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The Educational Skill Requirements for the Education and Training Management curriculum have been an integral part of my success both as a United States Naval Officer & Instructor Pilot, and as an Operations Manager for the logistics division of the world’s largest retailer, Wal-Mart Stores, Inc. I will address each of these skill requirements and describe how they have influenced me and made a difference in my career as a manager, trainer, and mentor. 
1.  KNOWLEDGE OF BASIC MANAGEMENT PRINCIPLES INCLUDING RESOURCE MANAGEMENT SYSTEM 

The officer should be conversant with fundamental management theories and the strengths and weaknesses of each theory.  Officers should be completely familiar with those basic elements which are common to all management systems.  The officer should understand the management systems and techniques employed within DOD, particularly Navy.  The officer should understand the Resource Management System, i.e., how resources are acquired, allocated, and accounted for. 

BASIC MANAGEMENT PRINCIPLES


Becoming conversant with fundamental management theories and how and where to apply them was the key to my success in making the transition from military Officer to civilian manager. While I had the opportunity to gain and develop many leadership skills in military service, I was wholly unprepared with the changes that the transition to the civilian workforce would bring, except that I was armed with the knowledge gained in this curriculum. I have seen many prior-military people attempt to come into the Wal-Mart Stores, Inc. logistics field and fail to make the changes necessary for success in this environment, because they did not have the insight and information that I had, or were unable to utilize it.  


I applied some of the same management theories as a Flight Instructor for the U.S. Navy that I use now. Douglas McGregor’s X-Y Theory, for example; the X Theory of management seemed applicable as a good option for a military Officer, since all the flight students I was managing were supposed to be highly motivated and well educated, the ‘cream of the crop.’ In actuality, their behavior often warranted motivational support and participative leadership once they were placed under the undeniable stress and pace of the Navy Flight Program. Its intense regimen of high stress briefs, flights, and debriefs, high workload and aggressive schedule, with virtually no room for error, brings many a person to their boiling point without notice. Whether you want to or not, often a leader will be acting from the point of view of McGregor’s X or Y theory without even knowing they have chosen it.  Most often I chose the Y theory, and chose to be a participative leader whenever possible, which required me to be more empathetic to determine what was happening with my flight students so that I could help them succeed and become designated Navy, Marine, and Coast Guard aviators. It is interesting to note that it can be easy in the military culture to act from the point of view of McGregor’s X theory, and assume that each worker is inherently lazy, dodging responsibility, and that desired behavior only comes through proper incentive. This is easily managed in the military process, since the power and authority are there to be abused, in the guise of senior to junior officer, as well as in the student-trainer relationship. This double whammy of positional power allows many to take the X theory point of view, since it is much easier to make someone do pushups until the desired behavior is produced or they drop out, than it is to try to determine what mental or physical process is being interrupted and is keeping your student from performing the necessary tasks. The success of each point of view in the military environment cannot be argued, and it is almost expected that an officer can utilize the X Theory when called upon, as the results of proper training are truly a life or death matter, and the bottom line is that each student cannot be passed on unless they can perform the required tasks prfocicently.

However, in the civilian environment, especially in the culture of my current employer, which has designated its three guiding “Basic Beliefs” as “Strive for excellence, Customer service, and Respect for the Individual,” the heavy handedness of theory X doesn’t garner as much success as it does trouble for the manager.


I found very quickly that with the non-linear relationship between the most junior associate and the most senior management pre-empted any usefulness of the military-minded X Theory management. This “Open Door” program allows the associates to question every decision that a manager makes by skipping the “chain of command,” so every decision has to be in accordance with established procedure or policy, and the heavy-handed approach of Theory X is highly frowned upon.  Associates have to be motivated to perform, instead of being ordered to do so. 

In addition, the socio-economic status of the people I am currently managing is vastly different than the highly motivated and college educated flight students I had previously been leading. This required a major focus on participative management, and I had to create a forum for it to happen, as there was no brief/flight/debrief (Programmed Instruction) setup as in the flight program. By creating an atmosphere of availability and being present on the floor of the warehouse, I created opportunities to discuss everyday topics as well as performance, good and bad, and promote a dialogue that provided a consistent vision of each associates place in the grand scheme of things and facilitated participative management. However, in order to do that, I had to have to have all of my administrative and operational tasks in order. Discussion takes time, and successful time management is vital to allowing for this kind of leadership.
There are several basic management principles that were keys to my success through the transition and after, MacGregor’s X and Y Theory chief among them, but I have also found myself returning again and again to Herzberg’s Motivation – Hygiene Theory, and Covey’s Seven Habits of Highly Effective People. 
2.  THOROUGH KNOWLEDGE OF EDUCATION AND TRAINING ORGANIZATION AND OPERATION 

The officer should be thoroughly knowledgeable in the education and training organizational structure and operation.  This includes all levels from the executive level to the activity conducting the education or training or providing training support.  The officer should understand the operations from the time of determination of the education and training requirements to acquisition of resources and the establishment of the required program.  The officer should also understand aspects of the maintenance of ongoing education and training.  The officer should understand how requirements are originated and validated. 

EDUCATION AND TRAINING ORGANIZATION AND OPERATION

I have held several training positions in both my civilian and military careers, officially and unofficially. In the Navy I served as Helicopter Aircraft Commander, and mentored several Helicopter Second Pilots to become Aircraft Commanders themselves. I held the post of Training Officer for several detachments, which included all aspects of training from preparations to operate at sea, battle group operations specific to each carrier battle group, safety and shipboard operations training, preparation for advancement and promotion for enlisted personnel, establishing Standard Operating Procedures for shipboard operations, creating and giving training packets and presentations, maintaining training records and reporting compliance with all government directives.


As a flight instructor, every aspect of the job was involved with training. Initially, I had to be trained to become a qualified flight instructor pilot, and after a couple of years of teaching various disciplines of flight, I became a Standardization Pilot and began teaching instructors, as well as taking on the students who were having difficulty passing a phase of flight. In addition, the instructor group constantly trained each other by refreshing the group with the what/why of emergency procedures and personal experiences in different training scenarios. This constant focus on training kept the level of safety and awareness very high, allowed us to spot behavioral or performance trends quickly, and allowed us to learn from each other by discussing different techniques for different situations. It also kept our training standardized, as is very difficult to do when thirty or forty different people are teaching the same material, each in their own way.

My transition to Wal-Mart Stores, Inc. required a similar concentration on training. Initially I was thrust into a completely alien environment and tried to manage while abiding by many policies and procedures that weren’t even written down. I immediately discovered that the management training program was badly outdated and that I would have to create my own agenda to learn what I needed to know. When I was requested to report on my experience, my detailed account of the program prompted a complete review and re-write of the program. My military experience placed me with good habits to train and to be trained. I have since written a plethora of training programs for various departments, and am called upon by my Distribution Center to take on each new program that is developed for the logistics division, and have lead the roll out of every large scale program change or new technology that has come out in the last five years, including the DC Yard asset management program and the Global Logistics System program. I have written multimedia presentations for each of these programs, and co-wrote the training manuals being used by each Distribution Center in the network. 

In order to create these, I have used the process I learned in Instructional Design. While not always following the formalized ADDIE model, every event requires some or all of the process. A proper understanding of the problem must be established initially, or the end result may be thoroughly accurate, but still not be what is needed. This is followed by an examination of the learners; identify the target audience and their characteristics, and how to design the training plan to fit their needs. From there you select the media, learning objectives, and then begin to flesh out the instruction itself. Once the program is completed, it must be checked to ensure it meets the goals originally selected. 

Most of my work in the military was comprised of taking previously made training materials and updating them or adapting them to the audience I was to present to. This was the case when I was given the duties of Diversity Officer when the concept first became a recommended practice many years ago. The material I was given to present was outdated and obviously made for a civilian audience, so I included examples from the military milieu and tried to infuse some fun role play examples and skits to ease the stress of a three to four hour presentation. This was the beginning of my foray into using Power Point and its multimedia capabilities, and I have since used it to augment nearly every training regimen I have produced. 

Wal-Mart’s current training programs include Computer Based Learning programs with video, sound, and interactive quizzes, as well as video conference classes with interactive discussion, annual certifications to maintain awareness and up to date information, and “2 minute culture drills” that offer a quick insight into daily life as a manager and Wal-Mart associate. When there is no established training regimen, for example with a new program, the system is assigned to a test facility after initial development, and that test facility will often write the initial training documents used by the whole network for the rollout of the system. After the system is in place at each facility throughout the network for about a year, the training documents are formalized and updated to reflect the many changes that occur after the program goes through its growing pains. There is an established Correction of Errors system that is used to present new system issues for consideration or correct one time problems that come up. This system will also issue program change documents to be used for training as the system is changed or updated. These can be presented in several different ways, depending on the size of the change, and we have done everything from a simple notification during start-up meetings to a mass presentation in a sit down environment with handouts for each participant. 

In each Distribution Center a few managers are designated as “Super users” and are trained at the test facility before the system is rolled out at their facility. They have the chance to use the system in a fully operational environment, learn what opportunities occurred during the rollout and test phases, and become familiar with every aspect of the program, with the intention to return to their facility to act as both the training manager for the system, and the expert for the facility, to handle maintenance, correction of errors, and local troubleshooting. Often the most successful Super users for the first few facilities will get together to write the training documents, and I have participated in several of those events.
3.  UNDERSTAND THE PLANNING, PROGRAMMING, BUDGETING, AND FISCAL SYSTEMS 

The officer should possess sufficient understanding of planning, programming, budgeting, and fiscal systems to perform duties in education and training management.  This implies a solid working budget, etc.  The officer should understand the mechanisms entailed in the translation of validated requirements into the acquisition of required resources. 
PLANNING, PROGRAMMING, BUDGETING, AND FISCAL SYSTEMS

Fiscal systems are handled quite differently when I compare my military experience to my civilian experience. In the military, assets were requested and resources were garnered as needed, and rarely was budgeting an issue.  For the major part of my time in naval aviation, we were short on assets and long on requests for our operational commitments. We rarely had enough helicopters for the seagoing operations we were being asked to support. We did have to request all resources, from maps and charts to maintenance parts for the aircraft. This was a well established process, and the details were handed down from officer to officer. The training programs were fully developed and packaged for each region.

The Training Command operated differently, and we monitored the number of students, the number of instructor pilots, and the number of operational aircraft, and tracked individual student progress in a painstaking manner. This was reported daily to the Chief of Naval Operations and other senior members to determine the status of how many students would be reporting to the fleet and when, and what the average rate of qualification was. We were in fact producing assets instead of requesting and using them, in a manner of speaking. This changed the focus of fiscal systems and we rarely were denied something that was requested for training, though we did have to account for everything.


Fiscal focus in the civilian world is very different, and the focus on the Profit and Loss statement is a daily process, and understanding the bottom line and how you affect it is vital to your success as a manager. Each department has its budget, or its part of the budget and cost efficiency and asset use is paramount. A manager has to request pens and pencils, and know the cost of such items, and have reason for needing them. The biggest number to be aware of is, of course, wages, and is the highest of all the expenses.  Expense control means efficient use of all assets, which in its most basic form means operating efficiently, which in turn means being on the clock no longer than it takes to get the work done safely, efficiently, and properly. This focus is radically different then the military focus, which has no need to worry about how long one is on the clock, since everyone is serving twenty four hours a day and seven days a week, and the pay isn’t changing according to your hours worked. The focus then can remain on doing a quality job, and doing things safely and properly no matter how long they take, but it can also mean you can take longer to do a job than is necessary.


With the focus on fiscal responsibility in the civilian world, you must know how to request assets, how to manage those assets, how to track them and provide justification for your expenses. In addition, you have to know the details of your operation, and I had to learn quickly to develop spreadsheets to track my operational numbers, to spot trends and identify weak areas and strong areas, and figure out what was working and why, and more importantly what was Not working and why.  Even simple numbers such as how many associates came to work today versus the productivity goals for each job function versus the workload have to be determined within minutes of getting started, and immediate adjustments for the success of the building need to be initiated by management to balance out all departments in the Distribution Center.  

Areas are expected to perform and maintain expenses below budget, and each year’s budget is built off the previous years, so it is a constant battle of efficiency. We have to constantly seek ways to improve our processes and learn from other managers in the network. To facilitate competition and identify who is making strides in these areas, a weekly, monthly, and year to date system of reports is generated. These indices cover operational performance, fiscal performance, administrative performance, transportation budget performance, and “Shrink” or financial/asset loss. 

It is impossible to determine the exact dollar impact of training on the operation, because even though the exact dollar amount for the cost of materials and wages can be determined, the loss of productivity during the training period is not documentable, nor are the losses produced from improper or insufficient training, nor are the gains from excellent or above average training. In every area from safety (accident costs, legal costs, lost productivity) to quality (re-work, incorrect inventory, misplacement of product which can result in lost product or lost sales), to the productivity itself which can come from motivational factors, morale, or simply misunderstanding of policies and procedures, which all comes from proper or improper training. There is a strong inclination of purely operational minds to short the training process either fiscally or with assets (time or people) in order to gain time in a productive role. This is often a poor choice and results in unaccountable losses for the business, re-training, or termination of employment for the associate, and re-hiring and training of a new associate. The waste of time, money and assets is avoidable when training is allowed to follow its proper course.
4.  UNDERSTAND THE PRINCIPLES AND APPLICATIONS OF INSTRUCTIONAL SYSTEMS DEVELOPMENT 

The officer should possess an in-depth knowledge of the basic tenants and underlying theories of instructional technology – specifically the Instructional Systems Development (ISD) models.  The officer should understand the major advantages inherent in the ISD systems as compared with conventional and traditional designs.  This includes knowledge of various instructor roles.  The officer should also be aware of the economic factors associated with ISD introduction and ongoing ISD. 

INSTRUCTIONAL SYSTEMS DEVELOPMENT

While there are several Instructional Systems Designs or Instructional Systems Development models, the basic process can be described with the ADDIE model; Analyze, Design, Develop, Implement, and Evaluate.


In the analyze phase, you identify the requirements of the task, and the characteristics of the learners. The performance gap must also be identified to limit the scope of the instruction to what is necessary.


In the design phase, the tasks are broken down into individual components of skill or knowledge, which also helps to define the limit of the instruction, and to ensure that one aspect is not attempted without its building blocks in place. A method of measuring the learner’s progress is identified. Media choices are made, along with an overall instructional strategy.


In the development phase, materials are written in whatever form of media was previously determined to be needed.


In the implementation phase, the instruction is presented to a representative sample of the target audience and evaluated for success. The instructional program is revised as necessary, and then evaluated, and a feedback loop is created for continued improvement. In truth evaluation is conducted constantly during all phases of development, by continually asking if the work is progressing towards the learning goals that were identified in the first (analyze) phase, and if those goals are complete or need to be revised. 

Subsequent models have developed further the delivery process, for example the Structured Content Development model allows the structured content of the instruction to be delivered through several different methods, thus separating the content itself from the delivery method. With technology continually changing the media in which we deliver instruction and increase the delivery tools, a model like this can be very useful for content that requires a high reusability.

I have utilized this model in both my military and civilian careers, and though the process itself is robust and needs no change from a military to civilian environment, the audience has changed significantly, and so the process has seen some significant changes. This change in learner characteristics has had the biggest impact on my training programs, both in content and delivery. 


My previous experience with this, and my insight gained by the Instructional Design curriculum has placed me as the so-called expert in my Distribution Center, and I have been tasked to develop over forty presentations in the past several years, some for use locally, and some for use by the entire logistics network. 


The same development process is actually used for presentations that are not necessarily instructional in purpose, but informational. For example, I was recently tasked with providing a spreadsheet to identify production results in several formats for our Regional Vice President of operations, in formats that had not been created before. I utilized the ISD model to develop the presentation, since I had to start from scratch with raw data and create a new product. It was highly successful and is now being used in other Distribution Centers to identify productivity and quality strengths and weaknesses.

5.  KNOWLEDGE OF PERSONNEL/MANPOWER MANAGEMENT 

The officer should possess an understanding of the basic tenants and underlying theories of manpower management.  Included within this category are manpower requirements, definition, personnel acquisition, professional development, promotion and advancement, and personnel placement.  The officer should also possess a working knowledge of the policies and practices in personnel management.  The officer should also possess a working knowledge of manpower policies and procedures. 

PERSONNEL/MANPOWER MANAGEMENT

The area of personnel/manpower management has become a significant part of my daily management duties. I held a mentoring session today with one of our supervisors here to go over the basics of manpower forecasting and how to apply it on a practical level. Time will tell if I was successful in imprinting the importance of these skills.

In the military environment we were often concerned with manpower, since in the helicopter community we were in great demand, and each detachment had specific billets that needed to be filled. I found very quickly that when push came to shove, I was assuming several duties to ensure that every job function was carried out, and manpower became scarce. The actual acquisition of personnel occurred by the needs of the fleet commands that our squadron was servicing.  However, the professional development of our detachment members fell under my responsibilities several times. This included the advancement and promotion of our enlisted members, and the advancement of me and my peers, as well as the mentoring of junior officers.

The advancement of enlisted personnel falls under a strict timetable, and we had to establish where each person was on their requirements and get them met and prepared before the date for testing for advancement. For those seeking promotion, we had to prepare professional documents, letters of recommendation, list achievements, seek out responsibilities and opportunities to showcase their talents, and motivate constantly. It is imperative to know about each of the advancement and promotional programs so as to fit the candidate to the proper one for success and for their career goals. I was fortunate to have been involved in advancement and promotion on all levels of the enlisted and officer ranks, everything from Seaman to Petty Officer, Petty Officer to Chief Petty Officer, Re-enlistment ceremonies, Helicopter Second Pilot to Aircraft Commander, and my own promotion to Lieutenant Commander. Each advancement required different levels of professional development, some as a book study/test program, others as real world scenario survival, and some could only be proven when under the pressure of real problems in a military environment.


In the civilian environment I have found that personnel acquisition, professional development, and placement are just as much an important part of the business. I conduct a staffing check each day, and determine the business plan for the day based upon how many of each job function we are staffed with, how many show up at work versus what the workload is and the productivity levels we commonly achieve. I compare this to the business goals we have for the day, and determine if we need to remove staffing, get assistance, or move assets from one job function to another. Over and above this, I coordinate with my peers and balance the staffing with the other two departments to ensure that the building meets all of its service goals. We scrutinize the safety, quality and productivity of our associates on a daily basis. We actually compete in every category on a weekly, monthly and year-to-date basis across the company with like business units.

We create a manpower forecast utilizing departmental goals, current staffing, and expected volume on a quarterly basis, conducting a thirty, sixty, and ninety day forecast of our personnel needs. I have been involved in every step of this process, including the interviewing, hiring, and placement of associates. 

I was transferred to Jacksonville, Florida for the opening and start up phase of this Distribution Center, and at that time Wal-Mart Stores, Inc. was using a Behavioral Interviewing process which required three interviews, the second with two managers. This was a ten to fifteen question interview and took some time. We conducted fifteen to twenty interviews each day completing thousands in the first few weeks of the start up phase. It was an exhaustive process but delivered excellent results, as we had the fastest successful start up to that date. 


We have since changed our hiring process, and streamlined it to only two interviews, and removed the Behavioral Interview process with a simpler question bank. We ensure consistency by having a single Hiring Manager who does all interviews, but gets the input of the Operations Manager of the department she has proposed placement before hiring the candidate. With the decreased needs of the building this process works well, but does require more lead time to get an associate hired for a specific position.  We also have a very active internal transfer program, so any open positions or identified needs have to be posted internally for one week prior to being available for outside hire. This also can slow the process down, if no one applies for the position internally, then another week has passed. We counter this by maintaining qualified applicants who interview when there are no positions available for ninety days, enabling us to often call in a candidate who is ninety percent through the hiring process.

The personnel policies of an organization as large as Wal-Mart Stores, Inc. have to be followed to the letter, as they are often brought into practice because of legal requirements in another state. Because Wal-Mart Stores, Inc. operates in all fifty states, we need to be compliant with all applicable laws and regulations. To remain fair and consistent, what applies to one associate applies to all. This has made the personnel department an ever-changing organization with a sharp eye on compliance. Every manager needs to have a good understanding of current policies and changes in policy to ensure they do not become personally liable for a compliance violation.
6. BASIC KNOWLEDGE OF THE THEORY OF TRAINING AND EDUCATION PSYCHOLOGY 

The officer should possess an awareness of the various elements of education psychology, including the learning process and the factors affecting learning, and how these elements function in the education and training environments.  These elements must be approached in terms of both the general theory and the specific application within diverse populations. 

TRAINING AND EDUCATION PSYCHOLOGY

It behooves all leaders in a training role to have an in depth understanding of learning theory and its applications. A trainer’s ability to teach, guide, evaluate, or otherwise influence the trainee is limited by their level of understanding of these theories. 

My role as a teacher/trainer has been entirely with adults, so while it is important to understand the role of nature in development, I have found it more applicable to have an understanding of learning theory. To that extent the nature versus nurture question is moot for me, and I have had to focus on observable behavior and how I could influence it. 
The military training philosophy created a systematic approach to the flight training program relying heavily on shaping behavior by learning gradually, step-by-step, until the entire process is learned and a fluid behavior chain is produced. For example, in order for a student pilot to hover a helicopter, they have to balance and coordinate input from power controls, left and right pedals affecting torque or yaw, cyclic/stick input affecting roll and pitch, wind gusts, rotor wash changes, and a variety of other factors. Each of these is introduced in multiple steps. First the theory behind the element is discussed, and then practical applications are discussed. Then the element is shown by an instructor, and next it is attempted by the student several times for reinforcement, successive attempts having higher standards of execution until the proper level of proficiency is reached. Each post flight includes an evaluation of each element attempted in the flight, providing both positive and negative reinforcement. Several elements might be attempted in one flight, and then brought together in subsequent flights after proficiency is reached, creating the behavior chain that then will build on future more complex elements. 

Negative reinforcement exists inherently in the flight training program simply due to its difficulty, the stress of its pace and high standards, and the culture of elitism prevalent among both student and instructors. Punishment is avoided, as it does not always work and often backfires, instead instructors attempt to extinguish undesirable behaviors and use positive reinforcement as much as possible, as Skinner proved to be much more reliable.
However, when a student fails a flight, the resulting Extra Time flights and having a Performance Review conducted by senior pilots certainly feels like punishment. It then falls to the student’s next instructor to bring the focus back onto behavior and performance instead of feelings of failure or punishment. This can be difficult, and I have found that it is vital to understand where the student is having difficulty in the learning process in order to focus and correct the behavior. Bandura’s description of observational learning has really helped me in these cases, which I often found myself in as a Standardization Flight Instructor.
For a person to successfully imitate a model, in this case operate an aircraft following set procedures under a variety of flight conditions and follow established flight rules, they must be able to: attend to the model, have some way of retaining what they have seen in symbolic form, and have the necessary motor skills to reproduce the behavior. Actual performance is governed by reinforcements, which is covered pretty well by the in-flight evaluation of each process or maneuver and the post-flight debrief.

If a student is have problems with the first step, attending to the model, this is going to require a vastly different teaching strategy than if he/she is having difficulty in one of the other requirements. I have had students who could not attend to the behavior model because they were distracted by personal issues. These students needed to talk about their issues and seek solutions when possible, or compartmentalize these issues and table them until a more appropriate time for reflection could be found. I have had students who did not have a thorough understanding of the flight concepts and so could not retain what they had seen. They needed to learn the material better and gain a more thorough understanding before they could move on to trying to reproduce it. I have had students who could not reproduce the motor skill portion of the model at the proficiency level required in the time allotted. These students needed practice on just the motor skill elements, separate from the rest of the flight, to build confidence and focus their energies. In these cases I would conduct part of the flight myself and allow them to focus on the portions that needed their attention. Often identifying the issues prior to flight and establishing a plan for correction took hours, and could be quite stressful for the student. This is the safest way, but there are times when the source of the student’s inability to produce a modeled behavior cannot be produced except in flight. Then the instructor has to make evaluations based upon their observations and proceed accordingly, or break the process down to its most base elements and evaluate the student through each phase, looking for the break in the behavior chain.
My time with Wal-Mart Stores, Inc. has included very little programmed instruction like the military. The learning process for most job functions is very simple and has few elements. They are often modeled by peers who double as trainers, selected for their superior performance and reliability. As I advanced into senior leadership, the training opportunities I have had to manage require me to rely on Bandura’s social learning theory.  While I have worked with managers who could preach their way into producing the standard of performance they expected, it has not been my primary method, and my skill set leans more towards the Practice method, the concept of following a good example instead of being coerced. As a manager that meant working hard every day, having perfect attendance, being the first to arrive and the last to leave, showing integrity by doing what I said I would do, following up on associate issues in a timely manner, providing excellent customer service, and following all regulations and policies. It is vital that your personal standard be very high or you cannot expect the same of those you are managing. As Bandura found, as people become socialized, they adopt the self-evaluation standards of those around them, and will adapt to their peers more so than their seniors, due to social comfort level and ease of maintaining a lower standard. This has been my experience in logistics. But the standards can be raised by exposing people to models who are rewarded for higher achievement, and we use several recognition programs to do that, but they must be used effectively. I have seen managers who only provided the minimal amount of lip service to the programs, thereby reducing their intrinsic value as a positive reinforcement. A manager has to believe in the program and make it their own, injecting life into it with sincerity and heartfelt thanks for a job well done. Even if the prize is just a t-shirt, the thanks can be the real prize, and the public recognition and an ovation can be a strong positive reinforcement. The manager has to maintain the integrity of the program as well, ensuring that no one is recognized for anything below the set standard, and that the program remains fair and consistent. If it is not, people will lose faith in it and it will not be effective as a positive reinforcement, and in fact can become a negative reinforcement! 
These programs can also have an important impact on our associate’s self efficacy appraisals, for without them they might not know how they are performing at all. When they receive recognition for achievement multiple times, they can appraise themselves as good at what they do, which in turn has a powerful effect upon motivation.  This motivation level then impacts performance positively, creating a self-sustaining and self-fulfilling prophecy of excellent performance.
7.  BASIC KNOWLEDGE OF THE TRAINING RESEARCH AND DEVELOPMENT PROCESS, POLICIES AND PROCEDURES 

New approaches and improvements to existing technology rely on new knowledge which comes primarily from scientific research.  Officers responsible for Navy education and training must be able to discuss and use the R&D process to improve the education and training system.  Officers should be able to list the various means through which new and existing R&D information can be obtained, as well as how R&D can be initiated. 
TRAINING RESEARCH AND DEVELOPMENT

I have been fortunate in my career to be involved at many levels of leadership during times of frequent change. I believe that the concept of being a change agent was always a good fit for me. When the Navy’s SH-60B Seahawk helicopter platform began to go through significant changes, which would eventually merge multiple platforms to become the SH-60R, I was able to put a good deal of those skills into practice. I was on one of the first detachments to deploy with the Penguin anti-ship missile as the Training officer, and so was involved with obtaining all information on the new program and how it was being updated, and make corrections/additions to the field operating procedures. This was significant in that we were operating in the Middle East, a new environment for the combination of Penguin missile and Seahawk platform. It forced us to establish safety guidelines and procedures as we encountered each new opportunity and each new condition of flight, weather, payload, and tactical environment. Our findings and recommendations were sent through the R&D structure for approval, and then to the rest of the fleet as established procedure or recommended procedures. Each detachment that handled each new piece of hardware or software would do the same, creating an ongoing process of improvement.

Prior to the operational testing, we were solicited for our input into each part of the SH-60R program, which had several major elements, and were able to field test some items as they came available for testing.  The military chain of command and communication structure made it very easy to pass or gain information from the suppliers or the military overseers of the project. 

Information on new projects that had not yet made it to the field evaluation or field input phase could often be found on military R&D websites or through official communications, sometimes confidential or higher in nature. We received weekly updates on situations around the world as well as platform specific news and what the future held for new projects. This was always a point of interest as every detachment wants to be involved in a new program, whether it be a missile, gun system, radar, electronic array, sonar, or whatever it might be.  The multi-purpose nature of the platform meant that our pilots were already trained, in the training command and in the field by necessity, to be creative thinkers and problem solvers. Each upgrade or change in the system had to be incorporated into training as well, for both the new pilots and the senior pilots already in the field.

In the civilian world I have had a similar experience, in that Wal-Mart Stores, Inc. takes great care in keeping its managers informed on what is up and coming, gains the input of operators and managers in the field during all phases of R&D, and creates training programs as a part of the development of the program itself. I have seen this process improve greatly over the last seven years, as it was not always this way. When I first came to the company there was very little information being filtered down to my management level, and my input was not asked for when new programs were being developed. Today, we have constant updates and are able to have input at all stages of development, and even the opportunity to join the development team in the early stages of the process. 
8.  BASIC UNDERSTANDING OF THE APPLICATIONS OF COMPUTER AND WEB TECHNOLOGY TO EDUCATION AND TRAINING MANAGEMENT 

The officer must be well-versed in education and training applications of web based and interactive multimedia instruction and electronic performance support.  Knowledge of computer theory, the World Wide Web, networks, handheld and wearable computers, and systems analysis is implied insofar as it is essential to understanding and managing computer learning applications.  This definition implies understanding of web, network, and associated computer capabilities and limitations. 

Specific attention should be paid to the instructional use of the networks and the web, and the management (budget, manpower, reporting, etc.) and impact of developing technologies.  ADP network and web control policies should also be understood.  

COMPUTER AND WEB TECHNOLOGY APPLICATIONS

This has been the most exciting part of the training process for me, as I have always been intrigued by the advances in technology and their application in my professional environments. It is amazing how accessible sophisticated technology is today, and how simple it is to create a classy presentation in short order.

I have been fortunate to have been a trainer in one capacity or another during the explosion of the World Wide Web and the concurrent technological explosion in the past two decades. While the technology in use in the military tends to run far behind the available technology, I was still able to gain exposure in several aspects of technology I would not have otherwise, and I was motivated to learn the rest on my own. Upon returning from my first six-month cruise, which occurred just as the internet exploded and it seemed every ten year old had their own web page, I was determined to have one myself.  I got a computer, got online, and took online tutorials in HTML, teaching myself how to write webpages and create websites, and had one of my own in no time at all, complete with graphics, email links, photo galleries, hyperlinks, etc. Nowadays there are numerous programs that allow you to create a page or site without writing the code at all.(http://cquintas.tripod.com/etms.html/ or http://cquintas.tripod.com/index2.html/ )

 
This brought me into the world of technology and with its fast pace and endless variety, it is nearly impossible for anyone to become a true expert in anything, because systems and software become outdated as fast as one can learn them. Fortunately, the genre of available tools become commonplace, and system interface develops commonalities, even from one developer to another, and these can be used to familiarize oneself with new technology as soon as it becomes available. The drive to maintain a “user friendly” reputation can make or break a technology or at least its mainstream usage, and is a big win for the common user. With the availability of free versions of nearly everything one can imagine to the public domain, there is no excuse not to become familiar with existing technologies and new ways to create and manipulate all forms of media.

I have utilized only basic technology for creating training programs, unless one would consider military aircraft simulators, which create a sensory environment as much as a tactical environment for training, though I did not create those programs I used them extensively, both as a student and as a mentor. Most of the training I have conducted was either for the mass audience, such as Diversity training, or one-on-one training and small group training, such as the programs I have developed for my teams here at Wal-Mart Stores, Inc.

While I have utilized web technology and all types of media, it is important to note that this does not change in any way the basic tenets of creating a training program, or the basics of ISD (Instructional Systems Development). The flashiest presentation means little if the content is not there. It is easy to impress those who would rather be entertained than enlightened, but I learned quickly that the senior leadership does not care much about flash, only content. There still exists a segment of the population that resists technology and change, and it seems a good deal of this segment of the population holds senior positions of management. They suffer the existence of new technology but rarely embrace it.


The two biggest issues I have seen with developing technologies have been security and the size of the presentations themselves. A Power Point presentation with only a few slides can still require massive storage space if it is media intensive. This may preclude the ability to email it to other associates who need to view it, and so network opportunities have to be created, which rolls back into security issues that go along with public access networks. 
One of the latest technologies to hit the management team here is the use of handheld organizers to grant email access with multimedia capabilities. These have increased the ability of the leadership team to access each other at all times and when away from the facility with email and other documents. As the accessibility and speed of communication increases, it has the effect of forcing the manager to have up to date information of the details of the business and how it is progressing. 
Presentations have to be built in such a way as to be able to change data to support up to date information or any last minute changes to the supporting data sources. 
9.  BASIC KNOWLEDGE OF CONTRACT ADMINISTRATION 

The intent of this knowledge item is to permit the individual to function as the technical manager in procurement.  The individual must have sufficient knowledge of the various procurement systems and procurement regulations to work with contracting personnel to ensure receipt of the full intended value for monies expended for goods and services. 

CONTRACT ADMINISTRATION


The focus on receiving full intended value for monies expended is referred to as ROI, or “Return On Investment.” It is vital to evaluate this at the beginning of any foray into procurement, as it is easy to expend a great deal of time and energy determine exact values of investment, develop training programs and maintenance procedures, establish policies and procedures, without actually determining if the program is going to net out enough of a return to warrant the expenses, both initial and sustaining. Many good ideas do not get their chance because there is not enough of an expected return on investment. The fiscal environment often determines the amount of capital available for growth ventures or what might be considered a risky or low potential investment. Thus the success of a program is vital once an investment has been made, and the training program is a vital part of that success.

I have been party to the training process of two multi-million dollar programs in the past four years, an asset tracking program which has since grown into and been incorporated with the other program, a software integration project that merges or replaces all other software in Wal-Mart distribution called Global Logistics Systems. These have both been pretty large program changes and required a great deal of training to ensure their success. I was involved with composing the initial training document, and administering the training program to many of the distribution centers as it rolled out across the country. I have been a point of contact for other users across the network to assist with questions and troubleshoot opportunities as they occur. For the Global Logistics System, I also managed the problem tickets as the program was rolled out with a lot of issues still uncorrected (over 150 tickets). We monitored each issue, gave examples and detailed descriptions of new problems, and notified everyone when the fix was put in and any changes that were made. This has proven to be an extensive process, and the program is being brought out in multiple phases, phase one being completed for remaining centers this summer.
10.  KNOWLEDGE OF EXISTING AND CONCEPTUAL TRAINING SYSTEMS 

Because ISD is not applicable to all education and training situations, officers must be familiar with the theory of other existing systems, their operational methodology, and their assets and limitations.  Similarly, some cognizance of conceptual systems for education and training is required so applications of new ideas might be incorporated into existing systems.

TRAINING SYSTEMS


There are many situations that create a need for a training program that does not necessarily fit the ADDIE or ISD model. One example is professional training that needs to be dynamic to the individuals needs, in which each member going through the training regimen comes with a different skill set or level of experience, and in which each trainee has different requirements to be met, and may even have a selection of different goals. For example if I were to implement a training program for a new certification, where some candidates had part of the skills necessary for completion already.  I studied an example of this type of training program that was implemented when the Professionals Complementary to Dentistry went through a compulsory registration period. Many of these professionals entered the work force informally, some had formal training in educational institutions, and some had formal training through corporate/business programs. The needs for each member was different, and the training program had to reflect that, so a program with multiple choices was implemented, allowing for the registration of each individual in an efficient manner, while also creating a system which would allow for future professionals who might enter the field through formal or informal means, with differing backgrounds and therefore different needs.

I applied a similar concept as a Flight Instructor. While the initial flight training is very much standardized, later portions of the flight program show the degree of difference in piloting skills and knowledge between one student and another. Some flight students come to the program having already received a civilian pilot’s license, and others come having never been on an aircraft before in their life. As an instructor in the later stages of the training program, I often had to restructure or tailor my training regimen around the strengths and weaknesses of the students I was with for that flight, while still remaining focused on achieving the goals for the mission. It is vital that in that training environment the instructor maintains a wide array of training tools, whether that means being able to create a variety of training scenarios or utilizing different media or simply having an array of different examples to get one’s point across. 

Even more dynamic was the “Extra Time” flights I did as a Standardization Flight Instructor.  These were with the students who were having difficulty passing a major section of the flight program, and were given a few extra flights to try to get the skills and concept application to an acceptable level to continue with the training program. These flights are important in that a student can only fail three flights before they are removed from the program.


Because the Extra Time flights are entirely a review of previous flights, and each student fails a flight for different reasons, it was imperative to achieving success in a short time by creating a training program for each student after careful review of all previous training records, discussion with previous instructors, and possibly discussion with the student, when there is time available. Often there was no time available to go through any of the initial steps of the ADDIE model, and the training program was developed on the fly, so to speak.  Any training plan was also very dynamic, as the short term goals might change on the spot for safety reasons, or if another important shortcoming was discovered during the course of instruction.  This was a common occurrence. 

I do not find that I utilize this concept in a formal training environment in my current capacity as an Operations Manager, but I have used it when encountering opportunities that I discovered through informal conversations on the floor of the operation, or when approached with a problem unlooked for. Often these types of problems have occurred due to a training deficiency, and require some immediate assistance as well as a follow up training session tailored to the needs of the individual or situation. Because I have worked with so many departments and have been the lead manager on so many special projects, my knowledge base is wider than many managers.  I am turned to with a variety of problems and have had to mentor or re-train a multitude of associates in the logistics division because of this reputation. The skills of creating an effective training program and implementing it on the fly have been paramount to my success as a manager in the logistics business.

SUPPLEMENTS

The training documents attached on the web page are representative of what I have been producing and using during my last few years with Wal-Mart Stores, Inc. There are several training programs that I have been involved with that I cannot reproduce due to their confidential nature, but I hope these can serve as supportive documents to show where I have applied the skill requirements of the ETMS curriculum. I can easily say I would not be the successful manager I am today without them.
