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The Importance of
UFR Modernization

The Unfunded Requirements (UFR) process is a
critical component in military and government
budgeting, serving as a mechanism for identifying
and addressing needs that exceed allocated
budgets. As operational demands increase and
budgets tighten, the traditional UFR process—
often burdened with manual workloads, lack of
transparency, and outdated data management
practices—struggles to meet today’s needs.
Modernizing this process is not just a luxury but a
necessity to maintain operational readiness, fiscal
responsibility, and strategic agility.

What to Expect from This Guide

This guide aims to provide a comprehensive roadmap for military leaders who are considering or beginning the
journey to modernize their UFR processes. It will cover:

Identifying the Pain Points: Tips for identifying the specific challenges and inefficiencies in your current UFR

process.

The Case for Modernization: Highlighting the urgency and benefits of updating UFR processes in the context

of increasing operational demands, technological advancements, and budgetary pressures.

Laying the Groundwork for Change: Practical steps to build a coalition for change, set clear goals, and
prepare your team for modernization.

Overcoming Resistance to Change: Strategies to address fears, misconceptions, and engage stakeholders

effectively.

Choosing the Right Technology: Insights on evaluating current systems, key features of modern UFR
solutions, and making a compelling business case for investment.

Implementing Modern UFR Solutions: A detailed implementation plan, from strategic planning to continuous

improvement.

By the end of this guide, you will have a clear understanding of the steps needed to modernize your UFR process, the

benefits you can expect, and practical strategies to overcome challenges and achieve success.

The Ultimate Guide to UFR Modernization
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Identifying the Pain Points in Your
Current UFR Process

Modernizing the UFR process is crucial, but first you must understand the specific pain points within your current
approach before architecting a path forward. It’s important to remember these are real challenges plaguing decision
makers across the federal government for decades. The list below is extensive but not exhaustive. It is important

to identify the top 3 issues your department is facing, understand the benefit of addressing them, and to look for
solutions which will address your most pressing issues.

Manual Workloads Lead to Decision Delays

The traditional UFR process often involves significant manual effort, from data entry to reporting. This manual
workload is not only time-consuming but also prone to errors, leading to delays that hinder timely responses to
emerging needs.

Transparency and Accountability Issues

One of the major challenges in the current UFR process is the lack of transparency. Stakeholders often struggle to
track the status of their requests or understand the criteria for funding decisions. This opacity can lead to frustration
and a sense of disconnect, as personnel are left in the dark about the progress of their requests and the rationale
behind funding allocations.

Lack of a Decision Framework

In many organizations, data related to unfunded requirements is scattered across multiple systems and formats,
making it difficult to aggregate and analyze effectively. This fragmentation and lack of consistent criteria complicate
the decision-making process. Additionally, outdated data management practices hinder the ability to create a
feedback loop necessary to improve future planning, limiting strategic planning capabilities.

Resource Constraints and Budget Limitations

Budget constraints are a constant challenge, particularly in an environment where operational demands are
increasing. The traditional UFR process often lacks a clear framework for prioritizing needs based on strategic
objectives and potential impact, leading to suboptimal resource allocation. For many years the US Military has been
allocating resources to fight the war on terror, however as the age of great power competition emerges, new criteria
for investment will need to be implemented, funds will need to be re-allocated, and how dollars should be spent on
UFRs will change dramatically.

End-of-Year Spending Sprees

A common issue with the traditional UFR process is the tendency for departments to engage in end-of-year
spending sprees. Faced with the "use it or lose it” budget mentality, departments often rush to spend remaining
funds on whatever can be quickly purchased rather than strategically investing in long-term, mission-critical needs.
This is why the PPBE Reform Commission highlighted the challenges with obligating operations and maintenance
(O&M) and military personnel (MILPERS) in the year in which they are appropriated. This reactive approach can lead
to wasteful spending and missed opportunities to support core objectives effectively.

The Ultimate Guide to UFR Modernization 4



”n
€5 DECISION LENS

EL

The Case for
Modernization

Modernizing the Unfunded Requirements
(UFR) process is an urgent necessity in
today’s fast-evolving operational landscape.
This section explores the compelling reasons
behind this urgency and the specific benefits
modernization brings.

Leveraging Technological Advancements

The rapid advancement of commercial software presents an unparalleled opportunity to overhaul the UFR process.
Purpose-built analytics, workflow automation, scenario planning capabilities, and spend plan tracking built on

a decision framework provide the ultimate UFR transformation. By integrating these capabilities, organizations
transform their unfunded requirements process.

Mitigating Budgetary Pressures

With increasing budget constraints and the demand for greater fiscal responsibility, optimizing resource allocation
is more important than ever. Traditional UFR processes often result in suboptimal spending due to inefficiencies and
lack of strategic focus. Modern UFR solutions provide the necessary tools to make informed and strategic funding
decisions, ensuring that every dollar is utilized effectively.

Mitigating End-of-Year Spending Sprees

As mentioned earlier the need to engage in end-of-year spending sprees must be stopped. The "use it or lose it”
budget mentality often leads to rushed spending on readily available items rather than strategically investing in long-
term needs. Modern UFR tools provide better forecasting and strategic planning capabilities, helping departments
avoid the pitfalls of last-minute spending. These tools allow for a more even distribution of investments throughout
the year, ensuring that budgets are used wisely and effectively.

Conclusion: Enhancing Strategic Decision-Making

The goal of modernizing the UFR process is to enhance strategic decision-making. Modern software enables
organizations to align funding decisions with their current objectives, ensuring that resources are directed towards
initiatives with the highest impact.

By modernizing your UFR process, organizations can operate at the speed of relevance, maintaining their advantage
over our adversaries by addressing new threats and seizing opportunities as they arise. This proactive approach
enhances overall mission readiness and effectiveness.

The Ultimate Guide to UFR Modernization 5
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Successfully modernizing the Unfunded Requirements (UFR) process requires a solid foundation. This involves
building a coalition for change, setting clear and achievable goals, and preparing your team through training and
development.

Building a Coalition for Change: Identifying & Recruiting Key Stakeholders

Modernization efforts must begin with strong leadership and the involvement of key stakeholders across the
organization. Critically, you must understand that change - even if it is a good idea - is difficult. According to
Geoffrey Moore’s diffusion of innovation, just 2% of people are change agents. Therefore, if you think change is
important and necessary you must be prepared to be the champion within your organization. You don’t need to
create change alone - you are the spark and the assets below are your kindling:

e Executive Leadership: Securing commitment from at least one top leader who can paint their vision for why
change is important is the first thing you need to do. It’s even better if they have access to budget for new
software, additional training, and external experts to help in the effort.

« Financial Managers & Budget Analysts: These are the people who will be most impacted by the change. They
may be frustrated by the process today, but they are experts and comfortable with it. Getting influencers on
board with the idea of change and including them in the evaluation process will get them invested and their
enthusiasm will help win over the naysayers.

e Operational Leaders: If the loudest voice in the room gets all their UFRs funded in the current process they’ll
also be the loudest voices against transformation. Recruit leaders who feel a more data-driven, transparent
process would be beneficial to be part of your tiger team.

e |IT and Developers: Some of these teams may prefer to build something in-house versus leveraging third party
offerings. Convincing them of the benefits of commercial off-the-shelf software and understanding hosting and
security requirements early can prevent delays later in the process.



”n
€5 DECISION LENS

Building this coalition ensures that all
perspectives are considered and that there

is broad support for the changes being
implemented. Clear communication of the
benefits and goals of modernization can help
in securing this support. Once your team is
developed there are some best practices

to build and maintain momentum towards
transformation.

Defining clear and achievable goals is essential for guiding the
Set Clear, modernization process. These goals should be specific, measurable,
Achievable Goals. attainable, relevant, and time-bound (SMART). They should also tie
back to the main pain points you identified during your evaluation.

Transformation takes time and maintaining momentum is critical.

Maintain It’s suggested you hold regular touchpoints where achievable goals
Momentum & are set to get ongoing wins as you build towards major milestones.
Build Excitement. Another tactic is to empower individuals to own various elements of

the process to get them further invested.

Modernizing the UFR process will involve new tools and workflows,

Ensure People making training and development critical. Testing new solutions
Get Training and and assessing new processes in a proof of value is critical to
Support. understanding how a new approach would work when distributed

enterprise wide.

With the right team, the right approach, and frequent, small achievable goals you will build momentum, maintain it
as the process plays out, and begin piquing the interest of others in your organization who may have been reluctant
to engage initially.

The Ultimate Guide to UFR Modernization 7
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Overcoming
Resistance to
Change

Even with the best-laid plans, resistance to
change is a common hurdle change agents
face. Addressing this resistance proactively
is essential for a successful transition to a
modernized UFR process.

Address Common Fears and Misconceptions

Change can be daunting, and fears and misconceptions can hinder progress. Common concerns include:
e Job Security: Fear that automation and new technologies will lead to job losses.

e Complexity: Concerns that new systems will be too complex and difficult to learn.

e Disruption: Worries about disruption to existing workflows and processes.

Address these fears through open communication, highlighting how the changes will benefit both the organization
and its employees. For example, the DoD is facing recruiting shortages. The result is more senior individuals being
forced to do entry-level manual data collection and validation. Others are forced to work nights and weekends
during UFR drills. Emphasize that the goal is to enhance efficiency and effectiveness, not to eliminate jobs. This is
a great time to have the senior leader you recruited to your modernization team proselytize this motion loudly and
regularly.

Demonstrating Benefits and Share Success Stories

Modernization doesn’t simply eliminate pain points, but it also creates unexpected benefits for individuals and the
organization. Showcasing the benefits of modernization can help in winning over skeptics. This includes:

e Sharing Success Stories. Sharing success stories from other departments or organizations that have undergone
similar modernization efforts. Highlight how individuals who contributed to change have advanced their career,
gained better work-life balance, or simply found their work more rewarding.

e Trialing new tools before going all in. Implementing pilot programs to demonstrate the effectiveness of new
systems on a small scale before a full rollout.

*  Promising training. People want and need more training. In a recent PPBE Implementation Study conducted
by Decision Lens, nearly 75% of respondents stated they felt the need for more training was critical for reform
efforts to succeed. Many software vendors and even consultants will offer training on their technology or best
practices which will meet this need.

Highlighting tangible improvements in efficiency, accuracy, and transparency and the resulting benefits individuals
gain can help in building confidence in modernization.

The Ultimate Guide to UFR Modernization 8



”n
€5 DECISION LENS

E Choosing the Right Technology

Modernizing the UFR process requires more than just a commitment to change—it demands the right technology.
While UFR-specific software might not exist, there are robust solutions like Decision Lens that can transform your
UFR process. This section will guide you through evaluating your current systems, identifying the key features
needed in modern UFR solutions, and making a compelling business case for investment.

Evaluate Your Current Processes

Before adopting new technology, it’s crucial to assess your existing systems and identify gaps. Today, many still
rely on a combination of email, spreadsheets, and slide decks for their UFR process.

Understanding the why of inefficiencies in your process is important before you begin considering solutions.
This understanding will make it easier to select and remove offerings from consideration. Your evaluation should
include:

e Mapping Current Processes: Documenting your current UFR workflow, from request submission to final
approval.

« |dentifying Bottlenecks: Highlighting areas where delays and inefficiencies occur.
* Assessing Data Management: Reviewing how data is collected, stored, and analyzed.

« Engaging Stakeholders: Gathering feedback from those who interact with the UFR process to understand
their pain points and needs.

» Evaluate your decision framework and criteria: Assess how decisions are made, if they are done so
consistently, and regularly tied to mission objectives. A decision framework should be the foundation of any
technology or process improvement you undergo.

This evaluation helps in understanding what needs to be improved and sets a baseline for measuring the impact of
new technology and improved processes.
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Making the Case for Investment
To secure buy-in and funding for new technology, it’s essential to make a compelling case, by doing the following:

* Quantifying Benefits: Use data from your evaluation to show how the new solution will improve efficiency,
reduce errors, and save time. If your department is understaffed focus on how much more could be done by
automating manual processes.

e Demonstrating ROI: Highlight the potential return on investment by showing how improved UFR processes
can lead to better resource allocation and cost savings. This will be a difficult metric as it is hard to quantify,
but using examples of dollars invested in non-strategically aligned resources over several years could build a
compelling case.

* Providing Case Studies: Share examples of other organizations that have successfully implemented similar
solutions and the benefits they have realized.

e Replacing Existing Systems (and saving money): Consolidating from multiple, outdated, expensive solutions
not only could reduce hard costs while also eliminating the soft costs associated with maintaining homegrown
systems.

e Focusing on Time to Value: With commercial software, speed is the name of the game. Identify solutions which
can be implemented quickly and have an immediate impact versus the older approach to ERM systems which
sometimes took years to deploy.

A well-crafted business case will help in securing the necessary resources to modernize your UFR process
effectively.
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Thoroughly Research Your
Options

Since there are no commercial off-
the-shelf software suites dedicated to
unfunded requirements modernization,
you will need to conduct research on
which solutions might meet your needs.
There are many places to conduct your
research, from a typical Google search to
colleagues who have evaluated solutions
or corporate sponsors of relevant
associations. These sources will provide
a good starting list to conduct your
research.

Require Custom Demos &
Conduct a Proof of Value

Seeing software live, asking questions as
to how it works, and understanding how

it all interoperates is an important step

to understanding if it will be easy to use,
deploy, and adopt for your organization.
Once comfortable with what is shown, it is
useful to conduct a proof of value where
you can input a subset of your actual data
and test how the process would work
from start to finish.

The Ultimate Guide to UFR Modernization

Selecting the Right Vendor

Evaluate Their Ability to
Service the Public Sector

Supporting the public sector, especially
the Department of Defense, demands
certain requirements be met. Not all
vendors can meet these requirements. So,
start by eliminating solutions that are not
FedRAMP certified, hosted on supported
cloud platforms, and do not meet rigorous
security requirements.

Understand Implementation
and Support Offerings

If a solution seems like the right fit,
meets your usability requirements, and
will address the pain points in your
process, it’s important to understand
the implementation timeline and how
support will be handled after you go live.
At Decision Lens for example, we have
developed a 12-week implementation
timeline, offer ongoing support via a
dedicated customer success manager,
and make ongoing training available via
Decision Lens University.

Selecting the right solution can feel
overwhelming at the outset. However,

by using the above framework you will
quickly reduce the number of viable
vendors to a manageable number and
then can decide from the 2-3 which make
the cut for consideration.
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Implementing
Your Modern UFR
Solution

Implementing modern UFR solutions requires
careful planning and execution. This section
outlines a strategic approach to ensure a smooth
transition and successful adoption.

Find the right time to buy & implement

Purchasing commercial software can take time. Identifying potential vendors, evaluating their offerings, securing
funding, and finally getting a contract in place, might take more than 9 months. Therefore, backing up this timeline
so you can begin implementing and go live before your next major UFR drill is useful. For Decision Lens, we
recommend deploying in early Q1 of the federal fiscal year (October - December). This timeline affords end-of-year
sweep up money to purchase software and is after the end of the fiscal close but will have you up and running before

mid-year reviews.

Get the Organization on-board

Start by getting the senior leader from your team to excite the staff about the change, highlight the benefits, and
require use of the new system. Start immediately with training so people can quickly get comfortable and familiar
with the software and speed up time to value. Highlight early wins and tasks achieved which had not been possible
under the old approach. Some other things to consider:

+ Setting Objectives: Define what you aim to achieve with the new UFR solution, such as reducing approval times,
improving data accuracy, or enhancing transparency.

 Assign Roles and Responsibilities: Identify the team members responsible for various aspects of the
implementation, from project management to technical support.

« Develop a Timeline: Establish a realistic timeline with key milestones and deadlines to keep the project on track.

Keep the lines of communications open

Modernization is an ongoing process. Establishing continuous improvement and feedback mechanisms is crucial to
ensure the UFR process evolves with your organization’s needs. Conduct regular reviews to assess the performance
of the UFR system and identify areas for improvement. Create strong feedback channels for users to provide
feedback and suggest enhancements. Doing this will offer continuous improvement, which ensures that the UFR
process remains efficient and effective over time.

The Ultimate Guide to UFR Modernization 12
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CONCLUSION

The Future of UFR

As we conclude this guide, it’s essential to look ahead and consider the future of UFR management. Modernizing the
UFR process is not just about adopting new technology—it’s about transforming how your organization operates,
makes decisions, and allocates resources.

Key Takeaways

e Focus on Strategic Decision-Making: By leveraging advanced analytics and data-driven insights, organizations
can make more informed and strategic funding decisions.

« Require Efficiency and Transparency: Modern UFR solutions streamline processes, reduce manual workloads, and
enhance transparency and accountability.

 Continuously Improve: Establishing feedback loops and ongoing training ensures that the UFR process evolves
with changing needs and technologies.

Something about Decision Lens

The days of multi-year, multi-million-dollar monolithic software implementations are coming to an end. As the era
concludes, organizations are reevaluating the underlying processes that supported this technology.

With Decision Lens, you can maximize impact by optimizing the evaluation of vital projects, improving resource
utilization, and refining funding strategies. This comprehensive approach ensures that every critical demand

is effectively met and surpassed, transforming how you prioritize and execute essential projects. You can turn
organizational challenges into strategic advancement and success opportunities by leveraging Decision Lens.

OUR SOFTWARE FEATURES

{L Automated UFR Intake (& Actionable Prioritization
L1
@ Seamless Collaboration for v= Decision Making at Echelon
Enhanced Transparency

Looking Ahead

The future of UFR management lies in embracing technology and fostering a culture of innovation and continuous
improvement. By modernizing your UFR process, you position your organization to respond more effectively to
emerging needs, optimize resource allocation, and achieve strategic goals.

Modernization is a journey, and with the right approach and tools, your organization can achieve significant
improvements in efficiency, effectiveness, and overall mission readiness.

The Ultimate Guide to UFR Modernization 13



About Decision Lens

Decision Lens is integrated planning software which modernizes how government prioritizes, plans, and funds.
Leveraging our unique expertise in decision science, customers across the Department of Defense, intelligence
community, and federal civilian agencies achieve a sustained operational advantage though superior long-range
planning, continuous medium-range prioritization, and short-range funding execution.

Decision Lens addresses the shortcomings of the current defense budget system by developing cutting edge
technology, relying on process re-engineering best practices, and hiring experts who get organizations to realize

value quickly. With Decision Lens, the DoD will realize the agile, accountable, and collaborative approach required
to retain US global dominance.
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Learn more at www.decisionlens.com



