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Veterans Benefits Administration					Circular 20-97-1

Department of Veterans Affairs					February 13, 1997

Washington, D.C.  20420



VBA TRAINING RESPONSIBILITY AND ADMINISTRATION



1.  Purpose.

	

	This circular details policies and procedures relating to training responsibility and administration within the Veterans Benefits Administration (VBA).



2.  Background.



	On June 27, 1996, the Under Secretary for Benefits announced the designation and appointment of a VBA Board of Directors for Training.  After a thorough examination of the various aspects of its charge, the Board developed guidelines for VBA policy on training and presented them to the Under Secretary for review.  The Under Secretary for Benefits approved the recommended guidelines for immediate implementation.



3.  Training Program Features.



	The VBA training program has three principal features that require monitoring on a continual basis.  The first is the policy function, which must be administered VBA-wide.  Training policy must be driven by considerations such as return on investment, cost limitations, flexibility, efficiency and timeliness.  The second feature of training is the procurement of technologies and materials.  The third is the implementation of the Training Assessment System (TAS).  This system should identify performance-based training requirements, prioritize these requirements, develop suitable courses, evaluate the results, and calculate the return on investment.  



4.  Responsibility.



	a.  VBA managers are responsible for training with general responsibility residing as follows:



	(1)  Organizational Responsibility - Organizational responsibility identifies concerns, supports the mission, goals, and objectives and ensures commitment of budget and program resources to training needs common across VBA.  Oversight for this responsibility is through the Deputy Under Secretary for Benefits and the Strategic Management Committee (SMC).
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	(2)  Functional Responsibility - Functional responsibility focuses on short- and long-term skill requirements of  employees working in specific activities.  Normally, functional responsibility resides with Service Directors.



	(3)  Individual Responsibility - Individual responsibility relies on managers determining the specific skills required by their staffs and ensuring appropriate employee development with the active involvement of all individuals within the organization.



	b.  The training responsibilities of VBA's organizational elements are reflected in the matrix below:



Organizational Structure and Types of Training and Functions



Organizational                                       Training                                                Functions

Structure

		Non-	Managerial

	Technical	Technical	/Leadership	Policy	Procurement	TAS

Under Secretary	X	X	X	X	X	X

for Benefits



 Deputy Under	X	X	X	X	X	X

Secretary



      Strategic Mgmt.

     Committee			X	X	X	X



     Board of	

     Directors	X	X	X	X		X



 Service and Office

        Directors 	X		X	X	X	X

	C&P	X			X	X	X

	LG	X			X	X	X

	VR&C	X			X	X	X

	Education	X			X	X	X

	Insurance	X			X	X	X

	20T	X	X	X	X	X	X

	OEM&C		X	X	X	X	X

	HRM	X	X		X	X	X

	CFO	X			X	X	X

	CIO	X	X	X	X	X	X



Area Directors			X	X	X	X



Regional Office

Directors	X	X	X		X	X
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	(1)  Under Secretary for Benefits:  The Under Secretary is responsible for determining overall training policy and ensuring that training goals are aligned with VBA goals.  In terms of procurement, the Under Secretary determines and assigns resources as needed, and ensures that training system procurements follow VA policy and guidance.



	(2)  Deputy Under Secretary for Benefits:  The Deputy Under Secretary assists and supports the Under Secretary in developing training policy and programs.  As head of the SMC, the Deputy Under Secretary reviews and recommends policy issues to the Under Secretary.



	(3)  Strategic Management Committee (SMC):  The SMC formulates and recommends policy and training issues to the Under Secretary.  In addition, recommendations regarding prioritization of training issues and associated resources are developed by the SMC and provided to the Under Secretary for approval or disapproval.  The SMC oversees the Board of Directors for Training.



	(4)  Board of Directors for Training:  The Board of Directors for Training is responsible for providing oversight and advocacy to the VBA training policy, as stated in the Training Board's Charter.  This includes ensuring an integrated approach to training that effectively develops and enhances employee skills.  The Board makes recommendations to the SMC on how VBA’s training resources should be utilized and prioritized based on the strategic training plan and organizational needs assessment.  The Board is also responsible for the implementation of the Training Assessment System.



	(5)  Service and Office Directors:  The main focus of Service and Office Directors is on technical training.  Their role is to identify, prioritize, develop, and deliver training that Central Office and field employees require.  Utilization of the TAS model will assist in this task.   Service and Office Directors ensure that training considerations are included in new program initiatives and that budget estimates include development and delivery of those training systems.  It may be necessary to contract outside assistance for development, maintenance, and updating of training programs.  Service and Office Directors will be involved in the procurement process.  In addition, Service and Office Directors will be responsible for measuring the effectiveness of training in terms of performance outcomes.  All training initiatives in the business development planning process must be coordinated with the Employee Development and Training staff (ED&T).  This coordination will ensure that the same initiatives appear in the support plan.



	(6)  The Offices of Human Resources, Executive Management and Communications, and the Chief Information Officer:  These offices have additional 
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responsibilities in that they often provide non-technical training as well as technical training.  Non-technical training includes training that is not program-specific, such as mandatory training assigned by the Secretary, i.e., EEO training and computer skills training.



	(7)  Area Directors:  The Area Directors are responsible for ensuring that training needs are identified and met in their Areas.  It is the responsibility of Area Directors to efficiently utilize limited training resources through cooperation and communication with Regional Office Directors in their Areas, Service and Office Directors, and other Area Directors.  Area Directors also have oversight authority for all training needs identification, development, evaluation, and procurement that occurs within their Areas.  All training initiatives in the business development planning process must be coordinated with the ED&T staff.



	(8)  Regional Office Directors:  Regional Office Directors are responsible for identifying, providing, and evaluating the training needs of their employees.  Since Directors are closest to the employees in the field, they have a key role in identifying and validating training needs.  They are not responsible for training development since this is the responsibility of Service, Office, and Area Directors.



	(9)  Employee Development and Training (ED&T):  The ED&T staff is responsible for preparing a strategic training plan and conducting a yearly organizational needs assessment.  The Director, ED&T, will brief the Board of Directors for Training on the results of the organizational needs assessments and draft a strategic plan which will be reviewed by the Board and presented to the SMC with any changes the Board deems appropriate.  The Director will also provide technical advice to the Board on training needs assessment issues, course and curriculum development options, and evaluation criteria for technical, non-technical, and managerial/leadership training.  The ED&T staff will assist Service and Office Directors in any aspect of their training responsibilities when requested.   The ED&T staff will manage ongoing training procurement contracts and ensure quality deliverables from those contracts.  Staff will coordinate with the CIO on the contracts.  The ED&T Director is responsible for the operation of VBA organizational training assets (Veterans Benefits Network, Veterans Benefits Academy, etc.).



	(10)  Chief Information Officer:  The Chief Information Officer coordinates with Service Directors and other interested parties to ensure appropriate technical training.  With the expanding nature of Information Resources Management (IRM) and its impact on every benefit area, it is helpful to further define technical vs. non-technical training.
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	(a)  Technical Training - Technical training for IRM staff, sector sites, field employees, etc., includes training on technical hardware and software necessary for them to perform their job duties.  Technical training for field employees includes specific job-related computer applications such as ARMS, BDN, and PCGL.



		(b)  Non-technical Training - Non-technical training includes applications that are not specific to benefits delivery, such as keyboard skills, Microsoft Word, and Excel.



5.  Project Administration.



	a.  Employee Development and Training operations are under the control and review of the Board of Directors for Training, which is responsible to the Under Secretary, for training within VBA.  The Board sets all priorities and is the only authority for accepting or rejecting a proposed project.  All work accepted by ED&T will have a specific training product identified as a final deliverable.  Deliverables will be clearly outlined in the Plan of Action and Milestones (POA&M) developed for each project.  The project manager, usually an ED&T staff member, defines goals of training, resources needed, time frames, and other critical elements in the POA&M.  The sponsor of each training project and the Director of ED&T are jointly responsible for ensuring that the development of the project meets organizational needs and is aligned with VBA goals and objectives.  All IRM projects included in training projections, requirements, and deliverables will also require a modified POA&M.



	b.  The basic steps in developing a training project are:



	(1)  An initiative or concern is brought to the attention of the ED&T staff.

	(2)  Information is compiled, assessed, and forwarded to ED&T’s Director who will brief the Board of Directors for Training.

	(3)  If the issue is approved by the Board, a project manager will be assigned.

	(4)  The project manager, in consultation with the sponsor, determines the need.

	(5)  A project team is formed and a POA&M is drafted.

	(6)  ED&T’s Director and the sponsor approve the POA&M.

	(7)  The project is entered into ED&T’s training operations plan.

	(8)  ED&T’s Director and the sponsor are apprised by the project manager of project status and other issues throughout. 
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6.  Conclusion.



	In the past few years we have increasingly emphasized the critical need of having VBA employees better trained and better equipped to serve our customers.  This process requires strict accountability and ensuring that there is an appropriate return on VBA's investment.  All managers are encouraged to recommit themselves to this challenge and to use these policies and procedures as a blueprint.







						Stephen L. Lemons 

						Acting Under Secretary for Benefits
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