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EXECUTIVE SUMMARY 

Background

The system of training in place to develop and maintain awareness and understanding of the United States National Airspace System (NAS) traffic flow management system among the FAA and ATO technical personnel responsible for the safe and efficient operation of the NAS is fragmented, inconsistent and ineffective.

There is no central coordination or communication of traffic flow management training and development requirements, nor is there effective coordination between the traffic flow management training community and other training and development resources available in other components of the ATO and FAA.  Additionally there is little understanding among non-TFM populations in ATO and FAA of the structure, purpose, processes, and value of the NAS traffic flow management system.

To develop a shared approach among system stakeholders for the systemic and radical reinvention of the Traffic Flow Management (TFM) training system, the Manager of Training at the FAA Air Traffic Control System Command Center (ATCSCC) convened a Design Team of FAA and ATO training professionals and private consultants. The task of the Design Team, convened in late 2004, was to design a Future Search Conference addressing these issues.

The consultants employed to design and facilitate the conference had demonstrated successful experience spanning thirty years in the design and facilitation of search conferences in high conflict and complex systems, including significant experience with the aviation industry and government organizations.

Through a series of meetings in late 2004 and early 2005, the Design Team developed an organized approach to the selection of preferred conference participants, identification of conference dates and location, and design of the conference purpose, structure, and outcomes.  Participants were selected to provide a conference population with broad system familiarity and variety of perspective.  

Location and Dates

The Traffic Flow Management Training Search Conference was held from June 21-23, 2005, in Nebraska City, NE at the Lied Lodge Conference Center.

Purpose

The Design Team identified the following purpose for the search conference:

To develop a plan for the most desirable future of Traffic Flow Management Training

Participants

Thirty-two members of the ATO and FAA training and operations communities as well as two conference facilitators and one training and development consultant participated in the conference.  Organizations represented included the FAA Air Traffic Control System Command Center, the ATO Controller Training Division, the FAA Academy, and the ATO En Route, Terminal, and System Operations Service Units.

A complete list of conference participants is presented in Appendix 1.

Process

Environmental Scan, Need for Change, and System History

After familiarizing the session participants with the purpose, methods, and structure of the conference, the facilitators engaged the participants in a plenary dialogue session to identify significant recent changes in the global or national environment.  Participants then self-selected into small groups to identify the identified changes that had potential impacts to the ATO traffic flow management training system.  The small groups reported their conclusions in plenary.

Similar large and small group processes were utilized by the facilitators to assist the session participants in identifying changes and potential traffic flow management training system impacts in the business or industry environment as well as the FAA or ATO environment.

After completing the environmental scan discussion, participants were asked to discuss in small group the potential outcomes if no changes were made to the existing traffic flow management training system, and to report and discuss their conclusions in plenary.  At the conclusion of the first day, participants engaged in an open discussion of the history of the traffic flow management training system.

The complete recorded output of all large and small group session activities are presented in Appendix 2.

Current Functioning and Most Desirable Future

At the beginning of the conference’s second day, after revisiting and concluding the system history discussion, participants self-selected into small groups and identified which attributes or characteristics of the current traffic flow management training system they would like to keep, drop, or create. 

As with all other small group products during the session, these small group conclusions were presented to the entire group for understanding and clarity. A multi-voting process was used to indicate overall support for specific recommendations.

Based on this discussion and data the small groups were then asked to identify and agree to a limited number of descriptors of the preferred future state of traffic flow management training.  These limited sets of descriptors were then reviewed by the large group and sorted and recombined into issue clusters based on content similarity. 

Each small group then developed selection criteria and selected the five issue clusters they felt should be examined in the action-planning phase of the conference.  Group preferences were tallied to demonstrate which clusters were selected by the majority of the groups, and these findings were discussed in large group. Finally, a large group discussion was facilitated to determine which issue clusters would be selected for action planning, and each participant self-selected into a work group focusing on a specific issue cluster.

Action Planning

The issue clusters selected by the conference participants for action planning included the following six areas:

· Structure of the National Traffic Flow Management Training Office

· Standardized Processes 

· Qualification Training

· New Technologies Training

· Recurrent Training

· Institutional Training

On the third day of the conference, after finalizing the self-selected membership of each action-planning group, each group was tasked to develop a clear and concise action statement representing the purpose of the action plans they were developing.  After presentation and feedback from the large group, the action statements from the action planning groups were finalized, and are presented below.

Structure

· Develop a structure to manage and coordinate traffic flow management training.

Standardized Process

· Create standardized processes that encompass all aspects of TFM training.

Qualification Training 

· Implement Traffic Flow Management (TFM) Systems Thinking and Business concepts by amending the Enroute, Terminal and Flight Service Station Instructional program Guides (IPG), encompassing all stages of Initial Qualification Training.

New Technology Training

· All TFM technology training will be coordinated though the (established) TFM training structure established at ATCSCC.  TFM Training / Procedures liaisons will support the work groups and developers.  The most efficient, compressive, and cost effective methods will be utilized to deliver the training in accordance with the deployment schedule.  The training will be completed prior to deployment and tailored to the appropriate audience (ATCSCC, ATCT, TRACON, ARTCC).  Develop unbiased and comprehensive evaluation of the training product / process pre and post deployment.

Recurrent Training

· Establish Continuing TFM Education (CTE) for ATO personnel and customers utilizing a variety of learning activities/opportunities that progressively build upon previous experiences and knowledge resulting in overall efficiency of the NAS.

Institutional Training

· Develop and provide timely and current institutional TFM learning experiences for system stakeholders that enable people to produce desirable NAS outcomes.

Each group was then tasked to develop an action plan and schedule for accomplishing the selected action statement, making sure to consider or identify potential constraints, proposed methods for circumventing potential constraints, required resources or involvement from other parties, and completion metrics

Preliminary Activity Schedules

Structure

	Activity
	Completion

	1. Define functions, roles and responsibilities for: National Traffic Flow Management Training Office, ATO-A, ACAD, other ATO-R
	9/1/05

	2. Evaluate/identify resources ($/people) needed to implement recommended Traffic Flow Management Training Structure
	9/15/05

	3. Communicate structure, roles and staffing to ATO
	9/30/05

	Issue Group Participants

	Mike Sammartino, Sherry Reese, Jim Ries, Cathy Shema, Steve Bell, Alan Phillips, Kirk Roller


Process

	Activity
	Completion

	1. Create Project Team consisting of no more than six members to include one instructional system designer (ISD) and 3-5 subject matter experts (SME)
	7/31/05

	2. Project Team develops approach to work and schedule of deliverables
	8/31/05

	3. Develop Policy  for evaluating  requirements and deficiencies that encompasses:

· A method for requirements and deficiencies to be communicated to Sys Ops Training for action.

· Evaluating the requirement or deficiency for action (is it real, what is the scope,what is the policy?)

· Provide Guidance (e.g., go/no-go, write a business plan, provide for continuing education, update initial qualification, etc.) and conduct coordination as necessary.
	4/30/06



	4. Instructional Systems Design (ISD)

· Evaluate Existing Policy and Processes for Instructional Systems Design (ISD)

· Identify/Adapt/Create an ISD Process for TFM training.

· Write policy for applying ISD to TFM training.
	

	5. Develop policy for evaluation of individual courses and programs of instruction that addresses:

· Evaluation that occurs while the instruction is being developed (Formative evaluation)

· Evaluation occurring on a larger scale than an individual class/course (i.e. string of courses, same course for a year)  (Summative Evaluation) 

· Return on Investment (ROI)  

· Evaluation to determine if a course is ready to be delivered (Validation)
	4/30/06



	6. Develop policy to address administration and management processes such as (but not limited to):

· Scheduling

· Quota Management

· Recording student completions

· Tracking costs, results, etc., and reporting

· Integration and alignment with FAAO 3000.22, FAAO 3120.4, and others as required

· Periodic review of policy
	4/30/06



	Issue Group Participants

	Hal Albert, Tom St Clair, Bob Welp, Michael Ogles


Qualification Training

	Activity
	Completion

	Steve Osterdahl meets with Russ Chew on 7/13, Re: ATO Business Concepts Briefing at FAA Academy. 
	7/15/05

	Directors enlist E.C./V.P.’s to garner support for TFM Training Initiatives (IPG changes, resource support, etc.)
	8/15/05

	Seek agreement between affected line V. P.’s to direct FAA Academy (thru ATO-A) to incorporate TFM Training throughout qualification training.
	Informal – ASAP

Formal – 8/15/05

	Implement TFM training and business concepts in initial qualification courses ie: analysis, develop, implementation, evaluation, job task analysis (JTA) will include cross-sectional field representative and academy.
	10/15/05

	Add follow-up for instructors by service area personnel reference service unit expectations (briefing to MMAC-1 & 2, AAC 1 & 2, AMA 500 and Staff) Timeline: Mid October
	10/15/05

	Issue Group Participants

	Carla Evans, Dave Johnson, Ralph Walters, Gus Nezer, Steve Osterdahl


New Technology Training

	Activity
	Completion

	1. Commitment from ATCSCC Training and Procedures Offices for assignment of liaisons to workgroups (Mgr ATCSCC)

2. Revise current TFM business plan to include Vision Plan for FY06 (TFM Development)

3. Begin coordination process with TFM Structure and TFM Process workgroups. (NTG)
	10/1/05

	4. Determine fiscal needs for 2007 (NTG)

5. Communicate current and / or revised ISD to Training content developers (NTG)

6. Identify resources and plan for evaluating training pre and post deployment. (NTG)

7. Identify resources and plan for content and delivery (NTG)
	1/1/06

	8. Analyze, develop, implement and align new technologies training with the new TFM structure and process  (NTG)
	7/1/06

	Issue Group Participants

	Janice Deak, Kapri Kupper, Mark Novak, Scott Stoeckle, Bill Tracey


Recurrent Training

	Activity
	Completion

	1. Create Project Team 
	9/1/05

	2. Identify roles and responsibilities of ATO personnel and customers in TFM
	

	3. Set processes and structure for TFM training
	

	4. Assess TFM training needs of ATO personnel and customers
	

	5. Baseline TFM skills of ATO personnel and customer
	

	6. Project Team delivers interim plan
	1/1/06

	7. Interim program developed by end of 2005 to reach current CPC’s, OS’s, OM’s, ATM”s, TMC’s, STMC’s and customers.
	1/1/06

	8. Continuing TFM Education Program is established
	12/31/07

	Issue Group Participants

	Doug Molin, Jim Enders, Mark Holben, Mary Hokit,  Elizabeth Ray


Institutional Training

	Activity
	Completion

	1. Full assessment of needs, job tasks, required skills, desirable outcomes…definition of “success”
	

	2. Determine training requirements hard-skills (technical) and soft-skills (interpersonal, philosophical, problem-solving, critical thinking, qualitative/quantitative analysis, etc.)
	

	3. Requirements become TFM learning experiences through training process.
	

	Issue Group Participants

	Terri Waterman, Shawn McClosky, Steve McMahon, Paul Branch


ISSUE GROUP RECOMMENDATIONS AND COMMENTS

Structure

Action Statement

Develop a structure to manage and coordinate traffic flow management training.

Proposed Structure

The proposed functional structure of the National Traffic Flow Management Training Office (NTFMTO) is depicted below.






Comments on Structure

· The National Traffic Flow Management Training Office (NTFMTO) as proposed will have overall responsibility for TFM training requirement identification, training design, training development, training delivery, and training evaluation.

· The NTFMTO will coordinate closely with all System Operations Service Unit stakeholders to identify training requirements and evaluate quality and impact of training initiatives.

· The NTFMTO will coordinate closely with the ATO Controller Training Division and the FAA Academy to communicate training requirements and access resources available in these organizations to support the design, development, delivery, and evaluation of TFM training products.

Standard Process

Action Statement

Create standardized processes that encompass all aspects of TFM training.
Standardized Process – Action Steps

1. Develop Policy  for evaluating  requirements and deficiencies that encompasses:

· A method for requirements and deficiencies to be communicated to Sys Ops Training for action.

· Evaluating the requirement or deficiency for action (is it real?, what is the scope?  What is the policy?)

· Provide Guidance (e.g., go/no-go, write a business plan, provide for continuing education, update initial qualification, etc.) and conduct coordination as necessary.

2. Instructional Systems Design (ISD)

· Evaluate Existing Policy and Processes for Instructional Systems Design (ISD)

· Identify/Adapt/Create an ISD Process for TFM training.

· Write policy for applying ISD to TFM training.

3. Develop policy for evaluation of individual courses and programs of instruction that addresses:

· Evaluation that occurs while the instruction is being developed (Formative evaluation)

· Evaluation occurring on a larger scale than an individual class/course (i.e. string of courses, same course for a year)  (Summative Evaluation) 

· Return on Investment (ROI)  

· Evaluation to determine if a course is ready to be delivered (Validation)

4. Develop policy to address administration and management processes such as (but not limited to):

· Scheduling

· Quota Management

· Recording student completions

· Tracking costs, results, etc., and reporting

· Integration and alignment with FAAO 3000.22, FAAO 3120.4, and others as required

· Periodic review of policy

Potential Constraints and Work-arounds

No significant constraints noted

Timelines
Completed by 4/30/2006

July 31, 2005 – Team Formed/Guidance 

August 31, 2005 – Team Provides Schedule to complete – Rough plan

Who is involved?
Maximum of 6 people.

1 – ISD

3-5 SMEs

Resources Required
Personnel 

Travel funding

Qualification Training

Action Statement

Implement Traffic Flow Management (TFM) Systems Thinking and Business concepts by amending the Enroute, Terminal and Flight Service Station IPG’s, encompassing all stages of Initial Qualification Training.

Constraints:

1. Change process for 3120.4L (cumbersome & time consuming)

2. Course revision process – lesson plan amendments (resource availability)

3. Time-critical implementation deadline/target

4. Instructor knowledge of TFM System Thinking & Business Concepts

Ways Around Constraints:

1. ATO Business Concepts Briefing (Russ Chew?) at the FAA Academy

2. Director/V.P. level involvement in change emphasis / resource allocation

3. Involve controller training requirements (ATO-A) office at Academy in IPG change needs

4. Make interim changes to IPG thru notices

Action Steps and Timelines:

1. Steve Osterdahl meets with Russ Chew on 7/13, Re: ATO Business Concepts Briefing at FAA Academy.  Timeline: ASAP 

2. Directors enlist E.C./V.P.’s to garner support for TFM Training Initiatives (IPG changes, resource support, etc.)  Timeline: Early August

3. Implement TFM training and business concepts in initial qualification courses ie: analysis, develop, implementation, evaluation, job task analysis (JTA) will include cross-sectional field representative and academy. Timeline: Mid October

4. Seek agreement between affected line V. P.’s to direct FAA Academy (thru ATO-A) to incorporate TFM Training throughout qualification training. Timeline: Informal/ASAP – Formal/Early August (ref:#2)

5. Add follow-up for instructors by service area personnel reference service unit expectations (briefing to MMAC-1 & 2, AAC 1 & 2, AMA 500 and Staff) Timeline: Mid October

New Technologies Training

Action Statement

All TFM technology training will be coordinated though the (established) TFM training structure established at ATCSCC.  TFM Training / Procedures liaisons will support the work groups and developers.  The most efficient, compressive, and cost effective methods will be utilized to deliver the training in accordance with the deployment schedule.  The training will be completed prior to deployment and tailored to the appropriate audience (ATCSCC, ATCT, TRACON, ARTCC).  Develop unbiased and comprehensive evaluation of the training product / process pre and post deployment.

Key Constraints

1. Time – 

a. Six-month software release cycle with training content being delivered at a minimum of 45 days in advance. (training requirement <= 30 days prior to release)

b. Content and methodology developed in conjunction with ATCSCC Program Office and workgroups with liaison involvement at the end of the requirements process.

c. Identifying individual needs (Content & delivery) by including   appropriate cross section of TFM community.

2. Money –

a. Short term – revise current TFM business plan

b. Longer term – Develop a business plan within the new TFM Training structure 

3. Human Resources

a. Workgroups, TUT, CDM, Program Office, Human Factors, Contractors/Developers

Action Items

1. 0 – 3 Months (Transition)

a. Commitment from ATCSCC Training and Procedures Offices for assignment of liaisons to workgroups (Mgr ATCSCC)

b. Revise current TFM business plan to include Vision Plan for FY06 (TFM Development)

c. Begin coordination process with TFM Structure and TFM Process workgroups. (NTG)

2. 3 – 6 Months (Transition)

a. Determine fiscal needs for 2007 (NTG)

b. Communicate current and / or revised ISD to Training content developers (NTG)

c. Identify resources and plan for evaluating training pre and post deployment. (NTG)

d. Identify resources and plan for content and delivery (NTG)

3. 6 – 12 Months (TFMM)

a. Analyze, develop, implement and align new technologies training with the new TFM structure and process  (NTG)

Recurrent Training

Action Statement

Establish Continuing TFM Education (CTE) for ATO personnel and customers utilizing a variety of learning activities/opportunities that progressively build upon previous experiences and  knowledge resulting in overall efficiency of the NAS.

Constraints: 

1. Time

1.1. to develop and deliver – those who are making and developing the training and those who are giving it.  Define it well/part of an overall plan; get professionals to develop and ensure the quality; keep it updated and meaningful; deploy with facility needs/constraints in mind

1.2. to receive – those who are receiving it.  TMC’s, STMC’s, CPC’s, OM’s, OS’s, CIC’s, dispatchers, pilots, airline/military ops personnel, etc.   Up front with overtime availability, deployment scheduling, explore variety of delivery methods. 

2. Organizational Structure – Need high level buy in and communication down the lines; cross-over lines;  incorporation in training requirements so it isn’t seen as some “special” program….it becomes part of regular training requirements.

3. Current Processes  - need betters way to develop, deliver, and track completion and evaluating success.   Adopt what this group comes up with and see it through.

4. Money/Budget – prioritize; go after what’s available with strong business case with lots of linkages to Flight Plan, SMP, Business Plans.  Shorter term – reprogram money based on prioritization

Action Steps/Time Frames:

1. Identify roles and responsibilities of ATO personnel and customers in TFM

2. Set processes and structure for TFM training

3. Assess TFM training needs of ATO personnel and customers

4. Baseline TFM skills of ATO personnel and customer

5. No later than end of 2008, CTE is established

6. Interim program developed by end of 2005 to reach current CPC’s, OS’s, OM’s, ATM”s, TMC’s, STMC’s and customers. 

7. Workgroup established by end of September/2005 to use results of 1, 2, 3, and 4 above to set requirements on TFM CTE on interim and final program to deliver to ?

Who Is Involved?

Customers – military/airline ops, business, GA, pilots, dispatchers, ATO Personnel – CPC, OS, TMC, STMC, OM, SM,  ATM, Command Center ops/staff, Headquarters, Academy, WCG, unknown contract support, Tech Ops, possible FAA entities

What Resources Are Needed?

People for workgroup; money for meetings; money to develop  TFM CTE; people/money for delivery

What Measurements/Metrics Need To Be In Place

1. Workgroup established by Sept/05

2. Interim plan in place by Jan/06

3. Final CTE Program in place NLT end of Jan/08

4. Within 12-18 months,  interim CTE delivered to TMC’s/STMC’s/OS/OM/SM/ATM’s

Institutional Training

Action Statement

To develop and provide timely and current institutional TFM learning experiences for system stakeholders that enable people to produce desirable NAS outcomes.

Definitions
Institutional training establishes a foundation for further learning, typically takes more than one day to complete, and is typically taken at a centralized site.

Constraints

1. Resistance to change…locations, curriculum / structure, content, etc.

2. Selection process and training process integration

3. Budget…do people understand the value that is contributed by institutional training?  Are we using the correct venue for each phase of training?

4. Personnel Management - Staffing and schedules

Identify Action Steps:

1.  Full assessment of needs, job tasks, required skills, desirable outcomes…definition of “success”

2.  Determine training requirements hard-skills (technical) and soft-skills (interpersonal, philosophical, problem-solving, critical thinking, qualitative/quantitative analysis, etc.) 

3.  Requirements become TFM learning experiences through training process.

Time Frames

12 to 18 months for analysis and course requirements.

Who

Internal or external evaluator for the analysis.

NEXT STEPS

In order to assure the implementation of the recommendations described in this document, an Implementation Team has been formed.  The Implementation Team is comprised of individuals who attended the Search Conference, and includes representatives from each of the six primary issue areas.

The Implementation team will be meeting in Oklahoma City on July 14, 2005 to finalize this report and begin organizing the implementation process.

APPENDICES

Appendix 1 – Conference Participants

	Name
	Position
	Address
	Phone
	E-mail

	Hal Albert
	ZDC TMO
	825 E. Market St. Leesburg, Va. 20175
	(703) 779-3787
	hal.albert

@faa.gov

	Steve Bell
	Manager, TM Training
	13600 EDS Dr Suite 100 Herndon VA. 20171
	(703) 904-4449
	Steve.Bell

@faa.gov

	Paul Branch
	TM Training Specialist (DCC)
	13600 EDS Dr Suite 100 Herndon VA. 20171
	(703) 904-4445
	Paul.Branch

@faa.gov

	Nancy Cebula
	Consultant
	1460 Judson Dr. Boulder, CO. 80305
	(303) 499-1607
	Nancy

@peopleincharge.org

	Janice Deak
	STMC Miami ARTCC/TUT
	7500 NW 58St. 

Miami, Fl. 33166
	(305) 716-1736
	janice.deak

@faa.gov

	Jim Enders
	ATCSCC NOM
	13600 EDS Dr Suite 100 Herndon VA. 20171
	(703) 326-3711
	jim.enders

@faa.gov

	Carla Evans
	Ops Supervisor FAA Academy
	
	(405) 954-2222
	carla.evans

@faa.gov

	Ronald Fischer
	Training Specialist ATCSCC
	13600 EDS Dr Suite 100 Herndon VA. 20171
	(703) 326-3799
	ronald.a.fischer

@faa.gov

	Scott Fox
	Training Specialist ATCSCC
	13600 EDS Dr Suite 100 Herndon VA. 20171
	(703) 904-4443
	scott.fox

@faa.gov

	Delois Hatchett
	Admin Assist WCG ATCSCC
	13600 EDS Dr Suite 100 Herndon VA. 20171
	(703) 904-4430
	delois.a-ctr.hatchett

@faa.gov

	Mary Hokit
	STMC ZFW
	13800 FAA Rd. 

Fort Worth, TX. 76155
	(817) 858-7745
	mary.hokit

@faa.gov

	Mark Holben
	TUT
	
	(440) 774-0428
	mark.holben

@faa.gov

	David M.

Johnson Sr.
	ZID 510/530 SM
	
	(317) 247-2517
	david.m.johnson-sr

@faa.gov

	Kapri Kupper
	Manager, Sys Ops Programs
	13600 EDS Dr Suite 100 Herndon VA. 20171
	(703) 904-4402
	kapri.kupper

@faa.gov

	Shawn McClosky
	TUT/ TMC Potomac TRACON
	
	(540) 349-7587
	shawn.mcclosky

@faa.gov

	Steve McMahon
	Severe Wx Specialist/ TUT
	13600 EDS Dr Suite 100 Herndon VA. 20171
	(703) 904-4520
	steve.mcmahon

@faa.gov

	Doug Molin
	MTO SE
	2125 Foxcliff N.  Martinsville, In. 46151
	(765) 792-0300
	douglas.l.molin

@faa.gov

	Gus Nezer
	Central Service Center Director
	AWP RO 15000 Aviation Blvd  Hawthorne CA
	(310) 919-8978
	gus.nezer

@faa.gov

	Mark Novak
	TFM Development Manager
	13600 EDS Dr Suite 100 Herndon VA. 20171
	(703) 326-3781
	mark.novak

@faa.gov

	Michael Ogles
	Prog. Coord SE TACOPS
	299 Woolsey Rd. Hampton, GA. 30228
	(770) 210-7974
	michael.ogles

@faa.gov

	Steve Osterdahl
	Director, EEOSA
	1701 Columbia Ave SW College Park GA 30337
	(404) 305-5500
	steve.osterdahl

@faa.gov


	Alan Phillips
	Training Specialist @ CEOSA
	2601 Meacham Blvd. 

Fort Worth TX. 73261
	(817) 222-5521
	alan.phillips

@faa.gov

	Elizabeth Lynn Ray
	ATM ZTL
	
	(770) 210-7601
	elizabeth.ray

@faa.gov

	Sherry Reese
	Training Specialist
	6500 S. MacArthur Blvd.  OKC, OK. 73125 
	(405) 954-2505
	sherry.reese

@faa.gov


Appendix 1 – Conference Participants (cont’d)

	Name
	Position
	Address
	Phone
	E-mail

	Bob Rehm
	Consultant
	1460 Judson Dr. 

Boulder, CO. 80305
	(303) 499-1607
	Bob

@peopleincharge.org

	James Ries
	CDM FAA Lead
	13600 EDS Dr Suite 100 Herndon VA. 20171
	(703) 326-3847
	james.ries

@faa.gov

	Kirk Roller
	Consultant
	
	(703) 819-8991
	Kroller

@cghtech.com

	Mike Sammartino
	Director, System Operations
	13600 EDS Dr Suite 100 Herndon VA. 20171
	(703) 904-4401
	Michael.Sammartino

@faa.gov

	Catherine Shema
	Manager, Sys Ops Admin.
	800 Independence Ave SW Wash, DC 20591
	(202) 267-9423
	catherine.shema

@faa.gov

	Tom St. Clair
	ATCSCC NTMO/TUT
	13600 EDS Dr Suite 100 Herndon VA. 20171
	(703) 904-4525
	thomas.stclair

@faa.gov

	Scott Stoeckle
	TUT
	
	(281) 230-5590
	scott.stoeckle

@faa.gov

	William Tracey
	STMC C90
	1100 Bowes Rd. 

Elgin, IL. 60123
	(847) 608-5613
	bill.tracey

@faa.gov

	Ralph Walters
	ZDV Sm - Training
	2211 17th Ave. 

Longmont, CO. 80501
	(303) 651-4317
	ralph.walters

@faa.gov

	Terri Waterman
	Academy Instructor TM
	
	(405) 954-3085
	terri.waterman

@faa.gov

	Bob Welp
	Instructional Systems Specialist, ATO-A
	6500 S. MacArthur Blvd.  OKC, OK. 73125
	(405) 954-6914
	bob.welp

@faa.gov


Appendix 2 – Recorded Conference Session Output

In general, Day 1 of the conference is about data gathering and analysis – creating a shared context for planning the future; Day 2 is about the future; and Day 3 is action.

Day 1

Day 1 began with a welcome by Mike Sammartino and an introduction to the purpose, agenda, and principles that this conference is based on, including the open systems model and common ground.

.

Purpose:  To develop a plan for the most desirable future of Traffic Flow Management Training.

Agenda

· Introduction

· Changes in the World

· Changes in the Business/Industry

· Changes in the FAA/ATO

· What if we don’t change?

· History of TM Training ------------ End of Day 1

· Current functioning of TM Training

· Most desirable future of TM training ---------End of Day 2

· Recommended action plans

· Next steps – Approval, implementation, communication processes

How this Strategic Planning Conference is different
· No lectures/speeches

· You are the experts

· Participants responsible for outcomes

· Even playing field

· Open/Public/Low Tech

Expectations:  

Participants spent a few minutes discussing in small groups what their groups expected to get out of this conference.

What are your expectations for this conference?

· Consistency of TFM training

· Less fragmentation

· To much dispersal of activities and locations

· Better understanding of the whole system and it’s relation to training

· Teach pieces/parts and their relationship to each other and the whole system

· We need better training methods ie Scenarios

· Improved training structure to foster on-going training, not box checking

· General population training/familiarization

· CPCs

· OSs

· OMs

· Managers

· Distinction between internal and external components of TM training.  We need to address both

· Recommendation to integrate TFM training/development into the mainstream of ATC training

· Recommendation with respect to structure, responsibility and authority for TFM training system wide

· Define what a TMC needs to look like

· Define boundaries, components of TFM/SYS ops and training

· Content/population

· Develop a future plan for training that is adaptable

· Create an integrated and organized training program

· Create a single focal point for training

· Create a plan that is connected to reality and results in high quality

· Use all the resources in the room

· Instruction done by people who know the job

· Don’t necessarily need people who know the job

· Develop training that promotes an understanding of systems operation: Supervisors, CPCs

· Work hard and accomplish something

· Reduce fragmentation of the training process

· Common system understanding of what TFM is:  CPC-OS-Dispatcher-etc…take TFM to the next level – Integrate TFM at all levels of the organization – Start with new hires on up – CPC’s in the field.

· Diversity of group – development of training needs to include all stakeholders

· Integrating all aspects of TFM training

· Communication between TFM functions as the relate to training

· Change the way we train CPC s to focus on Systems, provide a different foundation for CPC training

· Develop fundamental baseline for facility TFM training

· Action plans to allow for evolution of training

· TFM training delivery methods ( Change the methods and media)

The conference community “brainstorms” important changes in the world taking place over the past several years.  Ground rule: all perceptions of the environment are valid.

Changes in the World – (Large Group brainstorming)

· Reality TV/mindless TV

· Joe Gibbs Redskins

· Video games

· Increased need for health care

· Rap

· Increased bankruptcies

· Increased materialism

· Increased corporate fraud

· Depletion of the ozone

· Lack of respect for others and the environment

· Increased American hegemony

· Free enterprise in China

· Proliferation of nuclear warheads in 3rd world countries

· Shift in energy power sources

· Increase in discretionary monies

· Rise in life threatening desieses (Human and animal)

· Decline in accountability

· Less political activity

· Less complaining

· Increase in global space exploration

· Increased obesity

· Continued changes in Russia

· Less savings

· Depletion of the rainforest

· Genocide

· Changing morals

· Significant demographic shifts

· Increase global demand for finite resources

· Decrease in discretionary money

· Science outrunning regulation and morals

· Decrease in leadership

· Decrease in levels of commitment

· Decrease in community involvement, less voting, less political activity

· Increased apathy

· Speed of information

· Huge loss of life from natural disasters

· Global warming

· Outsourcing of American labor

· Increased commuting time

· Strength of dollar in market

· Increase of global population

· Changing national priorities

· Dissolving of family unit

· More explicit language

· Increased life expectancy

· FAM trips return

· Increased trade deficit

· Decreased tolerance and respect for each other

· Increase rate of change

· Increased pressure on immigration

· Anti US sentiment

· Wage concessions

· Decline of legacy carriers

· Political instability

· Polarization of political parties

· Increased speed of communications

· Information overload

· Increased connectivity of TFM throughout out the world

· Consumer expectations for low prices

· Increased American military involvement in global issues

· Less sleep, less recharging

· Increased volatility of aviation industry

· Increased diversity within communities

· Security/terrorism

· Economy

· Increased War

· Budget cuts

· Cultural lag

· Workforce age

· Environmental sensitivities

· Shift in education

· European union

· Increase desire for collaboration

· Increased globalization

· Proliferation of info

· Increase aviation in world

· Price of oil

· Shift in political power

·  New pope

· growth in China

· increased competition

· lack of discussion and dialog

Analysis of the changes in the world important to the future of TM training 

Participants formed small groups, each one reflecting as much as possible the diversity of the conference community, to agree upon changes in the world that are important to the future of TM Training:

· Adaptability/flexibility

· Security/War

· Politics

· Economics

· Customer desires

· Integrate world aviation

· Technology

· Manage it or let it over run us

· Communication

· Increased Technology/capabilities/training

· Information

· Communication

· Economics

· Lack of Common goals

· Adaptability

· Rapid rate of change in information, tech, knowledge

· War/lack of funds/global economy

· Demographic changes

· Increased demand for involvement and collaboration

· Unpredicted future

· Military/security needs

· Increased lack of oil

· Increased demand/decreased capacity

· Decreased access to the system

· Customer expectation for low cost

· Environmental sensitivities

· Rapid deployment of new tech

· Customer travel patterns have changes since 9/11

· Budget constraints

Changes in the Business/Industry Environment

Participants looked at changes in TFM training’s business/industry, including:  the airlines, the training industry, the NAS, etc., and answered the question:  What will be the impact of these changes on the future of TFM Training?

· Changing business model of users of NAS

· Changes in expectations/Accountability from owners/customers

· Industry changes in training methodologies

· Info overload/Tech changes drive

· Budget/resources/competition Drive

· Shifting demographics/aging/apathy

· System customers

· Increased demand

· Tech

· Government

· Evolving industry

· Loss of connectivity between TFM/industry

· Less money to commit to TFM

· Contractors

· Customers and their priorities

· Economic realities

· Airport operators

· Contractors affect TFM training

· Airline industry volatility

· Changing aircraft/fleet mix/schedule changes

· Government mandates to change how we do business

· More web-based training (distance learning) less human interaction

· Increased union membership in federal sector

· Increased collaboration/communication in industry initiated by FAA

Changes in the FAA/ATO

Small groups identified important changes in the FAA/ATO; which changes will have the most impact on the future of TFM Training; and what will be the implications of these changes.

· Structure of FAA/ATO

· Cross training

· Structure is causing a perceived difference in goals  ie.  Measurability

· Influx of new hires to FAA

· Uncertainty/Who’s responsible for what  Matrix thinking

· Workforce turnover – 10,000 + new hares (loss of experience)

· Focus on dollars – cost savings   business case

· Rapid systems/program – development and deployment

· Training overload/overlap

· Linkage of pay and performance

· Cultural transition with resistance to change

· ATO reorganization

· Potential for stove-piping

· Challenges in communication

· Difference in priorities

· Competition for monies

· Conflicting responsibilities

· Sys ops – elevated to cabinet-level position

· Need to be in front of change, not responding to it

· Significant turnover of CPC workforce

· TFM dollars

· Flight plan/and business process in order to obtain monies for TFM training

· Labor relations climate

· FAA/ATO/Sys Ops reorganization stove pipes

· Changes in FAA/customer focus

· PBO + Matrix org

· Diverse target audience

· Across LOB

· Requires business plans

· Horizontal integration

· Cost benefit + competition for dollars

· Training management, who does it who is acceptable

What if we don’t change?

In small groups, people discussed the question:  Given the changes in our environment, 

what would happen to TFM Training if we do not change, if we do nothing.

· TFM training may go away

· TMF may become difficult to manage, we could loose control

· Level of fragmentation will continue

· AT hoc learning will continue resulting in no change in a world that’s changing significantly and consistently

· Cost/benefit to customers will not be realized with resulting downward spiral

· No improvement in effectiveness/efficiency

· Under utilization of:

· Automation

· Procedures

· Capacity

· No cohesive TFM continuity

· Viability of TFM is suspect – TFM training in Sys Ops

· Doing nothing is not a realistic option

· Technology surpasses our ability to use it

· Inconsistent of uses of tech

· Increased customer scrutiny

· No cabinet level position

· ATO will not be able to meet customer needs

· No change will result in increase cost and decreased efficiency (IE A-76)

History of TFM Training

The whole community dialogues events, milestones, and changes in the past that are important for us to recall as we go into the future.  Ground rule:  all recollections are valid.  At the end, small groups discussed lessons learned from the dialogue on history.

Overview of the History of Traffic Management Training

· Some training designed so we can say we have trained (box checking)

· Training not always timely

· TFM training has not been a part of CPC curricular

· Not a clear sense of what we want to accomplish from the training

· Not a lot of documentation on why we have done what we’ve done

· No indication the continuous improvement is important

· Used training to inappropriately address performance issues

· Set people off to do a job without training – the figured it out approach, now we have to figure out how to train others

· Broaden some aspects of TFM training to go to the masses

· Training hasn’t been a part of accountability – measurable return – don’t know the benefits of new tech for a long time

· Teach too much button-ology not how all things can work together.

· Training has not been a priority

· Training is disjointed

· In some cases training has been non-existent

· Rate of change/rate of training design and development is incompatible

· Have accomplished a lot by winging it – this takes more time.

Day 2

How is Traffic Management training function working today (3 stations) (Keep/Drop/Create)

People worked in three groups to brainstorm what about TFM Training should we KEEP as is, what to DROP or get rid of, and what to CREATE anew.  Each group had time to work on all three charts.   

KEEP

· 50115/50113/50128  (Update)

· NTML training

· TMU IPG (update)

· ISD process when developing training

· Process for operational versus Institutional training

· ETMS/FSM Training (Update field training)

· Spirit/support for innovation

· Pass/Fail standard

· Vibrant interaction with customers etc… to insure systemic outcomes

· Facility training department involvement

· Level of interest/commitment/passion

· System wide emphasis on collaboration

· Past success – ATM meetings – modify 50113

· All national TMU training at the ATCSCC

· CBIs for tech updates

· DCC/Academy connectivity

· Field currency in courses

· Grass roots efforts/suggestions

· TMO/MTO involvement

· Process for coordinating training, allocating quota and managing resources

· Central location or focal for TFM training

· Facility interface with sys ops function in facility

DROP

· Singular approach to all

· CBIs

· Inconvenient timelines

· Stovepipes

· Fragmented control

· Inappropriate mental models

· Developing tools/automation w/o defining which system constraint we are trying to resolve

· Academy training of TFM subjects

· 50115/50119/50128

· training/field DCC only info

· Using training to address pref issues

· Drop DCC dual function training dept.. Either national or facility

· Perception:  ISD process takes one year

· Stop delivering training that does not have a clear measurable outcome

· Trail by fire, throw employee at a task w/o training

· Individual/non-systemic training approach

· Home-grown local programs

· Kool-aid class 50113

· Chaotic approach to training development

· Shotgun approach to software updates and new system deliveries.  Don’t implement if you only have 45 days

· Multiple coordination sources for TFM training courses and updates

· Multiple development sources independent of each other

· Disjointed training

· Training without procedures

· Train the trainer does not provide continuity, too costly

· Flow of training opportunities and materials through enroute and terminal facilities

· Concept that Central Flow will tell facility when to train something.  For example severe weather without developing training plan/objectives

· Idea that briefing equals training.

· S2K training

CREATE

· Start anew

· A thread of TFM throughout every aspect of aviation/NAS

· Establish a clear, universally accepted vision of the future of TFM, IE.  What will flow management look like in 5, 10 years…

· Establish training objectives with definitive goals and connectivity to specific outcomes/benefits

· Every operational employee plays a roll in TFM,  they all need to be involved in receiving some level of TFM training

· Cohesive baseline and recurring training

· Accelerated ADDIE (Assess Design Develop Implement Evaluate) process that satisfies customer requests

· Local exchange of talent 

· Center/TRACON/Tower  TMCs

· Effective, meaningful recurring training – not busy work

· A career-long education/professional development process that addresses the needs of all the players (employees/customers)

· A Sys-ops training infrastructure that supports all Sys-ops employees need for training

· Develop job skill and task analysis and then teach same info at every TMU.

· A matrix structure that connects all lines of business training and development – performance management

· Appropriate budget process to fund training development initiatives system-wide

· Greater interface with academia

· Create resource pool for local information to get to National level

· A realistic/cost effective way to deliver the training

· Ground-up integrates TFM training 

· CPCs

· Academy Level – intro, systems thinking, teamwork, where they fit

· Facility Level – Stage training – IPG modification more detail/facility specific but higher level systems thinking/teamwork

· CPC Checkout – OJF on TM positions

· TMC

· Selection criteria – no waiting

· Soft skills needed

· Technical training

· Refreshers

· OS/OM/ATM

· Develop formalized TFM training

· Ongoing and recurrent

· All TFM training controlled/allocated thru Sys Ops/DCC/MTO/TMO

· TFM training that promotes the goals/outcomes for all lines of business

· Multi-level (experience based) training

· Initial TFM course?

· Situational Course:

· Here’s the traffic, the weather and the airlines care about

· Fuel  -  What’s your plan

· Ride  -  What’s your plan

· Off/on time  - What’s your plan?

· X has happened – put them all on the ground

· Capture successes around us

· Central location for TFM training issues which includes:

· Requirements – Initial/certification/recurrent/new equipment

· Development

· Delivery

· Funding

· Evaluation/revision

· Document the task skills and abilities required to do each TFM job

· An appropriate and formidable model of a training process

· E.g.  assessment stage/training stage/evaluation stage

· Flow of training which is dependable

· A developmental program/process of recursive system learning

· A communication/coordination system to stop redundancy and ineffectiveness

· Training appropriate to audience

· CPC/TMC/STMC/OM/DCC/Users

· A definable, repeatable, doable instructional development process

· Train TFM theory from the ground-up: to all stakeholders

· Methodology for measuring success

· Accountability

Most Desirable Future of TFM Training

People worked in small groups to envision the most desirable future for TFM Training, 3 years out, dreaming large and being practical.  Each group agreed upon no-more-than 6 distinct points that described what they wanted TFM Training to look like in 2008.  Each group reported to the large conference community for clarification and understanding.

· Completely transparent (no secrets)

· A standardized proactive process for all TFM training

· Internal/external (TMC/CPC/OS/OM/Military/etc)

· Rational use of resources

· PR

· Full integration of TFM training office in all TFM process/tech development/project teams/planning

· Institutional training that is up to date and timely

· Develop higher level TFM courses

· Initial for TMC/STMC

· Modified 50113 for OS/CIC/ATM/OM/(serves as recurrent training 2008)

· Standardize progressive training for

· Customers

· TFM operational personnel

· Based upon task/skill analysis (technical/interpersonal)

· Evaluation process

· In the very near future (6 – 8 months) develop and deploy initial TFM philosophical training for new hires

· Throughout qualification process, TFM concepts are introduced and woven into all aspects of training.  Train initial instructors IPG changes incorporating TFM into facility enroute/terminal; CTI curriculum; airline involvement into initial

· TFM fundamentals embedded in all simulation or introductory tech training, include purpose, structure, process, outages, metrics, and value

· Throughout qualification process, business concepts are introduced and woven into all aspects of training.

· Integration of TFM training in facility stages & OJF in TMU (IPG change)

· Refresher/recurrent employee training incorporating TFM concepts and changes

· 2008 and after 

· cintue with modifications to recurrent training

· recurring/periodic outlook briefings on system status/philosophy

· outlook briefing serve as foundation for new tech and procedures

· elevate facility TFM training with increased use of scenarios and simulators

· New tech/procedures training that is :

· High quality

· Timely

· Comprehensive training of new tech and procedures – appropriate to audience

· Training supports deployment schedules and training is considered a critical pre-deployment deliverable

· Embed post-analysis into TFM training

· Functioning National structure for TFM training

· Cohesive clearinghouse for all aspects of TFM training

· National level position reporting to director of Sys ops

· Centralized ATO organizational element all TFM training functions, requirements, design, development, implementation, evaluation and administration

· All ATO tech training. TFM is organized within Sys ops 

· Sammartino canonization

· Business case/budget/control to make it happen

· Fully funded TFM training program

· Metrics to evaluate effectiveness and benefits

Integration of Desirable Future Points

The large group worked to integrate their 30 desirable future points, combining those that were very similar into ‘clumps’, and leaving those that weren’t as ‘clumps’ of one. The result was 10 clumps – noted in the matrix below.

Prioritizing the Integrated Desirable Future ‘Clumps’

Each group chose 3 criteria then used the criteria to rank the top 5 clumps

Group 1

· Meets ATO mission

· Enhance system approach

· Cost effective

· RANK  H  G  F  J  D

Group 2

· Highest impact

· Achievable and sustainable

· Cost effective

Group 3

· Cost effective

· Doable achievable

· Sustainable

· Rank  J  I  H  A  D

Group 4

· Impact

· Achievability

· Sustainability

· Rank  C  J  H  I  D

Group 5

· Take advantage of window of opportunity

· Does it reinforce the system approach and business philosophy?

· Has maximum exposure

· Rank  H  F  D  E G

Group 6

· Dose it address key deficiencies?

· Is it achievable

· Is it sustainable

· Rank  C  A  J  H  F

	Training Conference Future Matrix
	
	
	

	(A)  Training aligned to business plan
	X
	X
	X
	X
	X
	In action plan

	(B) ATO tech training aligned to Sys Ops
	
	
	
	
	
	Not to take to action plan 

	(C)  Structure
	X
	X
	
	
	
	

	(D)  New technologies
	X
	X
	X
	X
	X
	

	(E)  Post-analysis as part of training
	
	
	
	X
	
	Not to take to action plan 

	(F) Refresher/Recurrent
	
	X
	
	X
	X
	

	(G)  Institutional
	
	
	
	x
	x
	

	(H)  Quality
	X
	X
	X
	X
	X
	

	(I)  Standardized progressive training
	
	
	X
	
	
	Is an outcome

	(J)  Standardize Process
	X
	X
	X
	
	X
	


Day 3

NOTE: Action Planning outputs are included in the main body of this document.

Once the conference community decided which desirable future points were going to go to the Action Planning phase, small action planning groups formed according to which action plan people wanted to work on.  Each action planning group worked on behalf of the whole community.  There were several rounds of action planning with interim progress reports for feedback, clarification, and decision-making.  Each action planning group worked on the following tasks:

· Create a clear, concise desirable future statement

· Identify ways around key (3-4) constraints

· Actions steps

· Timeframes

· Who is involved

· What resources are needed

· What measurements/metrics need to be in place


































































































































































































































































































































































































































































































































































































































Recurrent


Training


Requirements


Design


Development


Delivery


Evaluation





TMC’s, STMC’s, CPC’s, OM’s, OS’s, CIC’s, dispatchers, pilots, airline/military ops personnel, etc.


Short design and delivery cycle








Qualification Training


Requirements


Design


Development


Delivery


Evaluation





All new hires and technical workforce


Medium/Long design and delivery cycle





FAA Academy





ATO Technical Training





NTFMTO
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