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Opening Remarks

(Darleen Druyun, SES, SAF/AQ)

Darleen Druyun opened the PM Focus Group meeting and noted that the goal for the PM Focus Group should be to concentrate on the bigger picture beyond Acquisition.  This will permit PM to see how its business processes should change from today in order it to be ready to provide the AF systems necessary in 2008.  She cited examples of the F-22 and Global Hawk programs to illustrate warfighter frustration with AF current practices.

She also noted that PM and other focus groups should engage in unison because PM intersects with many other career fields.  She projected that the PM Focus group should expect to have about ten more meetings to hone the strategy and plans for its workforce of 2008.  She noted that it is absolutely critical as PM cycles through systems, that it be able to form a broader framework to encompass all the functions of Acquisition.  

She encouraged the group to set a timeline for next year to identify what process improvements need to be made, and what skill sets are needed within the next generation of Program Managers.  She challenged the group to be open to changes and start with a “clean sheet” approach and to view this as an opportunity to shape the future.

Welcome/Introductions

General Michael Mushala and Joe Diamond

General Mushala, AFPEO/FB, and Mr. Diamond, AFPEO/WP, welcomed the Program Manager Focus team to the meeting.  General Mushala recommended that the group form a charter to address Mrs. Druyun’s comments.  He asked the group to find tools that will help PMs to do their jobs better in 2008.  He noted that there is a tremendous opportunity for a clean-sheet approach for transformation of the PM career field.  

Mr. Diamond suggested that PM is not as clearly defined as other functions, and that this group should define its functions without being biased.

Action Items:

#050301-1
The PM Focus Group shall define key leadership positions and then provide a way to develop personnel for these positions.

#050301-2
The PM Focus Group shall ask Mr. Diamond and General Mushala what the senior view of accepting more risk is--is it the one mistake AF?
AWSPT Background, Project Overview, & AF Assumptions 

(Maj Wayne Descheneau, SAF/AQXD)

Major Descheneau briefed the PM Focus Group on the AWSPT’s plans and goals as well as OSD and AF assumptions for the strategic planning initiative.

Action Item:

#050301-3:
PM Focus Group should get on the Single Manager’s Conference agenda as an opportunity for vetting the PM product through another forum.

It was asked what responsibility and authority the group is going to allow for Program Managers.

It was recommended that FFRDC and Support contractors should be a part of the group.

In regard to competency, it was noted that the political decision-making process should be added to the PM’s toolbox.  It was noted that it is important to know how to work within the governmental decision making process.

Action Item:

#050301-4:
Col. Donna Stromecki, OC-ALC, will request that a letter be sent from General Remier to the SPD’s on coming across to the users.

It was suggested that the PMs focus should be on more training and competency in the risk management process and how the PM’s use this is in their toolbox.

Vision Force 2020
(Lt. Col. Howe, AF/XP)

Col. Donna Stromecki asked, shouldn’t the families of support A/C be mentioned (even if it is just one sentence) in the AF vision brief?  In response, Lt. Col. Howe noted that CSAF just wanted the major thrust areas in the brief.

Lt. Col. John Driessniak, ESC/MC, asked how much PM participation is accounted for in development at the MNS level if not the ORD.  

It was asked how does PM define the PMs job and should the PEM be working for the local wing commander?

Col. Stromecki noted that the Vision brief also needs to have a “sustainment” vision of how the AF is going to do business.  She also noted that there was no mention of the trainers within the brief.  She also asked why there was no mention of the Force Protection issues in the brief.

Lt. Col. Howe responded that he would take these questions back to the chief for answers and would let the PM focus group, and Col. Stromecki know the results of this effort.

PM Team ROEs, Goals & Overview
(Maj John Herbert, SAF/AQXD)

Major Herbert briefed the PM Focus Groups on what he expected the group to accomplish in the meeting.  

Major Peter Block, ASC/AAG, noted that there should be mandatory degree requirements provided to AMFG for the council to consider.  

It was noted that there is a change in culture between ALCs and SPOs.  It was suggested that a PM is a PM regardless of LCEP or PMCP or where the job is assigned.  It was noted that many 346s should likely be 1101s based on the work that is being done.

Action Item:

#050301-5:
The PM Focus Group should determine whether all PMs be 1101s versus scattered about in several occ series…801, 346, etc.

PM Workforce Status - TFCFR
(Maj John Herbert, SAF/AQXD)

It was suggested that the title in John’s third brief slide should be changed to Acquisition Management.  It was noted that a merger between log and systems command has not taken place.  It was suggested that these two areas could merge because the training base is similar and there is compatibility between the jobs in those areas.

John noted that no PMs are currently tagged for AEF.  It was noted that it is disruptive to fulfill UTC requests and deploy part of a workforce for an extended period of time. 

It was noted that these deployments, if in a shorter timeframe, can be achieved as long as there is backfill for the position, and if the deployment is within a month or less timeframe. It was noted that lieutenants in the military have a desire to be deployed in the field.

It was noted that no AF area is meeting sustainment and the military must assess to sustainment versus accessing to end-strength.  

Action Item:

#050301-6:
The PM Focus Group should ask the Chief to state any plans that would give UTC taskings for J4, J5 and J6s (e.g., where could AEF’s use PMs?).  

Program Survey Reviews & Discussions (SPDs) 
(10 minutes per SPD)

The focus group reviewed a recap of the results of a survey that was sent to them regarding the PM workforce.  

Question One:  What skills and experience do you consider essential for future managers.

It was noted that the group agreed that technical and leadership skills were paramount for future PMs.  It was noted that a two-year assignment is at a cost to the program.  It would be more beneficial for leaders to stay in positions approximately 3 to 4 years, whether they be military or civilian.

It was felt that five or more years was too long to leave a leader in a position--too much time in one leadership position leads to burnout and staleness.

Question Two:  Should there be recognized levels of acquisition/sustainment program management?

The group supported the idea of stratification with the PM position and have the position be tied to job experience to the extent that it hasn’t been already.  It was noted that private industry insight is what the government needs.    It was suggested to link experience and requirements for management with the job title.

It was noted that it would be good to have a “shred out” of the various operational experience and levels of experience for PMs when identifying their abilities to complete a PM job.

Question Three:  What percentage of your organization’s PM responsibilities individuals not assigned a program management AFSC (63xx) or Occ Series (1101) typically perform?

It was noted that engineers typically perform this function.  The percentages ranged from 25% to 80% and there was no agreement in the percentage responsible.

Question Four:  Do your PM (coded and non-coded) personnel have adequate and appropriate experience, education and training to accomplish your mission?

It was noted that critical thinking and problem solving skills are what is missing in the PMs of today.  It was also noted that some that have the PM experience are not receiving credit for the experience.  It was noted that it is difficult to prove that a worker has the proper experience if they are not coded under Acquisition.

Question Five:  How do we best develop future PMs?

It was noted that mentoring is needed more within the PM program.  Also, it was noted that the $6000 education benefit should be utilized to attract and retain workers.

Question Six:  What areas of improvement in PM training, experience and education would improve your mission performance?

It was agreed that leadership skills, not a degree are important.  Also, currency of training was a key factor as well.

Question Seven:  How would you utilize AF Guard and/or Reserves as project and program managers?

It was suggested that IMA’s are a good way to utilize this resource.  It was noted that it is always helpful to have a “second set of eyes,” that have been involved with a program.

Since the group did not get to discuss all of the questions in the recap, they agreed to discuss the document electronically and come to some consensus on what the answers should be for the PM Focus Group.  The results of this questionnaire will be a further catalyst for the group to uncover additional processes or programs to be reengineered.

Action Item:

#050301-7:
Marty Kendrick will provide the group with some documentation that he has regarding stratification and skill shredout in the PM Workforce.

Reengineering Process - Keys to the future - PEO perspective 

(BGen Chedister, AFPEO/AT)



Brigadier General Chedister briefed the PM Focus Group on some futuristic ideas to propel brainstorming regarding the PM workforce of 2008.

He provided a “Checklist for Acquisition Adventure” for the group.  He also offered some poignant phrases and quips to make the group think about how they are operating today, and where they could improve for tomorrow.

Re-engineering Process 
(Col Stromecki)

Col Donna Stromecki briefed this topic for the PM Focus Group participants.

It was noted that performance based contracts have significantly reduced costs, however the benefits have not been fully evaluated yet. 

It was noted that the PM level of insight defined has been inappropriate.  A risk management program should necessitate the placement of limited resources so that they are distributed correctly.

It was noted that the wave is for longer-term contracts instead of shorter contracts.  It was noted that the longer contracts would include options.    A concern was noted regarding longer-term contracts in that they contribute to contractor complacency.  It was noted that if a contractor wasn’t performing, and that if the AF did not get the weapon system data from the contractor, the AF would not be able to compete out for another contractor.

It was noted that not all personnel want to be leaders and that the APDP does not give credit for secondary skill set and that this is an opportunity for process improvement. 

It was asked, should the AF force a culture change on our customer; it as noted that users with feel more comfortable with a military personnel versus civilian program leader, but  that is the culture the AF is trying to break from.

It was noted that a PM should make decisions for themselves after considering the input of others.  

It was noted that to have risk plans in place with the programs, there has to be the skills to evaluate whether the plans for risk are appropriate and helpful.

It was noted that the “One program/one program manager” idea is not occurring.  

It was noted that the AF is not trying to be one size fits all, but that there be a minimum set of requirements for all.  

It was noted that greater risk assigned to the PM in order to increase speed and that this is linked to spiral development.  The PM’s should focus on any business processes that may need to be reengineered.

It was noted FFRDC should be spread among all centers based on need.  It was noted that FFRDC’s are needed because they are stable, instead of support contractors.  It was noted that one cannot make the assumption that one will receive FFRDCs.  

It was noted that the AF should compare the costs of hiring civilians or whether to put money to FFRDCs.  It was noted that  support contractors were supposed to be for peak workloads.  Instead, they are now part of stable workforce and this is at a high cost to the AF.  

Regarding sustainment being located in Ktr prime office will not occur, it was noted that organic sustainment personnel are doing the job at the contractor facility.  It was suggested to locate the SPO and the SSM with the contractor to save money and office space.  Then centers could be closed and a more virtual office environment can be used.  

It was noted that home offices can sometimes be dysfunctional, however, they do provide a service.  It was suggested that the PEOs and DACs own the PMs vs. the PMs owned by the Centers.  It was suggested that PEOs and DACs should own the PM billets.

It was suggested that PMs should be given money to do what they want with within realistic limits.  If the PMs were allocated the resources they could exert some amount of  control over the resources.  It was suggested that examples be provided of how the “pay/non pay” would work.

It was noted that currency of training for the PM should be a part of the targets for training and PM competencies.  It was suggested that training should be part of process improvement.  

Action Items:

#050301-8:
John Herbert and Col Stromecki will update the charts per the discussion and get feedback from participants for correction and tweaking.  At that point, the targets for reengineering can be ranked.

#050301-9
The PM Focus Group Participants should send any additional key action items or points noted that they would like to be included in this meeting record (if they have not been captured above).

It was suggested that the PM Focus Group participants should outbrief their DACs  as this topic will continually be visible at the PEOs and APDC leadership levels. 

Summary of Action Items

#050301-1
The PM Focus Group shall define key leadership positions and then provide a way to develop personnel for these positions.

#050301-2
The PM Focus Group shall ask Mr. Diamond and General Mushala what the senior view of accepting more risk is--is it the one mistake AF?

#050301-3:
PM Focus Group should get on the Single Manager’s Conference agenda as an opportunity for vetting the PM product through another forum.

#050301-4:
Col. Donna Stromecki, OC-ALC, will request that a letter be sent from General Remier to the SPD’s on coming across to the users.

#050301-5:
The PM Focus Group should determine whether all PMs be 1101s versus scattered about in several occ series…801, 346, etc.

#050301-6:
The PM Focus Group should ask the Chief to state any plans that would give UTC taskings for J4, J5 and J6s (e.g., where could AEF’s use PMs?).

#050301-7:
Marty Kendrick will provide the group with some documentation that he has regarding stratification and skill shredout in the PM Workforce.

#050301-8:
John Herbert and Col Stromecki will update the charts per the discussion and get feedback from participants for correction and tweaking.  At that point, the targets for reengineering can be ranked.

#050301-9
The PM Focus Group Participants should send any additional key action items or points noted that they would like to be included in this meeting record (if they have not been captured above).
