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EXEC(~’I ’I V E  S I H \ I M A I t Y

This report  is an anal ysis of the problem ( I t  mc r~’ : t S  ilIl a(’q Uis i t  iOri

t ime in weapons  s y s t e m  (IeVel opment  . Over the  ~a~ 1 se e ra l  v ~t r S  I he

evolu t  iofla my chantZ es in the  c ( I t l i sj t i o f l  process  ha v  ( ‘mj ) I ) ~~— i se( I c l I n t  rol —

l in t ~ cos t s , whi le  d e — e mp has iz ing  con! 11 ) 1 and concern for  t ime . Some of

the  pr i l l i  a ry  c t -~nt  r i b ut or s  to I ime ~~~t ’ ( 1W !  h ’’ in \V eap ons a ( ( I t i i 5 i t i O f l  I t  V P

been the var ious  decision p:’oces se s t h a t  occur , con t r ac t ing  p rocedure s ,

and to  a lesser  extent  the economic h ea l t  ii of the  economy and the defense

in ( lu st r ies

~\I a l o t ’  conclusions reached  in thi s  analys is  are  as f o l lows :

• The p ro l i f e ra t ion  of ( ‘( 151 cont rol measures  has significant ly
iflc re:t sel l  a cquis it ion times.

• A V (x tp on s  : tc q ui s it i (m  ins t i tu t ion  exis t  5 tha t  comp l i e a t  es and
I le IaVs t he  process .

• •‘\cquis it ion decision processes tha t  inc lude the I ) SAR ( ’ pro-
ce ss , t he  user , and bud Ur ’l p rocedures  con t r ibut e to increased
acq u i s i t i o n  l i m e s .

‘l ’ ot al acqu i s it  j olt t i m e s  ot ten to  t W P I \ e  yea i’s for a m aj o r  weapon i-iyst em

are  mto l t ’  r ab le  in t o l l  ay ’s env i ro l iment  of i a  pidl y changing technology and

cont mua ily in iprov ing  enemy t ’~i pab ili l  ies
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__
_ _  ----~~~~-~~~--

.
-

- _



‘~ “~ 
~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ — ~

- - —---_- - - - - -  - ~~~~~~~~~~~~

SECTIO N I

INTRODUCTION

In recent years  there  has been greatly increased emphasis on all

man agement  controls in weapons system development except one: time

control , There  has been a significant reduct ion in the f o r m e r  emphasis

on establishing and maintaining a schedule that would insure reasonable

lead t ime to Initial Operational Capability (IOC), Modern science and

engineer ing has greatl y accelerated the rate of advance of the “state of

the art , ” a situation which makes reduced acquisition times more critical

than  ever . Neve rtheless , there is now less emphasis on t ime than ever

bp for r  -

The vi ta l  impor tance  of time shoul d not be overlooked , as il lustrated

by Am e r i c a ’s l ack  of preparedness  for World War I, World War II and

Korea .  It is a resource to be managed with other critical resources. A

system can become obsolescent by the time it is deployed . The adage in

the R&D business that “the better  is the enemy of the good enough ” relates

to delay and cost increases as a result  of constantly app ly ing state of the

art improvement s du r i n g  development. The tendency has some element s

of virtue to offset  the adverse e lements  of delay and cost . Systems de-

veloped in today ’s environment  however , may he even worse off , s ince a

‘ good enough ” system at inception is so much  dn lnyed  by managemen t ’s

(cost) cont rol measures  that  it loses the  race wit h the  advance  in t h e  s t a l e

1 
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of t li ( ’ a r t  l ’ t i i ’t l ie  t ’ i i l ( )  I’d’ , cl u r i ng  the delay pe i ’iO( l , I lie (l id and pOS Sibl y

obsolete sysi em rem a ins  in t h e  hand s of the ope r a t i o n a l  u se r  as a danger  — —

ous d i lu t ion  of mu it ary s t r eng th .  Thus the delay not onl y inc reases  t h e

l i f e  of ’ t h e  old s y s t e m , hut  also increases  the pOsSi l) i l i t y tha t  obsolescen ce

I~ is beg un to over ! ake the new sys t e m.

The cur  re n t acquis i t ion  en \ i  roflf l lent  may be fo r’c ing us into I lie

V l i f l ’ d t S  cy c l e  of ‘ ‘ t oo  l i t t l e , t oo late , ‘ t o o  la te  as w i t h  the  su rp r i s ing

ap p e a r : t n c t ’ of Spu tn  ik , and the un soph i s t i c~ i t ed but e f f e c t i v e  weapons  of

the  \ iet ( ‘ o i g ,  t o o  little ~t s v~ it Ii most present  systems wit h s t re tched

Sc l l f ’ d U l ( ’ S  and inc r ( ased I’und r e q u i r e m e n t s , oo f r equen t l y compens ated

for by cu t t i ng  product ion  q u a n t i t i e s .

:\~~ one w r i t e r  seemed to p red ic t  jus t  as the ex tens ive  cost m ea s u r e s

wer e  being im plemented:  
1

I\s the pendulum in svst p i l l S  a c qu i s i t i o n  s w i i i L ~5 st ea( ii l y
nearer ’  t (~~ fu l l  emphas is  on c os ts , and a w a y  f r o m  the  ~‘alto’
of t ime , the i’e is a st r ’ong possibi l i ty  tha t  we  may be
approaching  the point w lie re \~ e get less , r a t h e r  t h a n  more
val ue t’oi ’ our defense  dol la r .

John S. U au r n gar ’tner , “ Commen t  on t h e  V a l u e  of ‘l ime :ln(I I ts
E f f e c t  eu l)e fense  SysI ‘ms A c q u i s i t i on , ‘ ‘ De fen se  i\l r in a g e m e n t  J o u r n a l ,
•I u l v  l ’ 7 2 . Pg. ~~.



_ _  ~ •-~~~~- - - -- - -~~~~~~~~~~~~~~ -~~~~—_~~~~~~ _ _

SE ( ” l ’I O \  II

I ’ t ~ RPOSE AM )  ~I E’i’l lOI)0 l .O( V

This pape r \\ i l l  i ui~ est  i g:it ~’ I he weapons  ac q u i s i t i o n  “ t inie g rowth ”

problem . \~~ l t’ious a s p e c t s  ( i t  I he acquis i t ion  process and i t s  e f fec t s  on

t i me will 1) 1’ 1 (1115 idei ’e( l , not only t (I point out act ivi t ies that  tend to delay

the  acquis it  i o u t  process , but also to provide mot e realist ic schedule in—

format ion  to ac ( lu i s i l  loll u l i a u )~ i~( ’ i’s . Uefe i ’e  cons ider ing  tile cur ren t  en-

vi ronment  , an C \ - ( ‘i ’ \ i ew ~ t h e  evol  t u t  j l l n a  ry changes that  have occu r r ed  in

t h e  p:~ veau ’s  w i ll be I l j s ( U S S P ( l . and how (‘ost control measures  have

1) 1 - -p  su cces st ’u l , but at t h e  expense of t ime .

Some (h i f i cu l t y  wa s  exper ienced  in a t t e m pt ing  to collect useful  dat u .

l” e~v p t ’oj e c t  5 retain lu st or ic al data  in general , and t ime re la ted  da ta  in

pa u’ t i cular .  I n f o r m a t i o n  ~v as obtained f r o m  a n u m b e r  of major  projects ,

but  t his informat ion  cannot be c (-Inside red a sc i en t i f ic  su rvey .  Al though

he d i i  a ( i s e ( l  to  back up  f indings present eli  is somewha t  limit ed , it is

a( l e qu ; i I  c to  make  ge ti e ral ju dgement  5 a uutl h o p e f u l l y ~vi 1 I st imul  a te  fu rt her

tilt e u ’  st :ln(i st to l y.

I

- - - - - . - - -~~~~~~~ - - ~~~~~~-- - -_—_- — - --.-- - -- - -~~~~~~~~~~~ -‘-_ ~~ 
-- - -



SE( ‘ I I( )\  I l l

‘l ’ l IE ( ‘I IA \(  ; 1 ~\ (  -\ (  ‘ (~)t 
- IS I ’ l ’ION l - N  VIR (  )\ ~ l~~: VI

It is of pr ’ imt ’ import  : inc i ’  t h a t  A r m y  l~~ I )  est a b l i s h
g u i d e p o s t s  int o t h e  I’u t ur e  t ’oi ’ th e  or ien t in g  and d i —
i’ ec t ing  ol ’ i ts  p r o gr a m s  - R edu c i n g  lead lim p is the

I )  Iii a f l ( l a t e  , bet~ iuse of t h e  pou t ic : t i  U r g e n cy  (i f
out’ t h u e s  and b e cau se  science and t e chn o logy  are
inc t’e:iS i uu ~~lv I he h : l s i S  of n u i l i t : t  l’v p o w e r ’  an d na t iona l
s u r v i va l .

1 he se \v ( - I  t ’u l s  l iv t h e  to~rme r Di r ec to r  (i f A rnu y  Resen  mcli point out I he

emp h asis fif ’t epn ye ars  ago . I )ur ing  t iu ~ past  f i f t e e n  y ea  r s , t h e r e  h as  been

a u u u a  rked c han g e  ii i  the : icquis i t  j on envi r onuuuer i t , rj~heSe c iu ang t ’s  r e f l e c t

he ea clv col ic  e I’~i f ’o r ‘‘ le ad t i m e ’ ’ w Ii ich sl owly  ga ve way  to conce rn  fo t ’

managemen t  processes , fo l l m v e ( I  by pr i f l ia i ’v  concern  f’or cost s .  The

c i u a i i g e s  can i)p  t r a c e d  in a Se r ip s  of A r m y  R e g ul a t i o n s :

• In 1 P61 , t I r e  A u n i v  had Regul a t ion  t i t l ed , ‘‘ R e d u c t i o n  in
( ‘ad Time ’’ \V it ii I l ie 51:1! ed pu rpo se of ‘‘ . . . r u c t i on s  r equ i r e d

~ y l)epu r t men! of the A u n i v  w h i c h  n iT? con t r ib u t e  to a N’ —
d u c t  j ofl c- if l ead  I inu e f r o m  inception ( i t  an i( iea  for ma t  e n d
0 (~~C iu ipmen t  ifl t lie hafl( l5  ot IT . S . A rn iy  t l’oO[)s . “ ‘i

• In 11168 , t he R e gu l a t  iOU \V as Up lI  at etl  :i 11(1 ret i i i  eti , ‘ ‘‘l ’li e
\ i an a g e  inent  Process t o t ’  Developm ent of A r m y  Svst ems ,
and i t s  pu rpose ~ as . . to ou t l i ne  t lie process  b \V h ich
•-\ rmy  Sy s t e m s  are d evelop ed and f’ielded .

— • In 1 P7 4 , I he lie\V t i t l e  w a s  Ba sic  P olicies  t’or Syst ems
-\ cquis  ii ions b y l) ep a r t  uui en t  of ’ I he •-\ ‘mv ’ arid i t s  p~I t ’pOse

\V :15 to s t at (‘ “
. . . pol i t ’ies  to  tuu m ini  i ’i.e ( ‘ (1st  5 iii a c q u i r i ng

mat e r i e l  sy s t e m s ,

~ MG ~V . •1 . E ly , :,s qu ot v d  in A t ’ uui v R ese ar ’e lu  and l ) e v e l o p i u u e n t
\L ’ tg: iz ine, Sep t — ( i ct . 1P 7 ( ~, pg •~~-i ’2 .

1 - \ R 1 1 — I ~ Sept 1P61 .

R 1000. 1, \ o~’. 1 1 1 7 1 .



‘ I l u i s  f i l i , ’er i  v e a l ’  cy c l e  is riot u r u t y p i c ; u l  of t h e  ev ’ l t r t i o r i : u i ’ y  c h a n ces

I n t l  I n u  V ‘ o c c ur ’  ‘ e l  i n I )( ) I )  c-ui : t r I a  ui  cut  ( i n  V m t~ I li e sac -n c p ‘iod , ~i u I poi n t s

( CU t  h~’t~ t ( ’ L V  ‘ S h i g h ly  s t u ’u c t u n ’e d , i n i t t ’ t i s e l v  I u u : u t u : i c i ’ u l  acq u i s i t i o n  pr ’~ c ’s5

ev ’ ’l ’, - i ’ i . 1 i i i ’ ‘v i ’c ’ a l l  ‘ ‘  • ‘oss h as  I , i ’~ ’ ci u ie  ir is !  i t u t i o r u : l l u , ~, V I  ~ i t h i  l i i i ( ’ r ’ ( l —

iil: u r i : i g ’ r i i e t i t  I i ’  t h i t ’ i ’” ,t  (‘ill t h a t  t i l l ’  i ’ a r ’e t u l  st e p  by s tep  pr o c e Ss  ot ’t e r i  s ’ ’ m s

n iot ’ e  t n r p o r t an t  t l r : u u i  t l i ’ , ‘ni ~I p r oduc t . ‘l i i i ’ (‘o n u r u i a n d i n g  I ~onec’ :c l , I~ . 5 .

.- \ u ’n l y  ‘I ’ u ’ : i i n i u u c  and l)o ct  n Ile ( ‘ o r u u r u i : u n d , (‘u ’ m n ’ r ’ : u l  \ \ - i l l i a i u u  E . I ) c I ’ uv , r e —

( ‘p u t ly  p u ’ ov i l e i i  a c a u t i o u s  bu t  hope ful  a p p ra i s a l  ot’ t h e  s i t u t a t i o t u :

We a i c  j u s t  cu t e i ’g i r ig .  t h a n k  I od , fi ’oiu u :u per iod iii
\V l iich t h e  p r o c e s s  of \ v i ’ap oru s sy s tem s  acqu i s i t i on  \V fls
t’e ga t ’( le ( I :is m o  t ’e m u  por t  ant I l i :u ii t I l l ’ pt ’odu (‘t

\Ve h ave  inst  it  ut io ru a l i z ed  t h e  d e v e l o p u u u e r u t  , I est i r u u ~
e v a l u a t i o n  and ar t : d v s i s  : lsf)c ’ct s  (11 n - e i t f ) af l s  svs ten i s
:icq u i s i t  ion u n t i l  t h e r e  i- i  Rn in s t i t u t i o n a l  bia s t o w  a t ’ Li
p u ’ o I C  ‘t i c  P l c . an d t ’ o r u u p l i c : u t  i n i g . t lie pl ’OCCSS , t ’ : i t  h e r ’  t h a n
c h a r i g i t u u ~ ar id  s impl i fying it . 

-

A n o t h e r  v et e r ’ a n  ;\ u’uui v pr ofession al \ver u t 1(1 t u e  trouble t o  lay out

most of ’ t lie process  on w h a t  he c a s  ‘ ‘ ‘ t ’Iu ’ Sc no] i ’ t h a t  r’ur is  t lie ent  i i’e

l, ’t ig~ Ii of a a r ’~~ ’ co r u t ’ct ’ e r i c e  room . I l l s  ‘‘ w onub to  I omb ’ ’ ch :i t ’t shotv s 1 ~

s t e p s , ~ on t i m e  v e t ’ t  i ca l  axis  i i i ~ d y i n g  ‘ ‘ h u g h u e r  I i ea i l q u nr t en ’ s , ‘ ‘  26 invo lv in g

t h e  Use r ’ . ~ -t j r i~~o l v i n u g  t he  ( I e \ I ’lope r’ , ar id  20 of l ieu ’s . 
6 

A s i m i l a r  char’ !  t h a t

hi  g u I  i g h ’ it s r ’equ ire d  cost :i n a lv si s  s t e p s  s h o w  s t h a t  a lot  :il o f ’ I I f o r m a l  cost

( t i a l y s l ’s  ar e  r ’ e ( ] I r i n ’ e ( l  d u n ’ m n m g  t h e  a c q u i s i t i o n  cyc le , It w o u l d  be : u l r u i o s l

a
i~~t l’ l ( h l l ( ’t o l ’y  R e r i u : i r L s , ;\OUS \\r  Sv m p o s i u r i u . Oct . 1P76 .

h I )  , I ol m nu \ I c  I ) : , r u i e l , D i r e c t o r , \ I  i s s u e R e s ear c h  ar id  E u i g i n m t ’ e t ’ i n i g
Lab , h i , n t s v i l l e , A l : u . , ( l e s ( ’ r i h ) e l i  nn  - \ t ’u u i e l l” o rt ’e s , l o t r t ’n i a l ,  , l u ly  ‘76 , pg. 16 .

I) e f ’ense S v s t i ’ u u i s  \ I : u n u u i y , ’u u u e r i t  (‘ol l”g e  T r u s t  r u c t b ’t i : i l  ( ‘ l i a t ’t , h - i  - Bel-
v oi r ’ , \ a .
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i t u i p os sih l e  to ~l , ’ t ’ ’ r ’ n l u i r u e  hot~ l I l a t I V  h u h ’ S  :1 g i v e n  w t - : i p o n i  sv s l ’n i  i s  : u - l e d

ott in ti m e l ’ l aninu i uug , P r ’ og r a t u ’u m u u i n g ,  h h n d g i ’ h i t i g Sy s t e m  ( P h ’ I  :5) - v c l e  t h a t  I ’ ’ —

g i r l s  :is b u g  as t i \ e  ~‘at ’s  h e t o ’ e  f u n d s  an ’e  a c t u a l l y r i - - i l .

Ii  would  a lso  l ie  d i f f  i cu it  and p e r h a p s  lf l \ ’it ( ’  ~‘~ ci t  i’o ve i ’ sV  t o  : l l t i - i v I i t

t o  id e t i t  t iv  :i b a s i c  s h i f t  Ui ph i lo so p h y  C) !  l OP  1)01) le i d er ’ s h i i p .  O n e  could

sele ’ct  a r t y  past S i ’c r e t a t ’ v  of ’ l ) e t ’enu se  a r id t’inu d st t o n g qu o t : i t  ions s u p p o r ti n c

both  cost  1’() ru t  t’o l a r id  c u t t i n g  lead I rune . Vo n’  e x a m p l e , S e cn ’ e t a i ’ v  \ I c \ a u u i : i r ’ a

had a pu b l i c  im ag e  of b e i n g  v ery  t o u g h oni  cos t  (‘ ( l i l t  m’ol , but  ha’ ,’ o f t  icjals of

ins e t a  r ecal l  t h a t  he w a s  j , i s t  :is t o u gh  on ext emid ed l ead  t i m e s

I )eput v Se i ’n ei  :i i ’v of ’ I )e f e n u  se I ):i \ ~d I ‘:u ck a i’d ( 6 P — ‘ 7 2 ) ,  w ho \V as I he

key inst i g a t o t ’  of ’ t h e  r ’ eo r ’de r ing  of t he  acquisition ~roc~’ess , w ould p i ’ ob : u b l v

feel t h a t  an inici ’e a Se ill t i iu i e  ~v as a ru e ces Sn u ’ I i’ade ot’f 1(1 gain conit rol of ’

cos tS , hut  m1la ~ ’ be u luaw a r e  ti t t l ie ext ciii ot  t he  i t o -  i ’ i ’a ses  t h a t  have  occt,t l’i’e(l

Si,r cc ess I the  Cont n ’ol of (‘ost s

h1o ~ ’ s u c c e s s f u l  has  all I lie emp has is on t ’ost bee n ? .-\ l t boug h f e w

o l t i c i al s  tvould say tha t  c o s t s  of m aj o r  svst  e l l i s  :11’ ,’ nu ow t o t a l l y  u n d er  con —

n ’ol , niost would s cv t h a t  t est s are r io longei ’  out of cent no 1.. h” oi’ ex : u n up le

( ‘( ‘St  g r o w t h  i n t o r m u a t ion p resen ted  in I lie S e l e c t ee  -\~ ‘qu is it ioni Repo rt s (S:\ h~ )

for’  m aj o r  s s t e n u i s  c lea r ’ ly  shm o ~v s cot t ~~i , h e n ’ a b l e  i i u u I ) m ’ o v e nuu e n i t  s ince t h e  e a r ly

1

Ven t ’s . It (‘(1St g i ’ o w t l m  is : n h l t n s t e ( I  f ’ot ’ in f l a t i o n  and ( l tn a nl t i t \ ’  c l i a t i g i ’ s , co st

g r o w t h  h a s  be en t ’ ’ i I uced t r ’om about “ ‘ p~’ r ’ ye an in I he en u ’ l v ‘70s t o  :uI ioul

st - ’ :  l:i st y e ar ’ . ‘I’ l i i  s su c~’es sfu l  e f fo  i’t 1(1 b r i n g  cost  s und en ’  cont rol Ii :is r iot

been ~v i t h o i r t  i t s  p e r i a l l  ies . ‘l ’h ie vi r ’ t u a l l  inn n io t  iced t i ’ :r h e o f ’f h a s  been loss

6
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of control of l i n ie , It is no~ ’ clear I hat the total acquisition time to develop

and field weapon systems has expanded sign ificantly since the earl y ‘70 s ,

This conclusion is supported by information also contained in the SAR s for

major systems. Acquisition time to Initial Operational Capability (b C)

for SAR systems is as follows:

AVERAGE YEARS TO IOC

June 1 1) 71  December 1 1) 7 6

Original Estimat e 5 . 5 6 . 5
Revised Estimate 7. 5 9 , 0
Slippage 28 % 38~’o
,, ,,

Cost of Schedule
Extension $ 1 , 4 Billion $2 . 8  Billion

The information also shows that different categories of weapon systems

have suffered more than ot iuers . Aircraft , for ’ example , are now reflect-

ing about nine years to IOC compared with five and one-half years in 1971 .

Missiles have had the greatest increase in schedule extension (6 1~~) .  The

huge sums attributed to the extended schedules in both 1 1) 71 and 1976 fur ’-

ther support the old adage , “ Time is Money ” !

The information on time to IOC shown in the SAR does not ref lec t ,

in most cases , s evera l  years of concept formulat ion require ] for major

s y st ( ’n u s . Al so , Some current systems a u ’e a b i l l o \ V  — o n to e a r l i e r  sys’t e l l i s

t h a t wei ’e  t e r m i n a t e d . l” i r e xam p l e , t h p  \ \h  — 1  tank program \V as i n i t i a t e d

j ut  1 72 , but only aft  or u t i l i z in g  almost  t en vi ’ : i  i’s ‘‘ I ’ I e ’  cii Ic ‘gy l’rnm t h e

t~’ i ’ : i i j ~i : i t ’ I  \ \ I I 0 3  & MHT7O programs . ‘ l b  m a l t - t i , ’\ \  i i~’ h i b - i ’  ~) t ’ O g r ’ : i l i u s

(Teen Sd -b ’s )  ‘‘ s ta r t e d ’’ a fter’ n i nn y  y e a r s  ( i f  l l l ~~ I ) . ‘~~l i ( - , ’ j ) t  fot ’ nu u l : u t i o n

_  -~~~~~~~~~ 



and prototype development. Clearl y, a more accur’at e figure for total

time to IOC for  a major system would be twelve to fifteen years .

Roots of the Time Problem

Why does the acquisition process often result in a ten year or longer

cycle to develop and field a new weapon system ? This is a comp lex ques-

tion that cannot be answered by merely describing the acquisition process.

As a result of a series of studies 8 
that sought to bring the acquisition pro-

cess under control , the process has grown more comp lex through imple-

mentation of a wide range of management and decision controls . Some

officials feel that these measures are the price to be paid in order to bring

the process under control. Unfortunatel y, the apparently unnoticed addition-

al price is the extended acquisition time . The problem continues and even

expands as a natural outgrowth of the fact that there was no real expres ~~ed

concern for extended acquisition times in the earl y studies or their imple-

nlenting procedures , nor is the re any real concern today. Of ’ficial s at all

levels would  certainl y express concern about the excessive t imes required

to field a new weapon system , but such concern is not clearl y re f lect ed in

any dir ectives , policy documents or re gulations .

Emp hasis on costs was the primary factor that brought about a re-

ductior i in the use of networking techniques (PERT , CPM , e t c .)  by m i l i t a r y

8lixamples are: Blue  Ribbon I )efense Panel , (‘ ommission on G overn—
nuent Procurement and several I ) efens e Indust ry A s s O c i a t i o n  s tudie s .

8
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p u ’ o i e c t  nt ’fices , and t h e i r  count  ei ’pa i t  1)I’o 1e ( ’ t  c i f t i  i i ’ s  in in dusi  c v .  
- ‘ 

‘l im e

(‘0111 I’ ( il s s t er n  now p r e s c r i b e d  by I X ) I ) , (‘ost /Sc liedule  (‘ont i ’o l 5 s f  i - n u t

C r i te  n a  (C I S( ‘S ‘) ,  rne asu n e  s al l  v a r  i: u n i c  5 liet w e n t  p1 : un n e u  I and :u ‘I u a l  in

Ic run s of ’ (lo ll a n’s onl y. 1’ lie p r’ d il ’e ra t  inn of ’ this  syst em t Eu roug h cU t t im e

a cquisi t ion ( - u ) runuu un i l y has been yet anot her  s t ep  in in cr e : is in g  t h e  ‘t i i p h : u s i s

on cost arid (h ’c r e : i s i l u g  I h ue etu i 1) has is  on t ime .  To say t l i i t t i m e  w e : u h c o n u s

acq uis i t io n  ui i : u nag er ’  ru l i s t  u ’ o n s t  ant ly  si ’ i ’k :c balance i i i ’ t w e e n i  cost  Sc  h i e du l e

:c n i i  pi r i’or nu i : im ’ i ’ b: t s  b e co r uue  a n i i s no r u u er . ‘l ’lie :u cqui s i t i enu  m ula I l : c g e r ’  of

I oc lay manages  ( ( - I S I S  - and it ’(- e pt s \\ lua tev em ’  sch o ( iu le  ~u n ( h  perf ’or ’ r u i a r i c i ’  t a —

s u i t s , wi thou t  e n u h i l (  iy in c  real  t r’~u ( ieof I a n a ly s i s . T h e r e  is i i t t  Ic or nu

‘‘ bzulan  ing ~~~~~~~~~

The lack of m a n a g e m e n t  of ‘ ‘ l i f ’e cy C l e  t ime ’’ has a l l o w e d  t h e  : u ( ’ ( ] l n i s i —

tion institution to continuall y add on l i t t l e  noticed incren u ents of ti n u e . A

major  portion (i f the  t ime  increments  :u r e  bn ’ought about by the  var ’ious  die —

cision ~~~OCC SSO5 that ‘r e  inubedded  in the  :R’quis i t i on  process and w i l l  h)e

cons idle red in t i r e  rue xt sect ion ,

‘ W : i y i i e  L. f l i n t  horn , ‘ T n ( h u s I  r ’y ~ I a n m n g c ’ n i u i ’ n i t o t  (‘onume n’ c i :ul I)efense
Sy s t e m s  P r ’ o g t ’ : i n i r s , ‘‘ De fense_ Sy sleni s M : r i m a g e r u i e n t  R e v i e w , \\ ‘ d c c ’  l P 7 6 ,

pg. -t

P 
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SECTION IV

DECISION PROCESSES

Th e I )5A 1W Process

Wit h the  imp lementation of the I)efense Systems Acquisit ion R evi v\ ’C

( ‘ ouncil ( l ) 5 : \ R ( ’ )  process , a milestone or incremental acquisition process

w as in i t i a ted . The c ’evised 1)OD I) irective 5000. 1 lists the following de-

cision points or’ niilestones for’ major systems:

MILESTONE “ 0” Program initiation (approval of
Mission El ement Nee d St at em ent onl y)

MILESTONE I Demonstration and Val idation Phase

M I L EST ON E II Full Scale Engineering I)evelopment
Phase

MILESTONE III Production and I)eploym ent Phase

These milestones and decision points are preceded by a long series of

act iv i t ies  at each level below OSD . Each Service has developed its own

Systems Acquisition Review Counci l , or some form of r e v iew to ensure a

favorable DSARC decision.

Unfortunatel y, the DSARC process has developed far beyond the ori-

ginal intent of its creator , former Deputy Secretary of I ) efense , 1)avid

Packa rd . lie felt the need for OSD t o  insure that  the Project Manager was

given a clear mission with a d equate resources , and OSD (lc ’cision n ’evie w at

the cr’ it ica l transition points in the acquisition cycle . Al though t h i ’  current

1)0 1) directive still ( ‘ : i l l s  for the san ue t h n ’ ’e basic d e ci s ion  point s as e n —

visag ed by Packard , in prac t ice  t h e  n u m ber  of r i ee i s i onu  poi n t 5 h as expancl ’ ch

1 0 
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to more than t lmi’ e e for’  nu i st  nun tot ’ syst ems.

‘t here  is little doubt t h a t  t ime  I )SAR (’ process  i r i s  a c c omu u p lished its

purpose ( i i  p0 r ’mittin g only w e l i — r l i : i u i u i g e ( l , cost — e f f e c t i v e  and low — r i s k

system -i-is to pro ceed to t l i i ’  n exl :u ’qti isi t  1(111 p hase. Many maJ or pro ject s

must  gain a favorab l e  i)SA RC decision befo r e critical funds wi l l  be ma d e

availabl e , coti t i ’ : i c l s can be signed , or other key event s can occur . 
10

S ~‘vet’ a’! ,‘nonths pr ior  to a DSAR C , system managers must begin to

prepare by im u itiating :r series of pr e—b r ’iefs , discu ssions with P rin cil) a ls

at 1)0th t lue s e r v i c e  SA ‘t(’ and ! D SARC level , ari d carefu l coor d ination of

the  I)ecision Co o r d i n a t i n g  Paper  ( i X ’P ) ,  the principle document used ] in

t iue I )Sti RC process . Exper ience has shown that  ti -mis process ( ‘an r e q u i r e

li ree  to to ut’ months , p lus  at least another’ month to actuall y receive t h e

( lec i s ior l  i t self ’.
1 

The result ing four to five month tin -ic period is d i f f i cu l t

t o add t o t h e  pro j ect Sc h iedule , but for Il - i c sake of t h e  import :m nut even ul s

that usu -  ‘il y t ’ollow the  I )SA RC , time planning time simoul d be in clU (l ed (in t i r e

s c h e d u l e .

A CoilS ide i ’:c i ) le  pot’l ion of t h e  I ) SARC })t’~~pa i ’atioii  t inu e OccUi’S at l i i i -’

se r ’v i i , ’~’ leve l  and below . A r t i iy  U eg u l  at ~~~~~ 1 5— 1-4 on t h e  I )SARC I ASA R C

pr a n ’e s s  c o1iI~r i f l S  an c ’\ t e I l S ] \ ’ r ( ‘ h l ( ’ ( -k list , ( ‘O Vei ’ing such :r i ’ ea s  as te c iun u ic :m l

a rid o p e n ’ : i t i i ’n r : i l  i s , -ii ’55 fl 1( ’ nut , : u ’ i p n i s i t ion sI t ’ a tegy , and l o g i s t i c s  : isse ssnu eni t

10 In t h e o r y ,  t h e  I ) SAR( ’  n i u a h i ’ s  ru n  I’i nn l  h i ’ i ’j sj o n~ On’ : ippt’oves a n y

11.111( 15
1 1  l h a s~’ i f  on a s t i r ’ v ’~’ oh ’ pt ’ i i p’ i ’ t s ’ V  i t l i  ‘ t ’cent  l ) 5 -\ I~~ ’ s~ .
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‘l ’ o ente I’ t I i r ’  \‘a lidat ion l ’hase ( I ) SA l~C I A SARC I), for example , the

re gulation points out no less th~tn 118: i tems that  mus t  be ac com ’np lishe d .

‘F lue prepai ’at ion time . p re —b r id ’s , (- o o r ( i ir u ation and other actions

consume signul ican t t ime in-i insu l’inl g the  s tand ard s and requirements of’

t lue I )SAR C a re met . Also , s ince y~ a rs  ca n elapse between i)SARCs ,

there are u su all y n e w  key nun  run get’  s~ at the  var  iou s levels f’rom the  Pro —

i i ’  ( ‘t  ~\ i i t n a g e  c ’ , to the se l ’vice luea dqu ~ur t e r s  to OS!) . Addition a l tin -ic is

( ‘onsurne(i br inging t iuese people up 1 ( 1  t u e  reC ]uir e(l knowledge level.

Is i l l  the  t ime required  ~ pas~ t iur ou ghu th e DS~A ftC import  ant as fa r’

as cont t’ ib uting to time successlul  I ’ield in g of the system ’? I’ r’obab ly not ,

yet the  process  ~vi l l  conti n ue as long as costs of weapon systems are more

im por tan t  t iu a n a( ’quiSit ion t ime , It is important for  ac quisitio n-i managers

at each l i ’~ c i , IC )  include I ) SARC and Service SAR C princip les , to insure

that the e x c e s s i v e  t in-ic required ]  to  traverse the process is m uu ininuize d ,

andi decisio n s are m ’en ( le r ’e ( i  as expeditiously as possible.

The Imp a ct ( if the ‘‘ Us e r ’ ’’

As I lie a c q i n i  s i t  ion F- I i’ d ii ’ess h a s  1)C’colui e fluore in st  it ut i Ona l ize ( I  , t i l l ’

influence of I he u s e r ’  seems to  have fa l l e n  ofl ’ . As u s e r ’  inf ’luence ( l e c t ’ i ’nse l ,

51 ) ( l i ( l  the urgenc y ~i 5 5 0( ’ i  a t ed \V it Ii f i e ld ing  I he im poi ’Ianit  s s l  ell is  - Since

t i r e  usr ’t’ need is ( ‘ iOS i ’ l y  i ’e l a t e d  to  t he  ‘‘ I b r ent ’’ t h a t  the uie ~ s y s t e m  is ( F e —

S i g i m e ( h  t o  i ’o u n i t  ~ ‘ r , a ( ‘ h m a t i g i  i l l ’  t h i r ’en l  has  also c r ruSe ( I  var i : it  ion -is in  t h e  t

s v s l e t i u s  that h a v e  ‘ ‘ i ’ ’  i v ’ I  p c ’ n c ’ t ’ r t y  is sy s t i ’ t u i s  c ot i s l an t l ,v t i 7 v ’ t o  i ’ a t c h

12 
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~rp ” wi t h  a r ’evised t h reat .

The t ’ole of t i i i ’  l,I S (’1’ s i i ou l ( i  riot s top  a f t  t ’ r ’  he ins  c l i ’  ac ’l y sped’ d i ed

th e flIuSSion a n (h pC i ’for nuance  n’ equire n - icr - its ( i f  the syst e rr  , - \ n i y  U n ( ’ ( - i t  : i i n t  —

t y  in the  nu ission needs aft er th e initial phase can add g r e a t l y to t i i i  a l

acq uisition t ime . This uncertaint y can take thue fo rm of lack  of cont im i l  —

merit or support  f o r  ti - ic establ ished requirements , or ad l ( i in g r ’equir’ ( ’meiIt s

not cons id le r c (h with the original system design . Sy stenus have b ’’ ni st r ’et i - i c  —

cd out or even terminate d because the  r i ser  w a s  n ever  sat i sf i e c i  ~v i t h i  the

per’ formnanc e  capabili ty of the  sy s tem , a nd d ’onst alit l y ( ‘hu ang ( ’( i system r’e —

quire ments. On ti -ic othe r hand , son e sy s t e n u i s  t ha t  st n i t  en ( c u t  ~ it ii a

strongly support ed need and mission u ’i ’( Ju i re m en t  later  su f fe red  from an

extended acquisition because f u t u r e  pro jec t  sponsors were  not as convinced

of ti -ic need for the system .

The user \V ill make the point t h a t  t i r e  ri ced and miss ioru req ui m ’em uu e n t

change after a system ‘‘ locks in ’ its base l ine  perfoi ’mance pa r a n u etcrs , and

some considerat ion for change nuu st  be t r ; i i l e . ‘I ’hi s is a n’ easonab le view —

point a n (i one t iue developer must c o u m s i d , ’ n’ . A ] t i m o u g h r  t I m e  dev el opcu ’  has

been cont cndi ing with this problem n fun ’ many year ’s , a to t  al ly uns t  ruc tu  red

p rol ’i ’ss exists fot’ brmging  about i i .5 ( ’ r ~
‘ hanges  in t h u e  sysl cmii . W F i a t  is

badl y neede d is a pn’oce rlui’ e to  consider  and inc’ or ’puc t ’ate qua l it at i~a - syst clii

changes sinu il an to I he manner’ in w hich eiigine ei ’ing ‘hi : i  I i t ~c ’5 a r’c al ’’,’r ’m —

pliShedi . ‘I ’lue prese ru t  h ) i ’~~( ’i ’ - . n’ ( ’ is m i u o s t ly  I i : i s , ’ l ‘i i i  l i e u r ’ : r n i k c n i g  svs b ’uuu

S F ) O n i so r ’S  d d i ~ users l )l ’it ig ilid pr (’ssllt’e 1( 1 I i i ’ a r ’  on l ’ \ ’lopen ’s t o  m a k e  t ’ e i ’ t a i i i

1 :~



cha n ges .

As t h e  ac q u is i t ion  i n s t i t u t i o n  has  g rown  nuor ’e  comp lex , t he  user  i t t —

f ’lu encc has li ’s sened t (i t he  point w lie re I ime r’e is l i f t  l~’ r eal F i l l ’ s  su r ’e by  t In

u s e  1’ t ( - I  expec hi t i ’  the p 1’ocess and get t ime sv st c c i i  f i e l d  It ’ . U r ’ c  i u ’ i t  \‘ s\ ’st ‘ - r u m s

S In  cli as t h e  - I ~ig Fi ve ’ have been used b y t h e  A u n i v  w i t h - i  si i u i i i  - i n put by I lie

u s e r , but t h e s e  t eci in iques are usua l l y ( i r ’ i v e n i  b b w i g i ’t  c c , n i s i d , ’ r a t i i i r t s

r a t h e r  t h a n  r iser’ need .

T h e r e  is a r iced I ’or ’ i n cr e a s e d  I n s e t ’  i n t e r ’ t ’a c i ’  i i i  t h e  i ’ v ’ l i - I h : Iu i ’ n i t  p r o —

and a ( ‘011sf ant  i n f or ’n i a l  iot i f l ow  to  u s e r  unit S t o  ) s\ ’ ch i i l og i ( ’a l  l\ ’ a iid

t echn ical l y p repare  them for  the new equ ip n i e n t . A ‘ ~N ew Equiprui en t

‘I’ ra ining Team ’’ and publ icat ions n ’ece i v e t i  t r s I  p r i o r ’  to  n’e ( ’e ip t  of t h e  new

e q u i p m e n t  is ir u a d e q u a t  ~‘ pn ’epa u ’at  ion . ‘F lie U .  S . A l’my ‘1’ r’a in ing and I )  ‘ — 
-

- -

t r i f l e  Command has recent l y ot ’g a ru iz e d  t l ie ‘I ’h t : \ i )OC Sy s t e t u u  ~\ l , u n u : r g i ’ r  ( ‘l ’SM)

(‘ ( i n m i ’ i ’ p t  Ion  eac i i  new syst  em w h i c h  sh ould help sol\- -e sou i l l ’  of these l) t ’ ot) —

1cm - i - is ,  It i’el’n am s to I)e seen ~v bet lie r the ‘1’S M \V ill beconue mc r’e ly anm ot he n ’

a ( i ( h  —on to t h e  insti tution or ’  a u sef ’u l means  to  p rovide constant use r ’  m u  en’  —

i c  wi th  the  ( he  velope c’ .

‘1 111’ I t s , ’  i’ ‘s feelings about t h e  n’e al need l’o r a syst  e nuu sh ould 1) 1’ cur l —

inu al ly com lu ni unic ~lt e ( h to  i) Ot h the  de VO l ope r ~l l i ( i  t i m e  b 1.r ( lg et iii :ini: i ge c’s i ni

t h e  s( ’ n ’ v R ’ i ’ head qt ir i rt e r’s. ( i t  i m e r ’ w  is, ’ , p r i o r i t y  ( l e ( ’j s i on l s  ( f l i n t  w i l l  i nc lude

p u’ o,g r ’ a nu a c c e l e r a t i o n  o r ’  SI n e t  c h i o t i t  ) \i il l  1)e f l i f l ( l i ’ i)y b u i lgetee t ’s  b ,i sed

on ( ho l l an ’  ; c v ; r i l a h i h i t y ,  not t r s e i ’  need ,

1 -1
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The Bu dget  P r o c e s s

ci r IF t ’ rly and sue ces st’ul p 1’ogn’ess ion ( if  a p r o g r a m  t h r o u g h  th i  -

n u m e r o u s  s te  p~ of’ t I m e  PP BS 15 n o ‘\\ n i ( ’r e  i l i f f i  cult  t im a n eve u ’ . Acqu i s it i on

m t n a g e n ’ s  at a l l  le~— els  nec-I to I i -  w e l l  info n ’ rru ’ ’d on time bud get process , and

t i m e  po t en t i a l  I ’m’ t ’e dtu ’t for i  cii
’ 
~~ ‘ cii - i ’ i in;ni’ ’i or ’ needed f u n d s , Some of ’ the

most c i ’j t  t e a l  tn nwrl i ) u u g i ’ t  , vi ’t u t  5 t I r a l  r equire t h e  person a l attention of

t he a cquis i t ion n u a t l a i 2 ’ ’  r inr ’lu ihe :

• l”Y I ) P  I pd ates (January ,  ~l : iy ,  Oct ober’ )
• P( )M Formulation (February— May )
• (. ) S I )  “ Issue ” papers (June—Jul y)
• Huihgct Estimates (July — -Septernber’)

• A p p on’ti on r nent (Septem be n —Octobe r )

The r’e a re  ci ’ r i ain ly lithe r budget events of impo r ’t an ce , su ch as repr ogr anu —

m ing a ( ‘t ions , unfun ded requ ~ N’ me rut 5 ~ fl( I t he 01)1 igat i (in a uI ] c nirim itm ont

P r o e  ess , A ll I - i ; iye  potential f l - I n  de lay ing  the  p i ’oject if imp rope n’l y managed .

The r c ’ccrit imp le n ment a t i orr  of he Hudget and Imp oun dment  Act  iv i l l

mean t ha t  pro J ec t  sponsor ’s  may be p r ( i v m a h i u r g  info i ’rr i a t  ion to  t w o  a d d i t i o n a l

committees and the new Con gressional Bu (I get  ( ‘ f f i c e  (Cl ~( ’) ) .  The a ( ] d i t  ion ia l

anal ysis accomplishe d by the C 13() i r is  a l r e a d y ha d impact  c u t  seve n ’a I pro~

jec t s , an ol will increase the amount ( i f  b a c k n~ t ’ c i i i t i d  ini foi ’n ’ra t ion re q uired of

I h ose who  t est ify and defend p r o j e c t s .

The s t o p — s t a n ’ t  budget  approach  used ii ( i ’ n i t ’ c ’ , ’sS is a t t ’ d i l t u l ( h t r e  t o

save  current  t J o l l : r r ’ s  : iL ~;iimrst f’u t u r ’ e  do lla  n’s . hI ,iw i ’~ ‘n’ , I ht er’ e se , ’ruuS t o  be

little ap pr ’e( ’i : i t i o f l  of the  long r a ng e  e t h ’ i ’ t s  ‘f p r ’ o n c ’ n i i  — I  i’ ’ I & ’ h r t -nr t or  i’ i’ —

( I U ( ’ t i o f l  ill h ) t ’ ( id IU ( ’ t i o n  buys . f u r  e \ ; l u r i p lr ’ , f l i t ’  e r r  u~ v i ’ a n ’  ‘u f b ; i ’I - . n u t

— - - - --
~~
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U — I b o ui u b e c’ buy  fi ’ omui eight t o  ! i \ ( ’  a i r c r a f t , ‘‘ s aving ’’ $ 2 8 ()  million this yea r

will ad (h o\-’ei ’ ~S 1 billion to tot al program cost s . The N M — i  tank pro gt ’anu

lin t w a s  delayed due to t h e  political effects of standardization m d i i ’ s  ( - l i s t s

- - 12
of ~2 to ~3 million fo r  (‘ad-h month of delay.

Since all ~~‘ogra n u s must be cont inuall y justified in terms of time

dol la r  i ’esoui ’ci ’s r ’t ’qui re i i  , it is simple to  see how t i - ic bud get process con—

tr ibutes  t ( i  t o t a l  emphasis on cost s . In sen-vice  reviews and Congress ionu a l

bu ii hgi ’t testimony, there are some inquiries about performance fac tors  in

a d dition to c o s t s , but a total absence of concern for  t inie .

‘I’hw eft ’ec t of ti - ic 11)73 Yom Ki ppu r ’ War  caused a moment a ry concern

ftn ’  I i n — ic , as large quant i t i es  of ’ equipment w e r e  produced on a rush bas is

to t’ i ’ h d l  d i i ’  eq t r ipn u cnt lost by t i -ic I s r a el i s , ‘l’iut ’ ease iv it hi iv I i ic i i  the r equired

fun ds for this equipment ii’as approved points out the special (wartime) con—

ditions necessary before the re  is any concern for t in-ic .

r l~1ie Determina t ion  and Findings Procedure

‘I’ he ASP It’ s list seven - it cen exceptions t h a t  permi t  procurement  act ions

to be accompl ished outsid e of fo rma l  advertising ,  Some of t h e s e  exceptions

I’d’ , ~uir( ’ that a i) et erminat ion and i’ ln (h ings  ( I  )& 1”) be processed din dl approved

prior to con t rac t  a u ’  ard . In the  l t~ I )  env ironiuucnt  for  mrr l om ’  contm ’acl S . I iii ’

t ’xo ’’ ’p t ion  rou te  is used ] aln u c -ist exclusive ly wh i -’m’ e the market conditions

~‘I ’hc (‘ ongr’ ess has not been the cause of ’ delays it t Iris pr ogram .
I ti i i  i t t ’ n’ a l a (‘I ions by formi c n ’ Sec reI n rv of ’ I )r’ fe nus e Rum st’eld , ni l - I t  agreed
upon F y ( ‘i ‘rig r’ i’ ss or the -\ I’iuIy , cause c i t ime  delays an ol inc u ’e a Sei I p r o g ram
(‘IdS i s (‘(illS] h ‘n ’ahu l y.

1 6 
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ir e  iil a pp r ’op u ’i a t t ’  t o t ’  l o n ’ n r u a l  a ( i \ ( ’ i ’ t i s i n i c . ‘l Ire AS 1’ lt  f a i l s  to  c ’ t ’ c d i cn l i i . t ’

t h i s  t a c t  ~r n i ( i  n’ ( ’ ( l u i n ’ e s  I F m e  p 1’oC ’ e s s i u t g  i t t ’ a l ) ~ I ’ ’ t h m r ’ o u g h  the St ’ c u ’ ’ u : i ’ i a l

l i ’\ ’ ’l  c i i ’  co iit r ’ao’ ts  over  $ 100 , 000 . -\ u ’eccn i t  s t i n d v  t n r a 1~ ,‘t ’ d ht ~ I )  I ) ~ 1”’ s

I l int ir i s  s( ’( I  t h r o u g h  a SC ’ r vj t ’C’ h eaidquar t  ers  for  a pr ’l ’ioll of ’ s ix  mont  Its in

l I t 7 t i . ‘l ir e s t u d y  f oun i dh  t h a t  t h e  ave rage  p r ( cc l ’s s i n g  I j u ne  f r o m  ( I i s i ) a t c h i  I c y

t hi t ’  cord t act  ing o f f i c e r  to  appi ’oval and a r ’r ival  back at ti -ic ’ cont m e t  in - I g

l )ffict’ ~ ‘S Io n ’ at ion iv as ) t t  (h ays . ~\~-i \‘ (‘  i n  ge ci t  38 ( h a Y s  \V Z S  ( ‘onus u mul e ( l  In

t l t t ’  Si ’ l’\ l i ’ , ’ h u e z r ( i q u a r t e r ’ s  alo n e .

A pel ’io(l of ’ on ly t w o  mont hi s may seem in s ign i f ican t  except for t i ios i ’

p u ’ d)gra i l i s  t h a t  were  r equ i r ed]  t o  de lay  cont r ’ act iw au ’ dh a r id  signing whuil e

~I\ \  ai t ing th e’ r e tu rn  (if Wi a I ) F ) 1’OVe(i I )~ V . The I )~ F- ’ F i n ’o c e ( I u  l’c is bu t  one

of’ I F u ’ ASP II r e q u n i r e n u e n i s  th a t  a I’ t ’ect  5 nC ’ ( h l r  i s i t  ion I u r i c  . Ot her f a c t  or’s a t t ’

(‘1) 1-is ide m’ed in t h e  tie xt sect ion .

1 1  
\ I : i j o n ’  \V . I I . Scl iwend , ‘i’h e P r ’ o t e c t  }-~n gineen ’_Pn’epar’e s  t h i r ’  l) ~ - I- ’ ,

h ) S \ R ’  l tc ’sean ’ci i  I~ape n’ , (~— 2 . \ o~ . 1 1 i 7 6 .

17
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S I ( ”I ’lO\  \
‘

t ’o\ ’ i ’ h ~ .-\ ( ’TF’W I’ I t OCEF ) UI tE S

I l i c S o u i ’ct ’ Si - l e c l i o n u  Pr’ocess

( h i t ’ of t i m e  mri o st  t im - i - ic  - o f l su i l u i u ig  segments o f  t i-ic a cq uni s i t  ion ( ‘V ’ ’ l ’ ’  i s

ti -ic n o’ti v it ies leadi n g tip t o  n\V aI’ ( i  ~ f ~l muri u i o r  ii ( ‘apOfl sy stenu ( - o n t u ’ : ( t  . ‘l i i i ’

I h ir ee  c r i t i c a l  steps of it I”P Fit” pa r a t ion at m d issue , Sou r i c e  select iou ( ‘ I n  vi  —

tics , an d t ’~’ni t  u ’ ; r ( ’ t  a w a r d  v a ry  g c ’ t ’ : t t l y  as f a r ’  as t i m e  dev ote(I  to each , ( ~

( ‘( ‘uuc e u ’n  t o  t h e  acquus i t  ion-i n i a t in g e t ’  w h o  ove( ’sl ’as all t iit ’ee st e p s  s h u i ’ u i l - I  be

t u e  t i t t  I I t i t i i t ’  n ’ ( ’ ( F u i t ’ ( ’ ( h . since l i t t l e  m e a n in g f u l  Fu1 ’o , b eo ’ t p t ’ i ig t ’e ss  o ’a ru o c cu r ’

unt il t h e  l’inu al  s t e p  is c i c m l u F i l e t  e .

In 1 1 , a I ~‘ i s t  i t ’S  \ I a n i : t g , ’n m e n t  I n s t i t u t e  s t u n iy found t ha t  of ’ mn ,ioi’

a \ V  compel  it i i t ’ i n ( i  non comp ct it ive c~~r m t t’act  5 s tudied , th e to t  :il t i n c  u ’e —

quin’e d from u ’ec t ’  ipt  of the  I’ r ’etcur ’e merit Reques t  ( i u s t  pu ’ion’ to  it VP i ssue)

t oi o - i uit r ’ act t w a  t’ ( I : i  i c c ’  age 1 2 7 ’  days . ‘I ’ i i i  ny i ’ i e n  mui ot ’e  t i m e  is i ’e d h Ui  r ,

It [“P pr’e pa ra t  ion f ’or’  a m l i a ,j or  I ’ d i r i t  c’ act ave i’a ge 5 t \V 0 t o  fo~i r n i o n i t  his , iv it ii

t w i ’  t o  th ree  n i i o n t l i s  foi ’ c on t r a i ’to r ”s prepar a tion of ’ 1)id s . Souur ’c e s e lec t ion

n ’equimes  lhr’ce to  S i\  iu mo m i th i s . u~’iI ii cou i t t ’at ’t :iw nI ’ ( F  t o l l o i i  i n c  ii it i mi n i  i i f lOf l Ih i . 
11

Thus t h e  ent i re  p r o c e s s  can appu ’oao’hi  a eat ’  in l e n g t h  aru ( i  ot ’t cr 1 ha S  t ’equ mm ’ —

e(h much  l o n i g t ’t ’ , I - ’oi ’ a ma jor s ys l en l i  t h at n’e’~1u mn’ e5 at 1i ’j ~~t one l i i ; ,  lot ’

co ni t ract  af l ( i  t u u  ( ‘  ot l i e u - s  n ’ C’(~ui n ’im ig S i - i u u i , ’ w l l a I  I ’ e ( h i iC ’ c ’t I  d i i i ’ , iuu o r ’e  t h a n  t w o

y ear ’s  w ill be o’o n s u r u u i e ( l  iii t i m e  a d n i m n i i s t  i ’at i~’e ‘oni t t ’ : i c t o r ’  -t i ’l ’t - t  ion pn ’o t ’eS s .

ftcsec l d i l l  in f o n ’m ; i t i o t i  ‘ ‘cc i v e i h  f r o m  se l, ’c t e i l  l ’ ro ct - I i - i t’t’jces a n i i h

t ’ev ie ’.i i - I l’ I l i a  jo n ’ cord t a c t  alu :i t’ & I s
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This two  year’ pe t ’iod pr e s e n t s  a lucr’ative a r e a  to e x a m i ne  ~u i th  a

View t i ) W  n t ’ds  spee (Ii f lg up the total acquisition t ime . All  Si iu c d - c selection

plans should strongly consider eliminating, for’  exa m ple, the S o ur c e  Se lec—

tlo )n Ailvj so t ’y Council (SSAC) and allow tI m e Sour-ce Selection Evaluat ion

Board (SSE 13 ) to pass r e c o m m e n d a t i o n s  on source selection d i rec t l y t o  the

Source Selection Authorit y ( S SA) .

A r e c e n t  procurement  innovation that threatens  to add even more

t ime to the process is the f o u r - s t e p  source selection process , de scribed]

in l)OD Directive 4105 . 52 . The sequential submission of technical data

first , t h e n  cost dat a , a tt empts to u ’ rduce  the common abuses of technical

leve l ing  and auct ioneei ’ ing,  and buy-ins . One of the initial indications

f rom some sixteen major defense contracts t rying out the procedure is tha t

15more t ime is requirec] to reach contract  award .

The Federal  Acquisi t ion Act

M any ( - i t  the current issues in contracting and procurement arc con-

sider eol in t he  Cong r ’essional bill , S 3005 , known as t i-ic h - ’criera l Acquis i t ion

Act , Passage of the bill would furthe r imp lement recommendations of Il - ic

Commission on Government Procurement , and ] address many of ti - ic curre n t

issues in procurement and con t r ac t ing .  One of the key issue S is the question

of competitive vs. non—competi t ive procure ruu ent . AS n l r ’ e~oFv  (h i s o ’ u ss e i l

when ti - ic I )~ V process was considered , a coimpet it u - c  pro cunu ’em ent  is oft en

15
I’ ederal  Contracts Reports,  3 — 2  1— , -\ - 1-1 .

l i t



nil - It  p o s s i I i 1~ ’ , nor i s it al i i  a\’s ill till’ l i t - s t  mti-i’ ~’sts cit t i - i c ’  g o i t - r n r i u i ’ r - i t .

An l-\:ruil p li’ of ’ t i u ’  a c i l u r  i s i t  ion t im ur e (and in tn i i ’y )  I i i  he s ni -ed in t h e

i~~suie of i ’oun ~u t ’ i i l i v i ’  vs . n o n u — c o u u u p e t i t i v c  p i ’ o c i n r ’ ’ u ~~t - t i t s i nvo lves  the

:\ i ’ i i i v ’ S :\‘\ / ‘I ’PQ 37 \ r ’ I i l l  c i v  Loca t ing  R a d a r ’ . A s t u d y made  p i ’ i o t ’  t o  t he

p c ’ o du n c t  iou p hase  siio iv t - d  t h a t  c om i pet it ive pr ocut ’eflri ’nt iv oiu lc l save 2— 6’~ in-i

l i t ’1’ cycle ’  i - o - i s t  s , but  i n c  r ea s i ’  t o t a l  a c q u r i s i t  ion t ime  by 13— 2 8’: - . A non —

compet it i v , ’ i’ot ut d ’~ ct ivo r n i l ]  s ai i ’ e igh teen  nu ont h i s  in to ta l  ac iuisiti onu time . 
16

The P t ’ocu r enuent  F u ’m’ t ’ss and G(iv en ’n iu i en t  l egislat ion

,- \n  impor tant  i ’o n i s i & I e t ’ a t i o n  c o n c e r n i n g  ti - ic cot~ u ’act  in g  process is

the  use by the  government  of t h e  p rocuremen t  pr ’o( ’e Ss to  enfor’cc v a r io u s

social . econ omnui - , eniVil ’oflluleilt  :tl and s a f e ty  legislat lou . ‘l’ F c  m(ist ‘(‘(‘cr 11

1 er ,ti slation . and t ha t  iv it ii the  gr e atest po~~ent i al  foi r ’ impact  on aeq or i  sit ionu

t i u t u e  are the policies of t he  Envi ron menta l  I’n ’otec l ion A gency (F PAt  and

the  Depar tment  of Labor ’ ’ s Occupal  ional Sa I ’el y and ] I Ica ith  :\ ct (OSi I ,- \) .

An i ’x :-tmple  oil ’ the im Ii pa ct of EPA s t a n d a r d s  involved the  1biivei ’sal

F r i g i n c i ’r Tr acto r  p r o j e c t ,  At  l i i i ’  t ime  w h e n  t ’n ginW des ign iv as n ear ly

c o m ple t e , it ii as dcl  er ’mined I Fiat I lie engi n tc t ’x i ma u s t  exceeded a c e, ’ pt ed

st an (F ar ’o i s .  A comi ip let e  en gine redes ign  w a s  n ’e ( F n m i re d , r e s u l t i n g  it a pro —

,j cct sli p of ’ a lu l l  ye ~
,, 

1 4  
Si n i l  1 a c h y , l i m e  :\ d ’ i i t y ’~~ St i t iger’  m is  sile pr o-i ect

16 ’I ’ v iiu m t ~~~ j e t  al , ,  I ) t ’cis  ion Risk A n a l ysis, -\\  / T P Q 37  R a d a r ’ ,
I SAl’ ( ’O\I St r u i h v  , j u n e  1 ~7 i

\ F a j o r  , T a m i i e s  G r ’ a h i : r n u , ‘ I ’ F ue I n u h i a c t  ( i f  E n i v i r o r l m e nt n l  i t i ’ ( b u t i c ’ (’ r i i e n i t s
d in  I )e t ’ense :\& ‘ h u u i s i t  i t - in  \Iaim n n i t’ c ii i ’t i t , l)S1\IC h i e s e a t ’ t -b  Papem’ , 7 6 — 1 .
l i ~ 76.
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felt the impact of OSHA . After t i- ic rocket  mot or’ design u -as  nea r ly

finalized , it ii as discovered t luat a material use h in the  motor iv as banned

by OSE LA . Redes ign  cost the project nu or t ’ than $800 , 000 and set hack that

segm ent of the p r o j e c t  by several months . 
18

It is likel y that new n u ajor ener gy p olio ’i~-s h~~’j flL i I i i 1) l ( ’u i i eflt( ’(] w i l l

soon begin to use the procurem ent F ) r ’ ( i i ’ess as a f r ’a m e i v u r k  f o r  en fo rcemen t .

A mechanism is nee d ed  to evaluate t i - i c  i m p a c t  c t ’ l eg i s l a t ion  on the  procure-

ment process.  The new Office of 1-’ed er ’ :, l  P r o c u r e m e n t  Policy seems to be

the ide al agency to monitor and continuously i - v a l u at e  this impact.

Int orn ia t ion ohi tained ] fr o m  S t inge r P r o  ~er t  ( b f l ’ i t ’ ,’ , h ” i-h u ’u na n ’y I i 77 ,

2 1
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SECTION VI

FINAL OBSERVATK)NS A N D  CONCLUSIONS

There are  other factors  that have a potential ef fect  on acquis i t ion

time , but are not as “ controllable ” as those already discussed . Two of

the most important are:

• Basic “ health ” of the defense industries and economy
in general .

• Multinational conside rations , including standardizat ion,
conversion to metrics , and outright purchase of foreign
systems and subsystems.

Economics of the 1)efense Industries

The “Profit 76” study of the d ef ens e  indus t ry  found that low profit

margins , unused capacity and difficult y obt aining financing are some of

the current pro b lems in the defense industries . The Study also found that

these industries are inhibited from investing in new equipment and capital

goods due to the risks and uncertaint y of futur e business .  A related prob-

lem has been reduced productivity, an issue that has become a national

concern in the past five years , exist ing in both defen se a n h  non-defense

industr ies,  
i t )

Pro d uctivity problems increase production l ead  t imes . T h i e s e  lead

times constitute a m a j o r  portion of a c q c r i s i l  ion t ime , and c : t n i  a ccoun t  for

I w o  yea r s  or more  of t he t ime  to  f’ icld t h e  s s t  em . The lead l im e prob lem

1 
~ h t i i  - hard  .1. Powe I ’ , “ P n ’o ( F U c t i v i t  v: A Defense  I )eh ia  rt u - I - icr - i t  I ~i’ c’s pee —

t i  i - ’ , ‘‘ i ) e t ’en se \ I an :ig e n i en t  J o u r na l ,  A pr i l  1 t ’7 7 , pg. 2 .

‘) ‘1

~
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has been (-on u poun die di by the  current  1)01) a cd lUisi t i ( i f l  s t u n t  t ’ gy  (it aiti ri st

tot al risk reduction before a full pro ducti on r’e lease ( i i ’ C i S i ( i n . I ) S ,- \ I t ( ’

\ I i l e s l i i n ( ’  III dec i s ions  often call for  ‘‘ l imited ’ or ‘‘ l o u  — r a t e ’ pr otlu o’tion

r ’e lea- tes  fo l lowed by incremental  product ion x’e l ’~ ase s . These in icr ’en i ent  al

(ie , ’j Sj on lS  p e r m i t  more i ’ f f i -ient production ‘‘ f ixes , “ but increase  t otal

cos t s  of pr oduction and increase production lead ] t imes.

The new :\ r ’n-iy Regulation 1000.  2 liscourages a l o w — r a t e  init ial  b ) c’ ~~—

duction : ip pr’ oach , anti furthe r states , pr od iUcti on r a t e s  will  be esi ab l is hu e d

based upon manufacturing efficiency, operational demand , and r ’e sou rc t -

availability. ” It is a hopeful  sign th at the sa ri -ic regulation m a k e s  ( - l e a r  t i i  at

a solution to a suspected or pot ential system defic iency is not a low pro-

20du ction rate .

Mult inat ional  Considerat ions

Mult inat ional  considerations are having an~ impact  on an inure  asinig

number  (if programs.  ,- \ f t e r ’ b e ing pushed into ti -ic ba cL g n’i iun d t i u r ing  t ine

Viet Nan - i y e a r ’ s , st a n i i a  n’ i I iz ~”i t ion has  been ‘‘ rediscovered ’’ ri nd po tenti a l

cost s a v i ng s  has hrou riIut  a hi out a ( 1c m - i- i r ind , rather than objection to s t a n c i a r d i —

z r n t i o f l . Vi n t  u rn  l i v  every  n m  j o t ’  nIi ’ iv pn ’ogran i n iu ms i  c a r e f u l l y  ‘ c ins u lt ’ r t i u t ’

r i p p l i e a b i i i l v  of  s l - n t - t : i r ’ d i z : t i o u m  c it  pc ’o g n’ an u  d e lay s  ar ’e h i g h l y possible .

( ‘ l , ’s e i v t ’ - l a - I  t o  t i r e  S t : I t t W n t ’ l i> ’ a t i ouu  issue is t h e  mrt n’i cs  n ’ e o l u i t ’ - —

n i en t . ‘liii ’ I n i t - - b St i t ’s is  f l i t ’  c c n l v  N ,-\ ’I ’( )  co u n try  not ‘ on ’’ n m - f  c - i ’s , It is

- \ i t  1000 , 2 ( i h y ’ ; j t ’t )  O!,er’ r i t i n u r  Policies for ’  Sv s l e u u r s  ,-\t ’ (1u jSiI - i n - i  b ’~
f i t ’ ’  I ) e p a r ’ l n m e n t  c i t  t h i ’  \ r ’ n u r y ,  , 1 : i r r t n : i  r i ’  1P 77 .

2 :i
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more and more difl ’id-ult  to jus t i f y th e c]evelopment of a non-met r i c  systen-i ,

and virtuall y all programs are required to ad ]ress the issue during th e

earl y stages of system definition .

To date , the U . S. military has purchased two forei gn-i systems “off

the shelf , ” The Marines purchase d 110 AV - 8 A  [harrier aircraft  from

Great Britain , but have experienced considerable maintenance and suppl y

support problems. 21 
The U . S. Army purchased the ri ghts to prod uce the

Roland air defense system from a French-German consortium , W h a t  u- as

considered to be a strai ghtforward technology conversion wit h minor U , S.

modifications became a $2 65  million project that will require almost s ix

22years to attain operational use by U . S .  units.

Clearl y, multinational considerations can easil y comp licate and de-

lay a program . Purchase of foreign systems or co-production projects

(like the F- 16) are not always the “easy way out ” of long lead times .

DOD Initiatives

DOD has give n some thought to techniques that would ass is t  in de-

creasing lead times and acquisition t imes .  These include:

• Use of standard commercial parts and ‘ off the shelf ”
technology.

• I nsistence on scrub i) in g and t a ilor’in g specif icat ions
a n (h standards .
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• U s e  of sim ulations to )  assist  and speed up te st and
evaluation.

• En couraging the (‘ ongu’ess  to reduce stop-start funding
arid program s t re tch - ou nt s .

These l imited measures  have yet to have any real effect on reducing

acquisi t ion t ime . Perhaps what is c’equired is another wa r  or Sputnik

t ’v , ’nt , the events that  spurred this  nation to bui ld  the atomic bomb in less

tha n live years , and put a man on the moon in less than ten years ,

The engineering and] management talents th at made these events

possible are  still  present in this nation today, and they are capable of

managing the dual priorities of cost and t ime , Our survival  as a nation

may soon depend on such  a change in pr ior i t ies .

Conclusions

• The proliferation of cos t control measures  has s i g n m i f ’ i c : t n i t l v
tnc rea sed  acquisit ion t ime for  major  ‘weapon systenus .

• .A weapon acquisi t ion i n s t i t u t ion  exists t h a t  comp l i ca t e s  ant i
o le lays  the acquis i t ion  process .

• Acqu i s it ion  r ] t ’r i s l on  processes, I)udget  p rocedures  and con —
1 r ’ : r ( - l i ng  procedures : r re some t i f  t i - ic cause s  of in i cu ’ea s ed
acquis i t ion t in-ic .

• SAThen ove rIot ked or i mpl ’ope n v  m anr r  ~ ‘ i ’  F , m u l  t in  at i d i ri a 1
‘l i in s  i ( h t ’  n a t  ions  have a s ignul ’icant  ‘fh ’c  t t in  t i n e  ac q u is  it ion

pr ocess .

• The h e a lt h  of the  ec~ir ’io mn y and the  i i e fen se  i n d t n s t  r ’ies ina  s
a nia jo r ’ e ffec t  on r n c cj u i s i t i o n  t i m e  : in i l  ( ‘ d i s t s ,

~
“ I)e f ense I ) c p : r n ’ t n m m e n l  R ’ p t i n ’ t  I ’ \  1 l ’ 7 t ,~ p. ec t , i t ’ .
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