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T

he data explosion and quantum leaps in
technology have revolutionized what is
possible in financial management (FM).
As new doors continue to open, what
financial managers do and how they do it
continue to change dramatically. Through
robotic process automation and higher levels
of intelligent automation,1 labor-intensive
transaction processing and reconciliation
tasks are going away in the manner of typists
and file clerks who prepared and warehoused
mountains of paper before computers.
Increasing expectations for value-added financial information to support decision-making
and oversight have appreciably raised the bar.
Benjamin Franklin observed, “An investment in knowledge always pays the best
interest.”2 As financial managers’ work evolves,
so must their learning and development
(L&D). Is your finance organization prepared
to equip personnel with the knowledge, skills
and abilities (KSAs) to move to a new normal?
What will it take to make them “street-ready”
to fully support agency missions with the right
information, in the right form, at the right
time, and with the highest levels of accountability and transparency?
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THE FUNDAMENTAL CHALLENGE
The President’s Management Agenda (PMA)
states: “The workforce for the 21st century
must enable senior leaders and front-line
managers to align staff skills with emerging
mission needs. This will require more nimble
and agile management of the workforce,
including reskilling and redeploying existing
workers to keep pace with the current pace
of change.”3
Agencies find themselves asking questions
such as:
Are we using the right learning methods
and frequency to align training with today’s
needs and preferences? Do we even know
what “right” looks like?
How do we modernize our training curricula
to stay current amidst rapid change?
How do we ensure L&D supports the
FM strategy?
How can we use L&D so that FM and
program management workforces operate
in tandem to increase value and mission
accomplishment?
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Figure 1. The L&D Ecosystem
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What is our strategy to fuel learning?

Learning Content

What learning offerings support the
dynamic needs of the business?

L&D Processes

What roles, responsibilities and processes
support the unified strategy?
How do we manage and govern learning
technology across functions?

Learning Tech Administration

4
5

LMS

What systems will drive the overall
learning strategy?

Lesser

How do we link innovative
learning mechanisms, such as
distance learning, with subject
matter specialists to integrate
cutting-edge training with practical experience and context?
How do we prepare for rapidly
expanding technolog y that
continues to redefine FM and
workforce KSAs?
As baby boomers leave the workforce, how do we meet the FM
training expectations of millennials? And for the seasoned staff
who remain but did not grow up
in a high-tech age, what training
do they need to remain relevant?

COMPONENTS OF
AN L&D ECOSYSTEM
Learning management system
(LMS) platforms are critical components to modernizing L&D. In
the L&D ecosystem presented in
Figure 1, learning strategy and culture
drive change, and LMS solutions
support the functional requirements.
Through an L&D ecosystem,
organizations (1) dictate learning
strategies to meet organizational
objectives and missions, (2) determine the requisite learning content
composition by job role and identify
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existing and future training gaps,
(3) establish processes to effectively and efficiently manage L&D
programs, (4) design and implement
protocols to manage L&D technology
across all associated functions,
and (5) deploy LMS platforms that
enable the related L&D functional
requirements.
In the first component, Learning
Strategy & Culture, leadership
develops an overall L&D strategy
to anchor all subsequent decisions.
The most impactful L&D takes place
in robust on-the-job training and
mentoring programs in which role
models “pay-it-forward” by sharing
their knowledge and wisdom. L&D
strategy should incorporate such
programs along with curricula and
technology platforms to best meet
agency workforce training needs.

FIVE ELEMENTS DRIVING L&D
A number of ways to implement
an L&D ecosystem are possible.
The following potential actions are
organized around five elements:
1. Develop an overall learning
strategy;
2. Create a baseline for current
learning content against future
needs and attack the gaps;
3. Establish strong governance;

4. Communicate clearly, openly
and often;
5. Adopt an enterprise LMS
platform.
ELEMENT 1: Develop a learning

strategy that fosters a new
L&D culture.

Leading organizations view L&D
from an enterprise perspective and
consider future KSAs in recruiting
and developing staf f. Training
is properly resourced, even in
challenging fiscal times. Standardized
training puts everyone on the same
page and leverages economies of
scale. While decentralized learning
models provide flexibility to target
training for localized functions
and audiences, standardization
improves overall effectiveness,
efficiency and consistency. For
example, as part of ongoing finance
transformation, the Department of
Defense established the Financial
Management Certification Program
that is supported by standard
comprehensive curricula, leading
to certification in various FM
disciplines.4
In fostering a new L&D culture,
leading organizations:
Fully leverage technology, such
as enterprise-wide, cloud-based
learning platforms, while never
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losing sight of the critical importance of on-the-job training and
mentoring;
Rotate assignments to expose staff
to different career paths across
the breadth of FM and cultivate
additional insight into the agency
programs and operations FM
serves;
Value active participation in professional associations and attainment
of professional certifications;5
Adopt an 80-hour biennial
continuing professional education
requirement, similar to those for
auditors under Government Auditing
Standards.6
Continual personal involvement
of top FM leadership regarding L&D
considerations is critical to achieving
large-scale FM transformation. Highperforming L&D programs are agile
and able to adapt to ongoing change,
whether it be new requirements and
expectations, new technology, or
updated business processes and FM
systems.

ELEMENT 2: Create a baseline

for FM learning content and
attack the gaps from a targeted
enterprise perspective.

The end game is not how many
hours of training FM personnel
receive, but whether training
develops the needed KSAs to effectively and efficiently achieve the
mission. Training can target standard
requirements across government,
such as enterprise risk management,
for which shared course materials
can be broadly applied with nominal
agency tailoring.7 Also, “bite-sized”
learning packages, including real-life
examples, can be used to address a
hot topic of broad interest. They
may be delivered through a webcast,
an in-house brown-bag session, or
a self-learning opportunity at a
nominal cost.
A critical component in establishing L&D essentials is keeping a
current compendium of core competencies. This information, which
must be continually updated to stay
current amidst changes in the FM
environment, serves as the backbone

for FM L&D needs assessments.
Occasionally, staff competencies
tied to job descriptions may not be
documented or fully representative
of an organization’s current FM
functions and strategic direction.
The FM organization would address
such shortfalls in conjunction with
developing the L&D curricula.
Gap assessments match employee
KSAs against needed competencies to
identify mismatches and target L&D.
It is vital not only to know the KSAs
of each current FM staff member but
also to forecast future KSAs.
Learning methods are evolving.
Four of the technology-supported
learning methods being used today
are highlighted in Figure 2.
ELEMENT 3: Establish an FM

learning governance model.

To help ensure L&D programs
work as intended, governance
includes:
Clear roles and responsibilities;
Well-designed policies and
procedures;

Figure 2. Technology-Supported Learning Methods
LEARNING METHOD
Rotational Blended
Learning

DESCRIPTION
A combination of face-to-face instruction and online learning.
Extremely versatile, flexible and adaptable to virtually any subject matter or audience.
Utilizes eLearning games and scenarios, providing (1) learners an opportunity to explore and dive deeper online,
spend time face-to-face with subject matter professionals, and address questions and concerns through other
supportive activities; and (2) instructors the chance to assess learners’ knowledge and retention.

Flex Blended
Learning

Similar to the Rotational Blended Learning, but primarily focused on online instruction with access to face-to-face
instruction for individuals or small groups.
Some online instruction held in the classroom to provide additional instructor face-to-face interaction.
Additional support opportunities may include small peer learning group sessions and regularly scheduled
sessions for instructors to meet with learners who require additional assistance.

A la Carte Blended
Learning

Online instruction only; however, training may take place in a brick-and-mortar classroom environment with
multiple learners interacting with the instructor.
Includes instructional videos as well as audio capabilities in addition to online learning support via forums,
email and instant messages.
Offers reduced instruction costs, as instructors and learners do not need to be physically present.
Learner-paced and self-contained online, with opportunities to request instructor support when needed.

Enriched Virtual
Blended Learning
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Face-to-face instruction supplemented with online tools and resources.
After face-to-face instruction is complete, tools such as internet links, videos and training sites facilitate
continued learning through self-study away from the classroom.8
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An investment in knowledge
always pays the best interest.
		

– Benjamin Franklin

Fact-based trade-offs;
Documentation of key judgments
to maintain institutional
knowledge of the rationale for
the L&D strategy;
Oversight and monitoring of
performance to address any
shortfalls in a timely manner;

organizations leverage supportive
aspects of the current culture in
introducing change that adds value
in achieving the mission. Enterprisewide FM L&D integrators oversee
and strategically direct L&D efforts to
embed common solutions, and they
are empowered to act through strong
support from top leadership.

Accountability and transparency
regarding the impact of L&D
investments;

ELEMENT 4: Communicate

Research and education for
emerging KSAs and leading L&D
practices;

As in any endeavor, communication is critically important. It involves
several factors.

Continuous reevaluation of the
enterprise L&D strategy;
Involvement of staff and
stakeholders.
Leading organizations apply
sound change management practices to help transform any deeply
rooted, localized L&D cultures and
reinforce collaboration and integration within a centralized learning
function. Recognizing that culture
drives what actually happens and
that change is personal, with people
having a natural need to know why,
they build trust and understanding
through open communication and
transparency.
Flexibility is vital in moving the
training culture in a new direction
and gaining staff acceptance. Leading
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clearly, openly and often.

Top FM management outlines, with
overall strategy and rationale, the
L&D model and the way it supports
FM mission achievement and the
personal career development of FM
personnel. Once staff has an opportunity to understand the “why”
and the “what” at an enterprise
level and to provide input, a more
detailed concept of operations and
standard operating practices and
procedures follows. A convincing
business case for enhancements
expected from L&D helps build a
foundation for change.
A multi-channel communications
campaign aims at varying levels
of leadership and staff throughout
headquar ters and subordinate
organizations. The objective is to

expose the entire FM community to not only the contents but
also the context and rationale
of changes to the L&D model.
Federal agencies may contain many
component organizations with
different missions and objectives.
Leading finance organizations
leverage a range of already available communication channels,
such as all-hands meetings and
calls, webinars, open forums, and
newsletters. Frequency, consistency and openness are critical to
building understanding, trust and
acceptance. Be prepared to answer
questions such as:
nn Why are we doing this?
nn How will this improve the

achievement of the FM and
overall agency mission?

nn How will it impact me personally?
nn How will this be implemented

and over what time frame?

nn What’s the end game?
nn How do we get there?
nn Is my input welcome, and how

do I provide it?

Acceptance among L&D integrators at
the outset that some level of resistance
is a natural part of change management. Don’t expect everyone to
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be on board with changes to the
status quo. Some may never willingly accept change, and some may
work to undermine it. Leaders must
listen to feedback and address valid
concerns. They should spotlight
leading practices and pockets of
excellence and promote ongoing
collaboration to transfer what
is working well throughout the
organization. In the end, leadership will have to address cultural
transformation, even where there
is general support for change.
Culture runs far below the surface.
It takes considerable effort to
address deeply rooted behavior
and bias concerning how things
should be done.
Easy access to applicable reference and
training material critical to peoples’
jobs is a must. An authoritative
information repository helps in
designing and implementing
L&D. This includes key FM-related
information such as laws, requirements, standards, regulations,
playbooks, tools and resources.
Information should be readily
accessible and easily understandable in order to improve workforce
performance, increase awareness
and communication, and improve
accountability of employees and
supervisors. A repository provides
a formal, standardized knowledge
retention and sustainment model
for training and business process
improvement ef forts. Given
technology capabilities, shared
governmentwide repositories
could be created to avoid agency
by agency duplication.
ELEMENT 5: Select and

implement an enterprisewide
FM LMS platform.

Leading organizations have
mature in-house LMS platforms to
organize, assign and track completion
of the FM learning curricula. They
strive for efficiency and effectiveness
in managing training as an asset.
They’ve learned that LMS platforms support standardization and
consistency of training throughout
the enterprise. They also serve as a
communications tool to help people
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understand which training they are
expected to complete, how it will
help them develop needed skills, and
where they stand in doing so.
Going forward, distance learning
will play an ever-greater role.
Organizations will use cloud-based
LMS platforms and more dynamic
interfaces to offer professional
development and communications
to employees in a more rapid, rolebased fashion. Cloud providers will
continue to launch industry-tested
and -configured, commercial offthe-shelf solutions that provide
more consistent user experiences.
Think of concise online instructional
videos that can be shared at large,
anywhere, anytime with whoever
needs access.
In addition to the cloud, emerging
LMS functionality includes:
Designing and supporting
personal learning environments;
Using adaptive learning technology to support a customized
and more focused individual
learning experience;9
Integration with talent management technologies.10
Leading organizations avoid
spending resources to refresh
historical courses for functions that
are obsolete or will soon be replaced
or upgraded with newer technology
features. Instead, training aligns
with disciplines and competencies
required for the new ways of doing
business. Also, LMS upgrades and
new curricula are vetted with appropriate agencywide governance bodies

and process owners concerning their
relevancy and to avoid redundancy
and potential contradictory training
at different organizational levels.

SEIZING THE OPPORTUNITY
Opportunities for dramatic FM
transformation are at our doorstep.
The PMA’s expectations are farreaching, targeted to establish a
federal workforce that is current
across all domains of agency programs
and operations. It is imperative to
equip the FM community to support
missions and operations with the right
information, using the right reporting
framework, organized in a logical,
user-friendly way, geared to the right
audience, at the right time.
High-performing L&D programs
adapt to new expectations, requirements, tech nolog y, business
processes and FM systems. Leading
organizations work to address the
future rather than chase after it. In
the words of hockey legend Wayne
Gretzky, “A good hockey player plays
where the puck is. A great hockey
player plays where the puck is going
to be.” So, prepare to transform FM by
skating to where it “will be” through
L&D and seize the opportunity to
score change.
Endnotes
1. Intelligent automation is the
automation of mission delivery and
business processes by leveraging digital
technologies to support tasks undertaken
by knowledge workers.
2. The Way to Wealth, an 1758 essay
by Benjamin Franklin from a collection
of adages and advice in Poor Richard’s
Almanac, included in The Works of Benjamin
Franklin, Volume 2, edited by Jared Sparks,
Boston 1836, p. 92-103.
3. The President’s Management Agenda:
Modernizing Government for the 21st Century,
March 20, 2018.
4. The program established a
framework to guide the development of
the department’s 50,000 FM professionals,
providing a consistent, disciplined
mechanism for L&D. (https://comptroller.
defense.gov/External-Links/FMCert/).
5. For example, Certified Government
Financial Manager (CGFM) awarded by
AGA; Certified Defense Financial Manager
(CDFM) awarded by American Society of
Military Comptrollers; and Certified Public
Accountant (CPA) awarded by State Boards
of Accountancy in partnership with the
American Institute of CPAs.
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