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Executive Summary

This Concept of Operations describes the purpose of the Air Force Contracting Policy Implementation & Training Team (ITT).  The ITT is chartered by SAF/AQC and is a diverse team of contracting and acquisition professionals from across the Air Force and Defense Acquisition University.  The ITT was established to ensure good training tools are made available to the field with the issuance of new policy and to fill existing training gaps.  The ITT has a common goal of improving contracting tools by identifying, developing, streamlining and organizing focused and useful contracting tools in one central location that’s easily accessible, readily usable and value-added to the acquisition workforce.  The team will be a champion for collaboration and knowledge sharing across the Air Force acquisition workforce.
Vision Statement

An Empowered and Efficient Contracting Workforce With Rapid Access To Focused On-Demand Training and Tools

CHARLIE E. WILLIAMS, JR.

Deputy Assistant Secretary (Contracting)

Assistant Secretary (Acquisition)
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1.  Purpose: The overall purpose of the Contracting Policy Implementation & Training Team (ITT) is to empower an efficient and knowledgeable acquisition workforce.  The ITT will implement training and guidance for emerging policy, establish a one-stop shop for on-demand focused contracting tools, provide training tools to fill existing knowledge gaps and encourage knowledge sharing throughout the acquisition workforce.  The ITT is chartered and sponsored by SAF/AQC.  

2.  Team Composition: Team members will consist of SAF/AQCP (Policy & Implementation) ITT members, other SAF/AQCP staff members, SAF/AQCX (Resources and Analysis) and SAF/AQCK (Contracting Operations) staff members, appointed MAJCOM LGC and PK staff members, appointed DRU and FOA members, Defense Acquisition University (DAU) course development staff personnel and other members from various organizations, as deemed appropriate.  The team will operate in partnership to achieve its goals and objectives to make a significant difference in improving contracting tools and training.  Members may recommend, to the ITT Leader, additional personnel to join the team if a member believes a candidate would be beneficial to the team.  The ITT Leader will be a member of the SAF/AQCP Policy & Implementation staff.  SAF/AQC, SAF/AQCP Division Chief and MAJCOM LGCs/PKs will function as Board of Directors and will collaborate or meet as necessary to provide guidance to the ITT.

3.  Roles and Expectations of Team Members:  ITT members are expected to actively contribute to the team and will function as a conduit between SAF/AQCP Policy & Implementation staff members and personnel throughout their MAJCOMs or units.  ITT members are expected to communicate training needs, identify contracting tools for inclusion in the SAF/AQC toolkit, participate in meetings and collaborative web events, assist with development of training materials and facilitate knowledge sharing among the Air Force acquisition workforce.  Members shall notify the ITT Leader when they can no longer be a team member and shall identify their replacement to the ITT Leader.  Team member responsibilities with respect to each of the four primary focus areas of the team will be covered below.

4.  Primary Focus Areas: The ITT will focus on the following four areas:

a.  Contracting Tools: Contracting tools consist of guidance, training packages, best practices, lessons learned, templates and examples, etc.  The ITT will focus on identifying, developing, streamlining and organizing focused and useful contracting tools into one central location that is easily accessible and readily usable by the acquisition workforce.  The proposed central tool location is the new AFFARS concept (AFFARS Transformation II) on the SAF/AQC homepage.  This site will provide a “one-stop shop” for valuable contracting tools.  ITT members will identify useful tools for the ITT to review and then decide whether or not to include them in the central toolbox.  A method for validating the content and usefulness of the tools will be developed and utilized by the team.  Tools will primarily be organized by FAR parts; however, some tools that may not fit neatly within a particular FAR part may be organized by subject area.  The new AFFARS concept will include the following enhanced features:

(1) Embedded direct hyperlinks to referenced sections of the FAR or DFARS

(2) Embedded hyperlinks to internal and external references

(3) Hyperlinks to mandatory procedures and informational guidance

(4) Pop-up windows that serve as repositories for very specific FAR-related references and tools that acquisition professionals need to know

b.  Training and Guidance for Emerging Policy:  The ITT will develop training and appropriate guidance as necessary and have a goal of providing it to the field when new policy is issued, with a threshold of NLT 30 days thereafter, so the acquisition workforce clearly understands the policy and how it should be applied.  SAF/AQCP (Implementation & Training) staff members will garner emerging policy issues from Congressional liaison office personnel to gain a “heads up” on forthcoming legislation that may require new policy.  DAU ITT members will assist by providing their insight gained from FAR and DAR council meetings.  Once new policy areas are identified, they will be categorized by SAF/AQCP according to complexity and potential impact on the field; e.g. high impact, low impact, highly complex or non-complex.  The ITT will review the proposed categorization and develop a training plan and regimen for the new policy, as necessary.  Two general approaches are envisioned as follows:

(1) Non-complex emerging policy: SAF/AQCP (Policy & Implementation) ITT members will draft appropriate training, with ITT concurrence, ranging from a “What’s New” announcement to briefing charts (for deployment through policy shops, ITT members, “What’s New” and posting to the SAF/AQC web page).

(2) Complex emerging policy: Training plans for complex emerging policy will be discussed and developed during quarterly ITT meetings.  Plans will document whether the needed training is interim (with DAU or other comprehensive training to be provided later) or final.  The best training approach will be selected from a menu of choices including pilot training courses, comprehensive briefings, case studies, lessons-learned, pitfalls, philosophy, etc.  The ITT will determine the best organization to develop the training materials, based on who may have expertise in a particular area.  The ITT will review the draft training materials, make any necessary changes and approve it for release. In addition, the ITT will recommend a deployment approach, e.g. web-based, train-the trainer, road show training, etc.  SAF/AQCP Division Chief will approve the deployment approach based on available resources to implement the planned method.  Each training plan will include a feedback mechanism to gauge the effectiveness of the training.

c.  Training and Guidance for Existing Policy (training gaps): The ITT will identify potential training needs through a review of audits and inspections, obtaining feedback and inputs from management and the field (including customers).  The ITT will be pro-active by soliciting inputs on training needs.  Training needs requiring formal course development will be referred to SAF/AQCX, the 345th TRS (Lackland AFB schoolhouse), AFIT and/or DAU.  The ITT will identify all existing training sources and materials for a particular subject area and evaluate the effectiveness of the existing training.  A training development plan, including a deployment approach, will be prepared if the ITT determines additional training is required.  In some cases, new training materials may need to be developed.  The ITT will determine the best organization to develop the materials, based on who may have expertise in a particular area.  The ITT will review the draft training materials, make any necessary changes and approve it for release.  The ITT’s focus is to find, organize and make available all training resources through one centralized location, e.g. the new AFFARS concept on the SAF/AQC web page.  In many cases, good training exists but it’s buried at lower levels and is unknown to the majority of the acquisition workforce.  Active communication and coordinated review of training materials amongst ITT members will be key to improving training.  The ITT may also focus on other training areas as time and resources permit, e.g. just-in-time training modules, etc.

d.  Knowledge Sharing: It’s essential for the ITT to share knowledge of products it develops with the acquisition community.  Dissemination of products will be done using various means, e.g. “What’s New”, release through policy shops and policy memos, use of the new AFFARS concept and the SAF/AQC web page, etc.  In addition, The ITT will establish a shared workspace on DAU’s Acquisition Community Connection (ACC) portal for use as a tool to facilitate the accomplishment of team goals.  Also, the ITT will provide lessons learned to the SAF/AQCP Division Chief for use in a decision on SAF/AQCP’s sponsorship of pilot Communities of Practice.  Pending the anticipated success of the ITT’s shared workspace, it is expected that the ITT will be a champion for collaboration and knowledge sharing among the acquisition community.

5.  Operations: This ConOps provides a top-level framework to describe how the team is organized and how it will operate to achieve its goals and objectives.  This ConOps is conceptual in nature and is subject to change based upon further refinement of team processes.  It is envisioned the ITT will be used to leverage the great work being done throughout the AF acquisition community as a means to make available focused information and training by ensuring that materials and tools are organized, easily accessible and readily available.  The key to success is active participation by all ITT members who bring forth new ideas for discussion.

6.  Communications: To ease resource requirements, the ITT will utilize the contracting policy team workspace created on DAU’s Acquisition Community Connection (ACC) portal at http://acc.dau.mil as the primary means of communication and collaboration for the development of policy, training and contracting tools.  The main purpose for using the ACC workspace is to maintain a documentation trail and facilitate collaboration on product development.  E-mail may also be utilized for communication between specific team members.  Additionally, it is anticipated that team meetings will be held quarterly, at least for the first year, to facilitate product development, refine team processes and operations and to overcome challenges and barriers to success.

7.  Schedule and Tasks: The ITT developed a four-phased incremental approach for meeting its objectives.  The four phases are as follows:

a.  Phase I - Initiate Change (2 weeks).  Tasks for this phase include the following:

(1) Establish a collaborative workspace at DAU’s ACC portal

(2) Draft a narrative ConOps

(3) Finalize the ConOps (approval by SAF/AQC)

(4) Distribute the ConOps to MAJCOM LGCs/PKs, DRU and FOA Commanders and Chiefs, and team members

(5) Obtain manpower commitment from MAJCOM LGCs/PKs, DRU and FOA Commanders and Chiefs to support the ITT

(6) Develop criteria for selection of pilot projects to test team processes

(7) Develop Phase II planning

b.  Phase II - Plan and Test (2 months).  Tasks for this phase include the following:

(1) ITT members will identify their “Application Advisors” from within their MAJCOMs, FOAs or DRUs.  Application Advisors are intended to be subject matter experts that can be tapped for support on particular team tasks.  Application Advisors may also be identified as the need arises and may change as appropriate.

(2) Identify and prioritize training needs

(3) Select and implement pilot projects

(4) Launch the “New AFFARS Concept” (AFFARS Transformation II)

(5) Develop a flowchart of team processes

(6) Develop Phase III planning

c.  Phase III - Feedback and Adjustment (4 months).  Tasks for this phase include the following:

(1) Review pilot project results, e.g. did the process work for identifying and categorizing needs, training development, deployment and feedback, was the training successful and were the right team resources in place?

(2) Adjust processes or structure, as necessary

(3) Develop Phase IV planning

d.  Phase IV - Full Operational Capability (Proven Concept).  Tasks for this phase include the following:

(1) Institutionalize the ITT concept as the normal way of issuing training along with contracting policy, pooling and sharing focused contracting tools, developing training to fill gaps and sharing knowledge within the acquisition community.

(2) Conduct periodic reviews and team meetings, as necessary

8.  Products and Outputs: The ITT will produce and make readily available to the acquisition workforce, through the new AFFARS concept on the SAF/AQC homepage (or through other means), the following products:

a.  Training or guidance for new emerging contracting policy

b.  Training and/or tools to fill identified training shortfalls/gaps

c.  Enhanced new AFFARS concept tool and toolkit - a one-stop shop for focused contracting tools

d.  Guidance on knowledge sharing tools and techniques

e.  Best practices, pitfalls, guides, templates, examples, etc.

9.  Potential Barriers to Success: ITT members must be willing to identify training resources and tools and share those resources with the ITT and the acquisition community without fear of rejection or criticism.  The purpose of the team is not to criticize any particular training resource or tool but rather to identify and scope out the best training resources and tools and make them available for the benefit of the entire Air Force acquisition community.  Additionally, adequate resources must be appointed to support the team if the team is going to be highly effective.  Reluctance to change will have to be overcome until this new approach is a routine practice.

10.  Success Factors: The following overall success factors will be used to measure the ITT’s achievement of its goals and objectives:

a.  Training (if necessary) provided with the release of new policy NLT 30 days

b.  Elimination of critical training shortfalls/gaps

c.  Elimination of duplicate training materials and tools

d.  Centralization of contracting tools in one-stop location 

e.  Acquisition community that routinely accesses and shares information

f.  Increased knowledge retention and ability to find just-in-time training materials

g.  Acquisition community focused on becoming a learning organization that captures knowledge and routinely utilizes lessons-learned to improve performance.
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