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Public Communication Plan

1. Purpose
This plan outlines actions and responsibilities for effectively communicating AETC Studies and Analysis Squadron preliminary planning process.  Proactive public communication programs provide people factual information about the implications of the competitive sourcing preliminary planning process and its impact on Randolph AFB members and the community surrounding the installation.  Keeping the Randolph AFB work force and local community informed about competitive sourcing programs help quell rumors and misinformation, which can hurt morale.

2. Situation
a. Background:  An A-76 study is a competition of government-operated activities and the private sector to determine whether commercial activities can be done more economically and efficiently by federal civilians or private contractors. Commercial activities are functions providing a product or service readily obtainable from the private sector.   Competitive sourcing has been a federal policy since the 1950s.  The competitive sourcing initiative is a DoD priority to reduce operating costs while improving the way DoD does business and as an important by-product, to generate savings for modernization.

b. Current Situation:

(1) On 29 May 03, the Office of Management and Budget (OMB) reissued its A-76 circular significantly changing the A-76 process.  The revised circular mandates a preliminary planning process before beginning a cost comparison.  The purpose of preliminary planning is to study the feasibility and benefits of doing an A-76 study and if so, to determine the specific scope of the study.
(2) On 1 January 2004, AETC/SAS entered into the preliminary planning process.  It is expected a competitive sourcing decision will be made in the March/April 2004 timeframe.

(3) The preliminary planning process at AETC/SAS evaluates functions for competitive sourcing potential.   The scope of the preliminary planning research will encompass the Studies and Analysis Squadron is organized into three flights: The Command Studies (CS) flight, The Test and Evaluation (TE) flight, and The Technology Innovation (TI).  
3. Assumptions
a. The Studies and Analysis Squadron Commander is ultimately responsible for providing information to civilian workers, active duty military members, commanders, military and civilian supervisors affected by preliminary planning.

b. The Public Communication office is the primary means through which the commander communicates with internal and public audiences.

c. Preliminary planning has the potential to be misunderstood by service members, DoD civilians and the public at large.

d. Misunderstanding caused from lack of knowledge about the preliminary planning process may cause damage to community relations.

e. Public Communication must assist the media in obtaining accurate information with minimal delay.

f. Effectively communicating basic facts about the preliminary planning process to the media will foster public understanding and support for the competitive sourcing program.

g. The SAS/CC must ensure factual information is readily available to public audiences.

h. Though we are in preliminary planning process and not an A-76 study, the public will still want to know about the entire OMB A-76 process.

4. Objectives
a. Maintain and increase awareness and understanding of the preliminary planning process.

b. Develop appreciation for the need and value of preliminary planning.
c. Inform the public and Randolph AFB work force of preliminary planning milestones, processes and planned actions.

5. Audiences
a. Internal Audiences:

(1) Primary audiences are civilian workers and active duty military members
(2) Families of the civilian and military employees

(3) General audiences within Randolph AFB, AETC and throughout the Air Force

(4) Existing contractor employees

(5) Retirees

b. Public Audiences:

(1) Business, civic, and government leaders in San Antonio and surrounding communities

(2) Residents of the greater San Antonio area

(3) News media

6. Key Messages
a. Overarching Theme:  Preliminary Planning is not an A-76 cost comparison.  It is a mandated process enabling an organization to arrive at the best competitive sourcing decision.  Preliminary planning may lead to a cost comparison decision.

b. Key Messages:

(1) Preliminary planning is not in an A-76 cost comparison.

(2) Preliminary planning is mandated by the OMB Circular A-76.

(3) Preliminary planning may lead to a cost comparison decision.

(4) The competitive sourcing decision will be announced after 1 Apr 04.

(5) A significant issue during preliminary planning and any subsequent cost comparison will be the avoidance of any appearance of conflict of interest.  It is AETC policy that all personnel who worked on the previous agency tender in any capacity be excluded from this effort.

7. Strategies
a. The SAS/CC shall be the chief spokesperson.  As needed, AETC/XPM will address internal and public audiences and keep the work force appraised of preliminary planning milestones, processes and planned actions.

b. Public Communication activities will be an integral component throughout all phases of the competitive sourcing process.

c. Authority to release information will be kept at the lowest level possible.  If the information impacts only the SAS, the SAS commander will retain release authority.  Issues that reflect on AETC or Air Force will be referred to the appropriate authority for response.

d. Release of information shall be based on full disclosure, with the following exception:  Actual outsourcing initiatives (A-76 studies) not yet announced to Congress or Air Staff.

e. Proactive public communication programs shall be conducted to alleviate unnecessary concerns among the base population and local community members about preliminary planning.  The news media, base population, community leaders and members, and retirees are target audiences.

f. Public Communication actions shall facilitate media interviews with SAS/CC, AETC/XPM, senior leaders, and commanders at all levels; keep the public informed about preliminary planning through news releases and public announcements; and keep the Sheppard work force informed through internal information channels.

8. Tactics
a. AETC/PA shall:

(1) Develop, coordinate, and communicate command messages through internal and external channels.

(2) Coordinate media interviews with AETC representatives.

(3) Prepare, coordinate, and disseminate news releases about SAS preliminary planning actions.

(4) Prepare, coordinate, and disseminate internal news articles and editorials about the SAS preliminary planning process.

(5) Provide guidance to and advise wing leadership about the appropriate public communication actions in relation to competitive sourcing actions and issues.

(6) Ensure internal information programs provide base personnel with timely, factual, and relevant information.

(7) Respond to media requests with timely, factual information about preliminary planning actions.

(8) Keep community leaders informed about preliminary planning issues.

(9) Work closely with the AETC/XPM to coordinate competitive sourcing actions.

b. AETC/XPM will:

(1) Provide an A-76 telephone, email and web hotline for receiving questions and queries from Randolph personnel and the general public.

(2) Provide Public Communication with timely news articles, editorials, and other information relevant to assist PC in communicating key messages and themes to appropriate publics.

(3) Serve as a key coordinating agent for all releasable information.
Attachment 1:  Questions & Answers
Q1. What is preliminary planning and why are we doing it at this time?

A1. Preliminary planning enables us to fully look at our organization and “lean forward” by correctly identifying authorizations for strategic sourcing (A-76, privatization, and management re-engineering).  Preliminary planning has always been an option; however, now it is mandatory.  Through this process we should be able to fully plan this project and implement it in a much shorter overall time.

Q2. What is an A-76 study and how does it work?

A2. An A-76 study is a competition of government-operated activities and the private sector to determine whether commercial activities can be done more economically and efficiently by contract or an in-house workforce.  The Office of Management and Budget issued guidance, in a 1966 Congressional Circular by the same name, to govern cost competitions between government-operated commercial activities and the private sector.  A-76 studies fall into two categories – streamlined competition or standard competition. In a streamlined competition, an activity can be converted directly to contract once cost effectiveness is proven and the activity contains 10 or fewer civilians.  Any function with more than 10 civilians must undergo a standard competition – the second type of study.   In a standard competition, the government develops a most efficient organization (MEO) to compete against the private sector.

Q3. If the Air Force decides to go with a contractor; what happens next?

A3. The decision is subject to review of any appeals that may be submitted by affected government employees and their unions. Interested parties who wish to appeal the decision must address costing issues and noncompliance with Office of Manpower and Budget Circular A-76.  The appeals must reference the specific deviation from the established costing procedure and identify documentation to support the claim.  All appeals must be submitted in writing to the contracting office at Headquarters Air Education and Training Command, Randolph AFB, Texas.  If appeals are denied and the decision is upheld, a contract will be awarded. If appeals are sustained and the decision is reversed, the government will implement its in-house civilian “most efficient organization.”

Q4. If the Air Force decides to keep its in-house workforce; what happens next?

A4. The decision is subject to review of any appeals that may be submitted by competing contractors.  Interested parties who wish to appeal the decision must address costing issues and noncompliance with Office of Management and Budget Circular A-76.  The appeals must reference the specific deviation from the established costing procedure and identify documentation to support the claim.  All appeals must be submitted in writing to the contracting office at HQ AETC, Randolph AFB, Texas.   If appeals are denied and the decision is upheld, the government will implement its in-house civilian “most efficient organization.” If appeals are sustained and the decision is reversed, a contract will be awarded. 

Q5. What is the difference between "Competitive Sourcing" and "Privatization?" 

A5. Competitive Sourcing is an initiative to maximize cost-effectiveness and efficiency, and enhance mission capability by taking advantage of services available through the commercial sector (commercial activities). A function that is competitively sourced and maintained in-house will be converted to a civilian (DoD) workforce. In either case, the government retains responsibility and control of the function, either through service contracts or the DoD civilian Most Efficient Organization (MEO). 

Privatization is the transfer of control/ownership of a target business asset and/or the associated activity from the public to the private sector. In this case, the government gives up responsibility for and control of the function. Privatization is also characterized by the shift from public to private capital for the fundamental, long-term financial investment required to sustain the privatized activity. 

Q6. Is Competitive Sourcing an Air Force initiative, or is the entire DoD participating? 

A6. Competitive Sourcing has been federal policy since the 1950s. The competitive sourcing initiative is a DoD priority to allow us to become more efficient and effective in providing support. It also frees up military personnel and allows us to concentrate on core competencies; more "tooth-to-tail." It also frees up declining dollars to sustain readiness, fund force modernization, and improve quality of life.

Q7. What is a most efficient organization (MEO)?

A7. During an A-76 study cost comparison study, the government has the opportunity to compete with commercial firms to provide a service.  When a government activity develops a proposal to compete for a contract, it is called a most efficient organization (MEO).  The MEO is the in-house plan to perform the work, including the organizational structure, resources required, work processes, etc.  The objective of the MEO is to find new, innovative and creative ways to provide the required services in the most cost-effective manner.

Q8. Is Competitive Sourcing a means to save money for modernization? 

A8. Yes, but that is not the only reason for competitive sourcing. The competitive process allows the Air Force to identify the most efficient way to deliver support services. By identifying alternate and innovative support vehicles, we also improve effectiveness by enabling more Air Force personnel to focus on our core missions. 

Q9. What are the considerations given to ensure competitive sourcing makes sense?

A9. This is the purpose of preliminary planning.  Preliminary planning will identify any functions that are good candidates and identify functions that should not be competitively sourced.

Q10. Can you define the steps used in determining whether Competitive Sourcing will be used? 

A10. Prior to a competitive sourcing decision the following must be researched and/or analyzed:  project scoping, outcome analysis (requirement identification), workload data collection systems, a preliminary labor market analysis, a preliminary market research, and a current baseline cost.  The OMB Circular A-76 and the Air Force Preliminary Planning Guidebook provide more complete information about these processes. 

Q11. Is competitive sourcing another way to do more with less people or to give up some of our support structure? 

A11. Competitive sourcing will enable us to perform our mission at a lower cost, using fewer military and civilian employees, but more contractors. In this sense, it is a true force multiplier. It also allows us to preserve our critical support capability at less cost. It does not result in a loss of capability, but simply shifts to the most efficient procurement of an existing capability. Don't forget that individuals will still be performing the missions that are competitively sourced or privatized, but those people may work for contractors or private business. 

Q12. Has anyone analyzed the amount of real savings from competitive sourcing in past studies? 

A12. Yes. Historically we save about 25-30% when we outsource. In the last 10 years, the number is actually about 34% by doing larger, multi-function studies. 

Q13. Over the past 10 years or so we’ve been through “downsizing,” “rightsizing,” whatever the politically correct term is and we’ve been through base closures.  When is enough, enough?  When do you back off and let people do their jobs?

A13. Government will continue to be “reinvented” because of the sweeping changes in technology and trends in the private sector.  The Air Force is simply adopting practices that have evolved in industry.

Q14. Is this part of the base closure process?

A14. No.

xxxxx, Maj, USAF
Lee X. Williams 

Director of Public Communication
Lt Col, USAF


Commander, SAS
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