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31 March 2003

MEMORANDUM FOR
SEE DISTRIBUTION

FROM:
SAF/AQI









     1060 Air Force Pentagon
Washington, DC 20330-1060

SUBJECT:
Joint Tactical Radio System (JTRS) Waiver Staffing Process

The purpose of this letter is to articulate the Air Force JTRS waiver coordination process.  The Office of the Assistant Secretary of Defense for Command, Control, Communications, and Intelligence (OASD C3I) memo, dated 28 August 1998, (Attachment 2), and the subsequent JPO JTRS waiver process, designated each service’s Service Acquisition Executive the OPR for submitting JTRS waivers to OASD (C3I).  AF/XO’s memo, dated 28 January 2002, (Attachment 3), transferred lead command responsibilities for the JTRS program from the Air Force Communications Agency (AFCA) to the Air Force Command and Control Intelligence Surveillance Reconnaissance Center (AFC2ISRC) and included them in the coordination and review process for all USAF requests for waivers prior to submission to Air Staff.  

The document at Attachment 1, hereby establishes the Air Force’s process for staffing routine JTRS waivers.  The prime objective of this guidance is to ensure JTRS waivers are processed with maximum efficiency and greatest chance of success, to ensure warfighter needs continue to be met by the acquisition community.  Waivers required to support urgent and compelling operational requirements will be handled on a case-by-case basis.  


My points of contact for this effort are Major John Oliver, SAF/AQIZ, 703 588-1919 and Mr. Ralph Cooper, 703 588-6435.

//signed//



     EDWARD L. MAHAN, JR., Brig Gen, USAF
Director, Information Dominance Programs
Assistant Secretary (Acquisition)

3. Attachments

1. Air Force Guidance for Processing JTRS Waivers

2. C3I JTRS Waiver Policy3. Lead Command Designation Letter
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Air Force Guidance

 For Processing Radio Procurement Exceptions

 To The Joint Tactical Radio System (JTRS) Waiver Policy

History
In August 1998 the Office of The Assistant Secretary Of Defense (OASD) issued policy direction holding all radio procurements in abeyance unless the system being procured was JTRS compliant.  This measure was taken in large part for two reasons; first, to provide a “forcing function” to help stimulate accelerated development of the JTRS radio by the services; second, to help OASD and the JTRS Joint Program Office (JPO) maintain cognizance of current radio inventories across the services. 

During the first few years of the policy, almost all waivers were granted, primarily due to the fact that JTRS development was still in it’s infancy and the effort remained largely unfunded by the services.  Starting in 2001, service Program Objective Memorandum (POM) efforts began to catch up providing full funding, which began to make the JTRS program a reality.  Also in that year, responsibility for the various “domain” radio developments was assigned by OASD, thus assuring that a full range of interoperable products would be available.

With budgets in place and development plans proceeding, 2002 saw a dramatic shift in OASD’s approval of waivers, as they applied more scrutiny to determine need and rationale for why procurements cannot be satisfied by future JTRS radios.  As part of the stepped-up scrutiny, OASD and the JTRS JPO instituted a hearing process, whereby all service applicants must personally defend their request.

Purpose

This guidance package is designed to help the warfighter navigate through the numerous entities involved in the JTRS waiver process, and is based on several years experience. This is NOT a guaranteed promise that JTRS waiver packages will be approved, however, following the direction/guidance provided within should increase the likelihood of success.

Waiver Process

The JTRS waiver process can be divided into five segments, from “Initiation” to “Renewal”.  It is important to keep the Air Staff involved from the start, so that up-to-date knowledge and experience can be shared.  The following describes the segments:

1) Initiation

· Who Can Initiate?

Typically, most waivers are initiated either by the MAJCOMs, Headquarters Air Force, or System Program Office (SPO).  

· First Step

Once a need has been determined for a radio procurement, the initiator should 

first contact AFC2ISRC, to determine whether the requirement can be met by a JTRS compliant radio.  This will be one of the first questions asked by OASD!

The POC at AFC2ISRC/SC is:

SMSgt Dennis Trexler

130 Andrews Street, Suite 204

Langley AFB, VA 23665-1993

DSN:  575-3628    COMM:  (757) 225-3628

           or they can be reached by e-mail 

AFC2ISRC.JTRS@langley.af.mil
Additional information on schedules and procurement plans may be obtained directly from the JTRS Cluster Program Offices.  This should be used sparingly, only if AFC2ISRC is unable to provide needed information, so as not to overload the JTRS Program Offices with requests. 

JTRS Cluster POC’s:

· Cluster 1 (rotary wing / ground vehicle domain):   

Army PM TRCS, Ft Monmouth

Lt Col David Lockhart

DSN:  987-3066     COMM:  732-532-2321

david.lockhart@c3smail.monmouth.army.mil

Mr. Gary Martin

DSN:  987-3063       COMM:  732-427-3057

gary.martin@c3smail.monmouth.army.mil
· Cluster 2 (handheld / manpack domain):

USSOCOM

Mr. Ed Miller

DSN:  299-2764         COMM:  (813) 828-2764

millere@socom.mil
Mr. Gus Zader

DSN:  299-0560
COMM:  (813) 281-0560

zaderg@socom.mil
· Cluster 3  (ground and maritime/fixed domain):

Navy SPAWAR

Mr. Karl Cain

COMM:  (619) 524-7614

karl.cain@navy.mil
Capt Sherman Metcalf

COMM:  (619) 524-7530

sherman.metcalf@navy.mil
· Cluster 4  (airborne domain): 

ESC/DIGR, Hanscom AFB  

Lt Col Maryann Watson

DSN:  478-7991 
COMM:   (781) 377-7991

maryann.watson@hanscom.af.mil
Maj Ronald Norton

DSN:  478-6110
COMM:  (781) 377-6110

ronald.norton@hanscom.af.mil
In addition, requirements for new radio procurements need to be checked against the following documents to ensure consistency with stated Air Force plans:

· Air Force JTRS Migration Plan:

· Air Force Tactical Data Link Roadmap

· Joint Tactical Data Link Roadmap

OASD and the JTRS JPO are intimately familiar with these documents, and will first ensure that all requests comply with the Air Force’s stated policy on JTRS migration.  Updated copies of these documents can be obtained from AFC2ISRC.

· Second Step

Upon determining that needs cannot be met by planned JTRS clusters, the initiator must generate a letter and package documenting the request.  The biggest challenge is to document the “Urgent And Compelling Need” as to why the radio procurement is needed now, verse waiting for availability of radios from the JTRS cluster.  Documentation of the “Urgent and Compelling Need” is often the biggest factor in gaining approval for waivers.  The letter should document the operational impact of not proceeding, as well as potential costs involved by waiting.  

Along with the letter, the initiator must answer supplemental questions required by the JTRS Joint Program Office (JPO).  The supplemental details contained within the questions, will also be used by OASD, in making a determination as to approval of the request.  The initiator should take care in answering these questions fully.  The JTRS supplemental questions are available at:

· www.jtrs.army.mil
· Third Step

Copies of the completed package and letter should be sent to AFC2ISRC/SC with an information copy to SAF/AQIZ.  AFC2ISRC/SC will initiate waiver processing for routine waivers.  For waiver requests associated with Combat-Mission Need Statements (C-MNS), SAF/AQIZ will begin staffing immediately.  A copy of the

C-MNS should be attached to the package.
2) Air Force Command and Control Intelligence Surveillance and Reconnaissance Center  (AFC2ISRC)

· First Step

On 28 January 02, AF/XO transferred lead command responsibilities for the JTRS program from the Air Force Communications Agency (AFCA) to AFC2ISRC/SC.  In this role AFC2ISRC is to serve as the initial “clearing house” for all JTRS waiver requests, prior to submission to HAF.  In this capacity AFC2ISRC is to perform several roles in scrutinizing waiver request packages for the following;

· Ensure that the package passes the overall “litmus test”, (i.e., it makes sense and answers all JTRS JPO questions related to a new radio procurement).

· Ensure that the package demonstrates an “Urgent And Compelling Need”

· Ensure that the request is consistent with the Air Force’s JTRS Migration Plan and the AF Tactical Data Link Roadmap.

· Ensure that the request is based on existing operational requirements.

· Validates with the JTRS Cluster leads that the request cannot be satisfied with planned/programmed JTRS systems.  

During the examination period, AFC2ISRC may contact the initiator to answer additional questions or obtain clarification.  

· Second Step

Once AFC2ISRC has validated the package and request, it forwards the package to both SAF/AQI with a cover letter signifying approval.  If the package is disapproved, it will be returned back to the initiator with the appropriate rationale.

3) Air Staff

· First Step

SAF/AQIZ is responsible for staffing the waiver package to the appropriate Headquarter 3-letter organizations, for review and concurrence.  Any discrepancies or comments to the waiver request generated by the 3-letters will be returned via SAF/AQIZ to AFC2ISRC/SC.  The POC’s at SAF/AQIZ are:


     Major John Oliver

   
     1060 Air Force Pentagon


     Washington, DC  20330-1060


     DSN:  425-1919   COMM:  (703) 588-1919


     john.oliver@pentagon.af.mil

     Mr. Ralph Cooper


     DSN:  425-6435    COMM:  (703) 588-6435


     ralph.cooper@pentagon.af.mil
Typical coordination involves; XIC:  to check integration and compliance with migration plans; XOR:  to check against requirements; and appropriate AQ and Program Executive Office (PEO) offices.

· Second Step

Once 3-letter comments have been received, the package will go out for final 2-letter coordination prior to forwarding to SAF/AQ for signature.

· Third Step

SAF/AQ signs the package and then forwards to OASD C3I with courtesy copies to the Joint Staff (J-6) and JTRS JPO.  OASD will then contact SAF/AQI to arrange details for the wavier hearing.  SAF/AQI will then coordinate with initiator, to schedule date for the hearing and to help in preparing the required briefing material.  The initiator Should Not attempt to contact OASD directly, but use SAF/AQI as the intermediary to ensure deconfliction with other Air Force waiver packages in review by OASD.

4) Office of Assistant Secretary of Defense for Command, Control,  Communications and Intelligence (OASD C3I)    

· First Step

Upon receipt, OASD (C3I), the Joint Staff, and the JTRS JPO examine the waiver request and then coordinates with SAF/AQI and the other services to schedule a hearing.  On average, the date from waiver receipt by OASD until date of hearing has taken about 3 weeks.   In preparation for the JTRS hearing, OASD may generate questions about the request.  If required, SAF/AQI will contact the initiator for assistance during this process.

· Second Step

The vast majority of all JTRS waiver requests conclude in a hearing! Exceptions are made for “urgent and compelling” requests.  The Joint Staff and JTRS JPO have a goal of 48 hours to recommend approval/non-approval of “urgent and compelling” requests associated with Combat-Mission Need Statements (C-MNS). 

OASD waiver hearings are normally conducted in Crystal City.  Attendees typically include OASD(C3I), the Joint Staff (J-6), the JTRS JPO and the Services.  In addition to the initiator, Air Force attendees are typically comprised of representatives from SAF/AQI, AF/XIC and AF/XOR.

The initiator is expected to conduct the briefing, and must be prepared to answer all questions, including technical and programmatic.  If another MAJCOM is being used as the procurement agent, they should also attend to answer programmatic details. In order to standardize the Air Force response and message, a common briefing format is used for all waiver hearings.  A copy of this format is contained in Attachment 2.

·        Third Step

Actions generated from the hearing (if any), will need to be resolved prior to OASD’s approval of the waiver request.  OASD waiver approvals are only good for the execution year.  Yearly renewals are required prior to the execution, of the next year’s procurement.

JTRS WAIVER RENEWAL PROCESS

Because the pace of JTRS development changes from year-to-year, OASD requires yearly renewal of each waiver request.  This provides them the opportunity to review each request yearly, and make determinations, as to whether JTRS has matured sufficiently to meet service requirements.  
· First Step
The renewal process works the same as the routine approval process described above.  The initiator should follow the same steps including;  

· Working with AFC2ISRC to determine the status of the JTRS Cluster in meeting the need

· Documenting the continuation of an “Urgent And Compelling Need”

· Coordination of the renewal package through the Air Staff

**  A copy of the initial JTRS waiver approval should be included with the renewal  **

Timing of the renewal package is an important concern!  Since procurement activities are closely tied to fiscal year appropriations, consideration must be given as to when to begin the renewal process.  A good rule of thumb is to begin the renewal process one quarter, prior to the anticipated time of execution.  

· Second Step

OASD and the JTRS JPO will review the waiver package, and if in concurrence will issue a letter of approval.  For the foreseeable future, it is not anticipated that OASD will require hearings for yearly renewals.  However, this situation may change as JTRS nears production in the next several years.
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