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DAU Knowledge Management in Support of Informal Learning to the Department of Defense Acquisition Workforce
DAU’s Customers and DoD’s Challenging Environment	
DAU’s ultimate customers are the war fighters and logisticians around the world.   DAU directly supports the Acquisition, Technology and Logistics (AT&L) community  -  the Defense Acquisition Workforce; which is made up of 126,000 government and military acquisition professionals, and hundreds of thousands of DoD contractor personnel.
	The overall acquisition process is an extremely complex system, comprised of three interdependent systems of somewhat predicable processes.  See Figure 1.  The major processes alone are enough to provide a major challenge to the workforce.  When you add the unpredictable actions that come about through activity with end users, OSD, Congress, industry, oversight organizations, and the media; and when you add the challenges related to Human Capital Management; and then add known unknowns, and unknown unknowns - you have a very complex system for the Acquisition workforce to operate in and be successful.  


					Figure 1


DAU’s Mission, First Transformation and Performance Learning Model	
	DAU’s challenge and mission is to enable the workforce to ultimately achieve the right acquisition outcomes and deliver timely and affordable capabilities to the war fighter.     To do this, the Defense Acquisition University provides formal practitioner training, career management and services.   In DAU’s first transformation in 2000, with the appointment of General Frank Anderson as President, DAU developed a Performance Learning Model (PLM) of products and services to provide a comprehensive learning and job support structure for the AT&L workforce.  See Figure 2.  


					Figure 2  

Knowledge Sharing, through the processes of Knowledge Management, was specifically included as one of the four major product and service output elements.   A fundamental definition of Knowledge Management is the combining of people, processes and technology to do work efficiently and make smart decisions.  DAU’s knowledge management outcome strategy is quite simply to:  
		1.  Provide the workforce the most comprehensive, accurate and up to date set of formal and informal learning assets in the most efficient way possibly, and 
		2.  Help people connect with people to ask questions, share knowledge, solve problems and continuously learn.   
But, accomplishing this has been much more complex than it might appear on the surface.   
DAU’s Second Transformation and the Informal Learning Model
In 2009 and 2010, DAU is undergoing a second transformation (2.0), with the goals to:  
	1.  Increase its focus on 24/7 learning and job performance support for better program outcomes and success;  
	2.  Move from course management to learning asset management; and 
	3.  Expand its infrastructure and human resources to support a growth of the “total” acquisition workforce from 126,000 to 180,000 personnel.
	A model, developed by Dr. Gottfredson at BYU, excellently describes where DAU is headed in its transformation; and how DAU is using every learning asset at its disposal to provide formal certification training, continuous learning and 24/7 job performance support to the workforce.  The model talks about five moments of need, and the movement from needs that drive formal instruction to needs that drive the application of learned knowledge and new knowledge in our working lives.   See Figure 3.  


					Figure 3

The first two moments - when learning for the first time, and when wanting to learn more – drive the acquisition of knowledge through formal instruction.  The last three moments - when trying to remember and/or apply, when things change, and especially when something goes wrong –  drive the acquisition of knowledge through informal learning, and relate to just-in-time job performance support.
	Informal learning is getting much more attention in industry and in the government due to the extraordinary return on investment.  Figure 4 shows the results of research within one of the world’s leading brand-name food producers, employing 145,000 people on how employees learn.   American industries annually spend more than $100 billion on training …not more than 10% of this expenditure actually results in transfer of the learning to the job.  


					Figure 4  
	DAU, by law, provides formal training to the DoD acquisition workforce, using standard instructional system design processes, advanced learning assets and activities, delivered and facilitated by world class faculty.  But when the user’s need is for job performance support, the typical formal training model and what is needed is turned on its head.  See Figure 5.  To begin with, the worker usually wants small “chunks” of knowledge about a process or required report; and then usually proceeds to need a deeper understanding and more knowledge from extensive references, best practices, tools, practice exercises, and simulations.  Sometimes the worker realizes that formal training needs to be scheduled or taken on line.  


				Figure 5

DAU’s Learning Asset Systems and Integrating Formal and Informal Learning Assets
	DAU presently manages six major learning asset systems that offer up assets to the workforce and provide collaboration.  See Figure 6.  The first two, ATLAS and Blackboard facilitate DoD’s formal certification training; and house and distribute our formal learning assets – courseware and online modules.  Four other systems comprise DoD’s AT&L Knowledge Management System (AKMS), where informal assets are developed, stored, contributed and managed:
	1.  The AT&L Knowledge Sharing System (AKSS) is the portal to formal policy documents, recommended practices, and managed libraries of inherently “static” information.  It is also a “gateway” to other knowledge systems in DoD.   
	2.  The Acquisition Community Connection (ACC) provides the collaboration and knowledge asset contribution tools for the workforce, and houses DoD’s “dynamic” knowledge communities.
	3.  The Best Practices Clearinghouse focuses on “proven” practices and capturing evidence of workforce experiences. both “good” and “bad”.
	4.  The Multimedia Library brings together all video and audio assets.
At their point and time of need, workforce users find formal and informal assets and cohorts/experts through DAU’s formal learning management and AKMS systems, through Search engines, and through our newest system, the Acquisition Encyclopedia.
What DAU is doing in its next transformation is combining the formal learning assets for certification training and continuous learning, with the assets available in DoD’s AT&L Knowledge Management System (AKMS), to fully support both formal learning and informal learning.   Formal training courses are enriched through the availability and use of AKMS assets and expertise, and the workforce is made aware of the online systems available to them during their courses and back at work.  Back at work, users have 24/7 access to all the informal learning assets DAU provides through AKMS, plus the ability to “reach back” to browse-able formal course materials.   



					Figure 6

The Good News and Bad News about “Content”
	One the basic “truths” of successful knowledge management is that “content is king”!  The good news is that DAU has world class formal and informal learning content to work with.  The bad news is that there is an explosive expansion of these assets and presently not enough faculty and support staff hours to properly “life cycle” manage them.  To tackle this challenge DAU has embarked on a Learning Asset Management Program (LAMP) to:
	 1.  Identify and inventory all the assets needing focused management,
	2.  Identify the most efficient management approach for each asset type, and 
	3.  Provide the human and technical resources needed to life cycle manage the assets while minimizing the risk that the content will be incomplete, inaccurate or out of date. 
 Historically DAU focused entirely on “course” management.  In its transformation 2.0, DAU is shifting to “learning asset” management, where courses are one of many formal and informal asset types to be well managed.   DAU’s LAMP team has identified all asset types against the elements of its Performance Learning Model.  See Figure 7.  



					Figure 7

Connecting People
	Content is king, but helping the workforce connect to ask questions, share knowledge and solve problems is just as important; if not more important in this age of “social networking”.   DAU supports workforce collaboration in two ways.  The first is through the Acquisition Community Connection (ACC) system, which is powered by a state of the art Web 2.0 collaboration system, fine tuned to support communities of practice (CoPs).  DAU uses the same system the Army uses in the Battle Command Knowledge System and the Army Company Command and Platoon Command CoPs.  Over the years the ACC has grown to now house CoPs covering all the major functions of acquisition and special areas covering unique acquisition communities as Contingency Contracting and ESOH.  Over 70,000 workforce personnel from government and industry are registered members of the ACC and have contributed over 65,000 knowledge contributions into 43 major CoPs and over 350 workspaces.  The second way DAU supports workforce collaboration is in personal support to new CoP developers by facilitating community start up workshops in accordance with DAU’s community of practice implementation processes.   Information on communities of practice in general, start up processes, and the ACC operation can be found in DAU’s CoP Implementation Guide at https://acc.dau.mil/pplt  
DAU works in parallel with the Services and Agencies to connect experts across DoD, knowing full well that the real work and close collaboration is done at the Service and Agency level in their enterprise knowledge and collaboration systems, such as the Air Force Knowledge Now (AFKN) system.  DAU provides the capability to capture and share knowledge and expertise across DoD,  and provide it outside the barriers of service and agency private portals.  DAU builds up local portals and their enterprise social networking tools.  
DAU’s Evolution of Knowledge Management Systems and Future Plans
DAU has been building and evolving its knowledge management capability since October 2002 when the first communities of practice were launched by the Office of the Secretary of Defense for Acquisition, Technology and Logistics.  See Figure 8.


					Figure 8
As shown in Figure 8,  DAU provides a comprehensive set of systems and capabilities to support the Acquisition Workforce, with the latest additions being the Acquisition Encyclopedia (ACQuipedia) https://acquipedia.dau.mil, See Figure 9; and the Defense Acquisition Portal (DAP) https://dap.dau.mil, See Figure 10 .  Detailed information on all these systems can be found at https://acc.dau.mil/at&lkm.  
DAU’s future strategy is to build on these systems, with the support of the DoD Knowledge Providers Network (KPN) and DoD’s acquisition functional integrated product teams (FIPTs).  See Figure 11. 
The KPN is a group of OSD, Service, Agency and Industry representatives who represent their workforces in DoD, and are KM centers of excellence in their own right.  Together the KPN share KM best practices and work to break down the technical and cultural barriers to sharing and collaborating.  The DoD FIPTs are made up of senior functional representatives from OSD and across the services and agencies, who work closely with DAU to identify formal training needs for each of the thirteen identified career fields.  



					Figure 9



					Figure 10



					Figure 11
In the area of Knowledge Gateways, Search and Portals, DAU will evolve the Defense Acquisition Portal (DAP), through yearly upgrades in capability and development of additional exportable “services”.  Emphasis will be put on the development of exportable “services” to get knowledge as close as possible to the users inside their own firewalls.  Increased security restrictions by DoD will make this more and more important.  A “My DAP” personal portal capability will be developed, and beyond that personalization through personal professional profiling will be investigated.  Advanced intelligent asset discovery tools will be investigated to help users get the learning asset(s) they need to complete a task in a constrained timeframe.  Expanded search of multimedia assets, including real time search in large videos will be required to allow users to get directly to the “nuggets” in large videos.  Of great interest will be the evaluation of 3D Virtual Web environments as  a “portal” to all systems and assets, and to provide expanded 3D collaboration capabilities.  
In the area of Workforce Collaboration and Knowledge Contribution, DAU will continue to press the Acquisition Community Connection’s vendor, along with the Army and other users of the ACC COTS application, to improve its social networking functions and move into the world of Web 3.0.  ACC’s CoPs will be tightly integrated with the Defense Acquisition Portal and the Best Practices Clearinghouse (BPCh), through the Microsoft Office Sharepoint Services (MOSS) portal suite.    This seamless integration of the Big “3” AKMS systems will maximize the awareness and use of all assets housed by the three digital repositories.  BPCh practices and lessons learned will be tied back into the appropriate communities of practice.  DAU’s KM team will work closely with the OSD staff to stand up knowledge communities in the ACC on special focus initiatives, such as improved contract pricing; and to support acquisition reform initiatives of the new administration.
In the area of Proven Practices and Lessons Learned, The BPCh will expand its practice areas to cover all AT&L major functional areas, including the new Requirements Management community.  The BPCh will also house proven practices and practice evidence related to all aspects of Human Capital Initiatives (HCI).  As stated above, the BPCh contributions will be automatically be made known inside the appropriate ACC communities. 
In the area of Performance Learning Tools, PLTs will become the predominant KM asset development area for DAU.  PLTs  are performance-centered tools that fuse a process or task with knowledge, learning and job support assets to empower the acquisition workforce in accomplishing their specific objectives to achieve mission success.  PLTs integrate formal and informal learning assets into a comprehensive tool that not only supports a task but also provides secondary informal training.  Games and Simulations, initially developed to support formal learning, will also be developed as PLTs to support the production of critical acquisition plans and milestone documents.   DAU will investigate the use of 3D Virtual Web environments to develop Virtual Learning Tools (VLT) , while continuing to leverage DAU’s vast investment in traditional learning assets.  
In the area of Multimedia Assets,  DAU will develop a comprehensive digital assessment management system, that will help distribute video and audio assets to multiple KM distribution systems; and support life cycle asset management of all learing assets, under DAU’s Learning Asset Management Program.  The multimedia assets (stories, experiences) will become critical evidence assets for the proven practices in the BPCh.  
In addition to a continued buildup of content and services to the workforce as described above, DAU’s focus in the near future is to fully implement the Learning Asset Management Program (LAMP) by creating a workable and affordable system for life cycle management of all knowledge sharing related assets.  The chart shown in Figure 12  identifies the knowledge sharing learning assets requiring management attention.  New assets continue to emerge, all expect major growth, and some are being revised by OSD policy makers, requiring changes across almost every learning asset.   



					Figure 12
Metrics
	As they say, anything really worth doing is worth measuring; and that fully applies to DAU’s knowledge sharing assets.   DAU has developed an integrated knowledge sharing metrics “dashboard” inside DAU’s overall system of performance metrics.  A comprehensive set of “activity” metrics and the trends of those metrics are important indicators of use and value by the acquisition workforce.  Other indicators of overall “quality and health” of assets are being developed under LAMP, that will play a major role in life cycle management.  A set of “value” metrics has been developed to provide a conservative monetary “worth” of the assets, which can be used for rough return on investment calculations.  These value estimates are included with the activity metrics in the DAU metrics system; and are available to DAU’s KM team and DAU leadership for assessment and planning. 
	Another important part of metrics is the feedback from the acquisition workforce received through the various AKMS systems, DAU’s Metrics That Matter system, and through the use of DAU’s AT&L eMail broadcasting capability.   By using the eMail broadcasting system, the entire workforce, or targeted parts of the workforce, are made aware of new formal and informal learning assets; and at the same time captures feedback for continued process improvement.

Conclusion - Knowledge Shared Is Power Squared
	In conclusion, DAU’s knowledge management strategy is all about helping people - DoD’s acquisition workforce - do their job efficiently and effectively, including DoD’s industry partners.  The old adage of “Knowledge Is Power” is being replaced by the new imperative of – “Knowledge Shared Is Power Squared”.  DAU’s challenge is to incentivize the workforce to spend the time to share, learn together, and understand “what’s in it for them”.   DAU’s continuing strategy is to provide the workforce the most comprehensive, accurate and up to date set of formal and informal learning assets in the most efficient way possibly, through very user friendly access systems; and to help the workforce “network” to ask questions, share knowledge, solve problems and continuously learn.   
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DAU developed a Performance Learning Model (PLM) of products and services to provide a comprehensive learning and job support structure for the AT&L workforce.  



Knowledge Sharing is one of the four major elements. Simply put, Knowledge Sharing is about combining people, processes and technology to do work efficiently and make smart decisions.
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A model, developed by Dr. Gottfredson at BYU, excellently describes where DAU is going; and how we are using every learning asset at our disposal to provide both formal certification training, continuous learning and 24/7 performance support to the Acquisition Workforce.  The model talks about five moments of need and the movement from needs that drive formal instruction to needs that drive the application of learned knowledge and new knowledge in our working lives. 
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Research within one of the world’s leading brand-name food producers, employing 145,000 people underlines how employees learn.



American industries annually spend more than $100 billion on training …not more than 10% 

of this expenditure actually results in transfer of the learning to the job.

				Baldwin & Ford, 1988, reconfirmed by Ford & Weissbein, 1997
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DAU, by law, provides formal training to the DoD acquisition workforce, using standard instructional system design processes, advanced learning assets and activities, delivers and facilitated by world class faculty.  When the users need is for job performance support, the typical formal training model and what is needed is turned on its head.  The worker usually wants small “chunks” of knowledge to perform a process or make a decision to begin with; and then may proceed to want deeper understanding and more knowledge from extensive references, practice exercises, simulations, and all the way to realizing that formal training needs to be scheduled or taken on line.  What DAU is doing in its next transformation is combining the formal learning assets for certification training and continuous learning, with the assets available in the AT&L Knowledge Management System to support both E-Learning and E-Performance.   Formal training courses enrich their curriculum through AKMS assets and expertise, and workers get expanded performance support assets through the use of formal learning modules.  What this means to DAU is the need to well manage all these assets to ensure they are comprehensive, accurate, and up to date.  
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The Milestone Decision Authority may authorize entry into the acquisition process at any point, consistent with phase specific entrance criteria and statutory requirements 
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Purpose of LRIP:

  Establish Production Base

  Ramp to Production Rate
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Reduce technology risk and determine appropriate set of technologies to integrate into a full system.

Develop a system or increment of capability; reduce integration and manufacturing risk; ensure operational supportability; reduce logistics footprint; implement human systems integration; design for producibility; ensure affordability and protection of critical program information; and demonstrate system integration, interoperability, safety, and utility.
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This chart is a classroom aid for Defense Acquisition University students. It provides a notional illustration of the interfaces among the three major decision support systems used to develop, produce, and field a system for national defense.  Defense acquisition is a complex process, with many more activities than shown here, and many concurrent processes that cannot be properly displayed on a two-dimensional chart.  Supporting information is on the back of this chart.  For more detailed information see the Acquisition, Technology & Logistics  Knowledge Sharing System (http://akss.dau.mil).
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The “Big A” processes shown here make-up an extremely complex system, comprised of three interdependent systems of somewhat predicable processes.

The major processes alone are enough to provide a major challenge to the workforce.
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24/7 Learning and Job Support Assets for the Classroom and the Workplace

AT&L Performance Learning Model

Training Courses -

DAWIA 

Certification, assignment-specific, 

and executive & leadership  

courses – in the classroom and 

online

• Consulting -

We come to your 

workplace to assist you

• Targeted Training -

Tailored 

learning for your organization

• RDT -

On-site and online training 

on the latest AT&L policies

• CL Modules -

Online modules to help you 

earn continuous learning points

• Conferences

• PEO / SYSCOM 

• Business Manager

• DAU Acquisition Community Conference

•AKSS -

Online gateway to AT&L 

information & tools

•ACC -

Online collaboration 

communities tailored to your needs

•Virtual Library -

Keeping you 

connected to research tools when 

you are not on campus


