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Rapid Improvement Team

 Report

March 8-9, 2001
This is the first draft of the USAF Acquisition Workforce Strategic Planning RIT Rapid Improvement Team Report. Please review and provide comments via the CMC website http://www.acq.osd.mil/ar/cmc.
Foreword

The Department of Defense (DoD) is currently engaged in a “Revolution in Business Affairs”.   To succeed in this revolution requires the exploitation of technological advancements and the adoption of new operational and business processes, which will ultimately result in a reduced infrastructure that is lean, agile and more effective at supporting the warfighter. To support this effort and institutionalize the transformation process, the Senior DoD leadership established the Change Management Center (CMC) under the leadership of the Deputy Under Secretary of Defense (Acquisition Reform).  As part of its mission, the CMC works with DoD agencies and the Military Departments to identify high-payoff opportunities and provides resources to accelerate the identification and implementation of process and performance improvements.



The CMC utilizes “Rapid Improvement Methodology ” to bring together diverse team members within the Department, industry associations, and other partners to develop and implement business process improvement solutions. These rapid improvement activities focus their attention on developing, implementing, and measuring new and innovative business practices while overcoming obstacles to acquisition and logistics reform (ALR). 

This report documents the findings and recommendations of the rapid improvement team engagement in a campaign that was chartered by Martha T. Evans, Associate Director of Acquisition Career Management to will begin the process of establishing a vision for the future Air Force Acquisition Workforce, by defining the role of acquisition functional areas as they relate to the AF mission.  The RIT was held in Rosslyn, Virginia, March 8-9, 2001
The RIT was composed of representatives from MAJCOMs and the nine acquisition functional areas to establish more detailed guidance to identify future acquisition workforce requirements (see Appendix B, Stakeholder List) in order to reflect a common vision, purpose, expected performance improvements (goals), and recommendations for accelerating the development of an action plan. 

The Change Management Center extends its thanks and appreciation to all of the RIT participants for their time and contributions.
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I. Executive Summary 

The Air Force is facing critical shortages in its acquisition professional workforce that will only worsen if left unchecked.  To focus our corrective measures, it is imperative that we consider the characteristics our future workforce will require to accomplish the acquisition mission in 2008 and beyond. Increased competition for technical talent in a shrinking labor pool, coupled with accelerating changes in warfighter needs, demand we focus our recruitment, retention and training efforts on realistic and accurate future requirements.

The Air Force Rapid Improvement Team (RIT) is part of a broader OSD initiative.  The OSD Acquisition 2005 Task Force, chartered to address the retirement-driven talent drain forecast across DoD beginning in 2005, identified the development of Component acquisition workforce strategic plans as its number one initiative.  The October 2000 Task Force report, Shaping the Acquisition Workforce of The Future, www.acq.osd.mil/yourfuture calls for the Service and Defense Agency communities to integrate their plans and requirements into annual performance plans beginning 1 July 2001.

On 14-15 February 2001 the Services and Defense Agencies participated in a RIT to develop a common future workforce strategic planning approach.  We began the development of Air Force planning assumptions at a 20 February meeting in which many of you participated.  Subsequently, senior leaders from each acquisition functional area, led by Mrs. Darleen Druyun, Principal Deputy, SAF/AQ, and Dr. Dan Stewart, AFMC/CD, indorsed an initial set of broad assumptions to guide the Air Force team in identifying future acquisition workforce requirements.

The Air Force will take an incremental approach to identify future acquisition workforce requirements.  This year, to support budget deadlines for FY03, the AF must respond to the Office of the Undersecretary of Defense for Acquisition Education, Training, & Career Development by 1 July with a comprehensive list of future personnel requirements defined in terms of six characteristics.  Occupation is the fundamental workforce characteristic, and must be linked to Experience (years of service), Grade, Academic Degree, Academic Discipline (where appropriate), and Force Mix (military / civilian / support contractor).  By comparing future acquisition workforce needs with current requirements, we’ll determine the gap we must fill to prepare for the future acquisition mission.

To continue towards the 1 July suspense, a two-day RIT meeting, 8-9 March 2001 was held at the Change Management Center in the Litton-TASC office complex located in Rosslyn, VA. 

The purpose of the RIT was to bring together representatives from MAJCOMs and the nine acquisition functional areas to establish more detailed guidance to identify future acquisition workforce requirements.   The intended outcomes included, the following:

· Draft an acquisition WF 2008 vision linked to USAF Vision

· Develop a process to create an acquisition CONOPS

· Create a draft of work force assumptions by function and a process for refining

· Identify reengineering targets to achieve Work Force 2008 (system acquisition process)
II. Action Acceleration Methodology 


This Rapid Improvement Team (RIT) utilized a commercially proven improvement methodology, referred to in this report as an “Action Acceleration Methodology”.  This methodology accentuated the progressive identification of shared visions, values, and expected outcomes of the Air Force acquisition workforce stakeholders through consensus-based activities.  Through the implementation of small group discussions, whole group activities, brainstorming, and analysis, the facilitator team guided the RIT towards goal achievement as outlined in the steps below. 

1. Align Stakeholders Interests

2. Create a Breakthrough Model

3. Draft CONOPS
4. Agree on Action Campaign

5. Identify Targets for Reengineering

6. Functional Group Assignments

7. Identify Tools and Support Mechanisms
8. Identify Tools and Support Mechanisms
The RIT used the action acceleration methodology to progress through each of the steps in order to begin the process of developing future acquisition workforce requirements.
Step 1. Align Stakeholders Interests

The RIT was arranged into groups that represented various functional areas within Air Force Acquisition Workforce.  Martha T. Evans, Associate Director of Acquisition Career Management presented the assumption that would for m the bases of the RIT’s work.  The groups each developed a vision for USAF acquisition workforce in 2008 (see Appendix E).  The RIT then created the following combined set of objective:

· Broadened, integrated workforce

· Fully-integrated, supportable systems

· Contractor profits enhanced


· An agency that rewards innovation and creativity

· People work only value-added processes

· Revolutionize processes

· Leverage technologies

· Empirical methods for predicting personnel levels

· Counter the “Virtual” Threat


· Acquisition procurement will go from domestic to global competition


· Smaller permanent workforce and larger flexible workforce


· Education to focus on technical management skills

· Training will be value added

· Right time, place, and material to achieve productive results


· Fielding capability rapidly (i.e., battlelab) 


Step 2. Create a Breakthrough Model 

The groups brainstormed new models for breakthrough in achieving the Air Force Acquisition Workforce.  Each group developed a could-be innovation model with roles and responsibilities (see Appendix I).  The team combined their ideas into the common could-be model:

[image: image5.wmf]Starting 

Input

Finished 

Output

Table 3, step 3 breakout    Can Be Process Map

Cycle

Time

Process Improvements

People Roles/Responsibility Shifts

Technology Insertion

Key Changes vs. “As Is” Environment

Assumptions 

about 

workforce and 

work in 2008

Define characteristics and requirements mix of future workforce

Streamlined Macro Steps

Identify 

supply 

versus 

demand

Positions filled 

by best qualified 

(not Mil or Civ 

Per Det)

Identify 

training needs

Correlate work 

force 

capabilities to a 

needs based 

requirement

Identify retention 

sustainment tools 

to maintain 

corporate 

knowledge/ 

community

Characteristics 

and 

requirements 

mix defined

Rvw technolgy in 

systems to 

determine 

expertise needed

Identify 

inherent 

gov’t only 

positions

Determine force 

mix mil vs civ vs 

KTR vs 

reserve/guard

Identify 

recruitment 

strategies of 

new generation

Dynamic self

-

motivated 

workforce

Less tolerance of 

bureaucracy

Mobile 5 years or 

less

Corporate 

knolwedge transfer

Reduction  and 

elminiation of 

career programs

Incentivise 

retirement system 

by govt matching 

TSP for certain 

career fields

Hiring/Firing and 

layoffs

Generic acq 

military & civilians

Less frequent mil 

rotations

Identify 

functional 

and 

speciality 

mix

Corporate 

knowledge 

(gov’t vs 

contractors)

Identify 

turnover rate

Hire retiring 

militayr into 

civilian positions 

(short term fix)

Implement, 

procure, train, 

educ systems

Review 

cirriculum 

universities to 

see what is 

available

Provide 

“sabbaticals” to 

further 

education and 

knowledge

Funding for 

training and 

development 

sustainment

Table 1: Could-Be Aqisition Workforce Model

The teams then further developed the third step in order to create a more detailed lower level process maps (see Appendix J).  An example map is as follows: 
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Table 2: Could-Be Aqisition Workforce Model – Step 3
Step 3. Draft CONOPS
The team divided into groups in order to began a draft on a CONOPS for the Air Force Acquisition Workforce (see Appendix F).  Each group used the following framework:

· Introduction

· Background

· Statement of work

· Assumptions

· Enablers

· Workforce Management

· Mission areas

· Conclusions  

Step 4. Agree on Action Campaign

The RIT prioritized the following set of actions needed to implement the future Air Force acquisition workforce:

1. Categorize programs by scope, complexity, strategy, congressional interest and budget

2. Create set of templates based on acquisitions (1 for each acquisition scenario)

3. Estimate manpower by process and workload

4. Identify number of programs and projected programs

5. Conduct attrition analysis based on current workforce

6. Identify obligations related to rotation overseas/training and deployment

7. Determine trainee ratio/inefficiencies

8. Develop new manpower availability factors (to apply to final #s)
Step 5. Identify Targets for Reengineering

The RIT developed the following targets for reengineering the acquisition process that would contribute to developing the workforce:
1. Create long term contracts vs. annual contracts (performance based contracting) 

2. Consolidate SPOs and Mission Areas 

3. Change funding process (greater flexibility in multiyear funding & colors of money)

4. Overhaul requirements process

5. Grow or buy multi-competent /skilled functionals

6. Outsource process (50/50 rule mandated)

7. Revise DAWIA (Link policies/processes/laws to acquisition performance)

8. Maximize E-business

9. Integrate data systems (i.e., IDE)

Step 6. Make Functional Group Assignments

The RIT develop the following outline to guide follow-on for functional group activities:

Purpose:

To develop functional specific future workforce assumptions and a framework to define and support 2008 requirements.

Outcomes:
· Validated functional assumptions

· Validate potential reengineering targets

· Info to develop CONOPS

· Help develop functional piece or SPO/other template

Metrics:
· Focus group composition brand-based (representative of function) mil/civ/ctr

· Leadership buy in of focus group findings

· Green - Template(s) fully developed; Yellow - partially developed;  Red - no templates

· On time;  On Cost; On schedule

Step 7. Identify Tools and Support Mechanisms
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The RIT developed the following table of tools and support mechanism to add the functional groups:

Table 3: Tools and Support Mechanism

Step 8. Assign Action
The RIT developed the following action assignments to move toward the 1 July goal.

Key Action
Champion
Due Date

RIT Report to participants 
CMC 
16-Mar

APDC to obtain CSAF level buy in to assumptions and plans
AQ/Marty 
16-Mar

FM forms focus teams
APDP/FMs
16-Mar

AR meet w/ functional managers to solicit focus groups support 
Marty
16-Mar

Focus group validate findings
AQXD 
30-Mar

Schedule 3 day focus group meeting
AQXD
19-Mar

Post info tools and resources on web
Karen
16-Mar

Post POCs names listing
Karen
14-Mar

Construct team pages (9) for each functional area
Karen
14-Mar

Use majordomo list to send messages to group (anyone can subscribe) have to fan out
Karen
16-Mar

Duplicate CM web on AWST web as it becomes avail
Karen
16-Mar

AF/DP provides info on current workforce characteristics (who gets contractor piece?) 
AFDP 
by FG

Get functional assumptions validated by senior leadership
AQXD 
After FG

Get FG reps with PM oversight to create templates
AQXD


PM Oversight reviews



PM oversight briefs



Gap Analysis



RIT Reconvene

1-Jun

Table 4. Action Campaign Plans

III.  Summary

OSD tasked the USAF to submit future acquisition workforce requirements to OSD(AET&CD) by 1 Jul 01 to effect the FY03 APOM.  The RIT was convened in order to begin the following four major steps to accomplish this effort:

1. Reengineer business processes and functions

2. Define and quantify the future workforce in terms of roles (capture in a CONOPS), critical or fundamental tasks and characteristics.

3. Determine the same characteristics for the current acquisition workforce

4. Compare tomorrow’s need with today’s inventory to identify any gaps by identify impediments to meeting our future needs and develop plans of action to remove and reporting findings.

The RIT moved the USAF toward these objectives by accomplishing the following six steps:

1. Align Stakeholders Interests

2. Create a Breakthrough Model

3. Draft CONOPS
4. Agree on Action Campaign

5. Identify Targets for Reengineering

6. Functional Group Assignments

7. Identify Tools and Support Mechanisms
8. Assign Action
Clearly much work is needed to detail plans and undertake the action necessary to submit the future workforce requirements by July first.  This team has set the foundation for rapid improvement.  The team will actively support the vision and will succeed in its goal with further support from the Change Management Center. 
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Appendix A: Charter 

DEPARTMENT OF THE AIR FORCE
WASHINGTON DC
OFFICE OF THE ASSISTANT SECRETARY
MEMORANDUM FOR
SEE DISTRIBUTION

FROM:
SAF/AQXD

SUBJECT:
Air Force Acquisition Workforce Strategic Planning Rapid Improvement Team

You’ve been identified to participate in a Rapid Improvement Team (RIT) tasked to support critical Air Force acquisition workforce strategic planning efforts.  This team will begin the process of establishing a vision for the future Air Force Acquisition Workforce, by defining the role of acquisition functional areas as they relate to the AF mission.

The Air Force is facing critical shortages in its acquisition professional workforce that will only worsen if left unchecked.  To focus our corrective measures, it is imperative that we consider the characteristics our future workforce will require to accomplish the acquisition mission in 2008 and beyond. Increased competition for technical talent in a shrinking labor pool, coupled with accelerating changes in warfighter needs, demand we focus our recruitment, retention and training efforts on realistic and accurate future requirements.

Our efforts in the Air Force are part of a broader OSD initiative.  The OSD Acquisition 2005 Task Force, chartered to address the retirement-driven talent drain forecast across DoD beginning in 2005, identified the development of Component acquisition workforce strategic plans as its number one initiative.  The October 2000 Task Force report, Shaping the Acquisition Workforce of The Future, www.acq.osd.mil/yourfuture calls for the Service and Defense Agency communities to integrate their plans and requirements into annual performance plans beginning 1 July 2001.

On 14-15 February 2001 the Services and Defense Agencies participated in a RIT to develop a common future workforce strategic planning approach. We began the development of Air Force planning assumptions at a 20 February meeting in which many of you participated.  Subsequently, senior leaders from each acquisition functional area, led by Mrs. Darleen Druyun, Principal Deputy, SAF/AQ, and Dr. Dan Stewart, AFMC/CD, indorsed an initial set of broad assumptions to guide the Air Force team in identifying future acquisition workforce requirements (see the pre-RIT read-aheads referenced below).

The Air Force will take an incremental approach to identify future acquisition workforce requirements.  This year, to support budget deadlines for FY03, the AF must respond to the Office of the Undersecretary of Defense for Acquisition Education, Training, & Career Development by 1 July with a comprehensive list of future personnel requirements defined in terms of six characteristics.  Occupation is the fundamental workforce characteristic, and must be linked to Experience (years of service), Grade, Academic Degree, Academic Discipline (where appropriate), and Force Mix (military / civilian / support contractor).  By comparing future acquisition workforce needs with current requirements, we’ll determine the gap we must fill to prepare for the future acquisition mission.

To continue towards our 1 July suspense we have scheduled a two-day Rapid Improvement Team (RIT) meeting, 8-9 March 2001 at the Change Management Center in the Litton-TASC office complex located in Rosslyn, VA. 

 The purpose of the RIT is to bring together representatives from MAJCOMs and the nine acquisition functional areas to establish more detailed guidance to identify future acquisition workforce requirements.

Outcomes of this RIT meeting will include:

· Develop functional-specific future workforce assumptions and a framework to definitize these assumptions via functional manager-led focus groups

· Establish the framework for a concept of operations (CONOPS) for the future Acquisition Workforce

· Develop targets for functions and processes that could be reengineered to help achieve this future workforce

Further details on the workshop will be forthcoming.  Pre-RIT read-aheads will be posted soon at your RIT-member location on the DUSD (AR) Commercial Business Environment Change Management Center (CMC) web site, http://www.acq.osd.mil/ar/cmc/.  You will receive further details on how to access the CMC web site.

Your support in this vital effort is greatly appreciated. My POC for the 8-9 March RIT is Ms. Karen Robinson, SAF/AQXDA, (703) 588-7272 or DSN 425-7272. 

MARTHA T. EVANS
Associate Director of Acquisition
 Career Management


Appendix B: Stakeholder List
Name
Organization
Phone
Email

Lt. Col. William McMenamin
AETC/XPRO
DSN 487-4089
William.McMenamin@randolph.af.mil

Barry Roland
AFMC/DP
DSN 787-0125
Barry.Roland@wpafb.af.mil

Polly Sweet
AFMC/DPH
986-2841
Polly.sweet@wpafb.af.mil

Major Martin Kendrick 
AFMC/DRW
DSN 787-7972
Martin.Kendrick@wpafb.af.mil

Marian Bowser
AF/SCXFD
703-588-1520
mailto:Marian.Bowser@pentagon.af.mil

Lt. Col Sheron Bellizan
AF/SCXF
703-588-1520
Sheron.Bellizan@pentagon.af.mil

Terence Wise
SAF/AQC
703-588-7076
Terence.Wise@pentagon.af.mil

Major James G. Rollins
AF/REXX
703-614-7173
James.Rollins@pentagon.af.mil

Larry Rose
AF/XPMR
697-1821
Larry.Rose@pentagon.af.mil

Mr. Jim Renshaw 
AF/TER
(703) 697-0347
James.Renshaw@pentagon.af.mil

Lt. Col James Edge
AF/TEP
703-695-0905
James.Edge@pentagon.af.mil

Alan Blomgren
AF/RECB
695-0468
Alan.Blomgren@pentagon.af.mil

Lt. Col Mark Hays
SAF/AQRE
703-588-7857
Mark.Hays@pentagon.af.mil

Vic Bras
SAF/AQRE
703-588-7836
Victor.Bras@pentagon.af.mil

Richard Koepp
AF/ILSY
695-2783
Richard.Koepp@pentagon.af.mil

Geralyn Erwin
AMC/XP
779-2112
Geralyn.Erwin@scott.af.mil

Robert Bunting
AFMC/EN
DSN 787-6817
Robert.Bunting@wpafb.af.mil

Karen Robinson
SAF/AQXD
DSN 425-7272
Karen.Robinson@pentagon.af.mil

Lt. Col. Harwood
SAF/AQXD
DSN 425 - 7276
Raymond.Harwood@pentagon.af.mil

Major John Herbert
SAF/AQXD
DSN 425-7131
John.Herbert@pentagon.afmil

Marty Evans
SAF/AQXD
DSN 425 - 7120
Marty.Evans@pentagon.af.mil

Lynn Matsler-Brod
SAF/AQXD
DSN 425 - 7273 
Lynn.MatslerBrod@pentagon.af.mil

Carolyn Willis
OSD/AT&L
703-578-2782
Carolyn.Willis@osd.mil

Charles Bennett
SAF/FMP
703-697-2907
Charles.Bennett@pentagon.af.mil

David Dinwiddie
AFPSC/DR
692-6803
David.Dinwiddie@peterson.af.mil

Lt. Col. Mark Fish
ACC/DR
574-7597
Mark.fish@langley.af.mil

Steve Ewers
AFMC/PKX
DSN 787-6951
Steven.Ewers@wpafb.af.mil

Ms. Karen DeGrange


HQ USAF/ILMM
703-695-1956
karen.degrange@pentagon.af.mil

Mr. James Hornick
SAF/ILMM



Lt. Col. David Goss
SAF/AQXD
(703) 604-1336
David.Goss@pentagon.af.mil

Ms. Susan Tindall
SAF/AQXD
(703) 588-7121
Susan.Tindall@pentagon.af.mil

Major Arnold Lee
SAF/AQXA
(703)588-7103
Arnold.lee@pentagon.af.mil

Mr. Martin Jacobs
SAF/AQRE
DSN 425-7809
Jacobsm@pentagon.af.mil

Mr. Jim Carlock
AF/DPFM
695-7425
James.Carlock@pentagon.af.mil

Michele LoweSolis
AF/DPFX
693-4547
Michele.LoweSolis@pentagon.af.mil

Col. Ron Phillips
AFCAA
703-602-9071
Ron.Phillips@pentagon.af.mil

DSN conversion 588 = DSN 425
693 = DSN 223
 
695 = DNS 225

697 = DSN 227

Appendix C: Concerns 
· Determine what before who
· Integrate T&E into acquisition process

· Keep technology alive and well in the USAF

· Get trip on who we are and what we do

· Clear understanding of where we are going

· Hard to envision work in the future and role of technology

· Ensure career plans fit in with rest of acquisition workforce

· “Making it Happen”

· Good focus that won’t have to be undone in 5 years

· Rational foundation for expectations for acquisition workforce

· Don’t come to “politically correct” answer, rather than right answer

· Impact on contracting workforce taken into account

· Fit in to other parts of USAF

· Hope to take opportunity given here

· Do/will we have a realistic picture of future workforce needs

· Ultimate impact of decisions in this room

· How do we develop our C&I officers for the future

· Civilian workforce shaping

· Change in administration—open to civilian reform

· Quantifiable evidence of what needs to be done—integrated product to help USAF and others

· This group could be the example for other services

· Keep in mind total forces

· Active/Reserve/Civilian/Contractors

· Keep in mind strategic vision

· Serial/iterative process—continue update

· Output has to be executable
· Pulled in other directions

· Choose to see this as an opportunity

Appendix D: Desired Outcomes
Team 1

Desired Outcome
How can we achieve…..

Measure value of Acquisition workforce

· What are the products and services of the acquisition work force (tied to stakeholders)

· What is our “competition” doing that we are not

· What are the key processes to reengineer

Use existing AF CONOPS 2020 as basis for the acquisition workforce CONOPS

· Frame a CONOPS

· The true mission of the acquisition workforce—what are the core elements

· In two days:  Vision for Air Force acquisition workforce within AF mission

· Need to identify where ACQ CONOPS fits in broader AF scheme (e.g., strat plan, vision 2020, etc.)

Must also identify excess personnel for filling gaps

· A set of tools that forecast skills needed in the acquisition workforce

· In two days:  Define 6 generalized acquisition workforce manager characteristics

· Define who makes up the acquisition workforce...acquisition workforce as acquisitioners (know AFSC and OCC codes)

· How do we (want) to use our military, civilian, contractor and reserve workforce?

What is the problem we are trying to solve?

How will we know when we solved the problem?

Method to:  What is the future workload (repeatable)

· Repeatable process that is not painful

Areas for Potential Action
By improving…..

· In two days:  Refine existing acquisition workforce functional management process and define tools to assist

· In two days:  Develop an approach for ongoing functional management of the acquisition workforce

· Develop targets for reengineering functional?

· Identify mission areas acquisition workforce accomplishes or influences

· Identify activities acquisition workforce performs

· Identify functions workforce accomplishes

· Reduce impact of congressional control of infrastructure

· Career broadening, i.e., cross-functional opportunity

Team 2

Desired Outcome
How can we achieve…..

· Draft CONOPS

· Identify additional assumptions for func.

· What are the common assumptions

· Need current manpower numbers (baseline)

· Identify acquisition workforce requirements for FY03 POM

· Define requirements in terms of 6 char.

· Identify what topics need to be covered in CONOPS

· Establish detailed guidance to identify future acquisition workforce requirements

Areas for Potential Action
By improving…..

· Guidance Based on:

· Assumptions

· Framework

· CONOPS

· Targets for reengineering

· How do we determine future requirements

· Identify who needs to participate in each functional focus group

· Target CONOPS to functional area and how it feeds PM

· Improve IT solutions

· Identify how technology will change how we do work in 2008

· Identify processes to reengineer

· How we reduce requirements on our workforce

Team 3

Desired Outcome
How can we achieve…..

· Establish framework for future requirements workforce CONOPS

· Strategic plan from vision/mission statement development, a SAMP and CONOPs

· Air Force Vision

· Acquisition Visiion

· Develop AF Acquisition vision for 2005

· Obtain functional vision

· Career field vision FM vision

· Desired end state

Areas for Potential Action
By improving…..

· Develop pilot test cases i.e., spiral development

· CPI

· Balance vision/mission against known boundary conditions

· Corrective measures

· Reengineering targets (functions/processes)

· Future requirements

· Cost out sanp against known bound cond (CAIV)

· Obtain workforce constraints

· Threat assessment validated (i.e., funding/TOA diminishing WF)

· Brainstorm vision char/environment

· Breakdown vision statement by funct. area

Team 4

Desired Outcome
How can we achieve…..

· Establish a vision for future acquisition workforce

· Trained pool of “acquisitioners”

· Determine process by which we will do

· Force size/mix

· Determine acquisition functions required to meet workforce requirements in 2008 timeframe

· Define functions required to perform acquisition

· Determine process for identifying reengineering targets

· Concept of how acquisition workforce will support warfighter requirements (Future)

· Crossflow of requirements people into acquisition workforce at greater role *recognition that this is important

· Identify gaps between current and future force

· Appropriate sized acquisition workforce

· Define top level skill mix/composition, size

· Determine initial iteration of future acquisition workforce (size/mix)

· Identify mix of future force by contractor, civilian, military

· Clearly identify “acquisition” workforce overall and operational command perspective

· Determine functional specific requirements and issues that will drive results

· Effective recruiting and retention policies to meet goals/outcomes

· Identify number of total employees needed in future

· List of characteristics future work force needs to have

· List of characteristics current workforce has

Areas for Potential Action
By improving…..

· Define role of acquisition workforce as it relates to AF mission

· Identify actions to eliminate gaps

· Identify who (civilian/contractor) can do the work that needs to be done

· Identify processes that can be reengineered

· Influence acquisition workforce ( by ( requirements ID perf

· Revamp recruiting and retention policies to meet “outcome” goals

· Identify appropriate levels of experience (SPO/ACC/Not base level)

· Determine roles of operational commands in acquisition

· Add requirements stall to acquisition workforce

· Multi-qualified personnel requirement

Team 5

Desired Outcome
How can we achieve…..

· Future acquisition workforce vision

· Defining functional processes than can be reengineered to improve the future WLFC

· A framework to encompass the operations of the acquisition workforce

· Functional-specific workforce characteristics/competencies

· Functional assumptions

· 

Areas for Potential Action
By improving…..

· The way in which functions are defined (maybe 1st time)

· Develop framework specific future workforce assumptions

· Potential reengineered processes

· Identify and prioritize work to be done by AF acquisition force

· Workforce roles definition

· The link between AF and functional specific strategies and related this to the components that will comprise specific acquisition func. area CONOPS

· The process sin which we are examining and outlining all of the processes that are done now and will be done in the future (dictated by mission) and constantly update these to be current

· Equip functional area reps with guidance to lead focus groups

· Functional goals to match future workforce

· Develop functional assumptions 

· Specific functions assumptions for our part of the acquisition workforce

Appendix E – Vision for Change

Summary  

From
To

Organic
Organic KR Mix

Armed Conflict
“Virtual” Threat

Arbitrary inputs outside our control (current list of indep variables)
Rational inputs which we have some control over

Acquisition procurement from US only
Acquisition procurement to global procurement competition

Large permanent workforce and small temp/flexible workforce
Smaller permanent workforce and larger flexible workforce

Education/from traditional B.S./B.A./ Education degree
Education to focus tech/mang. Skilled

Training from on value added (i.e., ASCS/DAU courses)
Training to: value added:  Right time, place, material to achieve productive results

Extensive (10-15 year) dev’t cycle time (large EMD efforts)
Fielding capability rapidly (min EMD, battlelab/JEFX(field in a few years

Stove piped functional workforce

Stove piped unsupportable systems
Broadened, integrated workforce

Fully integrated supportable systems

Profit constrained
Profit enhanced

An agency mired in bureaucracy and oversight
An agency that rewards innovation and creativity

Too much make-work (cold war/peace dividend)

People do more w/less …and less (burnout)
People work only value-added processes

Ability to say no without repercussions

Automated processes

No tools for predicting personnel levels
Revolutionize processes

Leveraging technologies

Empirical methods for predicting personnel levels

Team 1

From
To

A workforce that has been dictated with no idea if it is sufficient
A methodology that easily captures and easily validated as the needs to efficiently accomplish the mission

Driven by impressions
Driven by facts

Leadership decisions that are not based in factual data
Leadership making decisions on factual information

Sub optimized leadership (small functional of major functionals)
Optimized leadership (functionals report to Chief VCSAR)

A 10-12 year acquisition cycle
A cycle of 2-5 years for major systems

No plan for outsourcing
Definitive plan for outsourcing

Inputs drive process (policy dictates size, process)
Input drive outcomes (policy dictates results)

An agency perceived as bloated and industry-serving
An agency looked upon as responsive to combat/combat support interests

Team 2

From
To

Closed civ system (grow own, cradle to grave)
Workforce refreshed by industry/educational

RIF
Target Group RIF

Outmoded hiring processes
Flexible hiring processes

Lack of $
More $ or less people

Automates current processes
Use technology smartly on new/reengineered processes

We pay for IT with people  (in excess of IT savings) before IT is deployed
Prove savings before cuts

 
WF Adjusts w/acq phases

Team 3

From
To

Two separate process without linkage (manpower and requirement)
Integrated requirements with manpower needed to achieve

Reactive
Proactive

Budget driven
Requirements driven

Acquisition method/ from traditional M.S. Gates
Acquisition method to rapid prototype /P3I and Spiral Dev

Seniority based
Talent based

Old economy
New economy

Short term focus competitive
Long term focus Partnering

Cold war driven (deliberate, slow) acquisition process
EAF driven acquisition process.

Acq method / to multi- or dual use systems.

Effects focus

Functional stovepipes

Experience/ from single skill set

Stovepiped functional hiearchy
Mission driven blend of acquisition compentency

Experience/to multiskill set

Broadening

Managed/closed systems
Open systems


Acq method / from single (mil) use only

Team 4

From
To

No way to quantify and change end strength levels as needs change
A way to project end strength requirements and adjust as we move through the acquisition process

System that doesn’t maximize efficiencies possible from technology enhancements to the acquisition process
System that integrates latest technology to streamline acquisition business process (e-business, B-to-B)

Rules, policies, practices, pay, etc., non-competitive with commercial high-tech industry
Rules, policies, practices, pay that are competitive with commercial high-tech industry

A system where we are constrained in the number of people we can get acquisition trained
A system that accommodates increased training needs and limits $/time away from duty station to get training

Inflexible work force sizing, hiring, relocating policies and practices
Flexible workforce – rapid resizing, hiring, relocations and shaping

Constrained hire/fire
Demand based hire/fire

Antiquated personnel process that don’t allow us to hire the kinds of employees we need
Streamlined personnel processes that allow us to compete for and hire the kind of employees we need

Unresponsive force shaping system
Responsive force shaping system

From cradle
To Grave

Team 5

From
To

Industrial era management styles and environment
21st century flexible and workforce supporting environment

Reactive
Proactive

Years to retirement
Why retire at 65 if I’m going to live to be 100?

Manpower tied to funding
Manpower tied to quantified requirements

Accepting complacency
Challenging mediocrity

Individual responsibilities
Team based deliverables and goals

Doing what is just necessary
Doing what is possible

C56P
J.I.T. Workforce

Workforce shaped by external influence, budget based workforce
Requirement based workforce

Service Requirements
Joint requirements

Appendix F: CONOPS

“Overarching” Workforce Command Structure  

AF Mission
Techniques
Workforce shaping

Acquire and maintain core comps
Provide fully integrated supportable systems to perform essential activities
Acq positions filled by best qualified

Focus on core competencies
COTS integration
Multi-skill

Enablers to AF core competencies
Logistics for ACTD
Innovative/responsive

Integrated into AEF/EAF roles
Rapid fielding
Flexible

Maintain dominant capability
Effects based acquisition
Organic/contractor mix

Acquiring dominant aerospace capabilities for the warfighter
Insight vs oversight
Right sized force mix across the continuum

Bang for the buck

MAJCOM acquisition force

Achieve AF vision 2020

Surge capabilities



DPML

- responsibility

- Authority

- SPO size (directed)

No/reduced PEO Structure
Less HQ structure (AFMC/AQ/IL)
Logistics in AQ True life cycle AQ/IL/TE->AI


DAC rules
Return of AFALC
PM/DPML return
Joint concept integrated into management

One PEM
Determine DLA role
More control of $ at Mid lvl
Weapon systems merged into major product lines(i.e. GM/Ford Chrysler)

Realign MADs
SPD has cradle to grave respons
ACQ programs ran by fully qualified bus mgrs 
Less individual SPOs…more basket SPOs

SPD has hiring/firing/layoff authority
AF Manages AF Programs not OSD
SCI space commission
SPACE

Civ/KTR’s ran..mil brings operational expert


Missile defense

Operators provide funct. experience




How we buy
Who we need
How we get who

Enablers



Proactive Partnering w/industry
Right WF size, mix


Teaming w/industry
Multi-skilled managers
Training and development

Smart Info Systems
More genearalizs
Commercial training, focussed, right time/place

Nature of work:  information technology will be integrated into every job
Less technicians, /specialists


Info technology
Realistic workload for acquisition workforce
Increased education opportunities

DAL

Global competition
Rapid higher of necessary skills (temps)


Integrated supplier/acq team/ customer
Viable career paths
Retention and separation initiatives

More lease, less buy
Acq positions designed neutral (neither mil or civ)
Recruitment incentives (pay comparability) TSP-Government matching

Develop CONOPS between prod centers and ALCs and HQ AFMC

Streamlined hiring/firing authorities layoff

Open system architectures “easily upgradable)



Assumptions

Manage suppliers not supplies




SPOs moving from oversight to insight
Total force
Shift to e-business (B2G)
Management overhead data should be leaner

Workforce addresses system life cycle
Flexible infrastructure
Spiral development
AEF will continue

Key leadership positions kept neutral
Integrated acq workforce thru-out AF/MAJCOMs
$$$ available Lifecycle
Combat and combat support systems longevity and complexity

Global procurement options
Deployable Acq workforce Mil, Civ, KTRs

Accept greater risk in acquisition

Peacetime vs wartime
Rapid reach back
AF vision force defines tech and mission thrust areas
Culture will change

Dominant technological advantages
Small forward presence
Increased competition for skilled workforce

50/50 rule
Intensive C4I environment

Sustainment is important to maintain operational sys
Off shore basing?
DAL guidance will be used
Retire legacy systems

More CLS, less organic
Workforce shape continued need to evaluate mix based on accessions, retention, private industry
DOD/AF policies will support


Strategic sourcing will change organic/KTR mix
Weapons systems immediacy continued need for immediate warfighting technology
5000.52 lives!


CIV OCCs = Mil AFSC




Requirement Function

CONOPS

· In the beginning there were the wright brothers

· The Air force will be require to more rapidly field weapon systems in the future

· Good requirements definition upfront and throughout process helps acq wf efficiencies

· Good requirements definition upfront throughout process can help workforce be more efficient and effective

Background

· Nobody loves us

· It’s time

· We’re due

· Prior to acq recert reqmts recognized as Acq coded 

· Need to recognize reqmts connection to Acq again

Rqmts role in acq process

· Not true acq in term of managing cost, schedule, performance

· Is vital interface to acq community that needs to be improved

· Room to improve interface occurring today

· Must understand acq process

· Value:  MAJCOMs PEMs for the systems

· Perform FOT&E

· Disconnect today in coding

· Streamlined requirement process

· More agile

· Ability to translate operational requirements in a way that is testable, attainable, etc.

· Good requirements def upfront and throughout process can help acq workforce be more efficient therefore



· Temp inputs for IOT&E

· A requirements workforce, trained and or aware of acq process possibilities…is essential to achieving quality system developments/acq

· Need to recruit and train requirements employees who can translate WF needs to acquirers

· Synergy requirements/acq process

· Generates requirements.  Can be ACQ,  Not solution

· Good requirements definition in advance of formal entry into the acquisition process and continuous revision throughout is crucial to reduce the current acquisition process time

· Better communiction all thru process of user needs

· Statement of work.  Better integrate (MAJCOM) requirement functions into acquisition process

· Obtain acquisition and training opportunity (to include APDP cert) for MAJCOM requirement folks

· Must develop understandable requirements statements, achievable by acquirers

· Integral tie with acquisition workforce

· Establish initial requirement

· Validate throughout acq

· Contribute to ongoing validation of rqmts throughout acq

· Validate trandeoffs

· Cost/Schedule/Performance

· Validate cut drills

· Owner of $ POM

· Conduct AOA

· Develop opportunity for cross flow of acquisition req’ts personnel

Assumptions

· Most support drastically reduced cycle time

· Requirements process plays before and throughout acq process

· Must be responsive to rapid mods to sustaining weapon systems (OFP, P&I)

· ACQ generates alternatives and impacts; Requirement selects the solution

· More emphasis on maturing tec quickly through experiments, ACTD, ATD, etc.

· Future weapons systems will have to be fielded and modifed in a more rapid manner than we are currently doing

· Requirements developers can benefit from acq process awareness

· Reqmts must continually be revalidated throughout acq cycle, influenced by $

· Requirements may be more volatile, change faster than in past.  Will remain flexible.  Acq process/workforce and reqmts people who understand…

· Requirements process includes major system acquisitions and major mods

· Providing requirements personnel acquisition training will both prepare them to be an integral enabler of the acq process

· Acquisition $ will continue to be scarce.  continual need to revalidate requirements

· Non-traditional acquisition venues:  JEFX, ATDs, ACTDs, Battlelabs, OUE

· Increase focus on FMS due to decreasing acquisition $



Enablers

· Enable a more effective interface between acq community and the user by more accurately defining the requirements up front and modifying requirments based on the acq process

· People:  Requirements folks must understand Ops, bridge to acq

· Reqmts:  Military functions

· Education in acquisition process and requirements

· Requirements personnel need acq training

· Requirements personnel are primarily SMEs

· Recent operational experience (Ops, Logistics, et.c)

· Requirements personnel req acq tng (Sys 100/200/

· Cross flow between acquisition and reqts

· Reqts personnel need to speak and understand acquisition

· Forum for development of requirements personnel

· Rotation assignment in/out acq environment

· Education/training/development:  Cross training, asst’s in Acqworld

· Need to stablize requirements workforce

· Need employees with operator experience part military

· Need acq training to perform work most effectively 

Workforce Management

· Need CMF in XOR

· Need Central Funded TNG

· Standardize Reqts

· Training

· Education

· Experience

· Rqmts costing in acq workforce

· SEI for reqmts

· Establish APDP reqts

· Consider est formal training plan for reqmt piece

· Consider APDP coding to provide funding for training

Mission Area

· Effective/Affordable wpn systems meeting user needs

· Timely

· Sustainable

· Mission Effective

· Analytically determine

· Mission area analysis

· Mission needs analysis

· Mission solution analysis

· Investment analysis

· Ensure military dominancy

· Ensure cradle to grave requirements are captured and planned for

· Field new capability

· Fix sustainment prob of existing system

· Document modernization and sustainment req’ts in

· Mission area plans

· Roadmaps

· ORDs/MNs

· Following World War II, air power changed dramatically

· Then we bough the F-4

· Recognize rqmts generation/validation as integral feed into acq process

· Reqmts generation/transition

· Effective development, technology planning

· Effective fielding for user use

· Interface closely with acq workforce to solve valid reqts

Conclusion

· Requirements workforce working smoothly and effectively with acquisition workforce to ensure timely, efficient, cost-effective translation of user needs=>military cmps

· No UAVs

FM  

Statement of Work

· Continue to perform FM functions

· FM continues to provide RM expertise in support of acq process

· Integrate ITE

· Internal

· Across functions

· Real time access to data across orgs at operational bases

· Technology will impact FM work

· Internal tech

· External tech (customers)

Assumptions

· Basic fcns of book keeping and fin serv remain

· Increase ID and integration

· Inc accountability (CFO Act)

· Deployment continue and require FM support

· Higher skill levels, education, and certification

· Different skills;  Analysis, conceptualization (vs data entry)

· Move from data entry to anlaysis

Enablers

· Training

· Mix- Civ, KTR, Mil (for deployment)

· Job Enrichment

· IT

Command

· FM Certification program (all participating)

Mission Areas

· Budget

· Weapon sys

· Installation Ops Spt

· Execution

· Requirements

· Financial services

· Accounting

· Cost estimating

· Cost Est:  Develop cust position for acq decision maker

· Budget Program control FEN

· Accounting – support mgt reporting/decision proces

· MA Advisor

· Support SPOs (Acq)

· Support operations

Conclusions

Test and Evaluation  

Introduction

· AF Role

· Joint Role

· TE Role and where it fits in with AF Role

· What this CONOPS is about

· Readiness of cutting edge tech

· Ensure the ops readiness of a weapon system

· Testing fixes to fielded systems

· Link between user and developer

Background

· What T&E operations were in past

· How they’ve changed

· Where T&E ops are today:  Give examples

· The future of T&E operations

Statement of work

· Proven sustainability

· Proven reliability

· Proven maintainability

· Proven suitability OSS &E

· ACQ Spt

· Validate performance specs and measures ops capability in sys acq

· Acq and sustainment of weapons systems by assuring op safety suitability for WF

· Measue capaiblity (performance, limits, life)

· Validate theory

· phases

· RDTE

· DASP

· IOT&E

· FOT(E

· CAF Spt

· Force Dev Eval

· Urgent investigation

Assumptions

· Government testers are required to some degree at all phases of testing

· Testing/eval is a continuum of test types/goals

Enablers

· Disciplined test/eval methodologies

· Trained and educated and experienced work force

· Flexible policies

· Infrastructure (national assets)

Mission Analysis

· Prove and improve combat effectiveness by developing and demonstrating innovative solutions to emergent threats

· Validate performance specs and measure operational capabilities in systems acquisition

Roles and Effects

· Adequacy of test resources

· Tgt threats

· Ensure Wpn sys performance

· Develop effective and efficient test procedures

· Developmental test and evaluation

· Operational test and evaluation

· Life fire T&E

· Through testing:  OSS&E

Conclusion

· T&E is an irreplaceable element of systems acquisition and direct warfighter support

Appendix G: Quantifying the WF Inventory



Votes

E
Categorize program by scope, complexity, strategy, congressional interest and budget
29

B
Create set of templates based on acquisitions (1 for each scenario)
22

I
Estimate manpower by process and workload
16

C
CMF rolls up SPO and Agency input

Active/Guard/Reserve/Civilian/WF and Contractor
11

L
Identify numbe3r of programs and projected programs
9

H
Review efficiencies gained by SPO/Agency consolidation
8

D
Conduct attrition analysis based on current WF
4

F
Identify obligations related to rotation overseas/training and deployment
3

K
Study of 2005 study and learn
3

G
Determine trainee ratio/inefficiencies
2

A
Develop new manpower availability factors (to apply to final #s)
1

J
Target SPOs as they relate to key acquisition factors
0

Appendix H: Reengineering Targets:

What are high potential function and/or process targets that could be reengineered to help achieve the future workforce?



Votes

K
Long term contracts vs annual contracts (partnering (Performance based)
15

M
Consolidate SPOs and MA
11

A
Multiyear funding .  Change funding process (color of money)
10

L
Overhaul requirements process
10

N
Grow or buy multi-competent /skilled functionals
6

O
Outsourcing process (50/50 rule mandated)
6

R
Rescind DAWIA (Link policies/processes/Laws to acquisition performance
6

B
Maximize E-business
5

P
Integrate data system (IDE)
4

E
Implementing outcome based MIS
3

F
Pay and incentive packages skill based not grade based
3

J
Increase use of model simulation
3

C
Common military/civilian DAFSCs to aid in flexibility
2

H
Eliminate up or out mentality
2

I
Automating more processes (ie voice recognition, etc.)
2

D
Gov cost estimating practices
1

G
Less frequent military / civilian rotation
1

Q
Co-located product users and centers
1

S
Eliminate gov mandated 8A/SBA standards
1

Appendix I: Could –Be Models

Team 1
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Team 2
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Understand future warfighter environment
Revised acquisition process to meet sustained need under auspices of DoD guidance
Define characteristics and requirements for future work force
Evaluate projected acquisition workforce inventory
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 “Can Be” Roles/Decision Clarification

Step      /

Component

Role


Understand future warfighter environment and Need (AF & JT)
Revise acquisition process to meet sustained need (under auspices of OSD guidance)
Define characteristics and requirements for future workforce to meet and sustain needs 
Evaluate projected acquisition workforce inventory
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