Chapter 6  	�Sustaining Change: �A Department of Defense Corporate University


	Overview


We believe that a corporate university is required to sustain an organization that embraces best practices, that empowers all enterprise players, and achieves optimal solutions at the lowest costs in support of our warfighters. One of the primary functions of a corporate university is to act as an agent of change. Not only does the corporate university help facilitate needed changes, but it also serves as a continuous learning medium, which would sustain the success of Defense Reform initiatives, accomplished through implementation of the acceleration change model. Further, once established a DoD Corporate University will stand ready to institute continuous learning and implement future changes using appropriate techniques. The urgent need to accelerate Defense Reform necessitates the immediate implementation of the acceleration change model.  However, the long-term success of Defense Reform will be insured if an effective DoD corporate university is established to sustain the initiatives and institute continuous improvements as needed.


	Chancellor


We recommend that the Department of Defense Chancellor for Education and Professional Development establish a corporate university—a center of knowledge, skills, and tools that senior leaders can use to sustain change—that is designed to service the entire Defense community, including the disparate organizations (e.g., requirements, acquisition, and funding) brought together under our DoD action learning team concept. In establishing the DoD Corporate University, the Chancellor should assess whether the following suggestions are viable:


Assess existing defense education and training organizations,


Establish a mission support office,


Contract out for administration,


Use working capital funding,


Competitively solicit providers,


Continuously evaluate the corporate university,


Address labor issues up front, and


Service a large, geographically diverse student population through a variety of delivery methods.


Each of these suggestions for the Chancellor’s consideration is discussed below in further detail.


	Existing Defense Education and Training Organizations


The effort of establishing a DoD Corporate University will require an assessment of existing DoD education and training entities. In order to support the DoD Corporate University, any existing entities should be builders of change capabilities. Some entities might be transformed from educators on rules to builders of change capabilities. To effect this transformation where possible, we believe the following actions must be taken:


Review all existing courseware and commit to a plan to streamline and revise the existing curriculum to support skills and knowledge required for accelerated change.


Develop new skill and knowledge education tracks to support redefined roles and responsibilities.


Link skill and knowledge tracks directly to the overall vision for Defense Reform and action learning team process.


As mentioned in chapter 5, a corporate university generally has arrangements with multiple education providers. Since existing DoD education and training entities offer many functional courses that are extremely useful, some of their courseware would be used for training through the DoD Corporate University. While these resources should be used if practicable, it would hinder the overall Defense Reform mode to rely exclusively on them. Under our corporate university concept, these training entities are merely a part of the possible education and training providers, even with regard to on-the-job training. For example, acquisition job-related training might be found through the Defense Acquisition University. Alternately, it might be located through the University of Virginia’s Northern Virginia Center and the National Contract Management Association’s joint noncredit certificate program providing courses (procurement, contract law, financial, and business) that enable students to sit for the Certified Professional Contracts Manager exam. Similarly, another association—the National Association of Purchasing Management—prescribes a curriculum to qualify students to take the Certified Purchasing Manager exam. With such a variety of education and training providers from which to choose, it should be easy to avoid the temptation to refit existing Defense education and training organizations or structures into the new mold where it is not feasible. The competition between existing DoD education and training entities and other sources will encourage all of the providers to develop and offer the best possible courses.


	Mission Support Office


Just as a mission support office is essential to the acceleration change model (as discussed in chapter 3), a mission support office would be useful to support the DoD Corporate University. Since the current Defense environment indicates that the mission support office is likely to be nominally staffed, contracting out for necessary support is advisable. The mission support office would have responsibility for the following:


Creating and executing the acceleration change model for Defense Reform;


Contracting with commercial vendors for design and delivery of core services; and


Establishing a central place for capturing and disseminating best practices, measuring results and return on investment, and communicating progress.


	Administration


Given the limitations on building additional DoD infrastructure, it might be advisable for the DoD to contract out for the administration and management of the DoD Corporate University. Having a neutral third-party administrator will avoid any apparent or actual conflict of interest in selecting the best education portfolio to be offered through the DoD Corporate University. One example of a third-party administrator is Corporate University Enterprise,� an educational consulting firm that specializes in developing and managing a corporate university concept within an organization—public or private. This firm has had experience with establishing corporate universities for several government organizations, including the U.S. Patent and Trademark Office (PTO) and the Census Bureau. However, other such administrative entities exist and should be explored.


	Funding


Under the typical corporate university model, the university acts as a separate strategic business unit (SBU) that is dependent on organizational support for its continued existence. For example, SunMicrosystems operates SunU as a business unit with a goal of being 100-percent funded by the year 2000. This serves to focus the corporate university on its customers’ priorities. Thus, if the corporate university does not supply what the other SBUs need, the SBUs can contract out with other education and training suppliers. The government equivalent of this stand-alone SBU approach is created through the use of a working capital fund whereby funding is dependent upon income generated.


Examples of how the federal government handles the funding of corporate universities can be seen in the Central Intelligence Agency’s (CIA’s) Information Technology (IT) University, the PTO University, and the Census University. The CIA’s IT University operates under a working capital fund. Alternately, the PTO University is fully funded from a central fund that is set aside as part of the PTO budget, with no charge-backs to the divisions. The PTO, which assesses fees for patents and trademark processing, is a revenue-generating arm of the federal government that pays back between $75 million and $100 million to Congress each year. The PTO pays the University’s tuition and book costs up front. In 1994, the PTO committed $2.2 million to establish and administer its corporate university, with a target audience of approximately 2,000 administrative employees (out of an estimated 5,000 total PTO employees). Finally, the Census Bureau uses the charge-back system to recoup monies spent on its corporate university.


It might be advisable for the DoD to request funding for the DoD Corporate University through a working capital fund and use the charge-back system to recoup monies. Using the PTO original funding figure of $2.2 million for 2,000 employees (or roughly $1,100 per employee), a very rough estimate of the first-year funding for the 180,000 DoD acquisition employees that would be targeted through the DoD Corporate University is $198 million.�


	Competitive Solicitation


The education providers under the DoD Corporate University can be established by awarding a competitive contract. While awarding a prime contract to a major academic provider, with a subcontract for the administration of the corporate university, will work, we recommend against the reverse. Generally, it is not advisable to establish a prime contract for the administrative services, with subcontracts for the academic programs, as possible termination of the prime administrative contract would also mean losing the academic contract(s).


Examples of the contracting arrangements established at other government corporate universities can be seen in the Census University and the PTO University. The Census Bureau contracted directly for corporate university administrative services. Alternatively, the PTO awarded a competitive negotiated contract to the Northern Virginia Community College (NOVA) to run both the academic programs and administrative services. In turn, NOVA subcontracted the administrative services to Corporate University Enterprise.


	Continuous Evaluation


Just as a business results scorecard is a necessary element of the acceleration change model detailed in chapter 3, an ongoing evaluation process is necessary for the corporate university. Monitoring progress serves to infuse the corporate university with new energy and to continuously improve it. One possible way to structure the evaluation process is the Kirkpatrick model, which is used by the third-party administrator of the PTO University.� This model measures the following four levels:


Level 1, employee or participant satisfaction, generally is measured by quick electronic mail (e-mail) surveys with scaled (1–5) responses.


Level 2, knowledge or competence, generally is measured by the grading systems of the education providers, as matched up to an internal matrix reflecting degrees of competence (e.g., an “A” in a particular course could indicate mastery, whereas a “C” could indicate novice).


Level 3, application of knowledge or competence to the job, generally is captured through telephone or e-mail interviews of participants, supervisors, and peers, asking for scaled responses to changes in the individual (e.g., new activities, promotion, and/or added responsibilities).


Level 4, impact on the organization, generally requires a longer evaluation period revolving around a series of selected measures (e.g., reduced processing time, reduced customer service complaints, and/or reduced backlog).


While we believe that the corporate university model will reduce the time required to evidence an on-the-job impact from the educational experience, we nonetheless recognize that the corporate university needs to reach a critical mass of participants before organizational impact is noticeable. Changes in small groups eventually aggregate, thereby evidencing an impact on the overall organization. Our proposed acceleration change model will cascade learning throughout the organization, speeding up the standard time lapse between education and its on-the-job application.


	Labor Issues�


Because of the prevalence of labor unions within the DoD, we believe that the DoD Corporate University administrator should institute partnership working groups to establish the corporate university rules on labor issues at the front end. Doing so will mitigate internal conflict, increase participation, and enhance credibility.


There are three initial labor issues that any partnership working group must address: membership, operating rules, and group goals. As to membership, the partnership working group should be composed of empowered decision-makers from all concerned groups, including management and unions, as well as human resources personnel, classification specialists, lawyers, and academic representatives. As to operating rules, they need to be set forth initially, including voting and consensus, as the partnership working group is established to develop consensus on labor issues. Finally, as to group goals, everyone must know the purpose for the corporate university.


Once these critical elements are addressed, the partnership working group can negotiate and set forth the corporate university rules on labor issues, establishing proactive guidelines. The primary labor issues that the group can expect to address include the following:


Cost reimbursement


Does a cap apply?


Must the student personally pay for the course or will the organization pay for it up front?


Is reimbursement based on the grade received in the class?


How is reimbursement of nongrade (e.g., pass/fail) classes handled?


What cost elements will be covered (e.g., tuition, textbooks, and parking)?


Is repayment for dropped or below-passing-grade courses expected?


Is reimbursement based on an average grade for all classes or the grade for a given class?


Is a continuing service agreement required, and what are the terms of such an agreement? (For example, in exchange for the professional growth it offers its employees, PTO University requires students to enter into a continuing service agreement that obligates one month of government service—at the PTO or elsewhere—for each credit earned, or reimbursement of government-paid tuition if the required service time is not met.�)


Benefits


Will promotions—now or in the future— result from attending specific classes?


Are classes designed to qualify students for specific jobs?


Will new jobs automatically be opened to students who take specific courses?


Is certain training mandatory to retain an existing job?


Class time and location


Can courses be taken during duty or work hours?


If so, will the employee be excused from some aspect of his or her job performance?


Are courses self-paced?


Provider eligibility


Will only corporate-university-sponsored providers be permitted?


If providers outside the corporate university may be used, is an approval process necessary?


Passing grades


Will the corporate university have a universal passing grade, or will each of its educators have its own?


Natural work groups, a concept pioneered by Rockwell, are another means of addressing training-related labor issues. Natural work groups at Rockwell are composed of one management representative for every sixth bargaining unit. No written contract for these groups exists. Instead, the work groups are empowered to make decisions. With regard to training, managers are responsible for setting aside money in the fiscal budget so that these natural work groups can get trained. Beyond that, the working group itself decides who receives training and who covers the work while the person being trained is away from the job. The working group also addresses issues such as scheduling overtime and monitoring vacation policies.


	Student Population


The DoD Corporate University will service a large throughput of geographically diverse students with a broad experience range. Even so, there are pockets across the nation where DoD learners are clustered, such as the National Capital area. In light of this mix, we believe that, through its administrator, the DoD Corporate University should both take advantage of partnerships with local education providers and avail itself of technology-based learning. Examples of these two models are seen in the PTO University and the Census University. The PTO is centrally located, with 13 buildings in south Arlington (in the Crystal City area), Virginia, so partnerships with local education providers that offer programs on-site at the PTO are used. In contrast, the Census Bureau is decentralized, with regional offices across the U.S., so that distance learning and other alternative ways to earn credit are far more important.


One benefit of a corporate university is the ability of employers, through the corporate university, to provide on-site (at the employer’s location) education. On-site education is a convenience to employees and it allows face-to-face meetings and networking that are important in team development. A natural place for the DoD to provide on-site education is the Pentagon. When on-site education is offered through a corporate university, the student population tends to be largely from the organization itself. Thus, even though the CIA’s IT University is open to all government employees, its courses at the CIA headquarters in Langley, Virginia, are mostly attended by CIA employees.� Motorola University and others broaden the student base, where appropriate, by including suppliers and customers. There are benefits to having a mix of learners, just as it is useful to have only the organization’s employees in certain situations. Recall that change courses are generally offered only to employees of the organization itself for greatest effectiveness. Alternately, in some situations, employees from diverse employers can enrich the learning experience, particularly if the students are drawn from both the government and the commercial sector. Again, the administrator will play an important role in striking the appropriate balance of learners at a physical location.


As mentioned before, the corporate university generally offers a range of courses through a variety of providers. Some of those providers may negotiate a partnership agreement that requires enrollment minimums for specific classes. For example, Northern Virginia Community College specifies a 25-student minimum for each instructor-led class it offers through the PTO University at the PTO location. If enrollment figures fall below the minimum, the PTO can either pay an administrative cost over the tuition to run an under-enrolled class or locate students from other organizations to fill the spaces in the PTO University’s class. We again commend the benefits of an experienced third-party administrator to handle such details.


	Summary


We recommend that the DoD Chancellor for Education and Professional Development establish a corporate university to sustain—across the entire Defense community—Defense Reform initiatives that will be implemented through the acceleration change model discussed in chapter 3. Once established, the DoD Corporate University can also be used to implement further change initiatives through the acceleration change model. When establishing the DoD Corporate University, the Chancellor might consider whether providers should be selected through a competitive acquisition process. He might also assess whether administration and management should be awarded via a competitive contract to a third-party administrator. Among the possible education providers are existing DoD education and training entities, professional associations, and colleges and universities. Just as a mix of education providers will best service the DoD Corporate University, so too will a mix of delivery methods, from on-site classroom education to distance learning. The remaining chapters of our report provide further information on delivery methods and education providers available for partnering in any DoD education and training initiatives. The use of these delivery methods and education providers, like the acceleration change model, have immediate benefits and should not be held up in anticipation of the establishment of the DoD Corporate University.





� Corporate University Enterprise, 404 North West Street, Falls Church, VA 22046, 703-308-5418.


� The $198 million is a loose estimate and does not account for the generally decentralized nature of DoD students (in contrast to the centralized location of the PTO students), and the fact that the PTO model includes training that is already separately funded by the DoD services (e.g., basic office skills, tuition assistance).


� Barley, Karen, Vice President of Corporate University Enterprise. Presentation made to the Commercial Business Environment Working Group on December 18, 1998 at the Logistics Management Institute in McLean, Va.


� The majority of the material in this section is based on Wells, John, President of Corporate University Enterprise. Presentation made to the Commercial Business Environment Working Group on January 8, 1999 at the Logistics Management Institute, McLean, Virginia.


� Barley, Karen, Vice President of Corporate University Enterprise. Presentation made to the Commercial Business Environment Working Group on December 18, 1998 at the Logistics Management Institute in McLean, Va.


� Chahine, Antonette, Chief of Information Technology University, U.S. Central Intelligence Agency. Presentation made to the Commercial Business Environment Working Group on December 18, 1998 at the Logistics Management Institute in McLean, Va.





�





 





Sustaining Change: the Department of Defense Corporate University





DRAFT—� SAVEDATE \@ "M/d/yy" \* MERGEFORMAT �3/25/99�	� PAGE �6-8�	





DRAFT—� SAVEDATE \@ "M/d/yy" \* MERGEFORMAT �3/25/99�	� PAGE �6-9�	





DRAFT—� SAVEDATE \@ "M/d/yy" \* MERGEFORMAT �3/25/99�	� PAGE �6-1�	











