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Are you in a slump trying to figure out the bells and whistles of BBPi?   You can cover your program with a lifetime warranty by Modeling your program with the performance factors we are about to explain….





  
 This research set out to seek them out and 

better understand the key components that 
make them appropriately armed LOs… 
especially if the DoD expects to fulfill the 
current Better Buying Power initiatives…and 
future ones like it over the long haul.  

Since DoD Acquisition 
Organizations depend heavily on 
learning gains, where do they stand 
as “Learning Organizations (LOs)”?  

Background Acquisition Communities and LOs 



  
 

The Literature says… 

KEY ATTRIBUTES 
Stimulates Systems Thinking… 
Supports Personal Mastery… 

Challenges Existing Mental Models… 
Creates a Shared Vision… 

Promotes Team Learning… 

What is a Learning Organization? Background 



  
 

Can LOs be Characterized? 

Is there a  Learning Organizations 
Blueprint the Acquisition Community 

Can Follow? 

Research 
Objective  



LO Features Assessment Basis Methodology 
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LOs= f ((Learning Pathway (LPi), Learning Engine (LEi), Learning Lubricants (LLi), Learning Additives (LAi)) 



  
 

Program Offices 

Ballistic Missile Defense 
System (BMDS) 

F-22  

WGS (MILSATCOM, 
AEHF, FAB-T, GBS) 

EELV (Launch & Range 
Directorate) 

GMLRS/GMLRS AW 
Precision Fires Rocket & Missile Sys 

PEO C4I 

C-130/C130J Aircraft 
Modernization Program  

Navy Virginia (SSN 774) 
Class Attack Submarine 

MQ-9 UAS REAPER  

KC-46  Tanker 

RQ-4A/B UAS GLOBAL 
HAWK  

F-35 Lightning II 
Program Office 

 B-2 and SATCOM and 
Computer Increment I 

NPOESS National Polar-orbiting 
Operational Environmental 
Satellite System 

AB3A REMANUFACTURE 

GPS IIIA and NAVSTAR GPS 

SBIRS HIGH Infrared Systems 
Directorate 

18 Interviewed and Surveyed 

Methodology Benchmark Data 

http://www.navair.navy.mil/index.cfm
https://www.peoavn.army.mil/SitePages/Apache.aspx


LO Survey  
Instrument Methodology 

  
 

• 63 questions 
• Likert scale: 1-7 
• Questions mostly quantitative 
• Several open ended questions 
• Confidentiality maintained  
• 10 minutes to take… 

“to answer questions that have been 
raised, to solve problems that have been 
posed or observed, to assess needs and set 
goals, to determine whether or not specific 
objectives have been met, to establish 
baselines against which future 
comparisons can be made, to analyze 
trends across time, to describe what exists, 
in what amount, and in what context.” 
(Isaac & Michael, 1997, p. 136) 

Presenter
Presentation Notes
63 questions
2004 respondents
126,252 data points
4000+ open text comments from the workforce

So What?  Let’s put this into context…
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What did the Data Say? 

N = 4158 
n = 2125 

51% Response Rate 



  
 

Silent 
2% 

Boomer 
43% Gen X 

38% 

Gen Y 
17% 

Demographics 
Programs Offices Contain Four Generations in the Workforce 

Gen Y 
1982 – 1999 
ages 13 - 30 

Silent 
1925 – 1945 

ages 65 and older 

Boomer 
1946 – 1964 
ages 48 - 64 

Gen X 
1965 – 1981 
Age 31 - 49 

Findings 

Presenter
Presentation Notes
4 out of 10 of America's labor force are age 45 or older
The acquisition workforce is losing talent and skills


Capitalize on the generational differences
Understand how learning is different in each generation
Challenges for Silent and Boomers level of comfort with online learning
Gen X and Gen Y expect technology and do not respond well to lectures only
Individual learning versus group learning
Flexible learning times and locations for nontraditional needs
Response and availability expectations 
Learning tool differences – Read a book vs Facebook, Online vs Skype, Lecture vs Games/Simulations
Is the Silent Generation being too Silent and not sharing/mentoring?
 Boomers value learning, they are the strength of your team
Are lessons learned getting captured for future generations?

Silent
Radio
Movies
Newspapers
Union/military training
PowerPoint

Boomers
Television
Overhead projectors
Time/Newsweek/Fortune
Lectures

Gen X
Internet
CD/VCR
Hybrid courses

GenY
Online
iPods
Wireless devices
Personal Learning Environments
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Workforce Differentials 
Are opportunities distributed fairly…regardless of Rank/Grade? 

Civilian Comments (representative)   
• Civilians are not candidates for leadership positions 
• The military leadership doesn't recognize the value of civilian work force  
• Limited mentorship/career guidance available to civilians 
• Limited learning/growth opportunities to civilians 
• Military leadership seems overly concerned with military advancement 
• Military leaders want civilians to be more like military personnel 
• Professional military education has limited value in acquisition 

Company 
Grade: 

17% 

Non-Comm: 
4% 

Enlisted: 1% 

Contractor: 9% O6: 1% 
O 4-5: 7% 

GS 14-15: 21% 

GS 12-13: 40% 

Other 69% 

RANK AND GRADE 

Presenter
Presentation Notes
No General Officers or Interns



  
 

1Responses represent “top two box” percentages 

Gaps and Thresholds  
Program Results—1 of the 18  Findings 

 - - - Aggregate Upper Rail (+1 σ) 
- - - Aggregate Lower Rail (–1 σ) 

— Individual Learning Dividends 
— Organizational Implementation 

Organizational Implementation 

Learning Dividends 

+ Learning Gap1 

Presenter
Presentation Notes
It is unlikely that the LO gap will totally be eliminated but some LO efforts that provide greater opportunities to reduce the learning gap are___________. 

There are lots of ways to build a learning organization, and they all get back to management. If you build a culture which gives people time to reflect, develop and share expertise, stay close to customers, and learn from mistakes you will go the distance and thrive.
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LEARNING PATHWAY 

How the Learning 
Elements Scattered for 

each of the 18 
Organizations Queried 

and Examples of Catalysts 
 

 
Strategic Plan:  
integrate it, communicate it, 
make it more than shelf ware 
Organizational Learning: 
individuals learning should lead 
to the organization learning. The 
three critical factors are meaning, 
management, and measurement 
Leadership Guidance: 
accountability with leaders 
Learning Climate: 
pushing the workforce to think 
critically and challenge the status 
quo 

Presenter
Presentation Notes
Some of the data shows  a linear relationship—the higher the implementation, the higher the dividends
Some of the data indicates a non-linear  relationship—suggests the influence of other factors
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LEARNING ENGINE 

How the Learning 
Elements Scattered for 

each of the 18 
Organizations Queried 

and Examples of Catalysts 
 

 
Individual Learning: 
put junior people in charge of 
briefings 
Increased Responsibility: 
Innovation doesn’t live in the 
routine, encouraging persistence 
to challenge themselves  
Professional Development: 
allow junior personnel to assume 
roles that are developmental and 
a stretch 
Individual Advancement: 
show how to advance, allow 
competitive individuals to 
diversify, accession models  
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LEARNING LUBRICANTS 

How the Learning 
Elements Scattered for 

each of the 18 
Organizations Queried and 

Examples of Catalysts 
 

 
Empowerment: 
widely delegated “the authority” 
across their organization 
Mentorship: 
mentors must be willing to bear 
the responsibility for their 
employees' growth…too much 
formality leads to its death 
Individual Feedback: 
timely, respectful, accurate, 
carefully communicated, and void 
of negative undertones 
Creative Tension: 
for the good of the product, 
healthy and respectful debate 
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LEARNING ADDITIVES 

How the Learning 
Elements Scattered for 

each of the 18 
Organizations Queried and 

Examples of Catalysts 
 

 
Learning Technology: 
email as a learning tool is paying 
dividends, build email protocol 
and processes 
Challenging Work: 
organizations achieve challenging 
work with a clear understanding 
of the sum of its parts 
Time for Learning: 
blended “just-in-time” learning, 
“ojt”, contests 
Generational Learning: 
give more attention to the 
development of your junior 
workforce 



Program LO Scorecard—1 of the 18 Conclusions 

  
 Viscous 
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LP 
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Learning 
Additives 

LA 

• Not clear 
• Outdated  
• Ill-defined  
• No measures 

We don’t implement 
what we learn.  

• Too tactical  
• Needs structured 
opportunities to fill 
knowledge gaps  

• Time for learning & time 
for doing disconnect  
• Work volume has forced 
rigid learning processes  

• No time for 'individual' 
learning  
• No time for formal OJT—
must seek out others with 
the right experience 

   
In some cases, Program 

responsibility resides with 
the PM only 

Encouraged to 
participate in learning 

opportunities 

Not always focused on 
learning as a means for 

advancement 

Viscous 
Learning  

Lubricants 
Time For 
Learning 

Learning  
Technology 

 

Generational 
Variables 

Challenging 
Work 

• Restricted by processes 
• Not encouraged to take 
risks in all cases 

• Need mentorship at the 
start of the job 

• Employees must seek out 
mentoring 

• In some cases, employees 
must solicit feedback 
• Could be more  timely  

Creative Tension is not 
always pervasive 

VTCs and on-line meetings  
less valuable… 

•Time for learning is always 
in conflict with time for 
doing 

•Too busy working daily 
issues 

Leaders seem very 
focused on tactical level 

challenges 

Entrance level personnel 
expect more focused 

support 
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We don’t implement 
what we learn.  

• Too tactical  
• Needs structured 
opportunities to fill 
knowledge gaps  

• Time for learning & time 
for doing disconnect  
• Work volume has forced 
rigid learning processes  

• No time for 'individual' 
learning  
• No time for formal OJT—
must seek out others with 
the right experience 

   
In some cases, Program 

responsibility resides with 
the PM only 

Encouraged to 
participate in learning 

opportunities 

Not always focused on 
learning as a means for 

advancement 

Viscous 
Learning  

Lubricants 
Time For 
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Generational 
Variables 

Challenging 
Work 

• Restricted by processes 
• Not encouraged to take 
risks in all cases 

• Need mentorship at the 
start of the job 

• Employees must seek out 
mentoring 

• In some cases, employees 
must solicit feedback 
• Could be more  timely  

Creative Tension is not 
always pervasive 

VTCs and on-line meetings  
less valuable… 

•Time for learning is always 
in conflict with time for 
doing 

•Too busy working daily 
issues 

Leaders seem very 
focused on tactical level 

challenges 

Entrance level personnel 
expect more focused 

support 

• Organizational Performance Assessments 
• Executive Coaching 
• Workshops (e.g. Strategic Planning, Risk Management, etc.) 
• Continuous Learning 
• Climate Surveys 
• 3600 assessments 
• ACQ 45X Hybrids 
• Soft Skill Training  (e.g. Crucial Conversation, Speed of Trust, etc.) 
• Professional Development (e.g. competencies, proficiencies, 

growth, etc.) 



  
 

Way Ahead  

•Test Usefulness of Newest Product 
Line in the West Region 

•Pre-selected 2 of the 18 Candidate 
Programs Offices who have 
already been evaluated under this 
Study 

•Objective 
- Measure impacts to learning 

outcomes after adjusting 
various LO elements that are 
producing less than average 
learning dividends 

- Determine overall effects to 
Acquisition outcomes   

Instituting an LO Architecture in 
Acquisition Workplace—Pilot  



  
 

BACKUP SLIDES 
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Learning Pathway (Lpi) 

Learning Element 
Relationships 

Aggregate  

LP1 Strategic  
Planning 

LP2 Organizational 
Learning 

LP3 Leadership 
Guidance 

LP4 Learning 
 Climate 

Organizational 
Implementation 

Organizational 
Implementation 

Organizational 
Implementation 

Organizational 
Implementation 

Learning Dividends  Learning Dividends  Learning Dividends  Learning Dividends  

12% 9% 9% 

29% 34% 
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20%

30%
40%

SD D N A SA

Learning Climate 

9% 7% 7% 

29% 
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Strategic Planning 

12% 10% 10% 

32% 28% 
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16% 
10% 10% 
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13% 6% 6% 

32% 35% 

0%
10%
20%
30%
40%
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13% 6% 6% 

32% 
35% 
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Learning 

15% 
7% 7% 

32% 31% 
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10%

20%

30%

40%
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Leadership 
Guidance 
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Presentation Notes
Got a plan? If not develop one.
Got metrics? How do you know if there is learning if it is not measured?
Got leadership?  Use it to build a strong learning climate.



Findings 

  
 

Learning Engine (Lei) 

Learning Element 
Relationships 

Aggregate  

Organizational 
Implementation 

Organizational 
Implementation 

Organizational 
Implementation 

Organizational 
Implementation 

Learning Dividends  Learning Dividends  Learning Dividends  Learning Dividends  

Le1 Individual 
 Learning 

Le2 Increased  
Responsibility 

Le3 Professional 
Development 

Le4 Individual  
Advancement 

14% 10% 10% 
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12% 9% 9% 

32% 33% 

0%

10%

20%

30%

40%

SD D N A SA

Professional 
Development 

12% 8% 8% 

31% 36% 
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14% 
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12% 
6% 6% 

30% 
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Presentation Notes
Individual learning begins with taking stock.  
The organization puts time and effort and ownership into creating opportunities for prodev and individual advancements
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Learning Lubricants (LLi) 

Learning Element 
Relationships 

 
  

 
 

  

 
  

  
  

Aggregate  

Presenter
Presentation Notes
Empower employees to seek to raise standards.  Learning organization employees value mentorship and welcome feedback.  Creative Tension… yes difficult situations but the product will be better for it.
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Game Time!  
D 

D 

D 

D 

D 
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Accepting  
Criticism 

Articulate 

Confront 
Controversy 

Deal with 
Incorrigibles 

Analytical 

Business  
Understanding 

Creative 

Facilitator 

Good  
Listener 

Patient 

Process & Apply  
Research Findings 

Systems  
Thinker 

Knowledge 
of Learning 

Persuasive 

Sense of Humor 

Think on 
Feet 

What Matter 
Most to You?  



  
 

1Responses represent “top two box” percentages 

Findings 
Learning Dividends 

Program Results—1 of the 18  
Aggregate Workforce to Leadership 1 of the 18 Workforce to Leadership 

Presenter
Presentation Notes
Organization on Right
Organizational Implementation 
33% AVERAGE 
9% STDEV 
24% -1 
42% +1 
51% +2 

Individual Learning Dividends
30% AVERAGE 
4% STDEV 
26% -1 
35% +1 
39% +2 
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