Hill Air Force Base, UT
OO-ALC/MANL Transformational Program

Attachment 1 - Statement of Objectives
Introduction

The Air Force Materiel Command (AFMC) has embarked on a mission to transform its Maintenance, Repair and Overhaul (MRO) organizations.  The intent of this transformation is to implement the directives of the Undersecretary of Defense for Acquisition, Technology and Logistics’ Business Initiatives Council (BIC).  The BIC has a directive to “rewrite” organizational business practices using private sector-inspired ideas and methods in transforming the DoD into a more efficient organization for the 21st century. 

Additionally, AFMC’s Depot Maintenance Reengineering and Transformation (DMRT) effort is driving a complete review of Depot Maintenance operations to improve warfighter support and financial performance.  This project is to be completed from FY05 – FY08. The review centers on improving eight areas of depot maintenance operations:

· Workload/Production

· Financial Operations 

· Infrastructure

· Organizational Structure

· Workforce Management

· Materiel Support

· Information Technology

· Balanced Metrics 

In March 2003, the Directorate of Maintenance (MA) for the Ogden Air Logistics Center (OO-ALC) initiated a process improvement project  to dramatically improve the entire operation of the product lines located in Buildings 505, 507 and 510. 
A joint government integrated product team of contracted consultants conducted a study and developed the OO-ALC Master Transformational Plan, completed in September 2003.  This study focused on three buildings and presented an overview of current operations and defined a lean/cellular concept for the redesign/modification of both the facility infrastructure and the MRO system.  A top-down approach was used to examine the entire landing gear refurbishment and repair operation as a whole system, rather than individual process units.  Based on that study, MA adopted a baseline encompassing new system performance capabilities found in modern aerospace lean/cellular maintenance facilities.

Problem Statement

Existing OO-ALC depot maintenance production methodologies must be flexible to meet current and forecasted demand requirements.  The OO-ALC supporting facility infrastructure, equipment, processes and personnel are operating with less than optimal flow processes, facility constraints, and outdated equipment.  The current methods of production are batch-and-queue in nature, task-oriented, and functionally isolated.  OO‑ALC MRO systems are designed and arranged as separate system elements, resulting in excessive parts travel time and distance.  Most of the industrial processing equipment is aging and in need of refurbishment or replacement.  Current industrial equipment is 1970s/1980s vintage, and prone to excessive downtime due to long lead supply items, out-of-business vendors, and obsolete parts.  To meet current and forecasted production requirements, it is necessary to improve process flow, reduce flow time, increase availability of critical skills, and upgrade, modify or purchase new equipment to eliminate existing production constraints.

Objectives

Program Objectives

The objective of this effort is to:  

A. Reduce:

1. Flow days/Turn-around Time (TAT)

2. Inventory of consumable materiel
3. Operational costs (direct and indirect)

4. Work-in-process (WIP)

B. Improve:

1. War readiness levels

2. Employee morale and efficiency

3. Workload productivity

4. Organizational structure

5. Quality

 C.  Increase Operational Capability:

1. Reduce the “footprint” of current operations to create opportunities for repatriation of work or introduction of new work within each Strategic Business Unit (SBU).

This program will transform the existing production environment from a process-oriented to a product-oriented flow, using the best cellular design methodology available, and repatriating all processes required to support the core product lines.  The program’s end-product will be multiple projects that establish a new system performance capability found in modern aerospace lean/cellular MRO facilities.

Contract Objectives 

The objective of the OO-ALC MRO System Modification Program is for the offerors to fully integrate with Air Force personnel in a team environment to design, develop, produce, reconfigure, implement and deliver a phased modification program that will facilitate the goals and expectations of the directorate, as defined in the program objectives.  The OO-ALC/MANL transformational team will serve as the overarching decision-making body composed of people from various levels within the organization (mechanics, technicians, engineers, environmental management representatives, planners, schedulers, and lower-, mid-, and upper-level managers).   
Management Objectives

The government must maintain clear visibility into the program schedule, performance, and risks.  This transformation must be accomplished while maintaining Air Force production requirements.

The objective is to allow the offeror maximum flexibility to innovatively manage the program schedule, performance, risks, warranties, subcontracts, and data to produce an OO-ALC MRO System Modification program that satisfies the user’s performance requirements.  The program will be required to improve the MRO processes and facilitate change through transformational activities that increase product throughput, reduce production cost, reduce inventory, and provide an infrastructure capable of accommodating future workload within the current facility.  

Program Scope

The scope of the MRO System Modification Program is to design, develop, construct, install, and implement a dramatically improved operation within 30 months.  The program will address a lean/cellular transformation of MRO for aircraft landing gear, commodities, and software related to the support of landing gear and commodities, with the implementation phase specifically addressing the rebuilding and refurbishment of C-5, B-1, B-2, KC-135, B-52, C-130, F-16, F-15, F-4, T-38, A-10, and future workloads to be defined.  Commodities will be addressed as they impact landing gear refurbishment production lines (or as stand-alone business units) as they are disrupted in the transformation process.  Support software will be addressed only as necessary to meet program objectives and only if the solution integrates with current legacy systems.  This program is necessary to meet the OO-ALC objective of affordable increased throughput and decreased production time, flow days, distance parts traveled, WIP, and cost to meet current and forecasted production requirements. 

Phase 1 – Wheels & Brakes 

Phase 1 calls for the offeror to design, construct, install, implement and deliver a lean/cellular-based MRO system for the Wheels and Brakes SBU.  This SBU is expected to have four production cells
 and one support/supply cell
.  These cells will occupy approximately 44,000 ft² of floor space in B510.  Design and implementation of this SBU will run concurrently with that of the cleaning operations (a separate cell), and relocation of the manufacturing workload (final redesign of the manufacturing operation will occur at the end of the project).  

During implementation of the Wheels & Brakes SBU, the priority will be to design and implement cleaning, anodizing, and NDI lines required for a stand-alone operation; B510 would then be independent of operations in B507.

Areas likely to be affected by implementation of the Wheels & Brakes SBU are the office mezzanine and the two-story maintenance building.  As identified, these structures will be removed by the offeror to make room for production space and improve the appearance of the facility.  An added benefit of implementing the Wheels & Brakes SBU first will be the newly available pockets of swing space that will become available throughout B507 once the work moves to B510.  This will make the remaining SBU implementations easier and less costly.

Phase 2 – Fighters SBU 

Phase 2 calls for the offeror to design, construct, install, implement and deliver a lean/cellular-based MRO system for the Fighters landing gear refurbishment SBU. 
The Fighters SBU  is expected to have five production cells that will occupy approximately 47,000 ft² of floor space at the south end of B507 and another 12,000 ft² in B505.  B505 will house the Fighters plating prep operations.  The weapon systems this SBU will support are the F-16, F-15, F-4, T-38 and A-10, with additional future workload as new weapon systems come on-line for repair and refurbishment. 

Phase 3 – Cargo/Bombers SBU 

Phase 3 calls for the offeror to design, construct, install, implement and deliver a lean/cellular-based MRO system for the Cargo/Bomber SBU. 

This SBU is expected to have six production cells, will occupy approximately 70,000 ft² of floor space in B507, and another 24,000 ft² in B505.  B505 will house the Cargo/Bombers plating prep operations.  The weapon systems that this SBU will support are the KC-135, B-52 and C-130.

Phase 4 – Heavy Lifters SBU 

Phase 4 calls for the offeror to design, construct, install, implement and deliver a lean/cellular-based MRO system for the Heavy Lifter SBU. 

This SBU is expected to have six production cells, will occupy approximately 53,000 ft² at the north end of B507, and 12,000 ft² in B505.  B505 will house the Heavy Lifters plating prep operations.  Once this SBU is implemented, most of the heavy, large equipment will be moved to its final location.  Areas of swing space in B505 will allow the Heavy Lifters plating prep areas to be reorganized and implemented in that building.  The weapon systems this SBU will support are the B-1, B-2, C-17 and C-5, with additional future workload pending.

Phase 5 – Plating and Manufacturing SBU 

Phase 5 calls for the offeror to design, construct, install, implement and deliver a lean/cellular-based MRO system for the Manufacturing SBU. 

During the final phase of the project, the plating prep area will be completed once the remaining grinding equipment is moved from B505 to its permanent location within the heavy lifter SBU in B507.  Also during this phase and final year of the redesign, the manufacturing workload will be analyzed.  By this time, the manufacturing workload to support will be fully identified.  The equipment brought to B507 from its original location in B510 will be evaluated and an overall redesign plan will be developed; this will be the last area within MANL to be fully implemented.







































�	The final number of production cells is determined during detailed cell design. 


� 	It is anticipated every SBU (except manufacturing) will have a support/supply cell in addition to its production cells.  
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