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1.0  Introduction

1.1  Background
1.1.1 Life Cycle Management

In his 20 March 2000 memorandum, the Army Acquisition Executive clarified the roles and responsibilities of acquisition and logistics personnel as they pertain to life cycle management.
,
.   The current focus of life cycle management is to develop, field and sustain high quality warfighting systems at the lowest total cost.  Life cycle support is a shared responsibility between AMC/MACOMSs and the PEO/PMs they support.  This new approach places emphasis on addressing sustainment issues early in the system life cycle to (1) reduce long-term costs; (2) adhere to integrated and stream-lined total Army business processes; (3) facilitate meeting the Army’s modernization objective; and (4) address readiness, operational and training issues.  The PMs have the lead to ensure performance and minimize costs through the life cycle.  The AMC/MACOMs support the PMs through the acquisition process.  This memorandum reinforced the continuing partnership between the AMC/MACOMs and the PEO/PMs.  Team C4IEWS is the AMC/MACOM and PEO/PM partnership in action for this community.  

1.1.2  Team C4IEWS in the Evolving Army Environment

The creation of the Team C4IEWS Sustainment Review Process is the suggested course of action (COA) to ensure that all Team C41EWS support strategies optimize sustainment in the evolving Army environment.  This process began as a Logistics Readiness Center (LRC) initiative for management review of weapon systems in January 2002.  It was expanded by the CECOM Commander in early March as part of the C4IEWS Four Prong effort to improve sustainment planning.  The four-prong effort focuses on the following;
1.1.2.1 Regulations/Statutes/Mandate Compliance (Core Depot): Core Logistics Statue, Title 10, United States Code. (U.S.C.)
1.1.2.2 Fielding Requirements (SBCT/FDD): Interoperability, Transportability, Human Factor Issues, Materiel Fielding, Unit Package Fielding, System of Systems Support e.g. Training.

1.1.2.3 Acquisition Strategy/Contract Planning:  Identifies strategy to acquire both the products and the support for the system and lays out how the contracts will be developed and in what timeframe…Will include PBL.

1.1.2.4 Design For Supportability (PBL):  Standardization, Durability, Obsolescence Issues, Total Ownership Costs or Life Cycle Cost Driver Management, Mission Reliability, Logistics Reliability or Demand Rates, Maintenance Ratios or Maintainability, Serviceability & Preventive Maintenance Requirements, Fault Isolation/Detection Effectiveness, Power Generation Requirements, Number of Operators per System.  

1.1.3  The C4IEWS Approach

The initial C4IEWS approach was developed through a Value Concept Workshop, held 13-17 May.  At that time, the participants realized that upper management review was not sufficient by itself to adequately address weapon system sustainment.  The scope of effort was expanded to develop a process that would become part of the normal business routine for the weapon system team, regardless of life cycle phase.  Further, the workshop identified a need to promulgate best practices and lessons learned through out the C4IEWS community.  The workshop also determined that sustainability must ultimately be part of the design process as well as continually monitored and adapted to changing environments.   The final plan partitioned the work effort into phases.  In Phase I, the focus is on the process for sustainment management of 
weapon systems currently under the LRC.   A prototype of the process will include a candidate from each LRC Weapon System Directorate to test the procedure and revise as necessary.  Phase II will expand the effort to the PEO/PM community.  

1.1.4  The C4IEWS Integrated Concept Team

The Team C4IEWS Sustainment Review Integrated Concept Team was established during the workshop with the intent of developing simplified policy and procedure.  Team membership includes CECOM organizations including LRC, Tobyhanna Army Depot (TYAD), Software Engineering Center (SEC), DCSOPS, DSCLOG/ENG, and CCSLA.  The PEO IEW&S, PEO C3T and PEO EIS serve in an advisory capacity for Phase I and will have full participation for Phase II.

1. 2  Purpose

The purpose of this guide is to define Joint Team C4IEWS policy and procedures that ensure sustainment strategies are optimally managed to be cost effective, meet readiness objectives, and comply with regulations, statutes and mandates.  Program Managers and Weapon System Teams should use this guide to plan for and evaluate the sustainability of their Weapon Systems on a continuing basis.

Initial emphasis will be placed on those systems with high cost and high visibility selected from ACAT I – IV programs and those systems that present potential workload for TYAD.  Particular focus should be placed on workload falling within the provisions of the Arsenal Act and/or Core Logistics Statute.  

2.0  Partnering Responsibilities

2.1  PEO Supportability Integrated Product Team (SIPT)

Each weapon system Supportability IPT is responsible for major ILS program decisions.  The IPT is comprised of representatives from the organizations or functional disciplines that influence the program’s maintenance and logistic support strategies.  Membership usually includes the Project Leader (PL), ILS Manager, Maintenance Engineer, Original Equipment Manufacturer (OEM) representative, and a TYAD representative.  The IPT should be established as early as possible in the weapon system life cycle, and should meet regularly to evaluate requirements during the program.  It is essential that the IPT consider supportability and sustainment as early in the process as possible.  Refer to Acquisition Logistics Handbook, MIL-HDBK-502, Section 9:  Integrated Product Team Setup and Involvement, for additional IPT information.  The SIPT has the primary responsibility to plan for and manage sustainment of the Weapon System.  

2.2  LRC Weapon System Directorates/Weapon System Team (WS Team)

The WS Team has the same basic responsibilities for the level II and III weapon system as the SIPT does for the developing system.  Members include ILS Manager, Engineer, Item Manager, Technical Writer and Provisioner.

2.3  Ad Hoc Members

Functional representation depends on the type of effort.  Support may come from the Legal Office, Acquisition Center, DSCRM, TYAD, Contractor, SEC, Safety Office, ALC Rep (DRE), DCSLOG/ENG, Power Sources, SADBU, RDEC, Competition  Advocate, CCSLA, PL (Level 1), DSCOPS and LEO.
2.4  LRC/Logistics and Engineering Operations Directorate/ Engineering, Logistics & Acquisition Support Division (ELA)

Once the SR ICT has established the SR policy and procedures, responsibility for maintaining and updating these will transfer to the ELA Division.  The ELA Division will support the SIPT or WS Team as required to assist in ensuring that sustainment planning and execution is consistent with SR policy and procedure.  The ELA Division will also develop and maintain any necessary databases associated with the maintenance of SR policies, procedures and ELA support of the SIPT/WS Team.

2.5  The Sustainment Review Members (SR Members) – For the LRC

Once the weapon system has transitioned to the LRC, the Weapon System Team will take the lead as primary manager of sustainment.   During planning and reviews, Ad Hoc members will be added to the team as necessary.  Both the Branch and Division Chiefs will provide oversight as needed in preparation for the review by the Deputy Director.  The SR Team will evaluate the sustainability of the Weapon System on a periodic basis, but not less than every two years.    The objective of these reviews will be to ensure that the support strategy remains cost-effective, meets readiness objectives, and is legally compliant with the Arsenal Act and Core Logistics statute.  The SR Team will also present the Sustainment Review to management as required.  Typical SR membership is depicted in figure 1.
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3.0  General Principles

3.1  Candidate System Selection  

SIPTs and WS Teams shall select systems for sustainment review based on logistics problems such as readiness, funding, obsolescence, or other management concerns.  In addition, after reaching initial operating capability, each weapon system will be subject to full review every two years if there are no known logistics problems.

3.2  Sustainment Review Team  

The Sustainment Review Team is chaired by the Director or Deputy Director having management responsibility for the weapon system under review.  The core presenters will include the WS Team, branch and division management, and Ad Hoc SIPT members as required.

3.3  Sustainment Rating  

Both the ILS elements and the Sustainment Wellness elements will be rated by the WS Team using a Blue-Green-Amber-Red rating scheme.  These ratings are defined in figure 2.  Blue was added to identify Best Practices.   The focus of all SR ratings will be a two-year period (current year and budget year).  
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figure 2

3.4  Optimizing Sustainment  

The SR policy is aimed at formal review of those systems that have sustainment problems.  However, it is anticipated that the frequent internal SIPT/WS Team use of this review process, and consideration of the questions it addresses, will enhance overall Team C4IEWS sustainment planning and execution.

3.5  Future Improvement through Collaboration and Accommodation. 

The primary goal of this process is to promote effective/flexible support strategies as well as to identify best practice logistics procedures and lessons learned.  This information will be communicated to PEOs/PMs and improve collaboration on early life-cycle decisions impacting sustainment.  Additional goals include; improved communication and coordination of daily sustainment planning activities, as well as recurring examination of support concepts and validation of business plans and practices.
4.0  Standard Documentation

Standard Documentation was developed specifically for this process.  Currently the documentation is focused on Phase I – LRC Systems.  These are usually fielded systems, transitioned to LRC management.  In Phase II, all documentation will be updated to accommodate systems under Level 1 management.

4.1  Sustainment Review Screening Checklist

The SR Screening Checklist is intended to be an online tool used by the WS Team on a frequent basis.  It will assist the team in identifying problems.  It is composed primarily of yes/no questions and meant to be a “quick” review tool.  As an automated tool, the checklist will display the “big picture” for the LRC weapon systems. It will provide management with insight regarding preparation for new initiatives, such as two-level maintenance, as well as identify common problems.  The database will be established by the ELA division and will be accessed only by the stakeholders for the system.  See Appendix A.

4.2  Sustainment Review Questionnaire

The purpose of the SR Questionnaire is to determine how sustainment can be optimized for the weapon system.  When the team completes the questionnaire, any areas for improvement will be identified and scheduled to accomplish all necessary events.  The SR Questionnaire is an expanded version of the SR Checklist and requires more time to complete because of the level of detail.  The SR Questionnaire is available within the LRC Knowledge Center.  It is intended to specifically identify sustainment issues that may become problems within the next two years.  Many of the questions relate to common problems experienced with Communications-Electronics equipment.  It also responds to the C4IEWS Four Prong Effort by highlighting questions concerning Stryker Brigade Combat Team (SBCT), Core Depot Allowance (CDA) and Performance Based Logistics (PBL).  See Appendix B.

4.3  Sustainent Review Briefing Package

The SR Briefing Package is a composite of the review briefings previously used by the three commodity system directorates.  It also includes portions from the Recapitalization Briefing and questions regarding known sustainment problems.  It is directly related to the SR Questionnaire but is not identical.  The briefing looks at the systems current support posture and the sustainment plans over the next two years.  

5.0  Phase I Process

5.1  SR Procedure

The Phase I process is specifically for the fielded systems supported and managed by the LRC (level III).  These systems are in the Sustainment Phase of the Weapon System Life Cycle.  The purpose is to optimize sustainment planning and execution for these systems.  The sustainment review is intended to cover the current year and budget year (2 years) for the system.  The entire SR procedure is considered a tool for the WS Team.  Management review is secondary and a control function to ensure the team has planned adequately, been resourced appropriately, and understands Army and Command priorities.  Sustainment management must be an “everyday” process if it is to be efficient and effective.  The SR procedure is depicted at figure 3.
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figure 3
The WS Teams completes or updates the SR Screening Checklist for systems meeting the following criteria or as required by management:

· Interim Contractor Support (ICS) to expire within 2 years.

· Contractor Logistics Support contract vehicle to expire within 3 years.

· Weapon System evidencing readiness problems due to logistics support.

· Weapon System experiencing long turnaround times for supply or maintenance actions.

· System is scheduled for transition to CECOM management within 3 years.

Once the SR process has been established, each weapon system will be subject to full review at least every two years after reaching Initial Operating Capability (IOC) if there are no known logistics problems.   However, the WS Team may use any of the SR tools at its discretion to assist with daily management of sustainment planning and execution.

The SR Screening Checklists will be completed online and are part of an automated database.  Access to the database is limited to the stakeholders of the information.  The checklist is intended to assist in the decision of scheduling reviews because it will quickly identify system problems.  In all cases, the Commodity Director will select systems for review based on Command and directorate priorities as well as information from the checklist.   

The WS Team may also request reviews as appropriate. For example, there is currently emphasis on the two-level maintenance concept in the Objective Force (OF).  The WS Team realizes that its system will be part of the OF but has a different maintenance concept.  The WS Team requests management review to identify the steps and resources necessary to convert their system’s maintenance concept.  In this instance, the SR process is used as a decision brief initiated by the WS Team. 

5.2  SR Events

Once the need for a Sustainment Review is established, the Chair is identified.  This is usually the Deputy Director.  The Schedule for reviews is established at this level and the Team is notified and given at least 2 weeks to prepare for the briefing.  

The first event is the formation of the working team that is called the Sustainment Review Team.  The composition of this team varies but always includes the LRC WS Team, WS Directorate management, and ELA representation.  Ad Hoc members are included based on the problem areas being addressed.  The SR Team completes the SR Questionnaire to assess the weapon system.  Once the questionnaire is completed, it is provided to the Chair (NLT 5 days prior) in preparation for the review.  The SR Team then prepares and presents the Briefing Package.   

5.3  SR Ratings

The briefing provides a description of the weapon system as well as its current and planned sustainment posture.  The system is rated using the Blue-Green-Amber-Red method.  There are two categories of ratings:  ILS Elements and Sustainment Wellness Elements.  The ILS elements (figure 4) are IAW AR 700-127, Appendix B, (http://www.logsa.army.mil/alc/127/).   This directly coincides with the briefing formats used by the PEO community.  
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The Sustainment Wellness Elements (figure 5) relate to characteristics considered key to continuing efficient, effective sustainment.  These elements also tie to the Four Prong effort.  They are defined in Appendix E of this SOP.  
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It is required that each element that is Amber or Red be discussed by completing an Issue Chart.  When management is briefed, the SR Members will have formulated Get Well Plans, with associated milestones, for each issue.  Blue Ratings should also be discussed through preparation of an issue chart.  This will help management determine why these areas are considered best practices, and explore how they may be applied to other programs.   

5.4  SR Conclusions, Milestones and the Sustainment Plan

The final portion of the briefing presents short term goals (within 90 days) and long term goals (beyond 90 days).  This chart will identify all of the get well actions to occur and provide a milestone to accomplish each one.  This is the “Sustainment Plan” for the system.  It is the heart of the entire process and is intended to realign the weapon system to a solid sustainment plan that will optimize the weapon systems support.  In the last briefing chart, the WS team will identify areas that require management intervention.  This should be limited to issues that cannot be resolved independently by the WS Team and/or responsible branch or division management.  

5.5  Management Responsibilities

It is the responsibility of the SR Chair to determine how progress will be verified in meeting the get-well milestones and implementing the revised sustainment plan.  

6.0  Phase II Process

Implementation TBD 

The second phase of the SR coordination process will expand the sustainment review to the rest of the life cycle and those systems under PEO/PM management.   The SR process is now a Team C4IEWS effort.  While the main effort to prepare the review remains with the LRC WS Team, the PEO/PM is a full member.  The PEO/PM community must be involved in the SR process for all level I systems.  The Contractor is also expected to participate when appropriate.  The earlier in the life cycle these efforts begin, the more likely that support alternatives will be evaluated from the Total Life Cycle Management perspective.  

7.0  Tracking Progress

For Phase I, the SR Ratings will be tracked within the Weapon System Directorate, using the directorate R&A already in place.
8.0  References

a. SAAL-PR Memorandum dated 22 Mar 02, subject Life Cycle Management.

b. SAAL-PR Memorandum dated 20 Mar 02, Subject Life Cycle Management

c. Sustaiment Review Briefing package format

d. Sustaiment Review Briefing Checklist

e. Sustaiment Review Questionnaire
� SAAL-PR Memo, dated 22 March 2002, subject: Life Cycle Management.  Available on LOG XXI>Strategies>Sustainment Cost Management Annex/Metrics>Policy and Guidance>Life Cycle.


� SAAL-PR Memo, dated 20 March 2002, subject: Life Cycle Management. Available on LOG XXI>Strategies>Sustainment Cost Management Annex/Metrics>Policy and Guidance>Life Cycle
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AR 700-127 defines the ILS elements.  It is available http://www.logsa.army.mil/alc/127/.  See 1-7. –Elements of ILS.  Appendix B provides the definitions.

Rate each element using B/G/A/R.  It is mandatory to address Amber and Red Ratings.  Also include Blue if you are identifying a Best Practice.
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