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A key strategic challenge for the Department of Defense (DoD) involves “ensuring the readiness of the mid-career acquisition workforce.”  While major investments in technical training are focused on early career certification, additional effort is needed to continue strengthening the functional and technical skills of the mid-career workforce.  The standard range used by the OSD Human Capital Initiative Office to define the mid-level career workforce is 10-20 years of experience based on a 30-year retirement eligibility.  

The Panel on Contracting Integrity tasked Subcommittee 5 (SC5) to assess mid-level contracting refresher type training needs and recommend potential training topics.  The SC5 working group includes representatives from Navy, Army, Air Force, USSOCOM, DoDEA, and DPAP/Contract Policy and International Contracting.  We surveyed current mid-level training opportunities across the Enterprise and found many existing opportunities for mid-level career enhancement training; however, much of it is focused on leadership skills rather than functional and technical skills development.  The Naval Facilities Engineering Command, Air Force Contracting, and Army Contracting employ leadership development programs to provide robust developmental opportunities for future civilian senior leaders.  Existing opportunities for mid-career development are outlined in the following paragraphs.

ARMY

The Army has developed a Competitive Professional Development (CPD) Program that consists of education, development, and training opportunities for mid-career Army personnel.  This program is not mandatory, but relies solely on the initiative of the individual and the support of their supervisor(s) in applying for these courses.  There are seven program elements: University Training (Full-Time, and Specific Part-Time); Long-Term Training/Fellowships; Developmental Assignments; Cross-Training; Acquisition Excellence Training; Short-Term Executive Training; and Executive and Management Education. 

· University Training.  University training is offered by the Army Tuition Assistance Program (ATAP) in order for individuals to pursue a graduate degree in a business-related field.
 
· [bookmark: table]Long-Term Training/Fellowships.  Three types of long-term training (LTT) and fellowships are offered: Army Congressional Fellowship Program (ACFP) (formerly the LEGIS Fellows Program (LEGIS)); Sloan Massachusetts Institute of Technology (MIT) Fellowship; and Secretary of the Army Research Fellowship. 

1.  Army Congressional Fellowship Program (ACFP).  This program provides assignments for Army civilian personnel whose current or prospective positions may require a working knowledge of the operations of Congress.  ACFP participants receive instruction and hands-on experience on Capitol Hill through training and developmental activities including intensive briefings on the operations and organization of the Congress; a full-time assignment on the staff of a Member, committee, or support agency or organization of the Congress; and, periodic seminars during the work assignment on Capitol Hill.  

2.  The Sloan Fellows Program of the Massachusetts Institute of Technology (MIT).  This program is designed for a limited number of able executives in mid-career, who show marked promise of growth into major responsibilities.  Nominees should have 10 to 15 years of experience and will spend 12 months at MIT studying in depth the fundamentals that underlie sound management action.  The core disciplines required in this 12-month course underpin what business leaders must understand: economics, accounting, marketing strategy, organizational behavior and finance.  The required core subjects and related electives cover five major areas: Policy Formulation, External Environment, Managerial Decision Making, Organizational and Human Factors in Management, and Applied Research.  Fellows may choose elective offerings in the Sloan School of Management, offerings at other schools and departments at MIT, and offerings at graduate schools of Harvard University and Boston area institutions.  

3.  Secretary of the Army Research and Study Fellowship.  These fellowships support study and research on selected Army projects, dealing with contracting and/or acquisition.  They support the basic creativity of outstanding contracting career employees in the Army's contracting and acquisition mission. In addition, participants discover, develop, and maximize their talents.  Meritorious research and study fellowships are granted for 6-12 months of full-time study.

· Department of the Army Developmental Opportunities.  The Department of the Army offers 6-12 month assignments for employees in the Office of the Deputy Assistant Secretary of the Army (Procurement).  Rotational assignments ensure the individuals receive experiential work, based on an approved training plan, among the following areas: acquisition reform, contracting operation support, procurement policy, Defense Acquisition Regulation (DAR) council case work, civilian career management, and procurement management reviews.  Assignments enhance the individual's understanding of the Army's programs, issues, interaction/integration with Federal/DOD Joint Services, and Army Policy.  Each selectee will perform the duties as a staff action officer depending on their experience.  In this capacity, the selectee will review and analyze issues to determine impacts on contracting and acquisition.  They participate in the development of Army policy and may serve as a team member on the Procurement Management Review Team.

· Developmental Assignments at the Major Command (MACOM) Level.  Developmental assignments at the MACOM level and between MACOMs are encouraged.  Assignments last for 6-12 months. 

· Headquarters Department of the Army (HQDA) Cross-Training Assignment Opportunities.  Cross-training of employees is intended to impart a variety of managerial and technical skills and knowledge that will improve the capability of the organization and its employees.  This may involve an exchange of individuals normally engaged outside the contracting organization such as the Directorate of Logistics (DOL), Directorate of Public Works (DPW), the Directorate of Information Management (DOIM), or other Directorates, Program Management Offices or Research Development and Engineering Centers.  Cross-training assignments serve to enhance the performance of participants in their present series and to acquire new skills.  These assignments are no less than four months and no more than 12 months. 

· Headquarters Department of Army (HQDA) Sponsored Acquisition Excellence Training. The HQDA sponsored acquisition excellence training for contracting personnel may be offered to further institutionalize acquisition excellence in the Army and re-skill the workforce.  This training is for senior contracting specialists who are Level 3 certified in contracting; however, other contracting personnel are also eligible to attend this on-site training.  Army acquisition excellence training fall under the College of Professional and Continuing Education which is part of the new Army Logistics University and is composed of the following seven courses:  Army Acquisition Basic Course/Acquisition Logistics and Technical Contracting, Army Acquisition Contracting Noncommissioned Officer (NCO), Army Acquisition Intermediate Contracting, Army Intermediate Contracting Laboratory, Army Intermediate Program Management, Contracting Officer’s Representative, and Operational Contract Support.

· Short-Term Executive Training.  This training is focused on specific functional and multi-disciplinary topics that help contracting professionals accomplish their organizational mission, grow professionally, and promote acquisition excellence.  

· Management and Executive Training Programs.  Management and Executive Training is normally four weeks or more in length from premier universities or executive training institutions.  This program provides a variety of different executive programs from ten different preeminent educational institutions.  

AIR FORCE
 
In 2008, Secretary Donley and General Schwartz signed a memorandum endorsing a Civilian Development Continuum, the term used for the Civilian Continuum of Learning, which established civilian leadership development expectations.  The Air Force developed the Civilian Development Continuum, which codifies a deliberate development approach through education, training and experiential opportunities.  The Civilian Development Continuum links three levels of development (Tactical Expertise, Operational Competence and Strategic Vision) to institutional competencies and the foundational and targeted programs used to develop leaders. 

           In addition to the Continuum, the Civilian Career Pyramid is a tool that graphically depicts the levels of development.  It identifies types of assignments, career path opportunities, and specific development and progression possibilities from entry level positions up to career positions at the Secretary of the Air Force level.

The Continuum provides examples of developmental opportunities at the tactical, operational, and strategic levels aligned to the civilian force development process. Civilians should take advantage of basic, intermediate and senior developmental educational opportunities (offered by either correspondence, seminar or through in-residence training programs).
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These tools are intended to provide each individual with strategies for their professional development.  Utilization of these career planning tools and foundational development programs upon accession into an Air Force contracting position help ensure continued development and personal satisfaction. 

 	Effective civilian force development depends upon filling high-level positions with highly qualified employees who have a variety of work experiences at multiple locations and levels throughout the Air Force.  Diverse experiences provide employees with an understanding of a wide range of perspectives and challenges that may not be experienced in any single type of position or at one installation or organizational level.  The career-minded civilian employee should seek such work experiences in multiple locations or organizations.  When applying for any contracting position within the Air Force, this depth and breadth of experience may be the factor that makes an employee the best qualified for selection.  Employees seeking leadership positions are encouraged to make them available for reassignment to fulfill Air Force mission needs. 

Civilian development programs for mid-level employees include resident and non-resident Professional Military Education, leadership training, and experiential-focused learning available to selected personnel to enhance their professional growth.  Civilians are chosen for these programs through a formal nomination and selections process, which begins with a recommendation from their supervisor.  Previous job performance, accomplishments and leadership potential are all factored into each nomination. Several types of development programs are described below:

· Basic Development Education (BDE) at the tactical level covers the fundamentals of leadership.  BDE schools like the Squadron Officer School (SOS) provide the opportunity to learn basic leadership and followership skills and provide students with an overview of the Air Force mission. 

· Intermediate Developmental Education (IDE) is offered to civilians at the operational level to build and enhance your leadership skills. IDE schools like the Air Command and Staff College (ACSC) and the Naval Post Graduate School provide the opportunity to develop and apply leadership and operational skills and competencies.  Only a select number of civilians attend IDE in-residence; however, opportunities exist to take ACSC through a correspondence course. 

· Senior Development Education (SDE) at the strategic level expands upon knowledge of the joint perspective.  SDE education includes schools like the Industrial College of the Armed Forces (ICAF), the Air War College (AWC) and the National War College (NWC).  These educational opportunities emphasize strategy development, the global business environment and results-oriented leadership.  A very small percentage of civilians attend SDE courses in-residence; however, these developmental opportunities can be pursued by seminar or by correspondence. 

· Civilian Development Education (CDE) typically includes nine to eighteen months of education through the award of Air Force Executive Fellowships to select universities.  These opportunities continue to broaden business perspective.

· Career Broadening (CB) Program.  Career Broadeners are generally selected from the pool of individuals vectored by the Contracting Development Team (DT) for a career broadening or cross-functional career broadening opportunity. Career Broadeners may also be selected from a job announcement.  As CB vacancies occur, vectored individuals or those that self-nominate are generally interviewed by a DT panel.  Specific career broadening assignments are developed based upon the individual Career Broadener’s development needs as well as needs of the Air Force. 

NAVY

· Deputy Assistant Secretary of the Navy (Acquisition & Procurement) [DASN (AP)].  Career broadening and rotational opportunities are conducted as an informal program that provides mid-level 1102s (usually GS-14 but can be mid-level) the opportunity to work at headquarters from six months up to a year’s rotational assignment.  The process starts with the Systems Command (SYSCOM).   Based on an expressed interest, the individual is assigned to one of the four divisions (Policy, E-Business, Program Analysis, and Business Transformation and Services Acquisition) in DASN (AP).  Job Shadowing also starts with an expressed interest from the SYSCOMs.  The individual (usually GS-15 but can be mid-level) is approved to “shadow” the DASN (AP) for one week to gain insight and exposure to issues and resolutions at the Senior Executive Level.

· Naval Facilities Engineering Command (NAVFAC).  To support the Navy's and NAVFAC's vision for a high-performing workforce, NAVFAC created the Leadership Development Program to provide more robust developmental opportunities for its future civilian senior leaders, including contract specialists.  There are currently 11 contract specialists in the NAVFAC Leadership Development Program, plus 61 additional acquisition workforce members from other career fields.  In addition, a total of 13 contract specialists have graduated from the program from 2010-2011.  The NAVFAC Leadership Development Program was launched in 2009.  Since then, 199 employees have been selected to participate in the program.  To date, 92 cadre members have graduated and 85 are currently in the program.  The program is designed to provide for deliberate development through progressive learning opportunities consisting of formal education and training, rotational assignments, and other developmental activities.  The Program consists of three levels of development:  Level 1, GS-12/13 non-supervisors; Level 2, GS-12/13 supervisors and Level 3, GS-14/15.  Employees selected for the program will be challenged to perform outside their sphere of influence and comfort zone.  The Leadership Development Program represents one facet of NAVFAC's leadership development opportunities.

· Naval Sea Systems Command (NAVSEA).  The purpose of the NAVSEA Contracts Directorate Acquisition Workforce Development Improvement Initiative is to clarify the career field expectations for NAVSEA contract specialists and to establish a process for documenting and assessing achievement of training and work experiences to support career advancement.  With this tool in place, contracting specialists, at any stage of their career, should have available to them much of the information that they need to proactively plan and manage their NAVSEA contracts career.  The tool is centered on a "NAVSEA Contracting Learning and Development Model" that organizes the skills, knowledge and/or experiences that a specialist would be expected to possess at various stages of their career.  The initiative employs a process similar to the Qualification Card process used within the Navy Officer Community to document and validate learning experiences and knowledge achieved.  In terms of specialists at the journeyman level, the overall initiative includes additional classroom training in three areas:  1) cost and price analysis skills enhancement, 2) Contracting Officer Representative (COR) and Contracting Officer (KO) Team Training, and 3) Source Selection Team Preparation and Conduct Training.  These classes will focus on the NAVSEA Enterprise acquisition environment specific (i.e., ship and submarine construction and repair and associated logistics support) in terms of examples, exercises and/or case studies.  The Learning and Development Tool and its associated skills and knowledge inventory has plans to deploy NAVSEA Headquarters (HQ) implementation at the start of FY13.  Field activities will probably trail the NAVSEA HQ implementation by 90 to 120 days. 

· Space and Naval Warfare Command (SPAWAR).  SPAWAR provides an informal roundtable for journeyman contract specialists where various topics are addressed based on policy changes or points of emphasis they want to stress.
 
· Military Sealift Command (MSC).  All MSC 1102s are required to have a yearly Individual Development Plan (IDP) that is developed with the supervisor and duly signed.  A recent addition this year to the IDP is requesting employees to prepare an employee profile sheet so that supervisors have more background in addition to Defense Acquisition Workforce Improvement Act (DAWIA) training for employees when preparing IDPs.  MSC focuses on Office of Personnel Management (OPM) courses to include leadership courses for mid-level personnel using Section 852 funding.  MSC vectors mid-level employees to the Capitol Hill Workshop, Acquisition Symposiums sponsored by the Defense Acquisition University (DAU) (when offered), and are currently working with OPM to tailor a mentoring class for mid-level employees in position to mentor junior personnel.  Federal Acquisition Regulation (FAR) Boot Camp classes are held on-site which focus on mid-level employees in need of FAR refresher training.

· Marine Corps Systems Command (MARCORSYSCOM).  MARCORSYSCOM has a training program in place for all contracting personnel that is designed to augment DAWIA training.  The Kapstone Program was established by the MARCORSYSCOM in 2011.  It was created to coordinate and lead the Command's efforts to obtain and retain the best training possible for its acquisition professionals.  The mission of the Kapstone is to provide on-going training and development for the MARCORSYSCOM procurement and acquisition professionals.  An excerpt of the proposed 2013 schedule includes:  Performance Statement of Work, Statement of Objective and Quality Assurance Surveillance Plan; Market Research Techniques & Commercial Item Fundamentals; Federal Appropriation Law; COR Training, Source Selection Evaluation Board, and Cost & Pricing.   

· Naval Supply Systems Command (NAVSUP).  NAVSUP provides a leadership development brochure which lists available leadership development opportunities for mid-level workers.  NAVSUP is working to formalize a developmental opportunity (DEVOP) program.  The DEVOP program provides employees opportunities to participate in rotational assignments outside of a formal developmental program.  NAVSUP has a formal Mentor Program where the program utilizes the Herrmann Brain Dominance Instrument to match mentors and mentees.  The NAVSUP Mentor Program was piloted in 2011. NAVSUP facilitates a Tuition Assistance program that funds college courses prior to the course start dates.  The Tuition Assistance program is not intended to pursue a degree, but authorizes the use of training funds to participate in college courses that would hone and acquire beneficial skills or competencies.

Defense Logistics Agency (DLA)

	The Defense Logistics Agency has taken a strategic approach to developing and refreshing our mid-career contracting professionals.  In March 2010, DLA deployed a new competency process and built a contracting competency model.

· Contracting Competency Model.  In March 2010, DLA deployed a new competency process and built a contracting competency model.  The model included conducting a job analysis, determining competencies, creating behavior indicators, establishing proficiency importance ratings, deploying the assessment, and drafting a report of findings.  Based on the skill gaps identified, DLA designed an approach to address the gaps.  A Contracting Tiger Team was established to address the gaps from both the enterprise and activity level.  The greatest gaps for DLA mid-careerists were in the contract pricing and negotiations areas.  Based on these identified gaps, DLA is in the process of developing training solutions (e.g., workshops, formal classes, case studies, on-line training) to develop and strengthen employee competencies in these areas.

· DLA Career Road Map.  DLA recognized the need to develop Career Road Maps for our employees.  DLA followed a similar approach to the Air Force and created a DLA Contracting Career Map to assist employees in navigating their contracting career, enhancing personal and professional growth, and building and strengthening organizational capabilities.  The Contracting career map identifies job functions at the entry through executive level and links training and competencies to each level (Basic, Lower Middle, Upper Middle, and Executive/Senior Manager).  The Contracting Career Map includes a Contracting Pyramid, Contracting Career Guide, and associated documents.

DOD

The Department of Defense Civilian Personnel Management Service Leader and Professional Development Division (LPDD) is responsible for ensuring that DoD has a comprehensive, competency-based system, and integrated leadership development programs that support the deliberate development of highly skilled civilian leaders who are well prepared to lead and excel in a joint, total force environment.  LPDD manages the following programs: 
  
· Defense Senior Leader Development Program (DSLDP).  The DSLDP is the DoD program to develop senior civilian leaders to excel in the 21st Century joint, interagency, and multi-national environment.  The program provides the means to develop a cadre of world-class senior civilian leaders with the enterprise-wide perspective and the critical skills needed to lead organizations and achieve results in the national security environment today and well into the future.  
   
· Executive Leadership Development Program (ELDP).  The ELDP provides participants with an extensive exposure to the roles and mission of the entire Department. Participants of ELDP graduate from the program with an increased understanding and appreciation for today’s warfighters.  Warfighters speak of being at the “tip of the spear" -- ELDP provides those experiences.  The program was established in 1985 with the approval of the Secretary of Defense and has continued over the years to train the Department’s future leaders to recognize and respond to the issues facing DoD. During the course of the ten months of training, participants will travel to a variety of locations both in the United States and overseas, to train with the warfighter.  Through intense, hands-on field experience, participants experience first-hand the many challenges that our Components face in carrying out the mission of the Department. 
 
TECHNICAL TRAINING 

In addition to leadership development training, several opportunities for technical skills development are available within the Department of Defense.  The Defense Procurement and Acquisition Policy (DPAP) Acquisition Exchange Program (AEP) provides a unique career developmental experience for high-caliber individuals in acquisition and acquisition-related career fields.  The AEP represents a serious commitment on the part of DPAP to provide a valuable career development experience to individuals in the acquisition community.  The AEP provides insight and hands-on experience about the development and implementation of DoD-wide acquisition policy issues.  The assigned projects offer successful candidates an opportunity to enhance their acquisition and senior-level policymaking skills, develop their managerial and leadership skills, and prepare for future positions within the acquisition community.  One way to expand this program and provide more opportunities for mid-level professionals would be to fund 90-day temporary duty assignments to gain functional headquarters level experience at the Major Command or Component level.  This would provide an opportunity to gain a corporate perspective that currently may only be available to those individuals who are willing to commit to a permanent change of station.

Defense Acquisition University (DAU) provides an avenue for contracting civilians to gain breadth and depth of experience through the completion of elective continuous learning courses.  Since all contracting professionals are required to achieve 80 hours of continuous learning points every two years, utilizing DAU continuous learning modules to develop expertise in diverse topics such as Earned Value Management or pursuing alternative DAWIA certifications in Program Management or Logistics can further enhance the mid-level contracting professional’s breadth of experience.  However, consideration should be given as to whether a more prescriptive approach to earn continuous learning points for mid-level professionals would be an effective way to drive an increase in functional level expertise.  For example, senior leaders could impose requirements that 20 continuous learning points must be earned in contract pricing or 30 points must be earned in source selection training.

In recent years, more rigorous training requirements have been incorporated into the DAWIA contracting certification courses, particularly with the addition of the CON 090 Federal Acquisition Regulation (FAR) Fundamentals course.  One concern that has been expressed by DoD senior leaders is that new contract specialists are better trained than mid-career contracting professionals due to this injection of rigor into the DAU courses.  Furthermore, they assert that mid-level professionals are intimidated by the technical expertise that new contract specialists are attaining.  To remedy this situation DAU could develop a CON 090 equivalent refresher course to facilitate a “brush up” on contracting skills for mid-level professionals.

Many local Community and Technical Colleges are chartered to support local area businesses with technical and other training courses as needed.  This means most of these colleges either have or will develop courses to meet the needs of the contracting professional. Contracting centers or Major Commands can work with local colleges to develop specific courses to enhance the professional skill set of their contracting professionals.  For example, the University of Virginia, Darden School of Business, provides custom tailored executive level management and leadership courses for the Army, the Air Force, and the Navy.  These courses are specifically designed to enhance strategic thinking, decision making, and develop leadership skills for future senior leaders and are custom tailored to meet the needs of each Service.  

INFORMAL TRAINING

Activities other than formal training classes or attending meetings that are appropriate for keeping skills current or learning different facets of the job include activities such as shadowing, reading, special projects/assignments, and research.  In most cases, these activities are not as expensive as formal training and can often be accomplished without travel while on the job; for example:

· Job Shadowing.  An experience whereby individuals learn about many aspects of a particular job by closely observing a competent worker and then practicing the application of the same or similar skills.  Job shadowing is a tool that can be part of a long-term career development plan, allowing employees to develop a wide variety of skills.  The opportunity to job shadow a Senior Executive Service (SES) member would provide invaluable insight into the challenges facing our functional senior leaders.  

· Reading or Research Project.  Review of specified set of reading on a topic or the completion of a research project and resulting report.  For example, reading an article from the National Contract Management Association (NCMA) Contract Management magazine, Federal Contracts Report, or the like and having a short discussion during the weekly staff meeting or holding regularly scheduled brown bag luncheons where individuals also hone their presentation skills in addition to further developing their technical competence.  Perhaps the Office of the Secretary of Defense (OSD) could publish an annual recommended reading list comprised of ten books, similar to that developed by the military but with the focus on contracting, acquisition, and other business related topics.

· Special Projects/Assignments.  Serve as a member of a committee for the purpose of gaining knowledge and/or experience in a particular area of expertise.  For example, participating on a Multifunctional Independent Review Team (MIRT) or Peer Review (organizational or OSD) offers a unique growth opportunity.  A temporary duty assignment to a headquarters staff for Major Command or Component level staff experience would offer an enterprise-wide perspective that can’t be gained from the typical field-level workplace.


RECOMMENDATIONS

Although a significant number of opportunities to strengthen the mid-career workforce currently exist, the preponderance of these opportunities is leadership-focused.  However, the skills gap that exists for the mid-career contracting professional is functional and technical in nature.  Therefore, our first recommendation is to create a CON 090 equivalent refresher training reserved for mid-career DoD professionals ONLY.  This course should create a safe-haven atmosphere in which questions can be asked without junior employees being present. These courses should not be held on-site, but should be held away from the normal work location so that attendees feel free to ask questions.  Leaders would have the opportunity to nominate mid-career professionals for selection.  The format of this course should contain a heavy emphasis on recent case studies, as well as lessons learned.

Our second recommendation is to allocate additional 852 funds to each Component for the development of mid-career technical immersion training.  Immersion training should be one to two weeks in length, and should focus on refreshing technical skills that are required for job performance in areas such as pricing and source selection.  The curriculum should be agile enough to adapt to emerging contracting issues or could be tailored to meet the unique needs of each Component.  This training must be reserved for mid-career professionals only, regardless of how tempting is might be to allow upcoming star performers to attend who are not in the mid-career range.  An added benefit to this mid-career technical immersion training is that it would drive the mid-level contracting professional to earn continuous learning points in specific technical areas.

Finally, we recommend an expansion of the DPAP Acquisition Exchange Program to the Component level.  This expansion would fund temporary duty experiences, typically for 3-12 months, for mid-level contracting professionals to gain headquarters-level or special project experience within their respective Service or Agency. The length of each assignment would be determined by the Component, based upon the requirements and desired outcome(s) for each unique rotational opportunity.  The focus on these experiences would be the development of core functional expertise while obtaining a strategic organizational perspective.  Making these types of opportunities available through a short-term temporary duty (TDY) opportunity would enable a cadre of mid-career professionals who may otherwise not be willing to commit to a permanent change of station to gain invaluable corporate contracting experience.

While we acknowledge that a plethora of opportunities for developing breadth and depth of experience exist, it’s ultimately up to each individual mid-career professional to actively pursue the continual, meaningful development of functional expertise.  However, senior leadership can play an invaluable role in promoting this lifetime learning approach by educating their workforce about the opportunities available to them and by encouraging and rewarding attainment of professional development goals.  

RECOMMENDATION:  Submit this assessment to DPAP for use by the Contracting Functional IPT and Human Capital Initiative and close this SC5 FY12 action.
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