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Expanding needs

During the last decade, defense
forces in both the USA as wel l
as in Europe have continually

been dealing with budget cuts and are
therefore looking tor means to per-
form their operational tasks in a more
efficiënt way. Especially supporting
tasks as higher level maintenance on
weapon systems and supply functions
are subject to studies for new con-
cepts. Concepts, that are no longer
based on the premise that all of the
supporting capabilities are to be avail-
able within the armed forces itself. At
the same time, defense industries are
facing less fast growing markets and
an increasing competitive environ-
ment in which they are forced to
develop added values to the products
they sell to their customers. Both
developments bring defense forces
and defense industry closer to each
other and take effect on the relation
between customer and manufacturen

Manufacturers now define them-
selves not inerely as manufacturers of
aerospace products - the definition is
too limiting - but rather as large sys-
tem integrators, bringing the right
mix of products and services to cus-
tomers in markedly different venues
and with markedly different needs.

By evaluating their businesses
through the system integration lens
related to the new needs of customers,
many manufacturers have determined
that customer satisfaction will not and
cannot be established through timely
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delivery of superior products. Today,
customers evaluate a company not
only on the basis of its product quali-
ty and capability, but also in terms of
the service and support it provides
over the life cycle of its products.

In the military aerospace support
business, government procurement
departments have almost universally
adopted product and program man-
agement techniques that place appro-
priate, but not total, emphasis on
meeting operational requirements.
These experts also want to enhance
the value of initial procurements with
superior service and support that
ensure optimal mission capability in
as many scenarios and circumstances
as possible, for as long as possible.

In other words, military operators
have begun to replicate the expecta-
tions of commercial airline managers,
all of whom depend not just on safe
and reliable aircraft, but comprehen-
sive support systems that minimize
downtimes for maintenance and
repair. Military operators measure
success in altogether different terms,
placing a premium on national securi-
ty considerations, but increasingly
they must face similar budget con-
straints that require program man-
agers to plan and operate with the
same value metrics that their com-
mercial airline counterparts have used
for decades.

Boeing support concept

Today, more and more manufacturers
of military aircraft systems have
embarked on development of a sup-

port system comparable in every
respect to commercial airplane sup-
port organizations. One example is
the Boeing Company that will utilize
its existing support base to establish a
Global Support Network, operated by
its Spares and Technological Data
organization, which has to meet the
needs of military customers by utiliz-
ing the same value-based approach
that has characterized the commercial
business for years.
Boeing has a straightforward imple-
mentation strategy for the Global
Support Network. They will establish
front and back office operations that
capitalize on the efficiencies inherent
in the global presence, efficiencies
that will likely improve with the
development of capabilities aimed at
the military customer base.

The Network's 'front office' is
focused entirely on customers. For
customer convenience, the company
will locale these offices in the busi-
ness centers of key regions around the
world - the locations where cus-
tomers are likely to do business in a
variety of business venues and over a
wide variety of product lines.

The 'back office' is where work is
done. It will be a re-engineered and
sophisticated support infrastructure -
with stronger relationships with the
already broad and capable supplier
base. The support network will also
feature, or have access to, the full
resources of the company with regard
to every technical discipline that con-
tributes to product operation and
every support function and process
that brings all necessary capabilities
together.
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In other words, the network will rely
on a two-pronged approach. In the
fïrst case, customers want to buy ser-
vices, with Life Cycle Customer
Service (LCCS) that is performance
based, with agreed-upon service level
commitment contracts, LCCS best
value, but not necessarily the low-
cost part or unit-Ievel solution. In the
second instance, customers buying
parts want a transactional retail store
that offers a market-based investment
in parts, and the intrinsic value of
availability. Price sensitivity is a con-
sideration, and customers are using
internal infrastructure to shop for
parts.
At the 'point of need', requests for
parts and services involve customer
sales data, usage information and
other intelligence that supports fleet
management. The 'point of fu l f ï l l -
ment' network of suppliers includes
quick response for 'used' parts ser-
vice, forecasting, order processing,
warehousing, technical data creation,
storage and delivery.

Chinook pilotproject
Boeing is moving forward with this
complex effort, starting with a single
platform. It selected the CH-47
Chinook tandem rotor transport heli-
copter to inaugurate the system for
several reasons. The Chinook, known
worldwide for its exceptional heavy-
lift and transport capabilities, is in
service with nearly twenty nations on
six continents around the world.
The international customers operate
Chinooks with a high degree of com-
monality, but they have also incorpo-
rated a large number of components
and subsystems specific to their indi-
vidual needs. The Chinook will pro-
vide the right balance of volume and
specificity to set a rigorous set of test
standards for the Global Support
Network.

The company has already determined
several implications for the Network
that will be beneficia! to the cus-
tomers. In particular, customers with
small fleets will benefit from the
economies of scale inherent in global
fleet logistics support systems. By
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meeting customer expectation on sys-
tem and process management, the
Network will be more responsive and
should generale even more long-term
efficiencies as the manufacturer con-
solidate its supplier base by linking
greater supplier sales volume with
supplier base consolidation around a
smaller number of ful ly qualified ven-
dors who are more ready to establish
steady-state business relationships in
exchange for larger and more pre-
dictable order bases.

The need for the Network has become
apparent among our European
Chinook operators, all of whom have
requested improved fleet support to
increase mission readiness. NATO and
European Union defense and security
requirements have increased steadily
in the last decade, and member
nations have taken seriously their par-
ticipation in a variety of missions that
have run the spectrum from humani-
tarian service to peacekeeping
through low-intensity conflict up to
and including war. In the last several
years, the Netherlands, Spain, Greece
and Italy, among others, have provid-
ed Chinooks for a large number of
military missions that have con-
tributed to European security and
world peace. These same missions,
however, have generaled increasing
pressure on these nalions' Chinook
unils lo provide full-mission-capable
aircrafl on short nolice in a variely of
localions and condilions.

Future program
While Ihe program will serve CH-47s
initially, it will rapidly expand to pro-
vide comparable service lo all Boeing
military aircraft in Ihe European
region, including Ihe AH-64 Apache,
F/A-18 Hornel, AV-8A Harrier, KC-135
Slralolanker, and E-3 AWACS.
Operators of all Ihese aircrafl will
receive lop-flighl fleel managemenl
services, including aircrafl and com-
ponenl repair and overhaul, spares
managemenl in regional pooled ware-
houses Ihal provide transfer of exist-
ing assets, single point accountability
from Boeing as the original equip-
menl manufaclurer (OEM) and service
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and supplier manager, spares use and
repair projeclions, configuralion man-
agemenl, lechnical dala management
and modificalions and upgrades.

Local commercial support providers
will deliver many of ihese services
wilhin Ihe Global Support Network,
covering every aspecl of aircrafl life
cycles, from planning, to operalions,
delivery and value recovery. In Ihe
f'ulure, Ihe customer will make one
slop at the Global Support Nelwork lo
deal wilh all olher service providers,
eliminaling Ihe duplicative and lime-
consuming mulliple conlacls thal
have characterized support services in
the past. Boeing is exploring various
combinations of business approaches,
from joint venlures with olher OEMS,
lo risk-sharing agreemenls wilh major
service providers specializing in air
frames, propulsion syslems and
avionics, to traditional supplier and
subcontracl relalionships.

Evenlually, several Customer Service
Cenlers will manage regional opera-
lions and support worldwide imple-
menlation of products and services
for our customers. This decenlralized,
cuslomer-cenlric approach will be
achieved by localing Ihese centers
on-site or near Ihe customers' opera-
lions, wilh emphasis on indigenous
resources.

Support centers will develop in vari-
ous strategie locations lo provide over-
all syslem management, spares ware-
housing, supply chain managemenl,
performance based conlracling, repair
and overhaul, in-counlry representa-
lives and iraining and publicalions
managemenl. The firsl regional site
will be localed in Ihe Nelherlands lo
begin, and spares will be moved in
counlry immedialely after Ihe u.s.
Departmenl of Slale approves Ihe plan.

The European supporl cenler can
work off a slrong invenlory of
Chinooks and Apaches. Nearly 150
Chinooks and 130 Apaches are
already in service in five European
nalions and wilh u.s. Army forces sia-
lioned in Germany.



Potential also exists in Asia for a
comparable system. Six nations in
Asia already operate or plan to
acquire nearly 200 Chinooks, and the
inventory of Apaches is growing as
well. Asia poses several additional
considerations, including large dis-
tances between operators, less politi-
cal unity, tax concerns, and the prob-
ability of need for local consulting
arrangements. Nevertheless, infra-
structure in airframes, upgrades,
propulsion, dynamics and modifica-
tions already is extensive and capa-
ble. Plans call for initial efforts in
Asia to begin before the end of 2003.

The Network concept maps around a
number of best practices that lead the
industry. Strategies involve quick
market reaction, a move to a cus-
tomer-centric demand chain, lower
life cycle costs for customers, and the
ability to execute across organization-
al boundaries. That ability to execute
involves greater planning accuracy
and real time location of products and
services around the globe, faster
responsiveness to new requirements,
and timely information.

Group functions
Another way to consider the new
organization concept involves group
functions. The core team will handle
program management, financial man-
agement, supplier management,
including selection, licensing, team-
ing and subcontracting, information
systems, operations and export com-
pliance located at the Military
Aerospace Support level to provide
critical mass for accelerated imple-
mentation and to ensure consistent
practices in every support center.
At the regional control center level,
the tasks will be tactical execution,
day-to-day decisions, and customer
coordination, distribution and ware-
housing, freight forwarding, trans-
portation, demand forecasting, and
other similar services because of the
need for daily coordination with other
program functions and customers and
because this is the right venue for
detailed product knowledge. Support
center functions include repair and

overhaul, engineering services, inno-
vative performance based contracts,
warehousing, spares delivery, relia-
bility and maintainability tracking,
information technology, training,
publications, customer interface,
work flow scheduling, subcontract
management, all within a control
room operation that incorporates sup-
ply chain management.

Finally, execution teams, involving a
diverse group of employees and con-
tractors from host nations and other
countries, will include repair agents,
the supplier network, and production
shop coordination. Locations will be
program specific and at this level the
function will carry out traditional
back-office functions to leverage
existing processes and relationships.

With the Network, regional support
brokers will be established to shorten
the support pipeline. This effort will
move ahead quickly by leveraging
existing regional networks of cus-
tomers and suppliers who offer multi-
ple geographic entry points for cus-
tomers, increasing customer satisfac-
tion through greater choice of service
providers.

A specific example of the new
Network operations in, say, process-
ing orders would involve customer
access to an automated system at nis
operational site, using the Military
Aircraft and Missile System parts cat-
alog on the web, or by phone or fac-
simile machine, to find the part, deter-
mine pricing and to trigger a transac-
tion-pull system in Philadelphia at the
Spares Control Group. This organiza-
tion will validate the order, establish a
customer profile, correct configura-
tion, and a stock source for allocation
and assignment. This center can also
track part history, inventory levels,
historica! performance, metrics,
billing, contracts, and financial man-
agement. The Group also will link
digitally to a regional warehouse,
using a Mechanized Spares Manage-
ment System and Electronic Shipping
System. The warehouse will accept

the order, initiale parts piek, coordi-
nate shipping transportation and
export control, and validate shipping.
Outbound shipping then gets the
order to the customer with proper
documentation, frequently in just a
few hours.
Similarly, stock replenishment would
be handled by the same systems in
Philadelphia at the Spares Control
Group, which handles reorder reviews,
stock level checks, account transfers,
move orders, and process shipping to
warehouse trigger. Replenishment
will come from throughout the indus-
trial base in the U.S. and worldwide
and be shipped to the regional ware-
houses, which will receive goods,
stock and store parts, and provide
process receipt notification.

From the start, coordination between
regional warehouses and the Centra-
lized Spares Management in Phila-
delphia will ultimately lead to Appli-
cation Interface Integration, a fully
capable regional management infra-
structure in place, with management,
processes, communication and infor-
mation system capabilities, and a
regional execution team of service
providers who focus on quality and
supplier certification.

Globalisation

These developments however, bring
forward not only advantages but also
risks for military customers. The effi-
ciency results of further globalisation
of military support operations are pri-
marily based on economies of scale.
The level of dependancy of these
global support networks for military
forces will strongly increase. In the
future, in particular small European
countries like the Netherlands will be
dealing with more questions of how
to fit in their specific requirements
(e.g. peculiar configurations) in these
support concepts. It's likely that these
concepts will dominate more and
more the decision making proces
regarding the choice of weapon sys-
tems and configuration types. And
that, on its turn, takes effect on mili-
tary operations that can be «•̂ B
carried out.
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