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Increasing requ
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cost, schedule, and performance controls over, and increased
1anagement attention to, certain less-than-major common weapon
| systems, subsystems and equipments, particularly those common

to two or more major weapon systems. This situation neces-

tates the identification of appropriate executive agents within

’_4.

@

ystems Command accountable for intezrated acqui-

wul

the Naval Air .
sition management of such material on a command-wide basis. The

purpose of this report is to document and contribute to the

implementation of the concepnt of integrated acaouisition manage-
ment for common GFE avionics. The specific goal of the si.dy is

to develop more fully the groundwork from which NAVAIR can imple-

=5

ment the charter for the Program Manager for Avionics.

,-.-

The report first establishes the background from which the

o

concent of prosram management for common avionics emerged. The

A

Carrier Aircraft Inertial Navigation System (CAINS) Program is

used as a case study that ultimately developed the idea of the

"

Program Manager for Avionics as a "better way of doing things.

o

The next section of the report deals with what program

management of common avionics is all about. This section

)

ielineates the mission, scope, operating relationships, organi- 'W
zation and resources, authority, accountability, and responsibility

"

of the Program Manager for Avionics. Finally, the study reports

1
on the actions that have taken place implementing Progran j




anacement for Avionics, and identifies actions that still need
to be done with the author's recommendations for areas of further

improvement.
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LURPOSS, OnFINITIONS, ORGAI
urpose
The "“Program Manager for Avionics®, is this title a mis-
nomer? Is it a further erosion of the Desiy i Project
anagers Authority? This report will attempt to answer thes

juestions and more. It will address the wh

he what, and the

establishment of the Program Manager for Avionics.

ror many years, common avionics has been handled in the

unctional srou vith 533, 534, 411, 412, 413, 414, and 417
\ s definitions) each ™ their thing" with relatively little
or at best, loose coordination.
The 533 cognizant engineer was looked to informally as the
leader, and ement invariably came to him with
requests for and resolution of problems.

Unfortunately, he lacked the formal authority to coordinate

P o o
{

and direct any of the efforts of the other functional srouvs

and conse¢uently was not able to solve many problems.

In reality, no one was in charge. No one cou




y purpose in this report is to document, and contribute to,

can implement the charter for the Progzram Manager for A .
Defini

I equire being imposed to ensure greater
cost, lule, and performance controls over, and incr

common

s situation necessitates

Cl 1 lcation o ) executive the
Haval Air Systems Command accountable for zcgquisition management
0 ach material on a command-wide basis.

SECNAVINST 5000.1 specifically Project
lianagement for designated major defense systems. Acgquilsition

3 to major acquisition programs or items

»
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ion lanagement o

more weapon systems or having multi-platforn :

. Yre » 3 ¢ Tlaria ram 3 ~ I -~ T Yy 1y e ’3 Ao
*The term Project lianagement is synonymous with the

rogram lianagement as used in DODINST 5000.1.
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FIGURE 2
MANAGEMENT TEAM
PGM MGR
AV
DEP. PGM
AV,
| 1 1 1 1 |
AIR-533 AIR-62 AIR-534 AIR411 AIR-215 ESA-207
TECHNICAL T&E GSE APML CONTRACTS | [PROCURCVENT]
!
b & | 1 1 | 1
A-D4A4| | A410 | | A412 | | A-413 | | A414 | } A-417




wu.
- o |
s — 3 D
1 o + 0
o Q < 0
- o o~ N
X o 0 g O
- £ o 3 = 4
¢ T a ~ ‘
¢ Fs & Q
o - - (o] " <~
. ( ) Q) 42
= - = a S
) ol i = e z3
R O { + [4
O £ : —
oi T o 5] —
£ = = —l G
@ G )| ) o o
= O & o S
+2 ®) - jat = ¢ 4]
~ e B - - @
o 5 E 1 + 3 ok - + 2 0]
= § o = T = o o
- o ~ —i — o) =) (&
1 - . a o~ g
D s - R®) 1) @ &)
Sy s [ < —1 4] (o)
e — o 2 o . e G+
. & -~ @ . e
U C o - o 2 ®
Q a C ot 3 o o

]

|

.

(\
act:
l10n

— &) L = —i ~ Q 5] (®)

D - 4 © ) « () 42

= 2 ® 2y - — 0

L ~ ct r a

o - = D

C oy v (o] o

o . o 7

o C 3 - o @ {

e (6] o > Q o~

~ 7 < O (= L4 +2 (o)}
- 7 (@ 1 (®) e

(

}

1

(@]

(@]

”
ecommnenda

1
i

< ol o > = ks,
< - C - &} = = -
o C 4 [
3 . o &
g ¥ fo - o
A o = . ~
> ¢ © £ s £ C e}
a C e -~
U o o) 3]
L 6 < b 2 (@]
> o = 4 ~ N < .
t o 42 +

t
1
ro
t

en’

‘ ) [, 3 (&) o ()
C 2 Q 4 3 &~ + =
¢ e} o (0

~ ~ Mo . - .4
& o ]
§ o e o I
- C ~ — <2 el st
! G C C ¢ = a o

o
-
i







FIGURE 3
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inertial navigation systems is typical o

4

ments in aircraft inertial system performance, re

information.

o . . 1

systems. Prior to this time, all naval aircraft ir

were supplied as Contractor Furnished Equipment (CI

the framework of established operating procedures

ynal organizations supporting weapon systen

(PMAs). However, in recognition of the importanc

the mid 1960's in order to develop a common inertia

the early 1970's. The system was to include signifi

the development of new aircraft hardware, but, also

the source and distribution of the aircraft carrier

In the late 1960's NAVAIR initiated developmen

three new inertial system requirements would be sup

533) undertook the management of this equipment pro

the roblem.

The CAINS project was initiated as a development

1

system for use on aircraft entering the Navy inventor;

t

3~3A and E-2C aircraft all of which required inertial

expected by the respective aircraft project managers

I'ne Commander of NAVAIR saw significant advantage to

common GifE inertial system in these three new weapon
ith the decision to develop and procure a common GFE
ystem for the F-14A, S-3A and E-2C the Avionics Divi

rogran
vigat

lesi

farence
Lerence

..\'

ind it

<+ 3 + 43

Vii L L
€ Cl!
use 0

stems.

maintainability, and operability. The program not only involved

3ion \\1\"




the weapon systems, the Avionics Division designated CDR D. D.

DeWitt as CAINS project officer. A project charter was issued

o

/<3

naming all the individuals within NAVAIR, field activities,

and contractors' organizations who supported the CAINS project.

1) m N

ITne CAINS project officer had no authority to direct the acti-

f

; vities of other personnel outside the Avionics Division, or to
1 Wta 3 the m S e al a Ay Aadqiia + o
| obtain the manning levels necessary to adequately support the

1

project. CDR DeWitt led the CAINS project for thirty three months.
"hen he was transferred in mid-1971, the Division lost his billet.
At that time ILCDR R. CGeer was shifted from his Jjob in AIR-5335 as
Ffull time TACAN project engineer to full time CAINS project

officer until he was transferred in late 1972. ¥With LCDR Geer's

transfer, the Avionics Division lost his military billet also.

From late 1972 to late 1974, the management of the CAINS
project was assumed by the GS-13 CAINS project engineer, who also
had other assigned projects, with the assistance of a G5-14

section head. Due to personnel shortages in the logistic support

organization, there was no functianing CAINS Assistant Program

Manager for Logistics (APML) from 1970 through 1974, which severely

limited CAINS logistic planning during a crucial period of the

CAINS program. The support equipment organization was able to

ol +}

supplement its limited staff with field activity personnel. How-

ever, in the absence of sound logistic planning, their ef

were not wholly effective. During this '72 to '74 period, the
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FIGURE 4

CALNS Froblems Identified by PMA-267 and Solutions

PROBLEMS

SOLUTIONS

1. Late Contracting - No equioment 1. Increased production capacity,
for aircraft installation accelerated production and
deliveries, allocated assets
! one-for-one. Award of contract
containing priced options
| spanning several years.
! 2. Depot repair backlog large and 2. Increased emphasis on depot
growing repair at prime contractor and
ASO
3. Spare WRAs not available 3. Institute "box-for-box" tracking
to identify all assets until
spares commenced delivery
4. Gtpare bit and piece support 4. Accelerated production of spare
act availeble bits and pieces.
5. ™aintenance Plan cutdated 5. Revised maintenance plan.
6. Program Planning Document not 6. Published Program Planning
in existence Document and first revision
7. Traiaing Flan not in existence 7. Generated Training Plan
8. Training courses incomplete 8. Instituted complete review of
available organizational level
training, will publish results
9. Squadron publications inadequate 9. Conducted complete organizational
level pubs veview, published
results with specific recomnen-
dations.
10. Provisioning out-dated 10. Reprovisioned ASN-92
-
L
4 11. Inertial Measurement Unit (IMU) 11. Redirected IMU PGSE procurement
¥ PGSE unsatisfactory to state-of-the-art, fully
automatic test equipment
12, VaST Test Program Sets not 12.  Accelerated deveiopment, test
avairlable and production ot VAST test
program zets




FIGURE 4

(cont)
PROBLEMS SOLUTIONS

13. Insufficient supply of 13. Obtained funds ($.75M) 2nd
catapulc-lauach-capable instituted forced retrofit
[1fUs to support CV rogram. Diverted rew

PP pProg
deployments production equipment direct
to fleet co outfit CVs.

14. Integrated logistic Support 14, Held Fleet-wide ILSMT meeting,
Management Team (ILSMT) ind two subsequent ILSMT
Meetings not held meetings

15. Budgeting for ASN-92 support 15. $4M budgeted for $12M require-
grossly inadequate ment to support ASN-92 in

FY-76. Obtaiced $7M in FY-75.
Established budgeting process
to insure all requirements
identified and budgeted for,
FY-76 thru FY-81.

6. Inter-industrial bickering 16. Placed USN in direct control ef
razpaat (ASN-92 and inter-industrial relatioms.
aircraft prime contractors) Addressed basic problems and

cased relations.

17. Equipment Interface anomalies 17. Conducted rumerous engineering
abounded investigations, identified

problems, implemented solutions
to iany :

18. High level erroneous eguipment 18. Revised procedures, promulgated
removals at squadrons performance informatien,

ccenducted pubs review. Have
made some pregress.,

19. Shipping containers not 19. Obtained shipping containers.
available
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concepts and major provisions were ultimately lncorporated 1n

1 1976, which established Fro

N
pie

anagers for Armament, Avionics, and Fropulsion 1n %the terial
4 * * 3 3 - ’ 3 r o v . 1 ¢ i . ”11
Acquisition Lroup in RNaval Air Systems Command headquarters.
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stablishment oi the rrogram .anager ior Avionics. HaValiliol
00.89 not only formalized the establishment of the rrogram
anagser for Avionics to provide integrated acquisition manage-

ient o1l common ur'i avl but also redeflne d, and in some area

>xpanded, the responsibility and authority of the Director of
the Avionics Division. The NAVAIRINST addressed the designation
of Deputy Frogram llanagers for critical high priority avionics

uiring intensified management supplied as UFE to more than

system and other individuals to function as Acquisi-

tion l.anagers for less critical avionics systems supplied as

to more than one weapon system. In addition, the instruction
required preparation of charters for those avionics projects
manaced by a designated Deputy Frogram ianager and {eneral
ines for individuals functioning as Acquisition lianagers.

It preserved 1n ingtruction form, the rec

nd concepts
of program management set forth in the NAVAIRNOTE™ It provided

charter that delineated in some detail, the mission, scope,

jources, authority,




g S R T e s LT R PSS ) A T T ¥ - or
accounta J.Ll_l«,‘\, ana responsidbliley 01 The frogram ..anaier 10r

- By e X T, (B e (s
er for Avionics 1is the sinzsle central

ccutive (decision-maker) responsible for the successful

F . - oy O e . .
management of all common GIFZ avionics systems/subsystens/com-

: ponents/equipment. The scope oi his responsibilities includes

the definition, engineering development, test and evaluation,

acquisition, full scale production and initial logistic support

o =

of this equipment for Navy and ![arine Corps aircraft or

£

Fhe importance of designating the Prorram

lianager for Avionics as the central decision maker should not be

overlooked. It is not feasible to resolve the many small con-

flicts and disputes that arise in the normal course of managing

common avionics by escalating themn to the Commander. vhen

conilicts between equipment acquisition and functional policies

and objectives develop that cannot be resolved, the matter will

be referred to the Directors of the affected Divisions for
solution. Actions directed by the Program lanager for Avionics,

. however, will be continued during the period pendin resolutions. -

4

Director of th \vionics Division has two sets oi

k relatlionships, with respect to authority, responsibility and
accountabllity. As Avionics Division Director he is direcily

responsible to the Assistant Commander for lLaterial Acquisition.

PP

Hls relatlonships, authority, and accountability are defined in
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ional organizat

of the rrogram lanager often provide direct support to th

and program execution phases. To

| acqguisition management, however, the Program lianarer will

%1 naintalin an overview on, and monitor, production and logistic:
! PR Ao - > 3 e A o % 7o 4= . 4 galats el 3 - = L0
k support ol his assigned systems/subsystems/components/equipments,

and not manage the funds related thereto. Requirements of the

frogram lanager will be given maximum support in development of

il

total Command requirements. Concurrence of the Program lana;er
w1ll be obtained by production and logistics support organizations
prior to budgetary submissions. The Program lanager for Avionics
be provided a copy of all submittals and any ensuing project
lirectives. The Program l.anager for Avionics shall be notified
orior to the initiation of any procurement or support action that
deviates from the previously submitted planning and budgetary

TR SRR TN s R gl e it
information. (See Figures 5 and 6).

- Program Planning and Control. Presents the
sed in program planning and control.
smphaslis 1s placced on developing a program work breakdown

ructure, and work scheduling networks. Cost estimatin,
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Gost. uch emphacis 1s placed on lanagement Information Jystems
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\ ;} y especially in the implementa tion of DOD Cost/Schedule
; vontrol Systems Criteria for Program hanagement.
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