CREDIBLE EXECUTION PROVIDES FOUNDATION OF TRUST

In addition to our core values of “integrity first,” “service before self,” and “excellence in all we do,” I believe “credible execution” is the underlying cross cutter for achieving success in the acquisition arena.

Credibility takes many forms. To achieve credibility, we must first set and sustain the highest standards for ourselves and then live by those standards in our everyday decisions and actions while executing our programs. Although this is not a complete list, I want to relate several principles to use as a guide toward achieving credibility with our subordinates, peers, leaders and other agencies.

Be Consistent:  In our dealings with employees, customers, suppliers, and for that matter, everyone, we need to establish consistent processes and methods to ensure expectations are clear.  Establish open lines of communication and only make agreements you can keep.  If, for reasons beyond your control, agreements are broken, reset them immediately.  Make sure there are no fuzzy agreements.  Invest the time to ensure each party clearly understands what the agreement is, and then make sure previous agreements made by your predecessors are refreshed and cleaned up as required.

Have Courage:  Have the courage to challenge unrealistic requests.  It does no good to agree to deliver something you know you can’t.  However, don’t always default to the “I can’t” approach.  Be bold, not stupid, and if you say “I can’t,” you better have your facts straight.  Impact statements that paint a picture of doom and gloom if your program takes a hit but don’t materialize after the hit only erode your credibility.

Manage Risk:  Our job in the acquisition community is to define the continuum of the possible.  Don’t be so bent on guaranteeing success that you only provide the low-risk solutions.  Provide the most aggressive approach, the optimum approach, and the low-risk approach.  Propose these options to the resource providers, remembering always that the balance between risk and resources is their decision.  Putting excess pad on our cost and schedule estimates isn’t the way to build credibility.  Define what you can do, and then do it.  Beating a low-risk plan doesn’t impress anyone, and it sure doesn’t give the warfighter capability expeditiously.

Understand and Plan:   Most troubled programs have failed to have the disciplined systems engineering done up front.  Plan for it.  Budget for it.  Do it.  However, don’t take so long to plan that you become non-responsive.  Incorporate spiral development to ensure the roadmap is clear, but allow for maneuver along the way.
Document Promises and Keep Them:  Ensure your program documentation is sound.  Scrub each of your documents by developing a compliance matrix to ensure you are doing what you said you would do.  Too often documents are written to get through the process and, once approved, they aren’t followed.  Monitor your execution. If your program can’t execute, be an honest broker.  Offer money back if you can’t execute as planned. Be forthright.  Believe me, giving up funds you can’t execute, rather than having someone else take them, builds your credibility for that time when you may need funding.
Run Productive Meetings:  Have an agenda, start and stop on time, review actions, assign accountability and follow through.  It is the action that occurs as a result of the meeting that determines whether or not it was productive.  Accepting action from a meeting is a commitment by which we get measured every day.  To be credible is to be believable, and meeting commitments must start at the lowest level in the day-to-day execution of our programs. 

As warfighters transition into the focused era of Joint and Coalition Operations, they will require the rapid fielding of technology across the spectrum of conflict.  It will be our job in the acquisition community to manage the enterprise with industry to meet these 21st Century demands.  Since becoming the Air Force PEO for Command and Control & Combat Support, I have made it my mission to infuse the principles of Credible Execution into every aspect of my portfolio.  Our success will be measured on the performance of the capability we deliver and on how well we execute the acquisition of these systems.  My vision is tight team: a bond of trust between the warfighter, the acquisition community and industry.  To build this trust, we must be credible in all that we do.  It must be intrinsic in our decisions, our actions, and our execution.

“Trust men and they will be true to you; treat them greatly, and they will show themselves great."




— Ralph Waldo Emerson  




(1803 - 1882), Essays, First Series: Prudence, 1841

