Common Levels of Support (CLS)
Frequently Asked Questions
(updated: 5 April 2006)

1. Will CLS be implemented at special installations?
2. How will CLS be integrated with the Standard Garrison Organization (SGO)?
3. How will garrison CLS implementation plans be approved for implementation?
4. How will CLS impact the SRM funding situation?
5. Will the Army be SATing the remaining BOS and SRM services?
6. Will there be any refinement to performance measures forthcoming?
7. Will the Army be able to provide garrisons an early specification of expected funding so that garrisons can plan accordingly?
8. How will the Army validate that garrisons are resourced adequately to provide the green level of performance?
9. What should garrisons do if they do not have enough resources to deliver an SSP at a green level of performance?
10. Will there be a penalty if an ISR service is not rated green, even if the funded SSPs are rated at green performance?
11. How will CLS be adjusted to account for Garrison unique situations?
12. May Garrisons use additional funding sources (e.g. NAF, AWCF, etc.) to deliver services at levels above those approved by the IMBOD?
1) Will CLS be implemented at special installations?

Garrisons on the Army’s special installations provide installation support services to customers just as other garrisons do.  As such, they are required to deliver IMA funded services to customers at the quality standards established under CLS.  However, special installations must also be careful to deliver their mission-side products and services at affordable rates for their mission customers. 

As garrisons use the next few years to transition to full CLS implementation in FY08, Garrison Commanders will have broad flexibility to deliver services while meeting their other responsibilities.  In the meantime, the CLS Advisory Review Committee (ARC) will address the issue of whether customers on special installations should receive services at the same quality standard as other installations, and what impact this will have on delivery of services at special installations.
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2) How will CLS be integrated with the Standard Garrison Organization (SGO)?

The Standard Garrison Organization (SGO) structure is compatible with delivery of the Army’s installation support services, as defined under the Installation Status Report (ISR) – Services component.  Each service can be fully and discretely assigned to a Directorate under the SGO.  With the implementation of ATAAPS, personnel within each Directorate can assign their labor hours to SSPs within each service.

The CLS Advisory Review Committee (ARC) has an objective to validate that the SGO structure is adequate and that staffing is sufficient to deliver the installation support services each unit is responsible for.
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3) How will garrison CLS implementation plans be approved for implementation?

Regions have responsibility for providing their garrisons with direction and guidance on CLS implementation plans.  Some regions have already begun a process of examining how services will be delivered under CLS.  As they develop their plan, garrisons are encouraged to follow the initial guidance on CLS contained in the CLS 101/201 brief available on the AKO homepage.  This guidance emphasizes that while Garrison Commanders will have flexibility to meet SMC priorities and must meet fixed costs in all SSPs, they should plan for how they will deliver the core SSPs to the CLS-specified quality standard.
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4) How will CLS impact the SRM funding situation?

CLS has already had an impact on the Sustainment, Restoration, and Modernization (SRM) funding situation.  The visibility that CLS provides the Army leadership into the services that garrisons deliver and the cost of those services, led the Army leadership to reach a decision to fund both SRM and Base Operations Support (BOS) at 90% of validated requirements.  This decision will be a significant factor in stopping the migration of SRM dollars to cover BOS services.

As garrisons transition to CLS implementation by FY08, Garrison Commanders are restricted to delivering services within BOS funding, eliminating garrison movement of SRM.  As the CLS process matures and garrison performance delivering services is measured and reported, deficiencies attributed to lack of adequate or well-maintained facilities will become more visible, underscoring SRM funding requirements.
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5) Will the Army be SATing the remaining BOS and SRM services?

IMA is currently analyzing requirements for conducting Service Analysis Teams (SATs) for the remaining services.  For some of these services IMA does not direct funding, though they may be SATed to provide service proponents with a construct for determining priorities when funding is less than 100%.  
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6) Will there be any refinement to performance measures forthcoming?

The Director has set several objectives for the CLS Advisory Review Committee (ARC) to accomplish.  Primary among these is to ensure that the “Voice of the Customer” is reflected in the SSP constructs, priorities, and performance standards.  This means that the ARC will be looking at SSP performance measures and determining whether refinements are needed to meet customer service level expectations.
Once appropriate performance measures are approved by the SEL and IMBOD, the cost of delivering SSPs to an approved quality standard can be captured, contributing to our goal of understanding the real cost to run Army installations.
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7) Will the Army be able to provide garrisons an early specification of expected funding so that garrisons can plan accordingly?

Yes.  During the first half of 2006, the ARC will perform its work in refining CLS SSP configurations.  These refinements, combined with the SEL’s review/approval of additional services (e.g., Child and Youth Services, and the Environmental Services), will yield CLS v3.0.  This version of CLS will reflect customer requirements and performance expectations for installation support services more accurately than any previous version of CLS to date. 

In July, the SEL will utilize CLS v3.0 to make the funding decision for FY07.  IMA will share with garrisons the anticipated funding levels along with guidance about how garrisons should plan for the delivery of services.  
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8) How will the Army validate that garrisons are resourced adequately to provide the green level of performance?

IMA understands that many garrisons are not adequately resourced to perform expected services.  CLS will help address this problem by specifying definitively the services garrisons are to deliver and the quality standard at which they are to be delivered.  As costs are captured against SSPs, IMA will be able to gather the data necessary to take action to refine the requirements development process.  This data will also allow IMA to understand its capability to deliver services at unit cost, and to predict how requirements change as the Army implements BRAC and other stationing actions.
The ARC will play a major role in effecting these changes.  It is charged with determining the refined cost for running Army installations and using that information to improve the fidelity of the requirements development process.
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9) What should garrisons do if they do not have enough resources to deliver an SSP at a green level of performance?

Garrison performance of SSP delivery will be reported quarterly.  Regions will use these quarterly performance reviews to identify where garrisons experience difficulty meeting performance levels given their allocated resources.  If the cause of the deficiency has been determined to be a shortage of funding, the Region will determine the best course of action to address the shortage situation for the garrison.

It should be noted that there may be several reasons why a garrison may not provide an SSP at a green level of performance.  These include, but are not limited to:
· Money spent on lesser priority SSPs;
· Increased activity due to unplanned or unanticipated stationing actions; or
· Inefficiencies delivering the service.
During FY06 and FY07, the ARC will focus on making sure that CLS accurately reflects the priorities and quality standards appropriate for the delivery of installation support services across the Army, and will address the “anomalies” present at specific garrisons.  Once this has been done, garrisons will be expected to be efficient in delivering the high-priority SSPs at a green quality standard.
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10) Will there be a penalty if an ISR service is not rated green, even if the funded SSPs are rated at green performance?

No.  Until garrisons are fully funded to deliver installation support services as currently defined in ISR, garrisons will be unable to consistently rate green in overall service performance.  However, garrisons will be responsible for meeting green performance standards in each SSP that the Army has decided it can afford.  What we do, we will do well.

This outcome is expected to take multiple years as garrisons re-shape to focus on high-priority SSPs, and SSP cost information is used to refine the requirement generation process.
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11) How will CLS be adjusted to account for Garrison unique situations?
The ARC has been charged with refining CLS to account for garrison unique situations.  It will have two primary sources of information at its disposal to understand where these situations occur:

· Through an FY06 survey of garrison dollar execution, the ARC will be informed as to where garrisons are actually spending their funding to satisfy their customers.

· As it works to understand the “voice of the customer”, the ARC will determine where garrisons have truly unique situations to be accounted for in CLS.  

The ARC will also determine which SSPs are “core” with respect to all Army installations.  In defining core SSPs, the ARC will take into account such issues as the difference between CONUS and OCONUS installations, and the needs posed by remote and isolated installations.  As a result of its work in this area, the ARC will refine CLS to bring consistency and predictability to installation support services across all installations, as well as to adapt CLS to accommodate garrison unique situations.
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12) May Garrisons use additional funding sources (e.g. NAF, AWCF, etc.) to deliver services at levels above those approved by the IMBOD?

During transition to full CLS implementation (FY06 and FY07), Garrison Commanders will continue to have the flexibility to execute funding through multiple sources and deliver programs to the level that they and their Senior Mission Commanders deem appropriate.

However, once CLS is fully implemented in FY08, services must be delivered at the levels determined by the IMBOD.  Garrison Commanders will require HQDA approval to deliver a service at a level exceeding that endorsed by the IMBOD, even if the garrison used additional funding sources (e.g., NAF, AWCF, etc.) to reach that level.

The approval process will require the garrison to present its case through the Installation Management Working Group (IMWG), which is made up of MACOM representatives (COLs/GS15s).  If the exception is approved by the IMWG, it would then require the endorsement of the IMBOD.  Subsequently, the Army Resource Management committee would be asked to determine where the funds would come from.  If an exception is approved for an individual installation, it may also be approved for all or similar locations.

This policy is consistent with the goal of CLS to raise the quality, consistency, and predictability of services provided by Army installations worldwide. 
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