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Abstract

Institutional research provides invaluable feedback about an
organization’s products and performance. Although there is a
wealth of institutional research occurring throughout U.S. Army
Professional Military Education and Training (PMET), this re-
search largely remains in stovepipes, thus limiting the visibility
of insights and innovations identified. To fill this need, the Army
University (ArmyU) has created the Institutional Research and
Assessment Division (IRAD) to conduct research, manage re-
search programs, and provide expert technical assistance to the
U.S. Army Training and Doctrine Command (TRADOC). IRAD
has developed the ArmyU’s institutional research plan (AIRP) to
fill the gap in enterprise-level institutional research in PMET. The
AIRP describes research activities on a continuum with research
about ArmyU on one end and research for ArmyU on the other.
IRAD has developed two lines of effort (LOEs): LOE 1 is to work
with those conducting research activities to coordinate, synchro-
nize, and integrate research that is currently being conducted; and
LOE 2 is to investigate independent research questions to benefit
PMET and the Army. The level of success for both LOEs depends
on cooperation and collaboration throughout PMET, and it will
require IRAD to develop a federated network of organizations
that value research and can contribute to an enterprise level of

understanding, insight, and innovation.
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Why Does Army University Need an Institutional
Research and Assessment Division?

Institutional research is a vital resource to traditional colleges and universities as
it provides valuable research expertise and feedback to the institution in order to im-
prove, innovate, and adapt education to meet the needs of the students, and in the case
of Army University (ArmyU), the Army. While the term institutional research covers a
breadth of topics, and there is no standard set of research conducted by an institutional
research department or division, there are several forms of feedback that these units
can provide to their institutions. Evaluations can provide actionable feedback on cours-
es, classes, curriculum, instructors, programs, and technologies or techniques to both
identify what is unsuccessful and needs to be modified as well as what is successful and
should be promulgated throughout the institution. Reporting of student success also
provides an overall metric of the success of an institution.

As Army Professional Military Education and Training (PMET) has developed
and evolved to meet the needs of the Army, the number of schools and centers
of excellence responsible for education and training has increased and become
geographically dispersed. While the training and education has remained world
class-integration, synchronization, and innovation across the enterprise has not
been fostered. ArmyU was created to modernize PMET to better prepare soldiers
and Army civilians for the complex 21st-century security environment. To achieve
this goal, ArmyU’s mission is to increase academic rigor and relevance; increase
competence, character, and commitment of soldiers, Army civilians, and leaders;
expand the prestige of Army learning organizations; identify and promulgate best
practices in education and management; and increase the agility of PMET to adapt
to the changes needed by the operational force (Army University, 2017, p. 2). Ar-
myU connects PMET across cohorts within a unified educational system organized
like the best colleges and universities in the United States. This organization allows
for synchronization of education and training while sharing resources across the
learning enterprise and cultivating innovation through the sharing of information.
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The creation of ArmyU also allows for the development of the first enterprise-wide
institutional research division to synchronize research and assessment being per-
formed across the enterprise and to help to decrease the stovepipes of research
that exist within the schools and centers.

What Is the Institutional Research and Assessment Division?

The Institutional Research and Assessment Division (IRAD) was established
in 2017, as ArmyU’s primary staff section to conduct research, manage research
programs, and provide technical assistance to the U.S. Army Training and Doc-
trine Command (TRADOC) to support decision-making for innovative learning,
leading to improved tactical and technical expertise and increased readiness of
our soldiers. The research IRAD supports exists on a continuum anchored by
what is described as research about ArmyU on one end and research for ArmyU
on the other, as depicted in the figure (on page 76). Research efforts on the about
end of the continuum are more descriptive in nature and include programmatic
efforts to maintain and improve existing systems. Research for ArmyU is more
exploratory in nature and is undertaken with the intent to discover and test inno-
vative solutions, which may be promulgated throughout PMET. Just like ArmyU
is not designed to perform education throughout PMET, but rather to support
and provide technical expertise to the schools and centers, IRAD is not intended
to perform all of the institutional research done within the schools and centers
but to synchronize, coordinate, and empower schools and centers with the tools
to effectively conduct their own research. IRAD will initiate and retain control of
much of the research done for the ArmyU end of the continuum, and success will
largely rely on partnerships throughout the institutional and operational Army.
The work being done on the about ArmyU end of the continuum is largely al-
ready being done throughout PMET, and IRAD will serve as the synchronizing
and unifying role, which will require collaboration with the organizations within
ArmyU and TRADOC who are collecting the institutional data. This model is
generally referred to as a federated network model and gives the Army an ad-
vantage over the traditional model by preserving the autonomy and authority
of the individual organizations (Swing & Ross, 2016, p. 8). This is a break from
the traditional model used in most colleges and universities, where institutional
research is centralized into a single department or division responsible for con-
ducting all institutional research. The traditional model would present many dif-
ficulties to ArmyU and ultimately would not fit within its mission of supporting
and assisting the schools and centers. Additionally, the federated network model
fosters a climate of collaboration and mutual responsibility toward the goal of
improving the enterprise.
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Figure. Continuum of research activities supported and conducted by Institutional
Research and Assessment Division (IRAD). Figure by Wade R. Elmore.

What Gap Does IRAD Fill for ArmyU and the Army?

Institutional research is currently happening throughout PMET with each school or
center relying on their quality assurance office, curriculum development staff, faculty
development staff, or other staff to gather feedback internally. This is a valuable resource
for the individual schools and centers to sustain, improve, and adapt PMET to the needs
of their soldiers, but it does not provide insights institution wide. In addition to the re-
search performed at the schools and centers, there are several organizations throughout
TRADOC that collect valuable data to provide the schools and centers feedback on
their compliance with the regulations and standards set for education and training. Fur-
thermore, there are additional units within TRADOC that provide research and anal-
ysis to their organization with institutional research as a small subset of their duties.
There are still other organizations within TRADOC that perform institutional research
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and analysis to evaluate programs, techniques, and technologies by request as an ad-
ditional duty. Unlike traditional colleges and universities—the breadth of institutional
research is occurring in PMET without a coordinating body.

The level of institutional research being conducted throughout PMET demon-
strates there is value for the feedback it generates, but the innovation and insights
generated by this research are limited to those who are aware of it. The gap that
IRAD fills is lack of a unifying organization to help share that information across
schools, centers, and other organizations to facilitate adaptation and innovation
at the organizational level. In the same way that ArmyU was designed to mod-
ernize, synchronize, and integrate PMET, IRAD is uniquely suited to coordinate,
synchronize, and integrate institutional research throughout PMET, filling the
identified gap. The existing information being collected could be standardized,
compiled, and synchronized across the enterprise by IRAD to feed into a Learn-
ing Common Operating Picture providing decision information for all levels of
leadership throughout the PMET system. IRAD also has the technical expertise to
help build the capacity of the schools and centers to gather feedback from sources
that may be more difficult to reach, such as the operational force. IRAD has been
staffed to have the expertise to both draw together the institutional research cur-
rently conducted throughout the enterprise to answer larger questions about the
enterprise, as well as conduct and coordinate enterprise-level research to evaluate
techniques and technologies.

What Is IRAD Going to Do?

IRAD has developed a plan to coordinate, synchronize and integrate the research
occurring throughout PMET. As IRAD laid out the plan for bringing together the
information being collected throughout PMET, it kept in mind the principles of the
mission command philosophy and the service and support orientation of ArmyU (U.S.
Department of the Army, 2012). While it is clear that IRAD is not in command of any
of the organizations they support, IRAD does hope to provide leadership in the efforts
to coordinate, synchronize, and integrate research across PMET. While developing the
ArmyU institutional research plan (AIRP), IRAD was presented with the opportuni-
ty—and frankly, the necessity—to break from the traditional model for institutional re-
search found in most colleges and universities. The traditional model relies on a central-
ized institutional research division that controls the research and feeds the results and
recommendations to the subordinate organization and the organizational leadership.
The break from the traditional model is a shift away from a centralized model toward
a decentralized model with IRAD supporting the independent units conducting their
own research while IRAD performs the duties of synchronization, compiling, analyz-
ing, and reporting the findings at the enterprise level. IRAD respects the autonomy and
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expertise of the schools and centers to identify what feedback would be most useful to
them while maximizing the benefits of creating an enterprise-wide feedback system.

The AIRP can be broken down into two major lines of effort (LOE) that lay on dif-
ferent ends of the IRAD research continuum, as seen in the figure (on page 76). LOE 1
exists within the about ArmyU end of the IRAD research continuum and includes the
coordination, synchronization, and integration of the institutional research conducted
by the independent institutions within PMET. The tasks within this line are focused on
working with organizations throughout PMET to bring together the relevant informa-
tion they are collecting to be aggregated up to the enterprise level. LOE 2 is IRAD-con-
ducted research, which falls on the for ArmyU end of the IRAD research continuum.
The efforts in LOE 2 are internally and externally driven research focusing on innova-
tion and evaluation of techniques and technologies relevant to PMET.

LOE 1, in the AIRP, fills the gap in PMET enterprise-level institutional research by
assigning IRAD the duties of coordinating, synchronizing, and integrating research
across PMET. In this role, IRAD will identify all of the sources of institutionally rel-
evant data and begin a dialogue with those organizations. The existing information
being collected could be compiled and synchronized across the enterprise by IRAD
to feed into a Learning Common Operating Picture providing decision information
for all levels of leadership throughout the PMET system. Communication with each
organization may vary depending on what IRAD can offer them as well as the type
and amount of institutional research they conduct, but collaboration for mutually
beneficial outcomes will always be the goal.

Aligned with our mission to support ArmyU and the organizations it supports,
the major goal for AIRP is to assist schools and centers in increasing the quality and
utility of information gathered within their internal feedback loops, such as faculty,
course, and curriculum evaluations, while simultaneously improving the standard-
ization enterprise-wide so that the information being collected can be compiled and
analyzed for enterprise-level feedback. The plan is to leverage the expertise within
IRAD to improve the quality of information being collected and to ensure that this
information is most useful to those collecting it. This assistance could take the form
of identifying questions of interest, reviewing items used, or incorporating new sur-
vey technology available to streamline information collection and expand the reach
beyond those who recently completed the education or training. IRAD can also
leverage its enterprise-wide viewpoint to look for commonalities in the questions of
interest across organizations so those questions can be standardized providing con-
sistent information at the enterprise level. As LOE 1 matures, IRAD will be able to
measure and report enterprise-level advancement and identify schools and centers
that excel in certain areas to look for best practices.

In AIRP, LOE 2 encapsulates the research efforts by IRAD to evaluate and investi-
gate techniques, theories, and technologies that might be valuable to the PMET. These
efforts will be driven by many factors, but they will generally fall within three major
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categories. The first major effort will investigate research questions generated inter-
nally within IRAD. These will be enterprise relevant questions based on observations
while interacting with both the operational and institutional Army. These projects will
generally not require any outside resources and will be conducted concurrently with
the LOEs. The second major effort will be answering questions posed by the Learning
Sciences Committee (LScC) and the Army Learning Coordination Council. IRAD will
likely not have the capacity to answer all of the questions posed by these committees,
and thus will need to prioritize and possibly seek additional resources to support this
effort on a case-by-case basis. The third major effort will be an ongoing effort working
with the schools and centers throughout PMET to identify techniques, tactics, and pro-
cedures (T'TPs) developed at their institutions. The TTPs collected will be analyzed and
tested to identify which meet the criteria of a best practice. The identified best practices
will then be disseminated throughout the enterprise.

How Is IRAD Going to Do It?

The implementation of the AIRP is tied to building relationships throughout PMET
as the federated network relies on the independent organizations throughout PMET
collaborating and sharing information with IRAD. The first step to building relation-
ships is bringing people to the table. IRAD has begun this process by leveraging its role
in the LScC by inviting stakeholders and collaborators to be members, where IRAD
hopes to work to build a shared understanding of the value of institutional research to
the Army learning enterprise, and how the members can contribute and collaborate to
build the network. IRAD hopes that this will create momentum from those on the com-
mittee to all of PMET through personal and professional connections.

Implementation of LOE 1 from AIRP will rely on creating a network of organizations
that see the value of standardized and comparable feedback across PMET, which can be
aggregated to the enterprise level. IRAD plans to build this network largely through the
relationships established in the LScC, by working with committee members to identify
data sources throughout PMET. IRAD has already begun this process by inviting those
identified as stakeholders and data sources to be a part of the committee. IRAD will ac-
tively work to expand the network as other stakeholder organizations are identified and
invited to join the network. IRAD also hopes that the network will expand organically
and as members spread the word that participation has benefits.

Another avenue IRAD is using to build relationships and expand the network is
through the Learning Enterprise Assistance Program (LEAP), an ArmyU program de-
veloped to provide expert assistance from ArmyU to the learning enterprise. IRAD’s
contribution to LEAP is principally assisting the schools and centers build their capacity
to collect actionable feedback about their products and services. This is a win-win-win
situation. The schools and centers win through an increased capacity to do institutional
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research and gather feedback both from students and faculty and from the operational
force. IRAD wins by building the network required for coordinated, synchronized, and
integrated enterprise-level institutional research. The enterprise wins by gaining access
to the innovation and insights generated throughout PMET.

Progress has been made on all three major efforts within LOE 2. IRAD has pro-
gressed within the first major effort by establishing a process for identifying, vet-
ting, approving, and conducting research within IRAD. IRAD is currently working
through the process with several research ideas identified in briefings from senior
leaders and conversations with other divisions within ArmyU. IRAD expects that
two independent research projects will kick off in fiscal year 2019. As IRAD reaches
full operational capacity, it should be able to increase the amount of internally ini-
tiated research, but this will always need to be balanced with externally generated
research, which will generally take precedent over internal research. The second ma-
jor effort within LOE 2 will be influenced by IRAD’s exposure to the organizations
that it supports. To fully implement this, IRAD will need to advertise its mission and
capabilities within ArmyU, the Combined Arms Center, and TRADOC so organiza-
tions will reach out to IRAD to sponsor or suggest research. The first meetings of the
LScC have occurred, and there has been good participation with many stakeholders
already attending. The third major effort within LOE 2 is also underway and will
rely on the same relationships as all of IRAD’s other research efforts. As the goal is
to establish a system to identify education and training TTPs that rise to the level
of a best practice through analysis, which can then be disseminated throughout the
enterprise, IRAD will need to work with the schools and centers to create a system
that provides information with minimal additional work.

The successful implementation of the AIRP is clearly contingent on the participation
of those at the schools and centers. IRAD hopes to play a leadership role in the efforts
to collect, analyze, and report enterprise-wide institutional research while helping the
schools and centers streamline and standardize their internal institutional research pro-
cesses. IRAD believes that a focus on developing a federated network model with em-
phasis on collaboration and productive discourse will benefit all involved.

Conclusion

Institutional research is an extremely valuable way to gain insight and feed-
back. There is a wealth of institutional research being done throughout PMET,
but it is mostly stovepiped within the schools, centers, and other organizations
doing the research. This creates a lack of visibility for successful innovation and
adaptation resulting in missed opportunities to save time, effort, and resources.
As the enterprise-level institutional research organization, IRAD has developed a
plan to coordinate, synchronize, and integrate research from across PMET, while

80 April 2019—Journal of Military Learning



ARMY RESEARCH

also providing enterprise-level research and support. The key component to the
ArmyU institutional research plan is the federated network model for institu-
tional research, which relies on highly autonomous members working together
to improve PMET. By implementing a federated network, IRAD can fill the data
information gap for ArmyU and TRADOC leadership while facilitating individu-
al components and schools to fulfill their obligations and responsibilities to their
specific chain of command.

IRAD will need the schools, centers of excellence, and all other TRADOC or-
ganizations conducting research activities to become collaborators in an enter-
prise-level institutional research federated network. With the understanding that
this effort will fail without the participation of the units throughout PMET, IRAD
hopes to build trust through transparency and demonstrate the value of the fed-
erated network through successful collaborations. This article is the first effort by
IRAD to build a shared understanding of institutional research among stakehold-
ers, explain the PMET intent, and establish the purpose, goals, and status of enter-
prise-wide institutional research in PMET. Enterprise-level institutional research
will support those who develop curriculum, faculty, and systems that keep PMET
in the U.S. Army relevant and the warfighters ready to win in a complex world. 8
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