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This Newsletter, the second in a series designed to inform LOGCOM
personnel on the definition, implementation and opportunities of
Weapons System Logistics Management in LOGCOM provides an overview
of the arrangements to be adopted to restructure the HQLC

engineering function.
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RESTRUCTURING THE HQLC
ENGINEERING FUNCTION

Following AOCLC's
determination in Nov 90 that
HQLC would be restructured
towards a WSLM model, a review
has been conducted within
DGELS-LC Branch to resolve how
the restructuring of the HQLC
engineering function can
be achieved to ensure the
full management effectiveness
and authority of the WSLM
Groups while maintaining and
improving the quality of the
primary engineering functions
required of the Command. An
arrangement which will satisfy
these goals has now been
determined, and as a conseqg-
uence the HQLC engineering
function (LOGENG for the
purpose of this newsletter) is
about to undergo some
significant changes, perhaps
the most difficult since the
inception of the Command in
- 1959.

The purpose of this
newsletter is to provide

information on the events about

to occur in LOGENG, give some
insight into their basis, and
to indicate that the projected
outcomes are not only intended
for the betterment of the RAAF,
but also to create clearer

opportunities for all technical
members to use their individual

capabilities to meet the needs
of the organization.

HISTORY

To briefly recap some
history, the HQLC logistics
support organization remained
essentially unchanged for many
years up to the 1970s. It was
a heavily ’'partioned’ organ-
ization comprising engineering
(LOGENG), spares assessing,
repair and overhaul,
provisioning, purchasing etc,
and within each of these
elements were further
repetitive partitions into
groupings of airframes,
engines, electrical etc.

HQLC LOGENG has clearly

reflected this organizational
approach.

Nevertheless, in the
1980s some changes were made
in LOGENG. Helicopter
airframes and Army aviation

rairframes were transferred

from ATIRENGl1 to AIRENG2 as a
means of balancing workload,
but breaking the traditional
groupings. The Hornet
Engineering Section (HES)
developed on a multi-
discipline basis, principally
as a means of ensuring intra-
system dependencies were
cohesively managed and
configured. The systematic
analysis and publication of
maintenance requirements also
developed in AIRENG3, and more
recently fatigue and
materials/process engineering
capabilities have developed in
ATRENG4. Arrangements within
DAEENG have varied between
system and weapon system
management models with some
matrixed features usually
evident. These developments
have occurred in isolation
and for valid reasons
appropriate at the respective
times, but have not in them-
selves prompted a more
comprehensive examination of
the role and responsibilities
of LOGENG as a whole.

MANAGEMENT BY WEAPON SYSTEM

In Nov 90, the decisicn
was taken by the AOC to
proceed towards the
development of the weapon
system focused management
structure, now generally
referred to as Weapon System
Logistics Management (WSLM).
There are at least three
principal imperatives behind
the decision. Firstly there
is the need to ensure that the
logistics support provided to
the operating customers is
indeed quality support that
is squarely aligned with the
customers’ real needs. The
RAAFQ initiative supports the
imperative. Secondly, there
is PMB and the need to ensure
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that financial and other
resource expenditures are
soundly and equitably made on
the basis of ADF and RAAF
priorities. Finally,
Integrated Logistics Support
brings a new arena of
management methodology to
systematically test and
analyse expenditure against a
particular system or set of
systems, and to measure the
performance of systems and
logistics support arrangements .
against defined objectives.

These imperatives of
themselves however, do not
necessarily define a new
organization. Whilst the 1970s
organization created very
little focus on major systems
in an overall management sense,
a complete inversion or
vertical slicing of that old
organization may simply
generate an inverse or oblique
set of problems. The 1970s
formation of the Support Groups
has gone some way to satisfying
customer alignment, but has
not of itself created a nucleus
of management methodology to
fully realise the potential of
the Command. The challenge is
to create such a management
and work structure.

WSLM AND ENGINEERING

The difficulty which faced
HQLC was to determine how
engineering and WSLM could
best be accommodated within the
new structure. Where earlier
changes to the LOGENG Branch
(and to the Command for that
matter) have been achieved by
creating or shifting complete
CE positions, tasks and
functions, the changes now
envisaged could not be so
readily accomplished. An
examination of present
engineering within the Command
has been conducted, and has
come to two broad conclusions:

a. that the core contribution
of engineering to
logistics is a particular
kind of knowledge and
decision making skill
which, as an expensive and
cornerstone resource, must
be carefully nurtured,
assigned and controlled;
and

b. that HQLC LOGENG has
traditionally performed a
mix of engineering and
management responsibil-
ities which are divisible
for the purpose of
achieving the WSLM
arrangements.

ENGINEERING - A CORE
CONTRIBUTION

An examination of
Engineering within the Command
has not been made easy by the
fact that the RAAF has never
particularly isolated the
term engineering, and neither
defined it nor given it
prominence. The term
technical has had wider and
more general usage embracing
engineering, maintenance and
quality assurance and
management of these functions
(refer DI(AF) TECH 1-1) and
the term engineering has been
used as required within this
context.

In its basic sense
engineering is ‘an application
of science’ and it is from
this basis that engineering
will now be accommodated
within the Command. Some
important observations on this
line of thought are as
follows:

a. that all technical staff,
to a greater or lesser
extent, apply engineering
sclence in their daily
work;



that there is variability
amongst technical staff
in both the desire and
capacity to apply that
engineering science;

that the capacity each
individual exercises in the
application of engineering
science has been hard won,
both in terms of time and
cost to the RAAF and in
terms of labour and
dedication on the behalf

of the individual; and

that the collective
capacity of the Command to
apply engineering science
must be carefully
maintained, assigned and
controlled for maximum
effect, ie to bring an
optimum and uniform
application of science to
bear as and when required,
and to do so at the least
cost but optimum benefit
to the organization and to
the greatest satisfaction
of the individual.

DIVISION OF RESPONSIBILITY

HQLC LOGENG has

traditionally carried a mix of
responsibilities in three
broad ways:

dad.

acting as a Design
Authority in its own

right, empowered to design,
authorise and direct
manufacture of either new
equipment cor modifications
to existing equipment;

acting as a surveillance
authority, principally in
the area of airworthiness;
and

acting as a project office,
specifying and managing

in the fullest sense, all
aspects of selected
activities having a
technical basis.

To separate the core
"applicaticn of science’ from
these responsibilities is not
straightforward and has not
been‘previcusly attempted in
the Command. The establish-
ment of Unit Engineering
Sections at some units is
perhaps the nearest similar
conceptual arrangement in
which the RAAF has separated
engineering from other work,
although DI(AF) TECH 2-10 is
not particularly explicit as
to the intended capability
and limitations of those
sections. Again in broad
terms only for the purpose
of this newsletter, the
proposed division of
responsibility for the
separate new specialist
'"Engineering’ staff to provide
support of the WSLM environ-
ment will be as follows:

a. The role as engineering
Design Authority will be
more explicitly defined
and retained as will be
the relationship with
other DAs (in particular
the prime equipment
manufacturers) and Design
Approved Contractors
(DACs). Configuration
control and its funda-
mental link to design
processes will necessarily
remain an Engineering
staff responsibility
(whereas configuration
management will be a role
of the WSLM).

b. The Engineering role as a
surveillance body will
continue but only insofar
as matters arising from,
or reqguired to be
rectified by, engineering
processes are concerned.
The Engineering staff will
determine and apply
minimum engineering
standards for airworth-
iness and safety, but only
apply such engineering
in support of mission-



worthiness and cost-
effectiveness as determined
by the WSLM. Other
technical matters affecting
airworthiness, mission-
worthiness or cost-
effectiveness such as
maintenance management

will not be addressed by
the staff, except to the
extent of establishing
appropriate standards.

c. The separate Engineering
staff will not engage in
management activity that is
specifically linked to a
weapon system, except as a
result of tasking by WSLM
staff. As a general
principle, the Engineering
staff will only be involved
in management to the extent
necessary to effect the
business of making
engineering decisions.
Provision of services such
as the drawing office,
AESF, and the development
of generic programmes with
DSTO will continue as
ELS Branch management
functions.

The residual technical
activities will rest with
technical staff in the WSLM
groups. In some sectors this
may amount to little work, in
others, there will be a
substantial amount. In either
case, separating both processes
and elements of processes to
make the division of respdh-
sibility will require
considerable effort and
thought.

The totality of how WSLM
Logistics Groups will function
is not yet entirely clear, but
a rigorous methodology,
including Logistics Support
Analysis (LSA) will have a
substantial influence on the
day to day work and the
structure and composition of
the WSLM organization. It will
be the responsibility of the

WSLM technical staff to
identify, research and provide
resources for those technical
decisions necessary to achieve
effective and efficient
logistics support and to
facilitate timely response
from the Engineering staffs.

From an employment
perspective therefore, the
Engineering staff should be
attractive to those members
wishing to pursue the more
pure aspects of engineering,
whereas the WSLM centres
should be attractive to those
more inclined to exercising
logistics analysis and
management skills.

SCOPE OF TASK

The scope of the task to
separate Engineering and
technical management respon-
sibilities should not be
underestimated. There are
at least 50 general subject
areas engaged in by the
present LOGENG which need
to be examined, very few of
which can be easily divided
according to the existing
framework of instructions.
There is also the problem that
the numbers of personnel
within some sections of LOGENG
is very small. Some work may
not be transferable until
sufficient staff are available
from other sectors of the
Branch, and some work may
simply have to go on hold
until the transition process
is near complete. Some
present areas of engineering
work supported by small staffs
will not be divisible between
various weapon systems or
between (Engineering and WSLM
centres,”and will remain
basically intact within ELS
Branch. For other areas, a
degree of engineering
authority may be delegated to
WSLM staff (as is already
the case for certain part




substitutions). Finally, real
people with real circumstances$
will need to be accommodated
as far as practicable. Already
there are some Engineering
staff expressing a desire to
remain in a more engineering
oriented job, while others are
becoming attracted to the
opportunities that the new and
potentially powerful and
dynamic WSLM groups will
create. Where possible the
wishes of the staff will need
to be accommodated. '

WAY AHEAD

There is much work to be
done to implement the WSLM
concept, and this newsletter
can achieve little more than
introduce the concepts
developed to properly
accommodate both basic
engineering and weapon system
technical management require-
ments. Essential steps to be
completed at least include:

a. fundamental policy and
terminoclogy agreements
with Air Force Office,
particularly in engineer-
ing and airworthiness
(this is important as AFO
is in the process of
revising a range of
relevant policy documents);

b. identification of all
involved processes and at
least basic divisions of
responsibilities to be
struck within those
processes.

c. determination of manpower
needs to meet current and
projected workload
according to the new
responsibility allocations,
noting that the restructure
cannot result in additional
manpower; indeed, some
savings are anticipated;

d. selection of personnel to

"occupy the newly created
positions;

e. determination of a
~transition sequence to
ensure there is no loss
of control or continuity
cf essential tasks; and

f. allocation of appropriate
accommodation and
provision of necessary
support facilities.

Work is proceeding, via a
full-time working party led
by DLPE-LC, toward establish-
ment of the pilot WSLM group
for the Fl11 aircraft and
termed the SRLG, in Jul 91.
The delay from earlier
intended start dates has
allowed resolution of
difficulties which became
evident principally in terxms
of the restructuring of the
traditional HQLC engineering
activities. The time has been
well spent, and the outcome,
together with additional
planning and effort which has
been possible in relation to
wider WSLM activities and the
provision of LSA toocls has
positioned the pilot SRLG to
be a more effective and mature
operation, with potential for
greater flow-on benefits as we
plan for total transition to
the WSIM structure.

The major contribution
to this Newsletter was by
WGCDR Doak.




















