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1.  Scope


    


The purpose of this document is to provide an implementation plan for the electronic capture of paper-based technical orders and subsequent resource decentralization.





2.  Background


    


WR-ALC has the responsibility for providing in excess of 40,000 different Technical Orders (TOs) to more than 22,000 ZIP Code addresses worldwide.  Over 80,000 square feet of warehouse space is required to maintain this volume of technical orders.  All TOs have active warehouse locations with high usage rate or large/


bulky items located in one of 2,000 bulk storage areas.  In addition to the warehousing requirement is the configuration control of TOs including the editorial updates/changes, printing, and distribution.  





The inability to supply technical orders in a timely manner will adversely affect the quality maintenance and flight procedures used by the field to accomplish the assigned mission.  Field units cannot afford to sacrifice quality due to lack of technical orders.  Today’s dynamic operational environment, including the diversity of missions, numerous production engineering changes, and simultaneous field modifications by a variety of Air Force activities and government contractors, has aggravated an already difficult situation.  The TO data supporting WR-ALC assigned systems are corrupted for the same reasons--multiple agencies responsible for creating and changing the TO data to support changing configurations and missions.  The situation is further complicated by many factors, including (a) the continuing reductions in manpower and experience throughout the WR-ALC community, (b) the antiquated support systems for tracking and controlling development and maintenance of TO data, and (c) the decline in participation by responsible agencies in the modification process and resultant loss in functional evaluations of and coordination on TO requirements.


3.  Implementation


    


WR-ALC currently is implementing a plan that will provide the Weapon System Single Manager (SM) the complete capability to acquire, develop, distribute, and sustain support documentation including maintenance, flight, and commodity technical orders.  For an IWSM organization to survive and be able to present a “single face to the user”, several areas have to be understood and supportable by the SM, including (a) editorial contracts, (b) publication processes and functions, (c) resource requirements (manpower and funds), and (d) automated management and publication support.  The WR-ALC plan is developed to provide a cohesive plan for migrating from paper to digital data in less than 3 years. 





There are three major tasks associated with migrating a paper- based technical order system to an SM controlled digital database support system.  They are 1) capturing all legacy data through digitization to provide data base population for view/print/


distribution on demand, 2) implementation of the JCALS tools to facilitate changes along with work flow management and configuration control, and 3) implementation of a reengineered concept to allow Weapon Systems SMs to have total oversight of the acquisition and sustainment of support data.  





The first task is divided into two phases with the first phase, the index raster capture of legacy data, being presently on contract.  The system design and installation of equipment are being worked in accordance with the plan defined in the Statement of Work.  Actual data capture is scheduled to begin by August 1995, with a 6-month projected completion date.  The second phase of the task will be in conjunction with the AFCPO effort for Portable Document File conversion.  See Appendix A for milestone schedule.





Task two has had WR-ALC actively prototyping the JCALS system since Jul 93.  During Jan 95, the first site activation meeting was completed with the second site activation meeting scheduled to be held 27-28 Jun 95.  After the operational testing period and the installation of the ACPINS and Security Assistance Technical Order Data System (SATODS) software, JCALS will be baselined for the Air Force as a fully functional system.  This is scheduled to be completed by Jun 96.  Local deployment of JCALS functions is scheduled to be completed by Feb 97.  See Appendix B for milestone schedule.





Task three will provide the SMs with acquisition/sustainment and budgeting functions for the support of assigned weapon systems and commodities.  An IPT has been chartered to develop and implement a decentralization plan to comply with the AFMC approved CONOPS.  The IPT will continue working to provide a central procurement of required hardware and software, develop an equipment installation and training plan, and advocate implementation of a prioritized resource transition plan.  The goal is to have full digital data management/change capability by Jan 97 with resource decentralization by Aug 97.  See Appendix C for milestone schedule.





4.  Digital Data Capture Priority


	


The following list is the priority for digital data capture and for transition to SM control.





	C-130


	F-15


	Electronic Warfare (EW)


	Space and Missile


	H-53


	H-60


	H-1


	H-3


	C-141


	Vehicles


	Commodities


�
5.  Budget/Funding  





Through an IPT, WR-ALC has been working technical order funding issues since Apr 94.  A budget requirement has been established for each SM organization through the use of a complex budgeting matrix developed by the IPT.  (See Appendix D).  Funding requirements for FY97-01 POM have been developed and submitted for each of these organizations.  Responsibility can be transferred to the SM at the same time acquisition/sustainment of the technical orders are transitioned.  The WR-ALC goal for full transition is Aug 97.





6.  RESOURCE REQUIREMENTS - MANPOWER





The Primary Management Responsibility (PMR) for the technical orders, prime at WR-ALC, will be addressed with a phased approach.  The WR-ALC SM for specific technical orders series has been identified as the product director.  The SM is, therefore, responsible for the determination of those technical orders specifically under his/her responsibility.  Once the specific technical orders for each product directorate (PD) have been identified, a phased approach will be implemented to determine the PMR transfer.  





In conjunction with the operation of the Decentralization Technical Order Concept of Operations IPT (DTO-CONOPS IPT), an evaluation of this CONOPS will be implemented, selecting one PD to serve as an evaluation case to which the first Technical Order Manager Agency (TOMA) will be matrixed.  This manager will remain assigned to TI but will be matrixed to the participating PD until the PMR transfer.  The TI Technical Data Branch (WR-ALC/TILT) will remain responsible for the support of all TOMA functions to include, but not limited to, control desk functions, distribution, and SATODS operations.  The TOMA will be physically located and will perform all functions from within the SM PD.  From this advantage point, the TOMA will be more readily aware of discrepancies, problems, and difficulties not readily encountered under the present operation.





WR-ALC/TILT will be responsible for recording and tracking information gathered by this operation.  This information will be used by the DTO-CONOPS IPT to determine actual PE requirements for the given organization.  Once the requirements are determined, additional PEs may be matrixed, dependent upon availability, or justifiable manning requirements may be established.  Using information gathered by this effort, the IPT will be able to determine resource requirements for each PD with accuracy and dependability.





The existing TI Technical Data function will serve as the "Home Office" in support of this PMR until such time as the PMR transfer is completed or personnel are depleted to the point management no longer feels support is profitable.





7.  Implementation Plan Updates





This document is considered a living document, subject to updates and maintenance to reflect the phases of implementation gained through planning and achieving the outlined objectives of this plan.





