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Purpose:

This plan describes the ASU Learning Center (ASULC) as initiated in FY2000.  The ASULC enhances communication and learning within ASU. 

Scope:  

The ASULC is intended for ASU use. It facilitates learning at several levels using contemporary learning principles and web technologies.   The ASULC is readily available to those having access to both a web browser application and an IP connection.

Background:

The world of government is changing rapidly, and conventional training methods often cannot support workforce development needs.  Traditional methods that rely heavily on formal, lecture-based media delivered away from the work site are proving too costly and slow, resulting in unpredictable workforce development.  

Recently, the Human Resource Development (HRD) industry began to recognize the power of technology when applied to the training arena.  New advances in the delivery of text, audio, and video are allowing formal training to be delivered on-site and just in time.   

Yet formally developed training, i.e., activities produced using Instructional System Design (ISD) techniques, alone can not support an environment of continuous learning.  A new theory of learning stresses the normal processes of social interaction as a prime method of learning.  According to this theory, the organization should provide, in addition to authoritative information sources, communication channels that allow employees to contact internal and external knowledge sources at any time.  Using this three-pronged approach of access to authoritative information, and formal and informal training, knowledge is immediately applied to the work setting.  

Knowledge Creation Model

Both formal (ISD-based) and informal (interactivity-based) learning media are needed for a continuous learning environment This plan uses both in a simple Knowledge Creation Model which states:

· Learning is a social phenomenon created primarily through dialogue. 

· Knowledge is created by interaction, e.g., conversations, around product-focused information located within an organization’s structural capital (databases, etc.).

· This interaction occurs within both formal structured or informal training environments. 

· Organizations must be able to apply internal expertise towards business problems. 

· Organizations can effectively manage their information, especially in the areas of authoritative information, and provide ready universal access to it.

· Organizations should reflect on their accomplishments to determine lessons learned and allow double-loop learning.

This Knowledge Creation Model shows how people can rapidly acquire the knowledge needed for their work.  It recognizes the value of both structural and intellectual capital in creating customer capital.  The following definitions may be helpful. 
Structural Capital

Structural capital is information embedded in shared databases like bulletin boards, formal training classes, shared drives, email, and paper files.  The FAA Acquisition System Toolset (FAST), automated Individual Development Plan (IDP), and Acquisition Management System (AMS) Lessons Learned are good examples of useful structural capital.  However their current designs, while providing authoritative and easily accessible information, does not provide a useful forum in which people may continuously interact around and with the information. 

Intellectual Capital

Intellectual capital is what people in ASU know, their areas of expertise and job knowledge.  The growth of intellectual capital is within the purview of ARA's Intellectual Capital Investment Plan (ICIP) Council. Efficient application of intellectual capital results in mission accomplishment.  Learning organizations are able to find or develop the intellectual capital they need when they need it.  

Customer Capital

Customer capital is essentially customer goodwill resulting from satisfying their business needs.  Repeat orders and other expressions of a continuing business relationship evidence customer capital.

The New Matrix Organization: Vertical and Horizontal communicative relationships

Organizations can use structural capital to support both vertical and horizontal information-sharing relationships and grow intellectual capital.  Of course, both authoritative and interactive media must work in tandem for the best results.

Vertical communication is particularly important to the Integrated Product Development System (IPDS) Teams where the focus is on sharing cross-function information to deliver on time. Any functional unit on the program can rapidly move information up and down the chain of command.

Horizontal relationships predominately exist among those working in the same functions.  Here, the primary intent of member communication is to understand and improve the particular function.  For instance, Program Management Analysts and Budget Analysts might share insights on their particular practice with other specialists in their field.  These relationships, built around a shared practice, discipline or function, are now being called "Communities of Practice". 

In traditional organizations, (horizontal) communication among members of the same function was more highly valued, while (vertical) communication between the various program functions suffered. With the advent of IPDS, vertical relationships were strengthened and horizontal communications within the functional organizations became strained.  Neither the functional or project orientation by itself can fully support learning organization communications.  

The ASULC model remedies this situation by providing the communications needed to develop functional expertise within an IPDS structure focused on product delivery.  Links can be provided to task-oriented team tools that support vertical relationships and communication flow.  At the same time, links to communication tools support horizontal relationships and the development of technical expertise within the various functions.

Finally, tool design is open and flexible enough to allow user customization to better apply the tool to the organization's work.  Obviously, the result of humans interacting with new technology can not be predicted nor designed in advance.  So the ASULC provides sufficient flexibility to adapt to operational issues.  

Of primary importance is the fact that the ASULC is user-friendly.  It builds on available applications to reduce discomfort with new capabilities and minimize our acquisition costs.  Using designs similar to current applications will reduce the requirement for extensive training.  And the ASULC design allows employees to enter almost all data at the point of use.  For instance, discussion database users are able to open new message threads when needed.  Employees generate IDPs and Abridged SF182s at their workstations.  Because the employees responsible for data entry also rely on its accuracy, this should lead to more conscientious data handling.

Learning Center Features

The ASULC helps ASU use learning organization principles more effectively and efficiently by supporting various means of managing information.   The use of web-based technologies allows all ASU employees to access ASULC capabilities at their desktop, further integrating learning and work.  The ASULC will be fully operational by FY2001.  Details on specific ASULC features are presented below.

1.  ASULC Home Page

The ASULC Home Page icon resides on the ASU Home Web Page.  It provides access to  formal and informal training, internal competence, and project team tools. The Home Page contains a navigation bar, search engine and site map to expedite use of the site. The following links are available on this Internet platform.  

2. Treasures 

This is a place to celebrate accomplishments of ASU.  Write-ups on co-worker or sister unit accomplishments worthy of special notice are posted under appropriate categories.  Non-anonymous contributions are solicited from all levels of the workforce.  The end result is the continuous building of the organization's story.  Over time this story thematically evidences the organization's values and gives members a sense of identity and accomplishment.

3. TalkRooms 

TalkRooms are a form of synchronous communication in that participants are writing as if they were in an electronic conversation.  The discussion is held in real time, similar to face to face communications.  For instance, employees may select an IRC room for a private or group discussion, join the discussion they are interested in, speak, and then leave.  Or they may monitor the room(s) they have interest in and jump in when the discussion gets interesting. TalkRooms can provide immediate notification of team member’s logging on-line so they can be rapidly contacted. TalkRooms proceedings can also be logged, saved or printed for future reference. TalkRooms operate through a secret (private) partition on a public IRC network. 

TalkRooms allow real-time project team communication on an ongoing or spontaneous basis.  Using internet browsers employees can access their team talkroom at the beginning of the workday.  By leaving the browser open they can be immediately aware of team member postings describing urgent programmatic issues.  All of the team's expertise and knowledge is brought to bear on the issue and the ensuing dialogue can result in a collaborative decision.  This capability complements the ccMail and phone media currently in use and reduces multiple replies or forwards of messages while promoting collaboration.

TalkRooms can also be used for training purposes.  The instructor can post text either prior to or during an on-line session, and facilitate a discussion of it.  A printed log of discussion points can be distributed to attendees.  TalkRooms is a medium by which class attendees can continue their discussion of the issues even after the formal class ends.

4. Who Do I Contact?

Traditionally, finding expertise within ASU was done through informal means, e.g., word of mouth or reputation. The search was limited in scope in instances where useful levels of horizontal communication didn't exist.  When intellectual capital assets need to be focused on immediate high priority short-term tasks this is an inefficient methodology.

This is a user-friendly tool for locating talent within ASU.  Employees are encouraged to reflect holistically on their skill sets and interests and note them on their individual web pages.  For instance, one might indicate their skills in contract management, and team leadership.  Identified skill sets include activities in which they have interest or expertise. 

A template is available to guide employees through the process of populating their individual page.  Individuals can load a bare minimum of administrative information, or can completely customize their offering. A categorization scheme allows employees to quickly search for particular skills and interests. This medium creates a larger talent pool from which anyone in the organization can draw. 

5. Resource Center

The Resource Center accesses a number of different avenues of learning.  Selection ranges from formal training to threaded discussion databases called PlatForums. Information on the available selections follows;

· What's That Word Mean?

This is a glossary of FAA terms, their meaning, the context (field) in which they are used, and a reference document where more information may be found to clarify the term.  Employees add to the list as they come upon new words or acronyms.  The administrator posts suggested additions after review.

· Plotting Your Course 

This page includes a link to the intranet-based ARA automated Individual Development Plan (IDP).  This reflexive development tool helps employees improve their performance according to the needs of the organization and their personal aspirations.   The IDP supports and records the individual's reflective assessments of their own capabilities and their plans for improvement. The tool displays course evaluations and contact information for institutions, and produces aggregate reports useful for managing the ASU training program. The best results are obtained when the employee and supervisor collaborate in creating the IDP. A significant number of help screens are embedded in the IDP and a brochure explaining its operation is posted on the site.   

· OnlineTraining

These activities build core skills with minimal cost and disruption of workflow through the use of Computer Based or Web technologies. All such structured training is low cost, just-in-time, and delivered at the point of need.  

· CBI courses 

These can be delivered via ASU's LAN server to individual desktop clients.  The courses will allow employees to improve critical competencies at their convenience with minimal time away from the job.  The fact that training occurs at the desktop (workplace) also facilitates the transition of new skills to the tasks at hand.  CDROMs can be rented/bought to reside on the ASU LAN. Aggregate records on course usage are kept to determine the composition of future. The CD ROM offerings can be switched semi-annually for other titles based on the aggregate usage figures.

Training sources are available in such topics as: 

· Sexual harassment, decision-making, and diversity, 

· Office automation: Microsoft Office applications, i.e., Excel, Word, and Powerpoint. 

· Management training

· Other areas upon demand.

· How Do I?

Job aids assure more uniformity of operations and serve as a training resource.  The ASULC links to ASU administrative practices, templates,  and policy to provide authoritative information and standard formats for accomplishing ASU administrative actions.  Tutorials on performing office automation tasks are available, as well as new methods of file management.

· Learning Links

This page contains links to job resources.  Links are categorized both by ASU role and by four types of providers, i.e. educational institutions, training organizations, government sources, and professional organizations.

· Educational Institutions - Links to home pages of educational institutions such as University of Phoenix and Strayer University that offer formal job-related education.  There prospective students can find updated information on programs, curricula, and schedules of learning opportunities.  These pages are maintained and updated by the advertising institutions.

· Training Organizations – Links to commercial training vendors such as MCI, Learning Tree, and Stat-A-Matrix that provide training in competencies valuable to ASU. 

· Professional Organizations – Links to professional organizations such as ASQC, NCMA, ASTD and others.  These organizations allow employees entry into and recognition within the professional communities in which they work.  These organizations sponsor seminars, meetings, conferences and even site visits to view best practices. Participation in such organizations allows an influx of knowledge into ASU while reducing the boundaries between government and commercial groups.

· Government Sources - Links to Government training or policy web pages such as ARNET, DOT Acquisition Workforce Development, and the FAA Academy.

· References - Links to reference web sites such as The Training Registry,  Federal News Digest, and the Organization Development Network provide authoritative information and portals to other information networks.

6. PlatForum: 

This threaded database provides an asynchronous tool that is used in a number of different ways (see below).  But common to all of them, participants enter a conference, read each other's contributions, post their own, and then exit the conference.  Participants can be notified via email if contributions are posted to the forums to which they subscribe.  The conference itself remains as a permanent record that can be revisited and added to at any time.  This type of communication is normally used for long term discussions of non time-critical issues and is not always appropriate for time-limited tasks. The manager of the forum normally assumes the role of facilitator to stimulate and guide the discussion.

Long-term discussion groups that want to explore the meaning and application of new concepts, such as Acquisition Management System (AMS) or Core Compensation can use PlatForum.  A moderator opens a forum and keeps the discussion on track.

PlatForum can be used to conduct training. Class materials, expectations and schedules are posted in the conference.  The instructor/facilitator then moderates the discussion to help the class through the materials.

PlatForum can be used for continuing class discussion after a formal classroom activity. For instance, a class graduating from CMD can keep in contact to interpret class materials and obtain peer support during their application of the learning in the workplace.  

Communities of Practice can use PlatForum to collaboratively investigate ideas regarding their shared function.  Participants raise topics and a member of the group moderates the conference.  Employees use this tool to continue growth in their chosen field. For instance, individuals involved in budget may discuss problems with application of the Cost Accounting Standards. The training group may discuss learning histories and how to derive the most benefit out of the organization’s experience.  Contracting officers may discuss implementation of the Acquisition Management System. This link will be a primary tool for maintaining functional expertise if and when ASU members are co-located with the Integrated Product Team.

7. Team Tools  -  Not yet available

This area may have the highest potential for improving IPDS operations. Links lead to an IPT or Project Home Page that can be used as an electronic communications hub for the team members. The Home Page will be quick to enter and easy for the IPT to customize for its own use.  Such a web-based communications center might include the below listed categories of links

· Mission - statement of mission and charter, IPT Plan

· Membership – Names, phone numbers etc of team members.

· Deliverables- Posted Contract or description of products

· Meeting minutes - stored electronically and indexed for rapid access

· Documents/archives – Documents that form building blocks for further product or project definition.  These could be specifications, contracts, etc. They are to be shared and must contain change tracking so people know what has changed and authorized revisions.  Other software such as FolioViews can allow large document manipulation to facilitate reviews.

· Lessons learned- These could be links to Learning Histories, or other formats, where a particular historical event is recalled and employees are invited to provide their interpretations of what happened and what might be done better next time.  Suggestions can be later included as changes to structural capital such as revisions to policy, procedures, or tools.

· PlatForum- an asynchronous discussion tool for functional team topics.  Participants could create their own conferences and manage them. 

· Links to OD tools either resident on the LAN or on the Internet.  Tools such as Netmeeting, teleconferencing, and group decision support tools, allow productive virtual meetings to be conducted.  Internet versions of Group Systems may be included in the suite of offerings.  On-line simulations are another viable avenue of learning that would fit into this category. 

· Help Forums – Links to Help Forums are useful to the technical community.  The Help Forums are a web location where individuals can post problems and expect the ASU community to recommend solutions. Of particular interest is a help forum for the use of FAA technicians when sharing troubleshooting experiences with newly fielded equipment. Different problems may be addressed in different conferences. 

     (Note:  These conferencing tools could be open to external parties to gain benefit from other perspectives. Some could be available strictly to the Government community.)

· Treasures -  advertise and celebrate individual and team achievements

· TalkRoom- real-time collaboration tool. 

· Workflow management – for documents that require multiple reviews by multiple organizations.  Tools are available that allow embedded reviews and approval circulation controls (FolioViews and Lotus Domino are available programs).

Implementation Plan

Introduction 

The implementation strategy described herein, especially the rate and scope of anticipated accomplishments, presupposes the availability of resources commensurate with the stated goals.  Many of the ASULC capabilities are new to the Government workforce and, for this reason, a large part of the ASULC effort will be to redirect operational inertia, i.e., facilitate culture change.

Justification

The ASULC is needed to provide ASU with a continuous learning capability by enhancing employee dialogue around workplace issues.  Rather than "innoculation" or single-event training, employees gain the knowledge they need to solve daily problems through a combination of formal training and peer discussions.  The ASULC is needed because the steady rise in training travel costs and the increasing need for just in time development mandate the use of this approach.

Design Values

The design of the ASULC adheres to the criteria listed below;

· High interactivity- ASULC applications are designed for maximum employee interaction consistent with good management practices. There is some review of participant inputs, aside from ongoing peer review, for the purpose of minimizing distractions and maintaining focus. 

· High level of user input - A significant level of user input regarding content or structure requirements is solicited during all phases of the ASULC lifecycle.  This includes pilot offerings to subsets of the ASU population and feedback screens on the web-site to collect praise, criticism, or comments.

· Low maintenance- Minimal behind-the-scenes maintenance or data population is required of staff members to maintain database applications.  Users enter much of the data, with administrative oversight consisting primarily of auditing the entries.

· Resource efficient - In-house resources and expertise or readily available commercial products will be used to the maximum extent possible.   

· Bringing learning to the workplace- Learning activities are provided at the work-site to assure the rapid transfer of learning to daily tasks.

· Scalable- Applications are expected to grow in volume but not complexity.  The design will accommodate those changes 

· Secure- Measures will be taken to limit access where appropriate and ensure proper identification of database users.  Internal ASU500 resources provide this expertise.

Program Phases

The phases listed below are required to establish each of the ASULC capabilities. After the ASULC is started new users will generate requirements as they investigate and use current capabilities.  This process of continually growing the site makes each phase highly interdependent with other phases that support the same or different capabilities. 

· Needs Assessment- identifying needs of the user community in terms of content, architecture, and the level of interactivity.  This is done through conversations, pilot offerings, and user feedback.

· Design - initial response to user needs consisting of problem definition, alternative evaluation, and solution implementation. 

· Develop- implementing the design requirements

· Test - evaluating the development effort against user requirements.  It may consist of conducting pilot offerings of particular tools to user subgroups.

· Market - increasing the awareness and interest levels of the potential user community before and after delivery.  It may consist of Broadcast CCMails, short presentations at Branch or other levels of the organization, or postings in office spaces

· Train - Although the design of ASULC features minimizes the need for training, the ASU population exhibits a wide range of both interest and expertise regarding automation. ASULC applications use, to the maximum extent possible, familiar web-based techniques.

· Deliver- uploading files to the web server to "publish" the site capabilities.

· Maintain - managing and improving the ASULC capabilities to best fit user needs.  This includes installing upgrades, responding to user requests, and administration of security features.  Highly interactive capabilities like TalkingRooms and Platforums must be facilitated to ensure ease of use and high quality content.

Project Workload

This project is anticipated to follow a normal project staffing pattern up to a point.  Design, development and test will constitute the bulk of the initial effort.  Also, some work will begin on marketing and training of interested parties.  ASULC capabilities will be developed in a parallel fashion where practical, although delivery may be staggered due to unforeseen contingencies.

Iterative improvements are made as employees interact with the Center.   The population will demand new designs as individuals see more areas for improvement.  It is the beginning.

Capability
Description
Development

Resources/Activities
Maintenance Resources

MRN=Market/Refine/New
LOE
DUE= D

COMPLETE= C

ASULC Home Page/Navigation
Includes design of home page and site navigation scheme
Text, GIFs, Navigation method
MRN
1
D: 4/7/00

C: 4/7/00

About the ASULC
Background information on design and use of ASULC
Text
MRN
1
D: 4/7/00

C: 4/7/00

Plotting Your Course
Links to ARA development tools
Research and link
MRN
1
D: 4/7/00

C: 4/7/00

TalkingRooms
IRC capability and instruction set, nettiquette
Develop rooms, help file, admin interface guidelines, installation(?)
MRN, Room monitor, conversation starter
3
D: 4/7/00 

C: 4/7/00

On-Line Training
Links to on-line training providers and to internal LAN courses
Research and link, categorize, empl entry
MRN, administer courses, research for new offerings
2
D: 4/7/00 

C: 4/7/00

What's that word mean?


Glossary of FAA acronyms
Create CGI and load initial words list
MRN, Edit, Post, Archive
2
D: 08/01/00 

C: 

ASU Treasures
Community Center to advertise successes
Est. reporters, editing chain, categories
MRN, interview, write, edit employee entries, post, archive
3
D: 09/01/00

C:

How Do I?
Text on Icon how-tos, links to procedures
Research, write procedures, links to existing
MRN, generate new and revise old procedures
2
D: 10/01/00 

C: 10/01/00

PlatForum
Discussion Database
Design/develop database, norms
MRN, facilitate adhoc use, design training materials
3
D: 01/01/01

C: 01/15/01

Who Do I Contact For?
Yellow pages of employee interests and skill base
Develop template and samples
MRN, assist in page creation, software glitches repair and archiving
3
D: 02/01/01

C:

Resource Center
Discussion database, links to training orgs., norms
Research and link, develop bulletin board application
MRN, conference monitor, facilitator, encourager
3
D: 03/01/01 

C: 
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I think you’re good at...(E-mail response)





Experience:


1971-81: USNR Aviation Electronics Tech 1


1972-90: Quality Reliability Officer on MLS, ATCBI-5, ARSR-3


1990-Present: Training Program Specialist





Education:


1967-71: College of William and Mary BA, Economics


1988     : Lead Consultants, 200 hours Neuro-Linguistic Programming (NLP) 


1996-98: George Mason University, MA, Social and Organizational Learning





I am interested in sharing my expertise/interest in;


creating learning organizations


creating learning centers


small group facilitation


playing, coaching, refereeing soccer
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Contact me…





Branch:  ASU10


Phone:  202-267-9297


FAX :   202.493.5023


CCMail:  phil.fitzhugh@faa.gov





Position:  Management and Program Analyst


Current Role(s):


FAA POC for 1102 Training & Education


ASU IDP Program Manager


Prog. Mgt. Plan (PMP) Instructor/Coach





Sample ASU Yellow Page -  Phil FitzHugh
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