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IMPLEMENTATION PLAN 

1.0  Purpose.
This Implementation Plan (IP) describes how the Trailblazers will be planned, organized, staffed, executed, and controlled.  The Trailblazers are four product lines at the Air Logistics Centers (ALCs) that will be used to prove and define the new depot maintenance processes developed by the Depot Maintenance Transformation Team (DMT).   The four product lines will be:

· F-15 Program Depot Maintenance (PDM) line at WR-ALC

· F100 Engine at OC-ALC (initial focus will be the low pressure turbine line with other shops added over time)
· F-15 Landing Gear at OO-ALC (a sub-set of the fast fighter landing gear)

· F-15 Avionics shop at WR-ALC (effort will focus on the entire shop.)

This IP includes information on objectives, stakeholders, management approach, organization, schedule, and interaction between Trailblazers.
The following is the Trailblazers purpose:

[image: image9.jpg]



Using the F-15 value stream, pioneer changes to processes and technologies and create a culture of continuous process improvement that will meet DMT goals and be exportable across the Air Force.
2.0  Background.

2.1  Air Force Transformation Goals.
The Trailblazer activities are part of a much larger and highly visible initiative that institutes dynamic actions to put in place more effective and efficient logistics processes that provide on time capability to support the warfighter.  Currently thousands of lengthy and redundant processes, hundreds of information systems and millions of parts weigh down the logistics chain and impede improvement efforts in providing that capability.  Because depot maintenance and repair are vital to the defense mission, the Air Force is embracing a “lean” approach to integrating process improvements across the shop floor and associated production support processes.  The Air Force eLog21 Balanced Scorecard and LogEA effort, which are focused on making the business and systems changes that will create the improved logistics capability needed for today’s battlefield, provides the overarching guidance for all Depot Maintenance Transformation (DMT) activities in progress today.  The Trailblazer efforts, which are part of the DMT, are key to institutionalizing LogEA guiding principles, and will help in transforming the depots into a more responsive, predictable and streamlined logistics environment.
2.2  Trailblazer Objectives.

The Trailblazers objective is to test and further define new depot maintenance (DM) business practices designed by the DMT Team.  The DMT, which focuses on production support, will use the Trailblazers to identify, refine, assess and implement improved ways of performing processes in that area.  Thus far, the DMT has defined the high-level (20%) business process.  The Trailblazers will be used to further delineate the remaining detailed (80%) of the production business processes.  The Trailblazer teams will take the 20% solution, and through a series of lean events and actual implementation, detail the lean solution for the command.  The four efforts will share ideas and collaborate to finalize the DM business processes at the right level to export to the rest of the DM community.

2.3  Trailblazer Functionality and Scope.

The Trailblazers are being developed around the F-15 Weapon System.  The shops have been chosen to provide a test across a single product line.  Multiple shops in numerous locations must communicate and work together to ensure the F-15 transition to lean production.  Complexity comes from ensuring that other weapon systems’ support is not degraded due to test support for the F-15. Measures must be designed to accurately assess the changes and their impact on the Trailblazer lines. Weapon system availability and War Readiness Engines (WRE) data will be baselined and monitored throughout the Trailblazer activity to evaluate the impact of the effort on these measures.   Additionally, the Trailblazer shops will be evaluated to see how they meet the DMT goals; to provide 100% on-time delivery, 25% flow-time reduction; 10% cost reduction, and 25% defects reduction. 
2.4  Trailblazer Implementation.

On 12-19 Nov 2003, a meeting of HQ and ALC personnel was held to define the ideal state for a Trailblazer Shop, develop measures, and develop an approach to closing the gap between the current state and ideal state.  The approach is explained in this document and is consistent with the overall efforts of Sustainment Transformation.  By following this path, improved Depot Maintenance processes will be developed, tested, and exported to the remaining maintenance shops.  Plans are to begin Trailblazer assessments in January 2004.  The initial schedule is provided at Appendix A.  The remaining activities will be updated based on results from each assessment.
3.0  Management Approach.

3.1  Program Organization.

Trailblazers will cross many boundaries and organizations.  Support for the effort comes from all levels of the Air Force including USAF/IL and AFMC/CC.  Planning and execution of the Trailblazers will include a wide range of specialties including the mechanic in the cell support team, union leaders, ALC production chiefs, DLA, Supply Chain Managers, Supply Support Division personnel, EG&G, SAIC, and HQ AFMC personnel.
3.2  The Trailblazer Stakeholders.
The following organizations will be directly or indirectly involved in the Trailblazers and their outcome:

(1) AFMC:  HQ, AMARC, OC-ALC, OO-ALC, WR-ALC, SPDs, SSMs

(2) Air Force:  All MAJCOMS, HQ USAF/IL, SAF/IE

(3) Other activities: DLA, DCAA, DFAS, DCMC, DISA, Unions, JDMAG, Army, Navy, Marine Corps, FMS, Industry.
3.3  Trailblazer Shops.

With the assistance of this guidance, Trailblazer shops will develop and implement the best processes to meet the overarching principles.  The personnel/shops identified below will develop and implement the processes within their shop:
· F-15 Program Depot Maintenance (PDM) line at WR-ALC

· ALC Lead – “Trailboss”:  Ellen Griffith (WR-ALC/MABF)

· 
· F100 Engine at OC-ALC

· ALC Lead – “Trailboss”:  Curtis Mendez (OC-ALC/MAE)

· 
· F-15 Landing Gear at OO-ALC  

· ALC Lead – “Trailboss”:  Dee Mackleit (OO-ALC/MANL)

· 
· F-15 Avionics shop at WR-ALC

· ALC Lead -- “Trailboss”:  Jimmy Breeland (WR-ALC/MAI)

· 

4.0 Methodology 



4.1  Enabling Technologies

To facilitate the efficient management and operation of information during the four Trailblazers and subsequent implementation across the three ALC’s, several enabling technologies are required.  Specifically, we will use the Collaborative Work Environment (CWE), the Information Systems Management Tool (ISMT), the Aris tool for process modeling, and Microsoft’s Project Server.  Combined, these programs enable a standard set of tools to provide common information across our geographically separated Trailblazers. With these tools, we will provide a web-based, scalable and comprehensive collaborative environment for development and dissemination of information across the DMT organization throughout our Trailblazer activities.

4.2  Phased Approach
The Trailblazer activities will be conducted using a three-phased approach to review the processes that are performed.  During these phases, the team will do analysis to measure against three major elements/components of the shop floor activities.  The phases are:

· Assessment, 
· Gap-fit, and 
· Fix/Implement.
The Trailblazers will consist of multiple cycles through these phases.  As each phase is conducted three components will be evaluated:

· people
· processes
· technology
Figure 1.
The following briefly summarizes how these phases will take place:

· Each component will be examined to determine the extent of need for that component and its existence or non-existence, and its effectivity/efficiency.

· Activities from one Phase will provide inputs to the next phase.

· Outcomes will be used to decide whether or not the Trailblazer moves into the next Phase.

· Throughout each Phase the three components, People, Processes and Technology, will be reviewed and measured.

4.3  Focus/Areas of Each Phase.

The components must be addressed within every phase throughout the Trailblazers activities. HQ DMT will perform the integration for the four Trailblazer efforts (effects, results, interactions, overlaps, etc).

4.3.1  Assessment (Baseline Establishment) Phase:
4.3.1.1  Perform Analysis:

4.3.1.1.1  Culture/Change Management/People Profile Today 

A.  

Current culture
B.  Work environment (e.g. training, empowerment . . .)

C.  Training
D.  Resources
4.3.1.1.2  Current Processes 

A.  Lean technique implementation

(1)  Single piece flow

(2)  Visual controls

(3)  Standard work

(4)  Right sized equipment

B.  Material supportability

C.  Planning
4.3.1.1.3  Current Technology
A.  Critical information (data) used and sources
B.  

What information is required and why to do the job
4.3.1.2  
Assessment Process:
4.3.1.2.1  An assessment team consisting of personnel from the HQ, each ALC, Union, PSCM, and DLA will travel to each Trailblazer shop.  The same team will go to each of the Trailblazers over a three week period (Schedule is at Appendix A). A copy of the assessment tool is included in Appendix D.

4.3.1.2.2  Prior to team arrival the following actions must be performed.  The Trailblazer shop owner working with the MAP Trailblazer OPR is responsible for ensuring baseline metrics are collected, briefing impacted ALC personnel, disseminating assessment forms to supervisors, performing activities to gain access for visiting team members, obtaining any needed equipment to support the assessment and providing support for other actions as required.  A detailed description of these activities is provided at Appendix B.  

4.3.1.2.3  An outbrief will be given for the MA/CD/ and/or CC, as well as all personnel who attended the inbrief, to provide a summary of the Assessment findings and recommended actions. 
Brief everyone (management down to workers)

4.3.1.3  Exit Products/results:

4.3.1.3.1  Completed Assessment Results will be documented and provided to the Trail Boss of the shop
4.3.1.3.2  This document will include findings and recommendations pertaining to the three components of the Trailblazers; People, Processes and Technology

4.3.2  Gap-Fit Phase:
4.3.2.1  The Gap-Fit Phase will begin with a one-day meeting kicked-off by the MA or CD.  The first step will be a review and prioritization of the Assessment results as well as identification of “do its” that can be immediately accomplished.  The meeting will also produce the initial documentation for an Action Plan that will be used for the next phase, to include development of or tracking to a value stream map.  This meeting will include participation of the Command Lean support contractor.

4.3.2.2  This phase will entail analyzing the gaps, roadblocks, root causes, and exploring available options to overcome/eliminate roadblocks and solve problems.  The Fit portion addresses and documents those items that are working and need to remain intact.  The input for this phase will be the output from the Assessment Phase.  

4.3.2.2.1  Culture/Change Management/People
Gap/fit positions, personnel, governance, or regulation problems aggregate skill sets. Training, etc., and requirements to realize the future state (i.e., what training required, what needs to be done to multi skill etc.)

4.3.2.2.2  Processes 

Perform Gap-Fit based on the shops’ lean maturity and Envisioned Future State

4.3.2.2.3  Technology 

A.  Gap/fit based on LogEA systems architecture, current technology baseline, available options and evaluations required to fix the problems/eliminate roadblocks and future state data requirements.

B.  Identify/develop a technology assessment tool to determine what the technology requirements and shortfalls are

4.3.2.2.4  Exit Products/results

A.  Gap-Fit document 

B.  Action Plan to close gaps and begin deployment (series of target project plans)
After one week a follow-up session will be held to further review and develop the Action Plans.  The attendees of the Gap-Fit meeting will finalize the plan and schedule events.









4.3.3  Fix/Implement Phase:
4.3.3.1  This phase will entail the implementations of quick-fix items and the plan of attack for larger/longer-term fixes.  Not all the gaps can be fixed in a short time period and the plan needs to address how we will track those long lead items, what the approach will be for pursuing an implementation solution and when we anticipate that we can declare completion/closure, etc.

4.3.3.2  The input for this phase will be the output from the Gap-Fit phase.  The plans developed will be put into action to move the Trailblazers forward

4.3.3.2.1  Culture/Change Management/People Profile:  Develop transition/implementation plan to grow the workforce to meet Future State objectives 

A.  Training Plans

B.  Course Development/Procurement

C.  Personnel Reclassification

D.  Position Description(s)

4.3.3.2.2  Processes Future State

A.  Implement fixes based on the Gap-Fit to the Envisioned Future State

B.  Further delineate/document the Future State processes

4.3.3.2.3  Technology Future State

A.  Based on the identified gaps between the LogEA Systems Architecture, available options, and the Future State data requirements

B.  Root need fulfilled for the information used

C.  Determine/staff recommendations for realizing the Technology Future State.  The necessary acquisition, integration, development, and implementation of the best option must be identified, detailed and managed

D.  The output from this phase will be used to further refine the Action Plans and provide a roadmap to put into action the activities required to move the Trailblazers forward

(1)  Value stream mapping and Lean events will be held with the support of the Command contractor.  Personnel from HQ, other ALCs, and outside organizations shall be involved as needed

(2)During this phase new processes for production and production support will be developed, implemented and tested

4.3.3.2.4  Exit Criteria/Results:

The Trailblazers will be closely watched.  Their success will be assessed by:

A.  Positive trends of key goals of Depot Maintenance Transformation to provide 100% on-time delivery and reduce flow-time by 25%; to reduce cost by 10%, and to reduce defects by 25% and see how each shop is progressing in meeting these goals.

B.  Evaluating on their ability to develop an exportable lean shop to include: 

(1)  A “how to implement process” that addressed:

a.  Culture
b.  Change management

c.  Assessment methodology
d.  Value Stream Mapping (VSM)
e.  Lessons learned
f.  Completed process guides
(2)  Development of a new cadre of subject matter experts (SMEs) available to help other shops implement lean and the new production and production support processes

· 
· 
· 
· 
· 
· 
4.4  Rollout/Implementation.
At this time, Trailblazer efforts will/may stand down and DMT PMO will engage in a Rollout/implementation Phase on the approaches developed and lessons learned during the Trailblazer activities.
4.3.1 
4.3.2 
4.5  Metrics.


































































































A critical component of the Trailblazers will be the ability to objectively quantify improvements.  The metrics tie to Air Force goals of increasing aircraft availability by 20% and 0% cost growth as well as the DMT goals of 100% on-time delivery and reduce flow-time by 25%; to reduce cost by 10%, and to reduce defects by 25%.  Standard metrics are being used where possible.  The metrics being tracked primarily come from the Chief of Staff Air Force metrics or existing shop metrics.  The following table contains a summary of the metrics and their sources.  Appendix C contains documented descriptions of the metrics.
4.6  Trailblazer End Products.

At completion of the Trailblazers activities, the new production and production support processes will be exported across AFMC as a single repair practice.  As applicable, Trailblazer products will be used to support development and implementation of a Corporate Conference Room Pilot plan for an exportable set of ALC’s workload management tools.  In addition, DMT/IT PMO will execute this as the overarching Implementation Plan for any technology Future State actions.








5.0  Contracting for Process Support.

To ensure standardization and minimize duplication, the Trailblazers will use a single support contractor obtained via the HQ support contract vehicle.
6.0  Deployment Strategy.

Process guides will be developed with standardized processes for use by the shops.

A.  The Process Guides will be mandatory Command standard direction, to be used in conjunction with AFMCIs.  Any deviation from Process Guide use will require HQ AFMC approved waivers.

B.  A Release Plan must be developed to implement process guides across the ALC’s.




7.0  Summary

The Trailblazers are significant to successfully implementing process improvement across the shops and throughout depot operations.  Through their guiding efforts, we will provide the foundation to pioneer changes to processes and technologies that will enable a culture of continuous improvement and help transform the depots into a more responsive, predictable, and streamlined logistics environment.

Appendices

Appendix A. Initial Trailblazer Schedule
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Task Name

Dur

%

Start

Finish

53

Plan and Execute Trailblazers

327 d

2%

Fri 10/3/03

Tue 2/8/05

54

Planning Phase

43 d

99%

Fri 10/3/03

Fri 12/5/03

55

Develop Trailblazer Concept and Project Plan

9 d

100%

Fri 10/3/03

Thu 10/16/03

56

Publish DRAFT Trailblazer Project Plan

1 d

100%

Fri 10/17/03

Fri 10/17/03

57

Conduct Trailblazer Planning Conference

6 d

100%

Wed 11/12/03

Wed 11/19/03

58

Revise and Republish Trailblazer Project Plan

9 d

100%

Thu 11/20/03

Wed 12/3/03

59

Approved Trailblazer Project Plan

2 d

100%

Thu 12/4/03

Fri 12/5/03

60

Assessment Phase

46 d

0%

Thu 11/20/03

Fri 1/30/04

61

Preparation for Assessments

32 d

0%

Thu 11/20/03

Fri 1/9/04

62

Assessment Team Activities

19 d

0%

Fri 12/5/03

Tue 1/6/04

63

Receive Metrics Feedback for all trailblazer teams

1 d

0%

Fri 12/5/03

Fri 12/5/03

64

Receive Metrics Data (Oct 03, Nov 03) from all Trailbalzer Teams

0 d

0%

Mon 1/5/04

Mon 1/5/04

65

Receive routing plans for Assessment Teams from all Trailblazer Teams

0 d

0%

Mon 1/5/04

Mon 1/5/04

66

Telecon for Assessment

1 d

0%

Tue 1/6/04

Tue 1/6/04

67

Change Management Activities

32 d

0%

Thu 11/20/03

Fri 1/9/04
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68

Engine (OC-ALC) Preparation Activities

32 d

0%

Thu 11/20/03

Fri 1/9/04

69

ALC Prep activities

32 d

0%

Thu 11/20/03

Fri 1/9/04

70

Provide Metrics Feedback to LGPI

1 d

0%

Fri 12/5/03

Fri 12/5/03

71

Collect and Forward Metrics Data (Oct 03, Nov 03) to LGPI

0 d

0%

Mon 1/5/04

Mon 1/5/04

72

Provide routing for Assessment Teams to LGPI

0 d

0%

Mon 1/5/04

Mon 1/5/04

73

Landing Gear (OO-ALC) Preparation Activities

32 d

0%

Thu 11/20/03

Fri 1/9/04

74

ALC Prep activities

32 d

0%

Thu 11/20/03

Fri 1/9/04

75

Provide Metrics Feedback to LGPI

1 d

0%

Fri 12/5/03

Fri 12/5/03

76

Collect and Forward Metrics Data (Oct 03, Nov 03) to LGPI

0 d

0%

Mon 1/5/04

Mon 1/5/04

77

Provide routing for Assessment Teams to LGPI

0 d

0%

Mon 1/5/04

Mon 1/5/04

78

F-15 PDM (WR-ALC) Preparation Activities

32 d

0%

Thu 11/20/03

Fri 1/9/04

79

ALC Prep activities

32 d

0%

Thu 11/20/03

Fri 1/9/04

80

Provide Metrics Feedback to LGPI

1 d

0%

Fri 12/5/03

Fri 12/5/03

81

Collect and Forward Metrics Data (Oct 03, Nov 03) to LGPI

0 d

0%

Mon 1/5/04

Mon 1/5/04

82

Provide routing for Assessment Teams to LGPI

0 d

0%

Mon 1/5/04

Mon 1/5/04
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83

Avionics (WR-ALC) Preparation Activities

32 d

0%

Thu 11/20/03

Fri 1/9/04

84

ALC Prep activities

32 d

0%

Thu 11/20/03

Fri 1/9/04

85

Provide Metrics Feedback to LGPI

1 d

0%

Fri 12/5/03

Fri 12/5/03

86

Collect and Forward Metrics Data (Oct 03, Nov 03) to LGPI

0 d

0%

Mon 1/5/04

Mon 1/5/04

87

Provide routing for Assessment Teams to LGPI

0 d

0%

Mon 1/5/04

Mon 1/5/04

88

Conduct Assessments

14 d

0%

Mon 1/12/04

Fri 1/30/04

89

Complete Final Preparations for Assessments

1 d

0%

Mon 1/12/04

Mon 1/12/04

90

Conduct Engine (OC-ALC) Assessment

2 d

0%

Tue 1/13/04

Wed 1/14/04

91

Provide Outbrief to OC-ALC Leadership

0 d

0%

Wed 1/14/04

Wed 1/14/04

92

Conduct Landing Gear (OO-ALC) Assessment

3 d

0%

Mon 1/19/04

Thu 1/22/04

93

Provide Outbrief to OO-ALC Leadership

0 d

0%

Thu 1/22/04

Thu 1/22/04

94

Conduct Avionics (WR-ALC) Assessment

2 d

0%

Mon 1/26/04

Tue 1/27/04

95

Provide Outbrief to WR-ALC Leadership

0 d

0%

Tue 1/27/04

Tue 1/27/04

96

Conduct F-15 PDM (WR-ALC) Assessment

3 d

0%

Wed 1/28/04

Fri 1/30/04

97

Provide Outbrief to WR-ALC Leadership

0 d

0%

Fri 1/30/04

Fri 1/30/04
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98

Trailblazer Integration

240 d

0%

Wed 2/11/04

Fri 2/4/05

105

Engines Trailblazer Detailed Tasks (OC-ALC)

249 d

0%

Mon 2/2/04

Tue 2/8/05

106

Conduct Engines Trailblazer Gap-Fit/Detailed Planning

7 d

0%

Mon 2/2/04

Tue 2/10/04

107

Develop Initial Plan

1 d

0%

Mon 2/2/04

Mon 2/2/04

108

Review/Follow-up on Initial Plan

5 d

0%

Tue 2/3/04

Mon 2/9/04

109

Finalize Detailed Action Plan

1 d

0%

Tue 2/10/04

Tue 2/10/04

110

Fix/Implement (Execute Engines Trailblazer Detailed Plan)

242 d

0%

Wed 2/11/04

Tue 2/8/05

111

Final Prep for Value Stream Mapping

5 d

0%

Wed 2/11/04

Wed 2/18/04

112

Conduct Value Stream Mapping

5 d

0%

Thu 2/19/04

Wed 2/25/04

113

Execute Detailed Trailblazer Action Plan

110 d

0%

Thu 2/26/04

Fri 7/30/04

114

6 month Reassessment

1 d

0%

Mon 8/2/04

Mon 8/2/04

115

Execute Detailed Trailblazer Action Plan

120 d

0%

Tue 8/3/04

Mon 2/7/05

116

12 month Reassessment

1 d

0%

Tue 2/8/05

Tue 2/8/05
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117

Landing Gear (OO-ALC)

249 d

0%

Mon 2/2/04

Tue 2/8/05

118

Conduct Landing Gear Trailblazer Gap-Fit/Detailed Planning

7 d

0%

Mon 2/2/04

Tue 2/10/04

119

Develop Initial Plan

1 d

0%

Mon 2/2/04

Mon 2/2/04

120

Review/Follow-up on Initial Plan

5 d

0%

Tue 2/3/04

Mon 2/9/04

121

Finalize Detailed Action Plan

1 d

0%

Tue 2/10/04

Tue 2/10/04

122

Fix/Implement (Execute Landing Gear Trailblazer Detailed Plan)

242 d

0%

Wed 2/11/04

Tue 2/8/05

123

Final Prep for Value Stream Mapping

5 d

0%

Wed 2/11/04

Wed 2/18/04

124

Conduct Value Stream Mapping

5 d

0%

Thu 2/19/04

Wed 2/25/04

125

Execute Detailed Trailblazer Action Plan

110 d

0%

Thu 2/26/04

Fri 7/30/04

126

6 month Reassessment

1 d

0%

Mon 8/2/04

Mon 8/2/04

127

Execute Detailed Trailblazer Action Plan

120 d

0%

Tue 8/3/04

Mon 2/7/05

128

12 month Reassessment

1 d

0%

Tue 2/8/05

Tue 2/8/05
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129

Avionics (WR-ALC)

249 d

0%

Mon 2/2/04

Tue 2/8/05

130

Conduct Avionics Trailblazer Gap-Fit/Detailed Planning

7 d

0%

Mon 2/2/04

Tue 2/10/04

131

Develop Initial Plan

1 d

0%

Mon 2/2/04

Mon 2/2/04

132

Review/Follow-up on Initial Plan

5 d

0%

Tue 2/3/04

Mon 2/9/04

133

Finalize Detailed Action Plan

1 d

0%

Tue 2/10/04

Tue 2/10/04

134

Fix/Implement (Execute Avionics Trailblazer Detailed Plan)

242 d

0%

Wed 2/11/04

Tue 2/8/05

135

Final Prep for Value Stream Mapping

5 d

0%

Wed 2/11/04

Wed 2/18/04

136

Conduct Value Stream Mapping

5 d

0%

Thu 2/19/04

Wed 2/25/04

137

Execute Detailed Trailblazer Action Plan

110 d

0%

Thu 2/26/04

Fri 7/30/04

138

6 month Reassessment

1 d

0%

Mon 8/2/04

Mon 8/2/04

139

Execute Detailed Trailblazer Action Plan

120 d

0%

Tue 8/3/04

Mon 2/7/05

140

12 month Reassessment

1 d

0%

Tue 2/8/05

Tue 2/8/05
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141

F-15 PDM (WR-ALC)

249 d

0%

Mon 2/2/04

Tue 2/8/05

142

Conduct F-15 PDM Trailblazer Gap-Fit/Detailed Planning

7 d

0%

Mon 2/2/04

Tue 2/10/04

143

Develop Initial Plan

1 d

0%

Mon 2/2/04

Mon 2/2/04

144

Review/Follow-up on Initial Plan

5 d

0%

Tue 2/3/04

Mon 2/9/04

145

Finalize Detailed Action Plan

1 d

0%

Tue 2/10/04

Tue 2/10/04

146

Fix/Implement (Execute F-15 PDM Trailblazer Detailed Plan)

242 d

0%

Wed 2/11/04

Tue 2/8/05

147

Final Prep for Value Stream Mapping

5 d

0%

Wed 2/11/04

Wed 2/18/04

148

Conduct Value Stream Mapping

5 d

0%

Thu 2/19/04

Wed 2/25/04

149

Execute Detailed Trailblazer Action Plan

110 d

0%

Thu 2/26/04

Fri 7/30/04

150

6 month Reassessment

1 d

0%

Mon 8/2/04

Mon 8/2/04

151

Execute Detailed Trailblazer Action Plan

120 d

0%

Tue 8/3/04

Mon 2/7/05

152

12 month Reassessment

1 d

0%

Tue 2/8/05

Tue 2/8/05


Appendix B. Detailed Assessment Process

The Trailblazer Shop Owner Activities 

1) Collect baseline metrics data for October, November and December 03 (see attached metrics list) and provide to HQ DMT and assessment team members no later than 2 weeks before team arrival.

2) Brief impacted ALC personnel – this will include at a minimum the MA, all 3-ltr MA Division chiefs one week before assessment team arrives.

3) Brief affected shops and personnel on the Trailblazers and upcoming assessment.  This will include the who, what, when, why, and how of the assessment.  LGPX will provide the basic briefing with the ALCs tailoring as appropriate

4) Provide supervisors of affected shop an advance copy of the assessment form.

5) Complete actions to obtain access for the visitor participants (badges, clearances, passes) and develop routing for the four individual teams to use when they are in the shop (routing to be provided to HQ no later than 5 Jan 04).

6) Obtain six digital cameras; one for each team 

7) Other change management activities – TBD

Process for completing the assessment

1) The team will spend the first 30 minutes in-briefing the shop.  The brief should be kicked-off by the MA or CD.  The team will be introduced and the Assessment team leader will give a brief overview.

2) The team will then take a tour of the shop to learn the shop layout and general process flow.

3) The team will then break-up into four smaller teams with members assigned to one of four focus areas (culture, product support, process improvement, IT).  The teams will use a DMT Trailblazers Assessment Tool (see Appendix D.) to evaluate the shops.  

4) In the evening the four focus areas will convene to discuss observations, document positive areas and those needing improvement, then come to consensus on rating for their area of the assessment.

5) The input from the four focus groups will be combined to form the backbone of the outbrief.

6) The morning after the assessments will be used to revisit the shops as needed to gather additional information or conduct additional interviews.  This time will also be used to finalize the assessment document and the outbrief.

7) The outbrief will be scheduled for late morning or early afternoon with the MA/CD/ and/or CC as well as all personnel who attended the inbrief.
	Appendix C. Trailblazer Metrics Summary

	+
	+ Measures from Shops (current chart or name)
	
	
	
	

	Goal
	Why
	Trailblazer Metric
	Standard Definition
	F-100 Engines
	Avionics
	PDM
	Landing Gear

	100% on Time Delivery
	Are we late.
	Percent on time
	On-time schedule performance: A measure (percentage) of meeting the customer’s originally negotiated delivery request date. Performance can be expressed as a percentage based on the number of orders, line items, or dollar value shipped on time. 
	 
	 
	* Due Date Perf.
	+ % on time based on due date

	 
	Delete - Need business rule to cover this
	Average % of Standard Days late
	 
	 
	 
	+ Ave. days late (Dashboard)
	 

	 
	Health of the weapon system
	Number of Backorders
	 backorder   : An unfilled customer order or commitment. A backorder is an immediate (or past due) demand against an item whose inventory is insufficient to satisfy the demand.
	+ BO Trend
	+ BO Reduction Goal
	Not applicable to PDM
	+ BO Trend

	Reduce flow days 25%
	To be used with Percent on-time
	Total Flowdays
	Total Flow Days = Ship Date - Induction Date
	+ Flow Day Metric
	+ Flow Day Metric
	+ Flow Day Metric
	+ Flow Day Metric

	 
	Reduce the number of units in shop
	WIP
	All items classified as On Workorder (OWO) (includes T-jobs, FMS, job-routed items, AWP, etc).
	+ OWO Target vs. Actual
	+ WIP Chart
	+ Culpepper Dashboard
	+ OWO Target
+ Target level by component

	Reduce Costs 10%
	 
	Labor
	DMAPS – TBD (OPR  Larry Birri)
	+ Labor Target vs. Act.
+ DMAPS Charts
	+ Target Charts
+ DMAPS Charts
	+ DMAPS Charts
	+ DMAPS Charts

	 
	 
	Material
	DMAPS – TBD (OPR  Larry Birri)
	+ DMAPS
	+ DMAPS
	+ DMAPS
	+ DMAPS

	 
	 
	Other
	DMAPS - TBD (OPR  Larry Birri)
	+ DMAPS
	+ DMAPS
	+ DMAPS
	+ DMAPS

	 
	Measure the impact of adding additional personnel to the shop
	Productivity
	= # good items produced  /  # people (includes pre-production cell, production cell & production support cell)
	 
	+ Productivity Chart
	 
	 

	Reduce Defects by 25%
	 
	External
	Use handout from CofS Metrics
	* Engine Quality
* Module/Rotor Qual
	* Exchangeable QDR
	* Qual. Defect Rate
	* Exchangeable QDR

	 
	 
	Internal
	TBD - shops must define
	 
	+ Failures on Testers
+ RTOK
	 
	+ Access DB-Plating only


Appendix D. Assessment TooL








































�LGPI is the PM and the integrator we are the support.  Sean has the final decision and we support him.
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