ensure that these requirements reflect all “voices” of the process.  Figure 4-1 illustrates the role of customer relationship manager as the single point for balancing stakeholder interests. This single-point ownership must receive dedicated support to improve the quality and timeliness of acquisition decisions. The team roles, responsibilities, and rewards are all tied to a balanced scorecard.








Figure 4-1. Cross-Functional Team Approach Led by a Professional in a Customer Relationship Manager Role
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	Product and Service Market Specialist Role


To serve successfully in the role of product and service market specialist, a professional will be an acquisition workforce member with a range of experience levels, depending on the area of focus (e.g., major systems specialists versus product specialists). The individuals tapped for this role must have the ability and desire to research, negotiate, and foster positive supplier relationships while obtaining the best value for the dollar. The key qualifications of the product and service market specialist role are the following:


An analytical orientation that is supportive of market research, target pricing�, and cost studies;


An ability to manage multiple relationships between customer relationship managers and suppliers;


A vision of their role as builders of resource pools rather than as controllers;


An understanding of the rules and regulations that govern resource allocation and fund commitment;


Negotiation and price analysis skills; and


Technical training in the relevant product/service area.


When fulfilling the product and service market specialist role, a professional’s critical contribution to the vision will be encouraging the “best of the best” to do business with the government and maintaining supplier relationships without losing a bottom-line outlook.


	Functional Specialist Role


The functional specialist role will be filled by the existing functionally oriented professionals, such as representatives of the auditing and comptroller communities, who have the ability and desire to be advisors and expediters to those in the roles of customer relationship manager and product and service market specialist. In a functional specialist role, a professional will serve as team advisor for a given functional area. The key qualifications of the functional specialist role are the following:


A deep and thorough understanding of functional, technical, and public policy requirements for a given specialized area;


An ability to apply functional expertise in terms of the customer’s need;


An ability to maintain positive customer relationships while safeguarding the public good;


Expertise in conducting business case and risk analyses that identify functional go/no-go limitations;


Knowledge of commercial functional approaches to the specific functional area;


Skill in translating functional technical expertise into team solutions;


An ability to fashion a functional plan, for use outside the team, that furthers and supports the team solution; and


An ability to apply “value chain analysis” techniques to the functional specialty.


The critical contribution of those in the functional specialist role will be their implementation of an environment where the norm is finding a way to make things happen while staying within the law. 


	Staff Specialist Role


The staff specialist role will be filled by the existing policy managers and support staff with the ability and desire to become change facilitators. The key qualifications of the staff specialist role are the following:


Skills in gathering and organizing best practices into models as well as developing simple-to-use systems for sharing best practices;


An ability to facilitate action learning events (such as the action acceleration workshops and action acceleration teams discussed in chapter 3); 


An ability to coach senior leaders on their role as change accelerators;


Skills in analyzing, evaluating, and drawing conclusions from data;


Good oral and written communication skills;


Enthusiasm for working as a change agent; and


A willingness to support and back up lower-level members of the team.


As their critical contribution to the team, those in the role of staff specialist will build the tools that will accelerate the process of change.


	Senior Leader Role


The role of senior leaders will be taken on by the Defense executives who have the ability and willingness to own the new vision and champion its success. The key qualifications of the senior leader role are the following:


Skills in communicating the vision in informal work sessions;


A willingness to support any given Defense organization against unrealistic demands from customers or unwarranted criticism from the public;


An ability to get out in front of strategic issues and lead the way (for example, by advocating industry partnerships);


A willingness to delegate and empower others;


An ability to be a coach rather than a boss;


An ability to be a successful change agent; and


An ability to set boundaries and remain within them.


The senior leader role will make a number of critical contributions to the vision. Specifically, those in this role will focus the teams, manage boundaries, manage stakeholders’ expectations, and delegate authority.


	An Acquisition Example of Scorecards for the Defense Action Learning Team 


Chapter 3 highlighted the importance of business results scorecards to identify and measure goals. Consistent with the overarching goals identified in that chapter, we have proposed a set of goals and measures for the Defense action learning team for any given acquisition. As presented in table 4-1, the distinct goals of the warfighter customer, the general public, and Defense suppliers—the key stakeholders for any acquisition program—are linked to specific external performance indicators.


Table 4-1. Stakeholder Scorecard


�
Stakeholders�
�
�
War-fighter�Customer�
�General Public�
�Suppliers�
�
Goal�
Customer satisfaction�
Trust�
Ease of doing business�
�
Key Performance Indicators�
·	Time to field


·	Performance in use


·	Value for funds�allocated�
·	Value for dollars spent


·	Fairness of process


·	Performance as promised


�
·	Desire to do business with the government


·	Return on �investment


·	Willingness to partner on�innovations�
�
�
�
�
�
We believe that the goal for the warfighter is customer satisfaction. The key indicators of the requirements community’s satisfaction with an acquisition are time to field, quality performance, and best value for the dollar. For the general public, we think the goal is trust. The public wants to see best value for dollars spent, an acquisition process that is fair, and products that perform as promised. As for suppliers, we believe that they are most interested in doing business with the government as simply and efficiently as possible. In other words, the goal for suppliers is ease of doing business. The key indicators that this goal is being met are suppliers’ desire to do business with the government, a greater return on investment, and industry’s willingness to partner with the government on innovations.


Just as the organization must meet the goals of the stakeholders, the various role players on the team must meet shared as well as individual goals for any given acquisition. As highlighted in table 4-2, the shared indicators of successful team performance are customer satisfaction, cost, fairness, and ease of doing business. Time to field is the performance indicator for the customer relationship manager role. For those in the product and service market specialist role, who must manage supplier relationships to foster increased competition, their performance indicator is the competitiveness of the supply chain. A lack of rework, a reduction in complaints or protests, and a reduction in cycle time all translate to the performance indicators for the functional specialist role. For those in the staff specialist role, who are ultimately responsible for making change happen, the application of best practices indicates their success. Finally, as the coaches and advocates for the vision, those in the senior leader role can measure their success in terms of increased workforce morale.


Table 4-2. Internal Scorecard


�
Performance Indicators�
�
�
Role Specific�
Shared�
�
Customer Relationship Manager Role�
Time to field�
·	Customer satisfaction


·	Cost


·	Fairness


·	Ease of doing business�
�
Product and Service Market Specialist Role�
Competitiveness of supply chain�
�
�
Functional Specialist Role�
Speed/protests�
�
�
Staff Specialist Role�
Application rate of best practices�
�
�
Senior Leader Role�
Morale of workforce�
�
�



	Core Curriculum


Because the success of the Defense action learning team rests on five different roles working together in a cross-functional environment, the DoD needs a common knowledge base, offered through its core curriculum, to establish a common lexicon for dealing with the new structure. A core curriculum will provide a base level of education, instill new values, and promote change. 


The realistic sequence for core acquisition-related skill and knowledge training discussed earlier in this chapter is as follows:


DoD requirements and acquisition process (program management flavor),


Legal/regulatory framework overview,


Commercial business environment and supply chain management, and


Market research and defining requirements. 


At the next level, the following courses, which are listed in no particular order, should be attended:


Project management fundamentals,


Cost/benefit analysis,


Performance measurement,


Balanced scorecard, and


High-performance team participation.


These courses should be attended by everyone in the functional areas, not simply acquisition or contracting personnel; or, at the very least, an overview course must be attended by everyone in the functional areas. In order to build the team mentality into all of the education and training that takes place in support of action learning teams, learners should attend the training sessions as a team and participate in the training wearing the hats of different team members. 


	Summary


The Defense action learning team approach will work to bring together cross-functional teams operating within the acceleration change model to enhance Defense Reform. The team must share core behaviors, skills, and knowledge. While this curriculum will provide the core skills and knowledge for the defense action learning team, each of the five roles that must be represented on the team requires its own set of unique skills and knowledge. A DoD Corporate University should be used to fill the need for shared and unique skills and knowledge, as discussed in chapters 5 and 6.





� According to David Dotlich and James Noel, authors of the book Action Learning: How the World’s Top Companies are Recreating their Leaders and Themselves (Jossey-Bass Business & Management Series: 1998), “action learning” is a new system of learning that has been employed by many major companies to create meaningful, productive change and to gain an edge on the competition. They argue that change cannot happen unless the behavior and attitudes within an organization are transformed, and they demonstrate that action learning can effect this so-called re-creation. In order to succeed, the action learning model requires sponsorship by a key individual or group within the organization and having a strategic mandate. 


�





� The term “knowledge worker” was originally coined in 1959 by Dr. Peter Drucker. A knowledge worker is someone who primarily works with information and abstract concepts (versus the real-product worker, who is primarily focused on the creation and/or assembly of real products). A knowledge worker is expected to create new information and knowledge through independent judgment and creativity.


� According to The McKinsey Quarterly, “Harnessing the Power of Your Suppliers,” 1993 Number 3, pp. 63–78: Many companies today have changed how they work with suppliers in new product design. They now select them before drawing a single line on a plan. Suppliers are typically chosen by a cross-functional team from engineering, manufacturing, purchasing, and quality control. Responsible for the design and development of the new product, the team discusses it assembly by assembly and piece by piece and chooses suppliers on the basis of past price, quality, and delivery performance. The team ensures that each component has a single internal or external supplier that will be used for the life of the part during both development and production. As well as selecting suppliers, the team sets target prices for each component, drawing on its members’ previous experience with similar parts. Using target prices ensures that a company will be able to produce a product with features and functions that customers want, at a price that is acceptable and competitive in the market. The team then meets the selected suppliers to discuss specifications and costs. 


�
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