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Executive Summary

Purpose

The purpose of this document is to present the findings from the Procurement Transformation Strategy Integrated Product Team (IPT).  These results are presented in the form of an Air Force procurement transformation vision, a “current state” assessment, the envisioned “end-state,” a description of potential actions to achieve this end-state, and a phased transformation implementation strategy.  This report provides SAF/AQC a roadmap for development of specific implementation plans to carry out the over all Procurement Transformation Strategy.

Background
KPMG Consulting, Inc. was tasked by SAF/AQC with facilitating the Procurement Transformation Strategy IPT to investigate and develop a strategy to transform the pillars of the acquisition community: 1.) policies, 2.) processes, 3.) personnel, and 
4.) related technologies to meet the needs of a transforming Air Force.  The scope of this project is to develop: a current view of the Air Force procurement community; an unconstrained vision of what the Air Force procurement community could look like in the future; a course of action needed to achieve that vision; and an implementation strategy for action by the Air Force.  SAF/AQC used a three-phased IPT process.  Each phase required IPT input, discussion and validation towards the ultimate goal of developing an implementation strategy for action by the Air Force.  Figure ES-1 depicts the overall IPT approach. 
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Figure ES-1:  Procurement Transformation Strategy Development Approach

Vision

The vision for a transformed procurement system spans the next five to ten years.  The Air Force contracting community will become “Mission-focused, multiple-skilled business professionals following radically re-engineered processes leveraged by technology to mirror world class businesses.”  The skill mix for the transformed contracting workforce will change from the current skills in DoD procurement process expertise to a new set of skills in market knowledge, commodity strategies, supplier relationship management, and e-business savvy.  Customers and their needs will be the unrelenting focus of all our efforts.  Contracting policy will empower contracting professionals to make fast and effective decisions.  Improved communications up, down, and across the Air Force will enable contracting personnel to satisfy customer needs with best value business propositions in terms of quality, timeliness, and price.  The deliberate cross-feeding of new and innovative procedures/strategies among contracting professionals Air Force-wide will enhance mission accomplishment and enrich the contracting workforce.

Framework

In order to accomplish the actions listed in our project scope, the first step was to define a common framework that was clearly understandable and usable to support our discussions throughout the Procurement Transformation Strategy IPT.  The framework developed by the IPT contains three distinct parts and form the procurement system: the procurement cycle, procurement pillars, and the procurement management cycle.

Procurement Cycle

The procurement function is not a linear transactional process with a defined beginning and end-point, but a continuous cycle.  Each activity in this cycle must add value to the overall function and be constantly evaluated to ensure optimum performance. The three 
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major components of the procurement cycle are sourcing, ordering, and analysis.  By focusing on these activities, the IPT was able to evaluate the current state of procurement in the Air Force to see how effective it was at optimizing this three-part cycle. Figure ES-2 depicts the Procurement Cycle.

Pillars of the Procurement Cycle

The procurement cycle does not operate in a vacuum.  There are four pillars that serve as the support mechanism to facilitate the procurement mission.  Specifically, they are:

· Policy:  The rules by which the procurement community operates.  In practice, these are the laws, regulations and mandated procedures that govern Air Force procurement activities.  

· Process:  The series of actions or steps taken to accomplish procurement.
· Personnel: The Human Resources accomplishing the Air Force procurement mission.  This pillar includes the set of competencies and skills that are required for procurement personnel to perform their duties.  It also includes all efforts to maintain a viable, career-progressive workforce. 

· Technology:  Parts of the infrastructure that make the procurement function possible to perform.  Technology is the collection of systems and applications that in some manner facilitate the procurement process, in whole or in part.    

Procurement Management Cycle

Underlying the whole structure of the procurement cycle and its pillars are the series of coordinated management activities.  These management activities are also cyclical in nature because that are both continuous and interdependent.  They are depicted in Figure ES-3 on the next page.  Specifically, they are:

· Customer Management:  Customer management is defined as the actions taken by an organization to identify (or target) the customer, know what they want or need, and fulfill those needs in a timely manner.  The aims of customer management are customer satisfaction, and a full understanding of why the customer is or is not satisfied.
· Operations Management:  While customer management considers the need to focus externally on customer needs, operations management focuses on the internal business activities, both functional processes and enabling technology, that define how those needs are met.  The aim of effective operations management is to ensure that the organization can successfully fulfill its mission with regards to customer satisfaction.
· Resource Management:  Resource management is involved with all aspects of personnel recruitment, development, and growth.  The aim of resource management is to apply a strategic approach to personnel planning ensuring that the workforce is prepared to fulfill the mission of the organization.  
· Performance Management:  Performance management is the ability to measure organizational effectiveness and act upon this information to achieve continuous improvement.  The aim of performance management is to act effectively on these metrics to improve the health of the organization.  
· Integration Management:  Integration management underpins the foregoing management areas.  The aim of integration management is to ensure that the procurement transformation effort and its associated management activities are coordinated and adequately supported in terms of leadership, funding, stakeholder acceptance, and fundamental policy.
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Figure ES-3: Procurement Management Cycle

The Procurement Management System

The three elements of this procurement framework--the procurement cycle, procurement pillars, and procurement management cycle combine to become the procurement system.  This procurement system is depicted in Figure ES-4 on the next page.

By analyzing all three elements of the procurement system, the IPT was able to conduct a current state assessment of the Air Force procurement community and develop a vision of how the Air Force Community should operate in the future.
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Figure ES-4, Procurement System

Current State Assessment
The IPT assessed all elements of the procurement system to determine the overall current state of Air Force procurement.   The IPT uncovered several findings related to each pillar.  Table ES-1 (on next page) summarizes these findings.

After the development of these findings the IPT’s analysis and discussion revealed common management themes that ran across multiple procurement pillars.  These management theme areas serve as the “buckets” into which procurement transformation issues, actions, and resources will be divided and addressed.  Specifically, these management themes are:

Customer Management

Customer management is defined as the actions taken by an organization to identify (or target) the customer, know what they want or need, and fulfill those needs in a timely manner.  The aims of customer management are, first, customer satisfaction, and second, a full understanding of why the customer is or is not satisfied.  The current state of customer management in the Air Force procurement community is lacking in all these areas.  Additionally, there does not appear to be a clear strategy to overcome these

	POLICY
	PROCESS
	PERSONNEL
	TECHNOLOGY

	· Policy is in Transition - from compliance-oriented to one of guiding principles.  

· Policy Focus - difficulty transitioning policy-making as a core capability for achieving acquisition excellence through specific outcomes.

· Non Customer-Centric Policies - not consistently conducted with customer-first considerations (customer defined)

· Focus on Policy Outcomes - inability to organizationally measure effectiveness, determine and predict trends, and analyze performance of policy achieving desired outcomes.

· 
	· Responsiveness – Need better communication of intent and steps necessary to complete procurement.  Unprepared customers seek out and find alternative sources.
· Limited Scope - Process owners need to look outside of transactional responsibilities.  Embracing pre-planning of requirements, strategic sourcing, and cross-functional processes.
· Performance Measurement - Measurement, collecting customer feedback and translating that feedback into process changes is underdeveloped.

	· Dynamic Personnel Environment – Unable to retain  corporate knowledge and develop it to meet changing needs.
· Shape the Workforce – Need to address recruitment, education, and culture.
· Knowledge Management - No skill map to manage organizational and individual workforce shaping efforts.
Unable to communicate best practices and leverage expert knowledge. 

· Workforce Shaping Policy – Policy does not always complement  workforce development efforts nor support the determination of required knowledge, skills, and abilities.
	· Non-Integrated Systems – Organization lacks procurement related systems integration.  Current systems sub-optimized.
· Focus on Technology Development Intent – Limited scope on future needs.
· Personnel Acceptance - Proper training and policy have not been aligned to ensure successful implementation of the technology.
· Technology Environment Opportunities and Constraints - The current technology environment presents both opportunities and challenges for the organization that require evaluation.


Table ES-1:  IPT Findings Summary

shortfalls to define the customer, their needs, and develop a way of meeting those
 needs.  Ultimately, the customer, when given a choice, will find alternative ways of procuring goods and services.

Three critical components of customer management that are also lacking in the Air Force procurement environment are customer education, customer communication, and the ability to pro-actively change to meet the customer’s changing needs.  This current state prevents the Air Force from addressing this management issue in an effective way.  Consequently, an envisioned end-state to improve customer management must address two aspects of the problem.  The first is to re-align and adjust the procurement pillars so that the issues identified by the IPT are corrected.  The second is to deal with specific customer related issues like education and communication to create a focused strategy that has specific customer related aims.  

Operations Management

While customer management considers the need to focus externally on customer needs, operations management focuses on the internal business activities that define how those needs are met.  The aim of effective operations management is to ensure that the organization can successfully fulfill its mission with regards to customer satisfaction.  The current state of operations management in Air Force procurement can be characterized as not able to adequately focus on the current needs of the customer.   

Failure to make this an Air-Force-wide priority at all levels will continually undermine policy initiatives and workforce shaping strategies aimed at becoming more customer focused.  Specifically, the limited scope of current processes is insufficient to deal with the demands of business and technology savvy customers who will expect more value added services such as business advice as opposed to routine contracting execution.  Additionally, the antiquated, non-integrated nature of Air Force procurement-related systems erodes whatever competitive advantage the Air Force may have with respect to its skilled personnel and corporate knowledge.  In sum, processes and technology are the tools that operationalize good policies and leverage good people.

Resource Management

Resource management involves all aspects of personnel recruitment, development, and growth.  The aim of resource management is to apply a strategic approach to personnel planning--ensuring that the workforce is prepared to fulfill the mission of the organization.  The current state of resource management in the Air Force procurement community is dramatically challenged not only by demographic forces, but also by a lack of a fully-integrated, strategic approach.
Resource management is, in effect, the management of the personnel pillar.  Consequently, initiatives taken in this area without regard for the other three pillars of procurement will lead to further misalignment and, ultimately to a dissatisfied workforce.  The effort to develop the workforce and grow human resources is currently underway in the Air Force procurement community.  However, there is some doubt as to how coordinated and fully resourced these efforts are.

Performance Management

Performance management is the ability to measure organizational effectiveness and act upon this information to achieve continuous improvement.  The aim of performance management is to act effectively on these metrics to improve the health of the organization or project.  In the current state, the Air Force procurement community experiences a limited ability to determine the health of the organization or its key initiatives and therefore, cannot always effectively react to improve performance.  The customers’ view/measure of effective contracting support is not routinely solicited or acted upon.

Throughout the Air Force procurement cycle and at each of the four procurement pillars there is a lack of a consistent, enterprise-wide approach to performance measurement.  Field activities are left to their own determinations regarding what measurements are important and how to measure them.  Without consistent metrics procurement practitioners are unable to conduct successful performance management in support of Air Force procurement goals and objectives.  This inability prevents the development of an aligned organization pursing a strategic focus.

Integration Management

An integrated approach to managing change underpins the entire discussion of procurement transformation.  The broader consideration that change is a continual process should force organizations to design integrated solutions not only to impact change but to prepare for and expect its continuance.  The current state of change management in Air Force contracting does not consistently support an integrated strategic focus. 

Key integration issues for the Air Force procurement community are how to anticipate, understand, embrace, influence, respond, and succeed in a constantly changing environment and develop a corporate culture that thrives on change.  Ineffective change management is not only poorly introducing or acclimating a new idea to the workforce.  More often, ineffective change management occurs because there was no strategic alignment of the changes being sought.  An integrated strategic approach to change must be established to ensure policy, people, processes, and technology are fully leveraged to achieve the Air Force procurement transformation vision.  Leadership has recognized a need to integrate change management and develop the procurement transformation plan for the future.  Formulation and adherence to integration strategies are necessary steps toward achieving increased operational effectiveness.

Envisioned End-State

Throughout the IPT meetings and related discussions visionary concepts and themes began to emerge as well as specific attributes of what the future of procurement would look like.  The envisioned end-state provides a vision for each of the management theme areas (Customer, Operations, Resource, Performance, and Integration Management) and flow outward to ensure the procurement pillars (Policy, Processes, People, and Technology) are in alignment.  Figure ES-4 depicted the envisioned end-state procurement system.  The specific management area visions are presented here:  

Customer Management Vision - The vision for customer management is for Air Force procurement to fully understand the customer and their requirements and proactively attain the customer’s business and loyalty.

Operations Management Vision - The vision for operations management is to achieve focused internal processes that contribute to customer satisfaction in the most effective and efficient manner possible.

Resource Management Vision - The resource management vision is to shape the Air force procurement workforce to be customer focused business advisers empowered and prepared to apply sound business judgment in the execution of their responsibilities and equipped with the required knowledge, skills, and abilities necessary to excel in an environment of rapid change.
Performance Management Vision - The performance management vision is to provide Air Force procurement practitioners with the ability to gauge operational efficiency, personnel performance, and customer satisfaction.  It includes a consistent, enterprise-wide understanding and approach to determining what is important, how we measure it, what is expected of each element of the Air Force procurement system.

Integration Management Vision - The integration management vision is defined as the integrated pursuit of change in support of the overall procurement transformation vision—across the procurement pillars (Policy, Processes, People, and Technology)  and all management areas (Customer, Operations, Resource, Performance, and Integration Management).  It will enable the procurement community to anticipate, understand, embrace, influence, respond, and succeed in a constantly changing environment and develop a corporate culture that thrives on change.

Potential Issues, Concepts, Initiatives

During the course of the IPT meetings, multiple inter-related and overlapping issues, concepts for action, specific initiatives, and ideas for either ongoing or required action were identified.  A sample is depicted in Table ES-2 below.

	Pillars
	Customer Management
	Operations Mgmt
	Resource Mgmt
	Performance

Management
	Integration Management

	Policy
	· Non-customer-centric policy
	· Transitory state of policy
	· Policy Impact on the Workforce 

· Policy/Training Disconnect
	· Focus on policy outcome 

· Performance Measurement
	· Guidance/Procedure conundrum



	Process
	· Responsiveness

· Core competency definition

· Non-value added activities

· Customer communication
	· Limited scope

· Inconsistent processes
	· Not education focused

· Limited Scope

· Dynamic personnel environment


	· Performance Measurement

· Guidance/Procedure conundrum

· Output/Outcome based
	· Guidance/Procedure conundrum



	Personnel
	· Risk averse

· Culturally compliance based

· Core competency definition
	· Dynamic personnel environment

· Knowledge management
	· Dynamic personnel environment

· Shaping the workforce

· Knowledge management

· Policy/Training Disconnect
	· Competency based training

· Performance Measurement
	· Shaping the workforce 

· Dynamic personnel environment

	Technology
	· Focus on technology development intent

· Personnel acceptance
	· Non-integrated systems

· Focus on technology development intent
	· Personnel acceptance
	· Non-integrated systems

· Business intelligence development
	· Tech opportunities and constraints


Table ES-2:  Initiatives/Areas of Interest

Course of Action

The IPT next developed a Strategic Course of Action (COA) for consideration.  This COA contains a number of action plans that combine to form the overall implementation strategy.  Table ES-3 summarizes these action plans relative to the procurement management visions (horizontally).  Additionally, each action plan is grouped by activity such as “Customer Support” (vertically).  Action plans may be considered on their own merits.  They each support one or more management visions and contribute to procurement pillar alignment.  However, a coordinated strategic strategy that prioritizes and integrates these plans is needed.

	
	Customer

Management

Vision
	Operations

Management

Vision
	Resource Management

Vision
	Performance

Management

Vision
	Integration Management

Vision

	Customer Support
	· Customer Research/Assessment

· Customer Communications Plan
	· Competitive Assessment
	
	
	

	Process Improvement
	· Service Delivery Plan
	· Core Competency

· Critical Process Identification

· Policy Planning

· Service Delivery Plan

· Strategic Sourcing Plan

· Organizational Structure Plan

· Risk Management Plan
	· Service Delivery Plan 

· Organizational Structure Plan
	· Core Competency

· Critical Process Identification

· Strategic Sourcing Plan

· Risk Management Plan
	· Risk Management Plan

· Service Delivery Plan

	Procurement Systems Development
	
	· Technology Assessment

· End-State Procurement Systems Plan

· Procurement Systems Migration Plan

· End-State Architecture Implementation
	
	
	· End-State Procurement Systems Plan

· Procurement Systems Migration Plan

	Resource Management
	
	· Recruiting/Retention Plan
	· Develop Knowledge Map

· Recruiting/Retention Plan

· Education Transformation Plan

· Knowledge Management Plan

· Career/Professional Development Plan
	· Funding Plan
	· Education Transformation Plan

	Performance Management
	
	· Continuous Health Assessment Plan

· Benchmarking Plan
	
	· Metrics Development

· Continuous Health Assessment Plan

· Benchmarking Plan

· Activity Based Costing Plan/Analysis
	· Internal Communications

· External Communications

· Benchmarking Plan

	Integration

Management
	· Communications

  Plan
	· Integration Plan
	· Communications Plan
	· Integration Plan
	· Integration Plan

· Change Plan


Table ES-3:  Action Plan Summary

Action Plan Consolidation

Twenty-five specific action plans were identified during the IPT’s deliberations.  They were combined into eight specific plans for scheduling and sequencing into the procurement transformation strategy.  They are depicted in Figure ES-5.
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Figure ES-5, Elements of the Procurement Transformation Strategy

Implementation Strategy

This section will present and describe the Air Force Procurement Transformation Implementation Strategy.  Specifically, this section will present an overview of the strategy followed by a detailed description of each component phase.  This section will also discuss the organizational requirements in order to support the transformation effort.

Assumptions
Various planning assumptions and constraints were used in order to facilitate the development of this implementation strategy.  Specifically, they are as follows:

Authority:  SAF/AQC will exercise centralized control over the development of specific procurement transformation strategies and initiatives and will be supported by other headquarters staff and field organizations.  Additionally, SAF/AQC will be responsible to obtain funding for these initiatives.

Timeframe:  Although recognizing that organizational transformation is a long-term process, the Air Force desires to see measurable progress in a relatively short period.  Consequently, the overall timeframe for full transformation is estimated at five years, but the focus of this strategy is aimed at one year to eighteen months.

Resources:   Resources will consist of internal (government personnel and travel related budgets) and external (contractor support and procured technology) components.  In all cases, these resources will be limited and, in the case of funding for external support, will be incrementally funded.

Phased Implementation: Given the timeframe and resource assumptions, this plan is based on the premise that success early in a specific area that is part of a larger strategy is preferred over limited progress on a broad spectrum over a longer timeframe.  Consequently, SAF/AQC will prioritize management focus areas (i.e., Customer, Operations, and Resource) that will receive early attention.

Major Cost and Time Drivers:  The first major cost and time driver will be personnel transformation and the associated efforts to change the current culture.  The second major cost and time driver in procurement transformation will be acquisition and implementation of e-Procurement systems and/or integration of legacy systems in the procurement, financial, and logistics domain in support of the End-State Procurement Systems and Migration Plan.  

Strategy Overview
The Procurement Transformation Implementation Strategy is a four-phased approach to manage the many initiatives required to ensure successful transition to the Air Force’s desired procurement end-state.  The overarching theme of this strategy is phased and prioritized implementation that provides early and measurable progress and allows for mid-course corrections by SAF/AQC as circumstances warrant.  Not all possible elements of each phase need to be undertaken at once.  Specific actions can be initiated and developed as resources permit, thus ensuring sustained

success and continued momentum.  The four phases of this plan are summarized as follows:

Phase I – Initiate:  The objective of this initial phase is to lay the foundation for supporting the implementation effort, garner stakeholder buy-in, obtain the required funding, and ensure momentum of the effort.  This effort is estimated to last three months.  However, the Integration/Program Management function of SAF/AQC will be ongoing for the duration of the transformation process.

Phase II – Assess and Respond:  The objective of this phase is, first to assess and understand the specific issues associated with the multitude of actions required to effect transformation as they relate to customers, operations, technology and personnel.  The second aim is to develop the response in each of these areas that can be realistically achieved in a relatively short timeframe.  As noted above, not all issues that could be attended to need to be acted upon at once.  Prioritizing and sequencing within this phase will lengthen its overall duration, but also provide the Air Force with some actionable plans sooner than later.  This phase is estimated to last six months if fully resourced both with government and contractor support.  Otherwise this phase will be complete when all recommended actions plan have been developed and approved. 

Phase III – Execute and Revise:  The aim of this phase is to execute the specific transformation plans and begin to institute the procurement management disciplines.  As with Phase II, not all plans need to be executed at once.  Those that have been developed, approved, and funded can be executed under the appropriate management area (e.g., Education Transformation Plan as part of 

Resource Management).  As conditions warrant, revisions to plans can be implemented.  This phase is estimated to last one year if fully resourced. Assuming this is not realistic, individual plans should be designed to be implemented in less than a year.  This phase will be complete when all action plans have been executed and Customer, Operations, Resource, and Performance Management activities are in place.    

Phase IV – Sustain and Improve:  The objective of this final phase is to sustain the progress made in procurement transformation and achieve an environment of continuous improvement of policy, processes, personnel, and technology.  This phase by its very nature is ongoing and prepares the way for the next round of transformation initiatives driven by either better technology, changing demographics or new procurement regulations.  Figure ES-6 presents a more detailed timeline for the Implementation Plan.


Figure ES-6: Implementation Plan Timeline

Phase Descriptions

Phase I – Initiate

Required Actions

In order to establish the foundation for a successful Procurement Transformation, several critical initiation actions must be executed.  Specifically, they are as follows:

· Establish the SAF/AQC supporting organizational structure that will oversee, guide, and ultimately implement the transformation process.  The specific structure of this organization is detailed below.

· Develop communications plan/message for stakeholders to garner support.  This is the “marketing” message necessary to sell this initiative to both the MAJCOMs/field and potential funding sources.

· Create funding strategy and budget.  Given the enterprise-wide effect and the extensive time requirement of this initiative, Procurement Transformation will need to become a budgeted program in order to be successful.  However, until the transformation initiative becomes a fully budgeted program, an initial one- to two-year funding sourcing plan will be required to support at least Phases I and II and possibly well into Phase III.  Consequently, the initial funding strategy will need to target multiple stakeholders as potential sources of funding.

· Establish Integration Management.  The aim of Integration Management is to coordinate the transformation efforts from the Headquarters perspective.  Inherent in this function are the activities noted above as well as sound program management and supporting policy development.  Additionally, SAF/AQC will establish the priority of assessments and response plans that will be developed during Phase II.

Desired Outcomes

Once completed or initiated, the actions above should support desired outcomes.  Phase I is considered complete when the following outcomes have been achieved.

· SAF/AQC is organized to drive Procurement Transformation through the creation of a Chief Transformation Office.  

· The Procurement Transformation message has been communicated to stakeholders throughout the Air Force and their support has been voiced.

· SAF/AQC and CTO have established Procurement Transformation priority focus areas to drive the sequence of activities in Phase II.  This will establish the direction and momentum needed to guide the overall transformation effort.    

· Based on the priorities determined by SAF/AQC, a sufficient level of funding has been obtained to “prime the pump”.  It is not expected that this will be a level of funding required to accomplish all assessments and planning efforts let alone their execution, but rather enough to allow completion of the priority actions.

Figure ES-7 summarizes the steps and outcomes associated with Phase I.


Figure ES-7: Phase I Steps and Outcomes

Required Resources

Each phase will require resources in terms of government personnel, contractor support, and technology acquisition.  This section outlines the types of resources required.

· Government Personnel – SAF/AQC personnel to provide the program management/integration management functions.  

· Contractor Support – Limited contractor support to provide program management, communication development, and funding development assistance.

· Technology – Utilize existing tools; no special requirements.

Timeframe

The estimated timeframe to complete Phase I is three months.  The Integration Management function, although set-up within this time period, is ongoing for the duration of the transformation process.  Figure ES-8 depicts the timeline for Phase I.


Figure ES-8: Phase I Timeline

Potential Risks

The most significant risk is the inability to obtain sufficient funding to initiate the transformation process.  Since the government personnel required to support Phase I are under the control of SAF/AQC, the Integration Management responsibilities should be able to be completed with or without contractor support.  However, it is more likely that because of innumerable external factors funding will be not made available to accomplish the subsequent phases.

This risk is mitigated by two factors.  First, this plan assumes that funding will be limited and provided incrementally.  Second, the Implementation Strategy provides for prioritizing actions based on these limited resources.  In other words the plan does not depend on an “all-or-nothing” funding profile to demonstrate progress.  Nevertheless, some minimal level of  funding is required based on SAF/AQC priority focus areas.  

Phase II – Assess and Respond

Required Actions

True progress towards Procurement Transformation can only be made once dedicated attention is paid to the focus areas previously identified.  Consequently, the actions in this phase are critical to determining the direction and pace of transformation.  Specifically, they are as follows:

· Assess and respond to the customer.  Leveraging existing experience and knowledge of the customer, conduct an appraisal of the existing and potential customer base to determine their needs.  Also conduct a competitive assessment of what other sources these customers have to fulfill their needs and why they may or may not provide the service better than the Air Force.  Respond with the development of a Customer Communications Plan that can inform the target customers of Air Force capabilities and competitive advantages.  This message should be coordinated with the development the Service Delivery Plan, discussed below. 

· Assess current operations and develop process improvement and technology implementation responses.  This assessment entails understanding what the Air Force procurement community's core competencies and critical processes are, what value they add in terms of cost to perform and value to customer, and the degree to which current/planned technology supports these processes.  Therefore, leveraging previous work done by the Air Force, conduct a critical process review and an associated spend analysis on delivering procurement services.  Concurrently, conduct a current technology assessment.  Respond with a Service Delivery/Process Improvement Plan that will transform the way business is currently done to optimize e-Procurement technologies.  Develop a Strategic Sourcing Plan that addresses how to rationalize the Air Force's vendor base to achieve better buying power and improve overall relationships with strategic partners.  Finally, develop an End-State Procurement Systems and Migration Plan that will clearly demonstrate what the future procurement systems architecture will look like and how to achieve it.   

· Assess current personnel and develop workforce-shaping responses.  Again, leveraging previous work done by the Air Force, map the current knowledge of Air Force procurement community personnel and assess its probable change based on current trends.  Concurrently, conduct a future requirement's assessment to ascertain what skills will be needed.  This activity should be conducted in coordination with aspects of the process and technology assessment/response development.  Respond with a series of plans that address recruiting new personnel, retaining critical people, providing for their professional development needs and transforming the existing procurement/acquisition education/training curriculum to meet the new service delivery and technology environment.  

· The key to success in developing effective action plans will require each working group being educated in the “art of possible,” that is, understanding what best practices exist in each of the management areas.  Consequently, an individual response plan development should be accompanied by best practice research/presentations by industry/other government.  Contractor support should be tailored to support this task.

· As each action plan is developed, attention will need to be given to its specific implementation.  In some cases, Air Force wide execution may be appropriate (e.g., Customer Communications).  However, in some cases incremental roll out or pilot programs may be more appropriate (e.g., Procurement Systems Migration Plan).

Desired Outcomes

Phase II is considered complete when all prioritized action plans discussed above have been completed to a degree that SAF/AQC is comfortable that the transformation effort has a well defined direction and momentum.  Figure ES-9 summarizes the steps and outcomes associated with Phase II.



Figure ES-9: Phase II Steps and Outcomes


Required Resources
· Government Personnel – Continued SAF/AQC personnel to provide the program management/integration management functions.  Additionally, personnel from staff and field commands with functional expertise in each of the assessment/response focus areas assigned full time to specific working groups and dedicated to developing their respective response plans.  

· Contractor Support – Increased contractor support to provide continued program management and working group facilitation/documentation.

· Technology – Utilize existing tools; no special requirements

Timeframe
The estimated timeframe to complete Phase II is ideally six months.  If fully funded and resourced, all action plans could be developed in this timeframe.  This, however, is unrealistic and is assumed not to be the case.  Consequently, any individual assessment and response activity should take between three to six months to complete, depending on the complexity of the issue.  For instance, developing the Customer Communications Plan will take significantly less time than developing the Technology Migration Plan.  Figure ES-10 depicts the notional timeline for Phase II.


     Phase 

          I

Figure ES-10: Phase II Timeline

Potential Risks
Assuming sufficient funding has been developed to begin Phase II, the most significant risk is lack of government personnel resources.  Unless cognizant personnel are assigned full time to designated working groups away from their parent command, it will be difficult to complete the response plans on time.  This is not an activity that can outsourced to contractors.  Contractors can facilitate, bring lessons learned, and introduce industry/government best practices to the process, but representatives of the stakeholders must be the principle members of the working groups.  This risk can be mitigated by ensuring commitment to support this process with personnel is made during Phase I by specific stakeholders.

Phase III – Execute and Revise

Required Actions
Once some or all of the action plans have been developed, the execution and these plans can begin.  More importantly, the various management disciplines of the Procurement Management Cycle are initiated as part of the transformation process.  In other words, the act of executing the transformation plans is customer, operations, and resource management.  Specific actions in this phase are as follows:

· Customer Management - Execute targeted customer communications to begin to shape and improve customer relations.

· Operations Management - Execute the process improvement, strategic sourcing and technology migration in order to improve overall service delivery, buying power, and cost savings.

· Resource Management - Execute strategic hiring, retention initiatives, new professional development policies, and educational transformation in order optimize the available workforce and ensure improved learning and growth.

· Performance Management - Develop and collect balance performance metrics in order to capture the success or failure of the specific initiatives noted above.

Desired Outcomes
Phase III is considered complete when the transformation plans have been fully executed and there is measurable improvement in each of the procurement management areas.  If improvement is not seen, revision to the transformation plans can be instituted as part of the feedback of performance management to customer, operations, or resource management.  Figure ES-11 summarizes the steps and outcomes associated with Phase III.




Figure ES-11: Phase III Steps and Outcomes

Required Resources
· Government Personnel – Continued SAF/AQC personnel to provide the program management/integration management functions.  Additionally, personnel from staff and field commands to execute at the individual MAJCOM and contracting office level the specific transformation plans and ultimately make these activities part of their normal routine.

· Contractor Support – Increased contractor support to provide continued program management, assist in process improvement initiatives, and technology implementations and integration

· Technology – Significant investment in new COTS e-Procurement technology, integration software, and business intelligence applications as well as improved infrastructure.

· Human Resources - Investment into recruiting and retention incentives and education/training course revisions.

Timeframe
With respect to execution of the transformation plans, the estimated timeframe to complete Phase III is ideally one year.  As with Phase II, above, if fully funded and resourced, all action plans could be executed in this timeframe with the probably exception of the Technology Migration 

Plan.  This, however, is equally unrealistic and is assumed not to be the case.  Consequently, any individual plan execution should take approximately one year to complete, depending on the complexity of the issue.  The execution of the management disciplines is ongoing.  Figure ES-12 depicts the notional timeline for Phase III.


Figure ES-12: Phase III Timeline

Potential Risks
As with the early phases, significant risks are posed lack of funding and government personnel applied to the successful execution of the transformation.  These risks can, likewise be mitigated by adequate planning and communication.  However, two other risks become paramount.  The first is technology implementation and integration.  Difficult in the best of circumstances, Procurement Transformation is dependent upon the ability of technology to enable better processes and policies.  This risk can best be mitigated by ensuring that a viable technology vision is in place (i.e., End-State Procurement Systems and Migration Plan).  The second risk is inadequate preparation of and acceptance of the new processes and tools by the Air Force procurement community.  This risk can be mitigated by a thorough Change Management Plan that is part of the overall Integration Management effort coordinated by SAF/AQC and the CTO.

Phase IV – Sustain and Improve

Required Actions
With the Procurement Management Cycle in place, sustainment and continuous improvement is required.  Using results of Performance Management to drive improvement in Customer, Operations, and Resource Management becomes an ongoing task.  Managers at all levels should be conducting continuous "heath assessments" benchmarking their organizations against known leaders in customer, operations, or resource management.  Continuous improvement can be further facilitated by leveraging the knowledge of the entire Air Force procurement community through the introduction of Knowledge Management technology. 

Desired Outcomes
The desired outcome for this phase, therefore, is an Air Force procurement organization that has an effective procurement cycle supported by synchronized policies, processes, people and technology (see Figure ES-4, above).  The organization facilitates shared knowledge and seeks continuous improvement through performance based management

Required Resources
Continuous investment is required in personnel recruiting, retention, education, process improvement, and technology enhancements.



Timeframe
Phase IV is ongoing.

Potential Risks

The most significant risk for this phase is complacency.  Although the specific transformation plans outlined in this document will have been executed, continuous improvement, in effect, means continually transformation the organization to make it better.

Organizational Requirements

Figure ES-13 depicts the organizations recommended to support and facilitate procurement transformation.  It is not an all inclusive list nor is it the final integrated approach.  SAF/AQC will serve as the lead for this effort.  Within SAF/AQC, a Chief Transformation Officer (CTO) function/position will be created reporting directly to the Deputy Assistant Secretary (Contracting).  SAF/AQC Operations, Policy and Resources Divisions will support the CTO and act as the lead agents for execution of Phase I activities including long-term Integration Management.

SAF/AQCK/AQCP/AQCX will also serve as lead for the Focus Area Working Groups established to assess and develop action plans for each of the activities required in Phase II.  Membership of these working groups will consist of full time participation by representatives from organizations such as SAF/AQX, AF-CIO, SSG, etc. and the Major Commands.

Execution and sustainment (Phases III and IV) of the specific action plans will be overseen by the CTO and SAF/AQC and implemented by the cognizant Major Commands/field contracting offices.

Figure ES-13: Transformation Supporting Organization

Implementation Sequence Recommendation

One of the basic assumptions is that development and the subsequent implementation of the action plans would need to be phased and prioritized due the limited resources and large scope of this effort.  Therefore, in order to ensure long-term progress and early success this section recommends a sequencing of the action plan development and the initiation of a “test case” to demonstrate transformation in a select procurement area. 

Recommended Planning Sequencing

In order to facilitate long-term and sustained progress towards transformation, it is recommended that after the Integration Management planning effort is started as part of Phase I, the action plans related to Operations Management (Strategic Sourcing, Service Delivery, and Procurement Systems Migration) be the first priority.  This is necessary since they represent the precedent for most of the other plans and they themselves are best developed in parallel (See Appendix E for the required coordination for each action plan).  In order to assist in the Operations Management planning effort, some aspects of the Customer Management planning effort (i.e., Customer Assessment) will also have to be commenced.  Once the Operations Management plans are underway, the full Customer and Resource Management planning efforts should be started.  The last area to be finalized will be the Metrics Development Plan since the foregoing action plans will each, in turn, develop their own key performance indicators which can be readily incorporated into the Metrics Development Plan.  In this manner, assuming available resources, Phases I and II can be completed in approximately 10 months.  Figure ES-14 presents this notional sequencing. 

Test Case

Additionally, it is recommended that a test case be conducted in parallel with the phased execution of the Implementation Plan.  The purpose of the test case is to validate the transformation approach and provide a case study from which action plan working groups can reference.  The test case should be conducted under the following guidelines:

· The test case will seek to transform the procurement of a select commodity or service currently bought by the Air Force

· The test case good or service should be relevant to the entire Air Force

· The test case should involve at a minimum the strategic sourcing, procurement service delivery, and customer relationship aspects of procuring the good or service.  Specifically, the test case will require its own Strategic Sourcing Plan, Service Delivery Plan, Customer Communications Plan, and Metrics Development Plan. 

· The development of these “mini” plans will follow the same required actions as reflected in the overall Implementation Plan.  Similarly, it will follow the sequence of development of action plans, but in an accelerated fashion.     

· Possible test case(s) candidates include, but are not limited to the following: 

· Systems furniture

· Video teleconferencing 

· Food service 

· Duration of the test case should be less than 6 months.  

· SAF/AQC will be responsible to select and initiate the test case.  Coordination of the test case will be the responsibility of the CTO.   

The desired outcome of the test case is to both to demonstrate the validity of the transformation strategy and to actually transform the way the Air Force procures a good or service.  Figure ES-14 presents the notional timing of the test case. 
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Figure ES-14: Recommended Implementation Plan Sequencing
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Figure ES-2: Procurement Cycle
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