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National Intelligence University

Concept Paper

Need: A national security Community (Intelligence, Law Enforcement and Homeland Security) with a shared culture that fosters cohesion through smarter methods of cooperation, coordination, communication and collaboration to become More Adaptive than our Enemies.  One that:

· Produces a progressive, sequential, integrated and  developmental Education
· Enhances High Quality, Issue Specific, On Demand Applied Learning
· Delivers as a Community to the collective Academic, Intelligence, Law Enforcement and Homeland Security 

· Develops a unified Culture of imagination and cooperation

· Accelerates through a connected Collaborative process that leverages legacy systems and builds upon the Cohort interactions of interpersonal diverse relationships more than any individual could develop by oneself in a similar period of time.

· Redefines what constitutes the criteria for being a Master of a craft as well as reduces the time from 12 to 6 years

· Supports the ability to effectively respond to student base in a Responsive and Timely Manner
· Entails dramatic Productivity Gains
· Delivers Transformational results

· Increases the Competitive Edge for dealing with terrorist like groups

· Leverages existing Requirements by:

· 9/11 Commission

· Commission on Intelligence – WMD

· National Intelligence Strategy

· Executive Orders

· Builds Economy of Scale efficiencies (smarter, better, faster, cheaper) by not competing with existing resources but instead takes advantage of courses, physical structure, etc. to meet the directives/guidance listed above 

End State: A Transformed National Security Community, as a Constantly Learning Community 
· Evolved by creating an atmosphere of emergent self-organizing and self-learning as a continual process across the life cycle of the NIU experience

· Comprised of a workforce that is strategically and technically educated, collaborative, networked, self-initiating and proactive; whereby analysts can better cross boundaries through personal relationships

· With specialized applied learning as required by specific situations

· And knowledge/wisdom that promotes proactive coordination across the entire community 

· Resulting in rapid and constant adaptation to recognize and address emerging threats where a true sense and respond capability is developed

· As well an infrastructure and support that take maximum advantage of modern techniques and technology to promote a collaborative knowledge environment resulting in revolutionary quality at an affordable cost
· In short, an entirely different National Security Community that sees teaching, learning, collaboration and action as a single, iterative and dynamic, continuous process.

Charter:  Securing Our Nation’s Future Through The Value of One, The Power of All
Focused Vision: A Virtual Enhanced University and a Collaborative Learning Community that has:
· Small permanent faculty and management

· Large body of “as needed” subject matter experts

· Connected across the community with cutting edge educational technology and techniques maintained in a secure environment where our methods and techniques are protected

· Small “brick and mortar” footprint

· Large reach to students and customers

· State-of-the-art People Development Enterprise Support Solution incorporating learning management, workforce productivity, and competency modeling

· Personal and organizational assessment/ attribute evaluation for all personnel in the National Security Community

· Applied research/innovation outreach consortium;
Plus is Strategic in nature by:

· Driving the National Security Community’s evolving culture and structure, and 

· Having Transformational Influence on changing organizational readiness through personal & organizational mindset shifts.

Success Factors

· Earnest and genuine support from all participating Directors from National Security Community

· Quickly establish that participating in NIU is career enhancing

· First class gets major recognition from home base agency from where they came from as well as support from their direct line manager

· First class has sufficient resource support to address bureaucratic issues as they arise

· Each of the Directors visited and are guest lectors at NIU each year

Values – Underpinning

The following universal core values are absolutes:

· Autonomy (Autonomy is the desire for self-determination.  We want to feel we are free to choose, to act, and to take a direction according to our will and conscience.)

· Beneficence (Beneficence is the value of intentionally acting for constructive purposes.  Usually we make a decision or take an action because it appears to bring the greatest good for the largest number of people.)

· Harm avoidance (Harm avoidance means to intentionally act in such a way as to avoid causing harm.  While this is true regarding physical harm, it is doubly true regarding psychological harm)

· Justice (Justice is the desire for reciprocity and a level playing field.  We want to feel that right behavior will be rewarded and that each of us has a fair chance to be heard and to express ourselves.) and 

· Truth without blame (Truth, as close to the original situation as we can get without blame or judgment, is desired by each of us)

Also, there are three overarching differentiating tenets that NIU emulates that separates itself from any other institution environment:

· Building continuously a Learning Community through social relationships

· Nurturing  Self-Organizing Systems 

· Applying Systems Thinking


Program

· Who

· 5 types of students that include both government and contractors 

· Cleared junior/senior students from academic institutions

· Basic- Journeymen (Post BA/BS) 

· Advanced – Professional (Masters Level, graduate quality) 

· Sage-Masters (Senior Leadership & PhD Level)

· Task Related (individuals or teams from all levels requiring “reach back” applied learning on specific issues for specific projects)

· From 3 different communities (+)

· Intelligence (3 Letters and Military)

· Law Enforcement

· Homeland Security

· + Occasional students from other communities (supporting institutions, CDC, legislative staffers, academia, etc.)

· Co-opting existing National Security Community assets, resources, and courses

· Band Width and Scope of applied learning at NIU capable of teaching all new employees (government and contractors) and extensive reach back (50%) of existing employees each year

· What

· 4 “Levels” of education & applied learning

· Basic - Journeymen 

· TBD approximately one semester in length (16 weeks) 

· Taken during the first 6 months of employment

· Provides basic analytical skills required for entry level performance based on competency modeling

· Introduction to common (word processing reporting, instant messaging, document/content management, presentations, search, etc.) and focused/advanced toolsets (imagery/geospatial, natural language understanding, social network analysis)

· And an overview of the integrated intelligence community.

· Advanced - Professional

· TBD, approximately three semesters in length (72 weeks)

· Taken over an 18 month period, 36 credits-University accredited

· Between 3 & 5 years of employment

· Common leadership / management skills to promote cooperation.

· Some Core courses, taken by all students

· Some electives allowing concentrations  (ranging from the technical issues to regional studies)

· Completed before promotion to GS-13 or if contractor equivalent

· Senior Executive - Sage

· TBD, approximately 12 weeks initially and 2 weeks CE each year

· Combination of in-residence and distance learning

· For GS-15 or contractor equivalent, or above

· Focused on the expertise derived from the broadest possible network of faculty and students.

· Requirement for promotion to SES / SIS and contractor senior executive equivalent

· And continuing throughout the career

· In depth specialization and applied learning as required

· On demand

· A broad range of specialty and technical programs

· Tailored to individuals and situations.

· Reinforced by Interagency Experience

· Interagency operational assignment (1 year)

· Inter-jurisdictional assignment (6 months)

· Creating a Collaborative Culture, where Constant Learning and Adaptation is the norm.

· When

· Educational component to be delivered at specific points in the career, preparing the student for new duties and responsibilities.

· Applied Learning component delivered as required by emerging circumstances.

· Where

· On the job – at the student’s place of employment

· With limited, periodic – but essential – face to face sessions at the Virtual Enhanced University (using Blended Learning), in order to promote the Transformational Collaborative Culture

· How

· Mostly via distance learning, on a classified intelligence network at the lowest common denominator of security classification

· Built by collaborative sessions from the full time and as-needed subject matter experts

· Using the best information available, the most experienced teachers available, and cutting edge educational techniques

· Including Lessons Learned, Experiential Learning, Exercises, and Multi-Player Games 

· Where students need and use individuals and information from across the community by building a collaborative knowledge environment through:

· A readily available/accessible common repository/library of pertinent materials – reference materials, templates, texts, contact information, data resources, workflow and process diagrams, etc 

· Establishing innovative methods of collaboration/delivery – wickinets, blogs, RSS feeds, podcasts, decision support tools (e.g., groupware)

· As well as carefully selected and timed face-to-face collaborative experiences

· Extensive use of senior level community mentors and coaches

· Assigned real “problems” to research and work 

Organization & Management:  NetWork Centric Structure

· Ownership:

· The Virtual Enhanced University would be organized like a Federally Funded Research and Development Center (FFRDC) – with management by a commercial organization, re-bid every 10 years.

· Employees would be government contractors, not government employees – allowing for rapid personnel and organizational changes.

· The Virtual Enhanced University would emphasize the use of personnel experienced in intelligence, education and training.

· Many of these personnel – especially the on-line teachers – would be part time employees, either retired or working on their own time.

· “The Ring of Representatives” – Focus on Subject Matter

· The Core of the Virtual Enhanced University would be a “Ring of Representatives”  -- NOT a “Hierarchy of Boxes”

· Each element of the National Security Community and each major aspect of intelligence (open source, covert operations, and technical collection) would have an experience full time representative on the Ring.

· Members of this Ring would conduct:

· External coordination with their community

· Internal coordination within and across the Ring

· Open communication with the Leadership.

· Each member of the Ring would be responsible for the development of Goals, Metrics, Curriculum, and Evaluation within his/her area of responsibility.

· Each member of the Ring and his/her program would be accountable to both the Leadership and the other members of the Ring.

· Every member of the Ring would have a voice in what every other member does.

· No member would have a veto, even over his own area.

· Constant interaction, measurement, and feedback is the key to this revolutionary approach to evaluation, decision making, and curriculum formulation.

· Master Teachers – Focus on Delivery and Student Development

· Every member of the Ring would have a corresponding Master Teacher responsible for implementing the metrics and curriculum decisions that come from his/her part of the ring.

· Working with a set of “as needed” teachers and subject matter experts, each Master Teacher would turn the concepts that emerge from the Ring into deliverables for students.

· Every Master Teacher would coordinate directly with every other Master Teacher on content and delivery.

· Every Master Teacher would have input to every product – but each Master Teacher would have ownership over their final product.

· And every Master Teacher would be held directly responsible for the ability of his students to meet the metrics established in his/her area of responsibility.

· Leadership – Focus on External Communication and Internal Resources

· University Leadership work for the FFRDC.

· University Leadership would report to the President of NIU

· University Leadership would communicate guidance from the DNI through the President of NIU directly to the Ring and their respective Master Teachers.

· University Leadership would have authority over members of The Ring and their respective Master Teachers.

· Teachers

· Experts in teaching and in specific subjects would craft and deliver instruction to the students.

· Teachers could be full time or part time “as needed.”

· Technical Support – 

· A challenge for a Virtual Enhanced University will be providing technical support and classified connectivity to faculty and students so that we have minimal impact and cost on customer infrastructures; we should insure that we employ smartly the lowest common denominator for the situation and issue being addressed. Using a bifurcated delivery system controlled by NIU 

· Technical Support will come from a central pool of experts in educational technology, provided to each Master Teacher and his/her subordinate faculty.

· Classified Connectivity is a matter for further discussion.

· Student connectivity should not be an issue as they participate from their workplace.

· Leadership, Ring and Master Teacher connectivity should not be an issue as they will be co-located.

· But providing classified connectivity to the “as needed” faculty will be a challenge.

· One option is to provide classified connectivity to each National Guard Armory and leverage the Joint Reserve Intelligence Connectivity Program (JRICP)

· “As needed” instructors could use such facilities, as could students from state and local law enforcement, etc.

· Another option is to use a commercial network for secure communication and create a private subnet that is certified secure at appropriate levels

Phased Creation: The Virtual University Learns As It Teaches
· This IS NOT THE OLD APPROACH where the teacher knows everything and the students shut up and listen

· The transformational concept of the Virtual University is the idea that the group is smarter than any single individual

· Every student from every community has something to offer, even as the teacher facilitates, directs, and provides additional information

· And multiple teachers from multiple backgrounds may collaborate on the constantly evolving curriculum.

· THEREFORE – we NEED NOT WAIT until we get it perfect before we GET IT STARTED

· We can put in place a networked team of leaders and teachers, with the required support to build and deliver an initial collaborative curriculum at each level of education and training

· With an initial set of metrics

· Build an area for publishing finished intelligence as part of after action report via video format as well text.  These formats could also capture students collaborating on real-time theses and the community could evaluate the quality of analysis.  We would start with open-source analysis and as more partners buy into the concept, build our capability for performing classified analysis as part of curriculum

· And the resulting institution will tell us how it should grow as it teaches and learns – truly operate as a self-organizing system

· With constant evaluation and feed back by:

· Students

· Beneficiaries (their supervisors)

· Users (those who receive intelligence products)

· Stake holders (the Community)

· Bill Payers (the Congress)

· This feed back would:

· Determine whether the Virtual University is meeting the required initial aforementioned success factor metrics

· Recommend changes to address the metrics, and 

· Recommend new metrics

· Thus the University works on a 3 year cycle:

· Year 1

· External Evaluation (3 months)

· Internal Analysis (3 months)

· Curriculum / Delivery / Metrics Revision (6 months)

· Year 2 & 3

· Teaching and Continuing Internal Adaptation

· This cycle:

· Promotes progress without turmoil

· Ensure responsiveness to Congress and the Administrative

· But with a degree of professional independence

· Stand up:

· Year Zero:  The Virtual Enhanced University could begin delivery of education and applied learning within first six months of creation.

· Year One: The Virtual Enhanced University would continue teaching while conducting its first External Evaluation and Internal Analysis, accompanied by Curriculum / Delivery / Metrics revision.

· Years Two and Three:  Continue teaching, expanding offerings, and internal adjustments.

· Revisit Year One:  Continue teaching while conducting External Evaluation and Internal Analysis, accompanied by Curriculum / Delivery / Metrics revision.

· Timeline:

· The Virtual Enhanced University would begin producing students and influencing culture within six months.

· It would produce and teach a solid revised curriculum within two years.

· It would complete its first cycle of teaching / evaluation / revision, and be an influential, transformational organization within three to five years.

· It would complete its second cycle and be a proven, mature organization within eight years.

Resources:

· Cost affordable

· Benefits from expenditures far exceeds cost

· Leverage existing assets 

Consotium Team Capability and Capacity

· Partnered with key universities, consultants and other contractors

· Solid footprint across all of the National Security Agencies

· Nationally recognized leaders in developing and executing corporate universities

· Experts in e-learning and blended learning application

· SMEs across National Intelligence Community space

· Seasoned Chief Learning Officer with strong project management background

· Experts in collaborative technology application

· Ever vigilant about latest IT support for secured cyberspace environments

· Provider of many existing technical, professional and leadership courses geared to the National Security Community

· Passion and commitment to make this real
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