A Crucial Meeting . . .

THE ARMY

SYSTEMS ACQUISITION
REVIEW COUNCIL

Introduction
Every important DOD materiel
development program requires a great

deal of personnel and financial re-
sources. As such, it is imperative that
these programs are reviewed through-
out key phases of the acquisition
process. That is the mission of the
Army Systems Acquisition Review
Council (ASARC).

Specifically, the ASARC provides
senior acquisition managers and
functional principals the opportunity
to review designated programs at for-
mal milestones to determine whether
a program or system is ready to enter
the next acquisition phase,

DoD Directive 5000.1, DoD Regu-
lation 5000.2-R, General Order #3, and
Army Regulation 70-1 govern the
Army’s milestone review
process. The ASARC makes
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The process described in this arti-
cle pertains primarily to a milestone
review and can be tailored for “spe-
cial” reviews. While it is theoretically
possible to make major acquisition
decisions through the staffing process
alone, experience has shown that
face-to-face discussion speeds the
decisionmaking process and improves
understanding of the program and
the decisions being made.

Organization And Membership
ASARC members include senior
acquisition managers and functional
principals. The Assistant Secretary of
the Army for Acquisition, Logistics
and Technology (ASAALT) is usually
designated as the Army's Acquisition
Executive. Members are listed below;

however, additional members may b
added as necessary.

Army IPT Structure

ASARC members are supported i
the decisionmaking process by an
integrated product team (IPT) com-
prised of representatives of each of
the Army staff elements. The IPT
functions in a spirit of teamwork witl
participants empowered, to the maxi
mum exlent possible, to make com-
mitments for the organization or the
functional area they represent. IPTs
enable decisionmakers to make the
right decisions at the right time.

Two [PT levels support the pro-
gram manager {PM) throughout the
review process: the ASARC and the
various working integrated product
teams (WIPTs). Established t«
support each program, the

recommendations to the
Army Acquisition Executive
(AAE) on those programs for
which the AAE is the mile-
stone decision authority
(MDA). In addition to these
milestone reviews, an ASARC
may be convened at any time
to conduct a formal review of
the status of a program, to
address a specific issue, or, in
the case of acquisition cate-
gory ID Programs, to deter-
mine the program’s readiness
for the Defense Acquisition
Board (DAB) and to estahlish
the Army position.

ASARC Members

ASAALT/AAE (Chairman)

Army Vice Chief of Staff (VCSA)

Deputy Under Secratary of the Army
(Operations Research)

Assistant Secretary of the Army (ASA)
(Financial Management and Comptrollar)

ASA (Installations and Environment)

Commanding General {CG), Army Materiel Command

CG Army Training and Doctrine Command

Office of the General Counsel

Chief Infarmation Officer (C10), G-6

Deputy Chief of Staff G-1, G-2, G-3, G-4, G-6, and G-8

ASAALT Military Deputy (MILDEP)

Director, Program Analysis and Evaluation

Director, Gost and Economic Analysis Center

CG, Army Test and Evaluation Command (ATEC)

ASARC IPT performs the day-
to-day work required through
out the acquisition process, tt
include those activities lead-
ing to a successful milestone
decision. The ASARC IPT,
which is led by the PM, is the
level at which the majority of
interaction between the pro-
gram management office
(PMO) and the Department o
the Army (DA) staff occurs.
Support provided by the
IPT includes reviewing pro-
gram documentation, prepar-
Ing assessments, and making
recommendations on the
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readiness of the program to enter the
next acquisition phase. IPT_rr}embers
must be proactive and participate
early in the milestone preparation
activities. [PT members must also
work closely together and with the
PM to find acceptable solutions to
nroblems. lssues identified during the
IPT process, but not resolved at that
level. should immediately be raised to
the appropriate decision authority.

The IPT is further organized into
WIS, which are oriented toward one
or more of the various functional
arcas. These areas typically include
vost, acguisition, test and evaluation,
and requirements. The PM, in coordi-
nation with [PT members, proposes
the WIPT structure that is best suited
1o support his or her specific pro-
gran. Most IPT members will partici-
pate on one or more of the functional
teams. WIPTs are normally engaged
upfront and continuously during the
acquisition process to assist in devel-
uping acquisition plans or strategies,
test and performance evaluation
strategies, and logistics and fielding
strategies that will increase the pro-
grant’s probability of success,

Key Coordination Roles
'he program's DA Systems Coor-
dinator (DASC) is the primary acqui-
sition staff officer at HQDA. As the
ASARC IPT facilitator, the DASC
assists the PM in managing the IPT.
I'he facilitator is also responsible for
ensuring that IPT members support
the PM in preparing the program for
review. Further, the facilitator is re-
sponsible for recording issues identi-
lied by IPT members and assisting in
tracking the resolution process. The
central focus of the PM and the
DASC is to manage the [PT to a

The PM should designate a mem-
ber of the PMO to serve as the ASARC
coordinator, who will be the PM's pri-
mary action officer within the PMO
for managing the preparation efforts
and keeping the process on track. The
coordinator also maintains program
schedule information, establishes and
oversees a program library and cur-
rent documentation status log or reg-
ister, establishes and maintains a
point-of-contact (POC) list, prepares
ASARC-related correspondence, and
acts as the central POC at the PMO for
all ASARC members. In addition, the
coordinator works on routine matters
with the DASC, and the DASC coordi-
nates with the PM an important
issues.

Serving as the ASAALT POC for
the ASARC process is the Executive
Secretary. The ASARC Executive Secre-
tary also provides guidance, advice,
training, latest policy information,
and examples of successful ASARCs,

Schedule Of Events

At the initial IPT meeting, a
schedule should be prepared with a
target date for the ASARC. Once the
schedule is established, the remaining
preparation milestones are backward
planned. IPT meetings should be pro-
posed and scheduled at a rate of once
a month and can be adjusted to
respand to the program’s needs. The
goal is to ensure that adequate time is
allowed to enable all required actions
to be completed on schedule. The
ASARC Executive Secretary publishes
a target date (month) for the ASARC
starting 6 months prior to the meet-
ing. Later, the ASARC Executive Secre-
tary establishes the exact date of the

ASARC—2 months in advance—in
coordination with the calendars of the
AAE and VCSA,

Documentation

Documentation is the primary
source of information for acquisition
decisionmakers and their staff at the
DA and Office of the Secretary of
Defense levels. Statutory or other doc-
umentation requiring approval by the
MDA are normally nonnegotiable and
must be prepared in a prescribed for-
mat. Other review and oversight doc-
umentation can be negotiated by the
PM with the IPT as to need or format.

One of the [PT's first tasks is to
determine the requirement for pro-
gram documents and information
and recommend to the MILDEP what
documentation should be prepared or
tailored for the specific program. Each
WIPT is responsible for reviewing pro-
gram documentation within its func-
tional area and providing recommen-
dations to the IPT. A major function of
the IPT is to apply tailoring to the
maximum extent possible withour
undue risk to the oversight or deci-
sion process.

MIPS

The intent of the Modified Inte-
grated Program Summary (MIPS] is to
provide the decisionmaker with a sin-
gle document that contains only the
information necessary to make the
decision. The MIPS is an executive
summary of the program and its
issues, thus, no one format fits all pro-
grams. This eliminates the need for
separate, stand-alone documents that
cause unnecessary duplication of
effort.

The MIPS must answer the

i i following five key questions:
et issues or low-risk ASARC Typical ASARC Agenda g ¥q
:.1|TH.UH$-IH-EHL _The PM manages Item Presenter Time * [s the system still needed?
:....I. effor tfa of the FMD to pro- Intreduction PEOD & min « Does the system work
vide guality _and timely program User Briefing TS 10 min {from the standpoints of the
Ll_m-muematmn and informa- Developer Briefing Pl 15 min user, functional staffs, and the
tinn to the Army staff and sup- Operational Effectiveness ATEC 10 min PM)?
porting activities, while the ClO Assessment G-6 10 min o Avosator sl idumified
H.‘”ﬁ'[: G iy gﬁurdat_ﬂlity :ﬁED 10 10in. and managegible?
staff action officers effectively ISCUSSIon 25 min
support the PM's efforts : Surmmary of Decision AAENTSA 5 min P +Is th? Pfrﬂgé“ﬂgl :lffﬁrdable

- Total 90 min (adequately funded)?
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* Has the system been subjected
to cost as an independent variable
analysis?

The PM maintains primary
responsibility for the production and
content of the MIPS, The MIPS is
coordinated with the IPT membership
to elicit comments and input at the
earliest possible opportunity. A key
document within MIPS is the issues/
risk memorandum because it identi-
fies all issues that were not resolved
within the IPT process and require
MILDEF or AAE resolution. This
memorandum also provides recom-
mended solutions, if applicable, and
any risks to the program associated
with the identified issues.

Final IPT Meeting

The ASAALT Deputy for Systems
Management chairs the final IPT
meeting to review the MIPS and the
ASARC briefing and to determine if
the program is ready to proceed 1o the
MILDEP review. The goal of this final
IPT meeting is to ensure that there are
No Open issues or Nonconcurrences.
In addition, the IPT will identify any
remaining issues that require guid-
ance or resolution at the MILDEP
review. The final IPT meeting is nor-
mally attended by the program execu-
tive officer (PEQ), PM, all IPT mem-
bers, and any staff principals who
might be involved in issue discussion
and resolution. If the staff principal
does not atiend, [PT members should
be prepared to confirm the principal's
concurrence with the contents of the
MIPS. The typical agenda should
include a run-through of the pro-
posed briefing slides. Briefers should
present anly the information required
to support requested decisions. It is
impaortant that all remaining issues
receive a fair hearing and every effort
is made to reach resolution prior to
MILDEP review. Finally, the ASAALT
Deputy for Systems Management is
responsible for determining if the
program is ready for MILDEP review.
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MILDEP Review

The MILDEP Review is a rehearsal
for the ASARC and allows one last
opportunity to resolve any open
issues, It also allows the MILDEP to
issue guidance and help the briefers
refine their presentations. Attendance
at the MILDEP review should include
ASARC IPT managers. the PEQ, the
user, staff principals or their represen-
tatives (only if there are issues associ-
ated with their area of interest), the
ASARC Executive Secretary, and the
CI0O, G-6 or Deputy for Svstems Man-
agement [depending on the type of
program). It is the responsibility of
IPT staff members to brief their prin-
cipal of the outcome of the final [PT
meeting and inform the DASC of the
principal’s desire to attend the
MILDEP review. The PM is not
required to pre-brief any principals
ather than the MILDER but it is adwis-
able that he or she pre-brief any prin-
cipal with outstanding issues. If the
MILDEP determines that the program
is not ready for the ASARC review, the
decision will be accompanied with
specific direction as to the deficien-
cies that must be corrected to have an
acceptable program.

ASARC

The MIPS should answer all ques-
tions and identify the issues needing
resolution by the ASARC. The ASARC
briefing presentation should be pre-
pared based on the information
included in the MIPS. Backgrounds
on all areas to be briefed in the
ASARC—user, developer, tester, and
affordability—are contained in the
MIPS. A typical ASARC agenda is
shown on Page 13.

If possible, all portions of the
briefing should be prepared by the
same activity to ensure consistency
and standardization of appearance. It
is also extremely helpful to have the
preparer of the slides located in the
vicinity of the Pentagon to ensure the
quick turnaround of briefing changes.

The FM is required to brief the
VCSA prior to the ASARC, and the
date and time of this briefing are

arranged by the ASARC Executive Sec-
retary. The PM or PEOQ will lead the
briefing and designate what roles the
other members of the briefing party
should play; however, the briefing
team should be limited to no more
than eight individuals. The AAE does
not normally require a pre-brief
because he is kept informed by the
MILDEE but IPT representatives
should brief their principal. Further,
the ASARC IPT representative is
responsible for notifying the PM or
DASC if his or her principal desires a
pre-briefing or meeting.

Expected Outcome

The Acquisition Decision Memo-
randum (ADM) documents acquisi-
tion decisions made and is signed by
the MDA, It also establishes the exit
criteria that must be demonstrated by
the next milestone so a program can
move to the next acquisition phase.
The ADM is written by the ASARC/
DAB Executive Secretary and signed
by the appropriate MDA, There is no
prescribed format for the document,
but it should include the exit criteria
applicable to the next milestone
review and any other specific guid-
ance directed by the MDA such as
delegation of the decision authority to
the PEO on specific matters.

Summary

The ASARC is a crucial meeting
on the program acquisition path. With
proper planning and coordination, it
can ease a programs progress through
the acquisition process and ultimately
result in a better product for our sol-
diers in the field.

SUSAN E BYRNE joined the
ASAALT staff 3 years ago after serv-
ing 11 years at the Army Test and
Fraluation Command. She has B.5.
degrees in mathematics and physics
and an M.S. degree from The George
Washington University. She started
her career at the Research, Develop-
ment, and Engineering Center, Fort
Belvoir, VA,
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