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EXECUTIVE SUMIVLARY

Headquar te r s  Air  Force Systems Command (HQ AFSC) performs

an essential role in the man agement of the USAF development and acquisi-

tion process . Headquar te rs  involvement begins early in the development

planning stage , increases as programs are put on contract and enter ad-

vanced and full scale development , and continues through production until

the system has been successfully delivered to the user  and is transit ioned

to the Air Force Logistics Command .

The objective of this pape r is to provide newly assigned ~nembers

of the HQ A I 1’SC staff , and other personnel who interface with HQ AFSC,

with a better understanding of the organization and role of the Headquar t e r s .

It is hoped that  the paper will assist them in prepar ing for  the i r  duties and

increase the i r  effectiveness in the management of AFSC programs.
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SECTK)N I

IN i ’R O I ) U C T K ) N

The purpose of this paper is to provide Ai r  Force personnel  who

are involved in the systems acquisit ion process with a better appreciat ion

and unders tanding of the role and funct ions performed by Headquar te rs

Air Force Systems Command (IIQ AFSC) ,  This task  will be approached

by first pr  • - I 
~~~ an overview of the Command for those not famil iar  ‘v i th

A I- ’S 1 functions , organizational s t ructure  and resources.  This

will  ed by a description of the major organizational  activities of

the H e a d q u a r t e r s — t h e  nine 1)eputies and the Director of Science and Tech-

nology --and the role performed by th~ Systems Officer (SYSTO ) as the

h eadqua r t e r s  focal point for his assigned program.

The next two sections deal with the development planning process

~nd a c t i o n s  tha t  generally precede program s ta r t -up  and then  the act ions

taken  by the Headqua r t e r s  to provide direct ion for , assist , and monitor

of l —c I Ii1lL~ programs.  The final  section addresses the policy function of the

Headquar t e r s  and changes  in Command policy tha t  have recent ly  been im-

plemented .

The paper is w ritten pr imar i ly for personnel  newly assigned to

AI ’S( ’ s ta f f  positions , but it should also  prove useful  t o  people in A I - ’~ ( ’

field I I - t i v i t i e s  and other organizations who m ust  i n t e r face  wi th  the Head-

quar ter s  in the per formance  of their dut i e s .

- 
~~~- -~~~~~~~~:~~~_ : —~~~~~~__~~~~~~~~~~~~ TTT~~ 11 ~-_ - - - - -  ________



SECTION II

AIR FORCE SYSTEMS COMMAND OV ERV IE \V

\ I i~ si nfl

As stated in Air Force Regu lation (A F’R) 2 3— 8 , 10 SI- p t ernber  1 7 1 ,

the mission of the Air  Force Systems Command is to “adva nce aerorp : lc (

science anci technology, and appl y it to the  aerospace systems I icve lopm ent

and improvement , and acqu i re  quo l i t at iv o ly  super ior  aerospace systems

and equipment needed t o  icc I l ap l i sh  t h e  Air Force mission . ’

Organiz at ion

To accomplish this mission h e a d q u a r t e r s  AFSC , located at Andrews

AFB , Mary land , directs the operat ion of six divisions , five development

test centers , four range s, and twelve laboratories  located throughout  the

Uni ted  S~ a l es . ( ) r g - t n i z a t i o n a l ly  t he  systems acquisit ion funct ion is manag-

ed by three of the  six ~\ I ’~ ( ’ divisions:  Aeronaut ica l  Sys tems I ) iv i s i cn  (ASD),

Wright-Pat terson AFF3 , Ohio; Electronic  Systems l)ivision (ESD), I lan scom

AFB , Massachuset t s :  and Spare and Missile Systems Organization (SAMSO),

Los Angeles M’S, Cal i fornia .  The I- ’o I e i g n  Technology Division (FT D),

Wr igh t - I ’ a t t e r son  AFB , Ohio , is responsible for anal ysis of foreign tech-

nole~ y and th rea t  assessm ent; the Air Force Contract Management  I)ivi-

sil-rn (A }’ ( M D ) ,  K i r t l an c i  AFJ3 , N ew Mexico , overseas t h e  management  of

Air Force contracts ;  and the Aerospace Medical Division (AM D) , Brooks

AFB , Texas , is concerned with evaluation of human subsystems in the  

-_  
S.- ~~~~~~~~~ ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ - - _ _ ~~~~~~~~~~~~
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aerospace environment , The laboratories provide for the sc ient if ic  and

technology base while the  t e s t  centers  are concerned mainly ~~ilh develop-

ment te st  and evaluat ion.  Certain component s other t han the th ree  divisions

named above also h av e acquisi t ion funct ions.  The Armament  1)evelopment

Test ( I ’ n t v r  (AI)T( ), E l t ~in .\F’13 , Florida , manages development and acqui-

sition for muni t inn -~, whi l e  the A i r  Force Weapons Laboratory,  K i rt l and

A I ’ f l , Ne w M e x u - o , is pri m a r i l y r esponsible  for the acquisi t ion of laser

systems and n u r l t ’: ir  weapons technology. The ac q u i s i t i o n  funct ion is h - n d l e d

th rough  a number of sy s tems offices and more  than  150 program mana ,~ers

assigned! to the various field co m ma n d s .

Re S ou r cc s

A I - ’SC is involved in fllOt’P t h a n  200 \ v c a p l l u  Systems p rograms, eac h

in a di f ferent  stage of development or acquis i t ion .  They range  in complex-

ity from the  simple to the  sop h i s t i c a t e d , and inc lude  areas such as avionics ,

s p ac e  satell i tes , st r a t c~~ic and t ac t i ca l  a i r c r a f t , nd j u t  ~-‘i ’ — c o n t i n e n t a l  ba l l i s—

l i d ’  missi les .  A i ’ K ( ” s budget  in 1- ’Y 77 in suppor t  of these effor ’ts  was  $10. 7

billion or more than  a q u a r t e r  of the  to ta l  Ai r  Force budget . Howeve r , its

share of the !U)T~’.- E (3600) budg et  was 1 6  percent  ($3. 65 bi l l ion) .  The pro-

curement  bud get is : I l s ( I  he a vil y ‘:eii~I l t e  I tow ardi A I ’S( ’ ($ 1~. 05 bi l l ion)  wi th

the Command! sche :lu led for 64 P ercent  of t he  ,-\ i i  I” I I I ’ C app rop r i a t i on  for

a i r c r a f t  (3010) , 76 perc ent of t h e  miss i le  a p p rop r i a t i o n  (302 0) ,  and 21 1 
~~~~~~~~~~

( - e1 I ~ for “oth e r ’’ (308 0) . In ea~~’nd:i r year  1976 , the Command  a d m i n i s t e r e d

- ‘ f l~~ —‘.~~~~~~~ —~ _— —  ~~~~~~~~~~~~~~~~~~~~~~~~ 
- -=~- -  • . • - • 1.. _~ - __-~~~~ .



11~, 466 con t rac t s  for the A i r  Force and othe r mi l i t ary  services and go vern-

ment a gen c I e s , wi th  a l a c e  value of $51 . 7 billion , Foreign mil i tary  sales

dur ing 11 176 consisted of 4 32 C :ISI ’ S va lu ed  :it ~8 . -

~ billion ‘~t a l .  A p p r o x i —

matel y 54 , 700 mi l i ta ry  and civilian personnel  work for A F S C— 1 0 , 000 offi-

ce rS , 16 , 700 a i rmen , and 28 , 000 c iv i l i ans .

Ai rc ra f t  and Missi les

As of 31 I ) ecember  11176 , Al - 1- ( ’  had a tota l  of 2-1 2 a i rc raf  for test

an test suppor t  p u t p o .~es. The A u -  I - d)rce Fl ight  Test Center  (A I- ’

E t i w  ards A I-i~ , ( ‘ a l i forn ia , has the la rges t  n u m b e r  (76)  l I I l 1 o ’~v C 1  by t he

Ac t , ~~~. utj c u l  Systems 1)ivision (A S !) )  and the  A r mam e n t  Development and

7I’ r~ t (‘r’nter  (AD ’I ’( ’) c. it h 44 and 43 r espect ive ly. i ’h i r t y — e i g l i t  a i r c ra f t

are u n  ba i lment  to cont r: i c t  ( I  I S . Froni 1 January  1976 to 31 ! )ecr ’mber

11176 A 1”SC’ s a i r c r a f t  f lew 56 , t )2 7 f lours , ju s t  behind the  opera t iona l  com-

mands in fl y ing h our  ex p e n r ) i t u v e . J ) u i - i i u g  t h i s  s : I n l u ’ period , 26 missiles

w e re  e i~h er  A l - ’S(’ launched or were  AFSC suppor ted  launches ,

4
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SECTION III

HQ AFSC ORGANIZATION A N D  FUNCTION S

As indicated in Figure 1, nine Deputy Chiefs of Staff (DCS) and

the Director/Science and Technology provide the principal staff assis-

tance t o  the Commander in executing the AFSC mission . The major

elements of a I)CS are the directorates and the divisions within the

directorates.  Each directorate is assigne d a broad spectrum of function-

ally related activities that are necessary to accomplish the mission of

its I)CS. Summaries of the major  functions of each DCS and the Direc tor /

Science and Technology are provided below .

DCS/ Comptrol ler  (AC) :  Has prime responsibility for the financial

management of the Command . Interrelates and integrates  f inanc ia l/pro-

gramming data for management of separate  functional  areas as well as

for the mission as a whole.  Is pr imary  advisor in f inancia l  matters ari d

major counsellor in management mat te rs  t o  the Commander and his staff .

Establishes Command financial  policy, provides guidance , develops pro-

cedures , and supervises overall  operat ions of assigned functions . Exer-

cises technical supervision ove r comptrol ler  activities in field organiza-

tions. Composed of four directorates:  l) ata Automation , Cost Analysis ,

Programs/Budget , and Accounting and Finance .

DCS/I)evelopment P lans  (XR) : Assesses operational requirements,

technological opportuni t ies/r isks , and system costs to develop plans fo
r5
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i~e~ ’ operational systems and major modifications . Serves as the inter-

face between technology-oriented laboratory  programs and system acqui-

sition e f f o r t s,  Provides the Commander  with  in-depth information on

mission area and functiorlal overviews and the technical  options available

to satisfy Ai r  Force mission needs.  Provides for mission anal ysis to

identif y new systems concepts or ha rdware  which will improve operatima l

capabilities. Init iates proposals for advanced development programs to

demonst ra te  technica l  feasibili ty of h a r d w a r e  or techniques contemplated

for the operational inventory . Per forms as ETQ AFSC focal point for

stat em”nt s of operat ional  r e q u i r e men t s .

DCS/Engineer ing  and Services (IDE) : Is the prim a ry advisor to

the  Commander  (in civil engineer ing m a t t e r s .  Es tabl ishes  policy and

p rog rams  for the  development of design c r i te r ia , design , construct ion ,

and acquis i t ion of all AF S( ’  R D T & E  and support f a c i l it i e s ,  Establishes

policy and programs for the operation , maintenance , and repair  of AFSC

real proper ty  assets.  Manages  commissar ies, food services funct ions ,

clothing sales stores , l aundry  and dryc leaning  services , and mili tary

housing. !)efends operat ions  and maintenance  requ i rements , mi l i ta ry

construct ion requ i rements , mili t a ry housing and other r eal  p roperty pro-

grams to higher  aut hor i t ies .

DCS/ Inte l l igence (IN ) :  Provides the AFSC Commander  and s ta f f

wi th  intel l igence and advice concerning intelligence matters. Plans, es-

tab l i shes  policy and procedures , issues guidance . and reviews adequacy .

- ~~~~~~~~~~~~~~~~~~~~~~~~~~~ ~~~~~~~~~~~~~~~~~ ________
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I) irects and performs staff  surve i l lance  of AF SC sc ient i f ic  and technical

intelligence acquis i t ion , product ion , u t i l i za t ion  and d i ssemina t ion  pro-

g rams . Defines requi rements  for in te l l igence collection systems and

manages the inter-  and i n t r a - command  f low of acquis i t ion activities.

Directs Command implementat ion of nat ional  policy on disclosure of

mili tary information and equipment  to foreign governments  and inter-

national organizations . Exe rcises direction and control  ove r AFSC fo r-

eign mater ial  exp loitation projects and programs.

DCS/Logistic~ (LG) : Exerc ises  staff cont rol and direct ion over all

activities within the logistics funct ional  area.  Serve s as AFSC off ice  of

primary responsibili ty for  f o r m u l a t i o n , d i s semina t ion , and s ta f f  surveil-

lance of Command logistics policies and p r ocec lur ’e s  pe r t a in ing  to  systems

and equipment  acquis i t ion , modif icu~ion p rograms  and test  support .

Ac t s  as the p r imary  s taff  au thor i t y for  acqu i s i t ion  logist ics  policy for

selected in tegra ted!  logistics support  (ILS) elements , e. g . , reliability!

mainta inabi l i ty ,  ma in t enance  plann ing ,  support  and test  equi pment , sup-

pl y support , t r a n s p o r t a t ion and packaging ,  technical  orders , personnel

and t r a in ing ,  logistics support  resource  funds  and logis t ics  support  man-

agement in fo rmat ion , and special  a reas  of in ter im cont rac tor  support

(ICS), l i fe cycle cost (LCC) , and r e l i ab i l i ty  improvement  w a r r a n t y  (RIW ) .

Main ta ins  cognizance of logistics s tud i e s  of a c q u i s i t i o n  p r o g r a m s  t o  in—

sure  tha t  s u pp o r t a b i l i t y  is achieve d as a f u n d a m e n t a l  p a r t  of t he  AFSC

m iss ian .

8
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DCS/P2rsonnel (DP): Advises the Commander on mat ters  pe rtain-

ing to AFSC military and civilian personnel.  Establ ishes AFSC personnel

policies , plans , programs and procedures relating to management , pro-

cessing- , d is tr ibution , classification, promotion , separation , and assign-

ment c ontrol of mili tary and civilian personnel . Directs the analysis of re-

quirements  and resource planning to ensure that  AFSC will  have the qual i ty

and quant ity of personnel essent ial  for’ accompl i shment  of the Air  Force

R~ D mission.

i)CS/Procurement  and M a n u f a c t u r i n g  (l)P) : Formulates  and imple-

ment s policy and manages  the AFSC procurement , cont rac t  management

and product ion manufac tu r ing  funct ions  that account for approximate ly  $7

billion in c o n t r a c t  placements  annual ly  and t h e  adminis t ra t ion  of $50 billion

in total cont r acts . Develops and implements changes to the Armed  Serv-

ices Pra  i t t r em en t  Regulation (A SPR) in support  of the AFSC procurement

mission . Establ ishes  management control and exercises surveillance

ove r AI’SC procurement  ac t iv i t i e s .  Manua l ly  approves procurement

act ions not delegated to A F’SC field! o rganiza t ions. Formula tes  and imple-

ments contract  management  policy. This includes contract  adminis t ra t ion ,

contractor’  overhead costs , cont rac t  p r i c i n g ,  contract  t e rmina t ions , sub-

contract management , property admin i s t r a t i on , disposit  ion of contractor

inventory,  and qual i ty  a ssurance .  Adminis te rs the  1)01) Plant  Cognizance

program for assigned! plants .  Also plans , fo rmula tes , imp l e men t s  policy

and provides staff  guidance and management survei l lances  of AFSC activi-

_ _ _ _ _ _ _ _  _ _ _ _ _ _ _ _  
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t ies  in the p r o d u c t i o n /m a n u f a c t u r i n g  a r e a .  This includes manufac tu r ing

planning,  m a n u f a c t u r i n g  technology, m a n u f a c t u r i n g  and industr ia l  en-

gi neer ing ,  m a n u f a c t u r i n g  operations , i ndus t r i al  engineer ing,  ind lus t r i a l

fac i l i t ie s , ma te r ia l s  management , indus t r ia l  p reparedness  planning,  labor

re la t ions , labor  law compliance , and value engineer ing.

DCS/Systerns  (SD) : is the largest I)CS, wi th  ten di rec tora tes  and

165 a u t h o r i z e d  personnel spaces . Serves as OPR for the acquisit ion of

a i r c r a f t , s t r a t e g i c  and t ac t i ca l  missiles, avionics , command and cont rol

systems , r ’econnaiss ’i( ’e and su rve i l l ance  programs , electronic war fa re

systems , mi l i ta ry  space p rograms , boosters and .! space suppor t , muni-

tions , subsystems a n !  equ ipment  for other pr o g r a m s .  Ensures  the formu-

lat ion , cooi ’di n: i t  ion , app r ova l , dissemination, inte rp r ’eta t  ion ari d ! s t a ll ’ sur-

vei llance  ol ’ A L”SC policies and procedures  pe r t a in ing  to acquisi t ion of sys-

tems , equ ipmen t , and modif icat ion programs. A d m i n i s te r s  and manages

I’r ’ogram Assessment  Reviews  (PARs )  and Command Assessment  Reviews

(CARs) .  Coordinates with  the  Air Force Board S t r u c t u r e  on mat te rs  re-

lat ing to Secre tary  of the Ai r  I ’or ’ce Program Reviews (SPRs) . Analyzes

HQ USA F program management d i rec t ives  (PMI)s ) and provides imp lemen-

t ar y  guidance and direction via A1 - ’S( ’ Form 56. Provides IIQ A I”SC focal

point for Foreign Military Sales (FMS) ac t iv i t i e s .  Serves as member of

the EIQ USA F / 1-JQ A FSC Rese arch-Development  -Acquis i t ion  (RI ) A)  Council

and represents the Commander , as necessary ,  at Air Staff Board and Air

Force Courcil meet ings .  Provides a System Off icer  (SYSTO) for  each

10
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program under DCS/Systems cognizance.

DCS/ Test and Evaluation (TE) : Develops and implements AFSC

test policies and procedures . OPR for in ter face  wit h Air Staff , Air Force

Test & Evaluation Center  (AFTEC),  Major  Commands , and AFSC respon-

sible test organizations (RTOs) on T& E  matters  and problems. l)esignates

RTOs and par t i c ipa t ing  test organizat ions  (PTOs) based on capabilities and

missions of test agencies.  Reviews key program documents  such as AFSC

program direct ion , program management  plans , draf t  T&E objectives

annexes , and T&E mas te r  plans to determine compliance with  test  policies ,

ava ilability of requi red  support , and! adequacy of the test  p rogram . Is

Command! focal point for  OT&E . Provides overall staff  cognizance for

ma]or  and special interest  non-major  DT&E programs  conducted by AFSC

T &E  activi t ies (as opposed to day- to-day  survei l lance and reporting which

is the  responsibi l i ty of I)CS/S ystems) .  Provides s taff  cognizance over

A F’SC field commands with  T&E miss ions.  (~ PR for  t he  p lanning,  acqui-

sition , and operat ion of support resources  for AFSC range and test centers .

Manag e s  th eAF~ Cf1ying program . Has p r i m a r y  s t a f f  responsibili ty for

t i i ~ - :\ l ’~’( ’ W a r  : u r u ! ( ‘ ont ing en d-v  Plan.  \l mit o r s  and opera tes  the An drews

) per at  ions ( e n l e t ’ ,

L ) i r ’ r - - t o r ’  of Science and Technology ( I ) L ) :  M a n a g e s  the  A i r  I ’o rre

research , exp loratory c !evelr ipm ent , and  ass igned  n o n - s y s t e m s  a l i v a n c e u l

developm ent p rograms .  I )  - l  - i’m i i ie  s a Iloc at ions ~i funds  p r ov i  led to re —

a n !  ~‘x pl r ’ : I t r’’~- r i - s -h pr1Ier1 t pr’ g i ’~irn s . 1’ r’ o~~i . I e s  gu~da n c’~.
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direction , and surveillance of research , exploratory development , and

advanced development programs . Ensures  that advanced development

programs are executed according to higher headquar t e r s  direction and

resources provided. I)isseminates results  of those science and tech-

nology programs and promotes their application . Works with the DSC!

Development Plans to es tabl i sh  requi rements  for  science and technology

effor ts  to support  fu ture  Air  Force weapon systems. Mainta ins  opera-

tional control of laboratories.  Ensures  technology advances and labora-

tory technical  expertise are brought  to bear on the  systems acquisi t ion

process. Acts  as the Commander ’s pr incipal  scientific and! technical

advisor.  Provides principal  in terface wit h the Scient ific Advisory Board

(SAB) , Nat iona l  Academy of Sciences (NAS ) and other scientif ic and tech-

nical o rgan iza t ions .  Oversees the technica l  evaluation portion of the

Industr ia l  Research & I)evelopment (IR& I)) P rogram .

12
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SECTION IV

HQ A FSC SYSTEM OFFIC E RS

System Officers , commonly r e fe r r e d  to as SYSTOs , serve as the

Headquar te r s  focal points for AFSC acquisition programs,  SYSTOs are

the HQ AFSC coun te rpa r t s  of IIQ USAF Program Element Monitors (PEMs)

and perform a comparable funct ion of p rogram monitorship, source of

information on assigned! programs , and focal po int for all headquar te rs

staff activity per ta in ing  to  t h e i r ’  p rograms . Because of the comp lex and

interdepartmental  na tu re  of systems acquis i t ion , a focal point is required

for each program on which HQ U SA! ’  issues a Program Management

Directive .

SYSTOs a t e  both mi l i t a ry  and civil ians—however, most are

military . Grades  run from cap ta in  t h r o u g h  colonel al though the majority

are major ’s and l ieu tenant  co lone l s .

The SY’~’l ’() s e l ve s  as th e  l!Q A USC sop r ’ce of de ta i led!  information

on all aspects of his program and is a m a n dat o r y  coordination point on all

matters a f fec t ing  t he  program inc luding  correspondence , documentation ,

reports , resource a1locati~~ , and funct ional  activities . From the IIQ AFSC

stand point , his pr imary  funct ion  is to keep top management informed! re-

garding program s ta tus  (to avoid! surpr ises)  and to integrate  functional

staff e f for t s  in order to obtain a balanced Command position . The SYSTO

also servos the program director  as his Washington area  representat ive

13
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and maintains a daily working relat ionship with the program office and

PEM to insure a continuous flow of current  informat ion in both directions.

As indicated by the above , the SYSTO is a key member of the pro-

gram team . An effect ive SYST() can provide signif icant  assistance to the

program off ice , such as by defending the program during Headquar te rs

liudget exercies , in prevent ing unnecessa ry  staff  actions being placed on

the p ro gr a m  off ice  by H ead q u a r t e r s  agencies , and by handling routine

cor t ’esp ond len ce  and requests  for informat ion  directly.  The SYST() can

also be e x t re m e l y  help ful to the  pr ogr ’am office in coordinating Command

support  such as d u r i n g  an a i r l i f t  or t iv  obta irnng a flight test pr ior i ty .

The func t iona l  s t a f f  p r o v i de s  the  key support and the SYST() acts  as the

i n t eg r a t o r  t o  pul l  it all t o g e t h e r  in to  an organized Headquar t e r s  effort .

An expanded list of duties and functions of t he  SYSTO is contamed in

A I - ’SC Regula t ion  800-22 .

14
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SECTR )N V

FU ’I ’URE ACQUISITION

The pr imary IIQ AFSC activities which support f u t u r e  acquisi t ion

of systems and equipment are Mission Area  Planning, Investment Strategy,

Required Operational Capability Review , and Business Strategy Panels .

Mission Area Planning

Mission Area  Planning is a process of continual evaluation of all

major influences affect ing the fu ture  development and deployment of sys-

tems cont i’ibuting to a given Air Force mission. Mission Area  Planning

requires consideration of the thre at , cu r r en t , programmed and planned

U . S .  forces , the potential of new technology, statements of Required

Ope rat ional Capabilit ies from the major command! s, and a broad range of

documents and studie s relating to the mission . The process establishes

a Mission Area  Overview or broad perspe ctive of the elements within a

given mission area .  Tire Mission Area Overview is an essent ial f irst

step in the planning process.

Mission areas addressed by AFSC planners  are: strategic offense;

st rategic defense; tact ical ;  airlift ; command , control and communications;

reconnaissance/ inte l l igence;  support ;  t ra in ing;  and! technology develop-

mont . Functions which are common to two or more mission areas and

warrant special attention because of operational or cost considerations

are addressed in a I~unctional Area Overview, Examples of Functional

-— ~~~~~~~~~ -- -~~~~~-~~~~~~~~ ~~~~~~~~~~~~~~~~



A r e a  Overviews are navigation , communications, propulsion , and l i fe

support .

The procedures  tha t  have been developed for Mission Area  Plan-

ning provide a statement of the  major ’  issue s and! d!efimtion of program

alternatives to resolve these issues.  The a l te rnat ive s  are developed

consistent with  projected! bud iget constra ints  and force def ic iencies . An

important  part  of each a l te rnat ive  is the ra t ionale  which  explains wh y the

al ternat ive has been considered . The issues and a l ternat ives  are then

d i scus sed  wi th in  AFSC and ! wi th  the  concerned major  command(s) ,  This

dialogu e results in a set of program al ternat ives  which  i l luminate the

r ’elat ionship s bet \.  eefl r e sea rch  and! development programs , projected

t h r e a t , ope r ’ational need , potent ia l  technological  solutions , acquisi t ion

programs , and! force  s t r u c t u r e . The objective of this  process is to pro-

vide the A I”SC (‘ o m m an d l e r  w i t h  an addlitional means  of making  cost and

capability decisions when compar ing  systems, concepts or technologies;

a basis for long te rm RD T & - E and procurement  budge ta ry  recommenda-

tions; ic!entificat ion of areas w h e r e  programs are needed to cover gaps in

f u t u r e  operat ional  and technological  capabilities; and a f r a m e w o r k  for

exp lora tory  and advanced deve lopmen t  p lanning.

DCS,’Development Plans is responsible for Mi ss ion  Area  P lanning .

They are  concerned ! p r inc ipa l l y w i t h  co r r e l a t i n g  programmed!  forces ,

projected!  t h r e a t  opt ions , requi red  ope rat ional  capabili t ies , capab i l i t y

o p t ion s , and! p r e p a r i n g  development  goals to gui d e technology advancement .

16
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A I”S( ’ field organizations are concerned princi pally wi th  mission analyses

and tradeoff  studies which se rve  as inputs to Mission and! Functional Area

Overviews. DCS/Development Plans directs  and approves the field

analyses . Other HQ AFSC staff  agencies and field organizat ions provide

assistance and informat ion as required .

Investment Strategy

The Air Force technology base involves act ivi ty  in extremely

diverse discipl ines.  One of the  most di f f icul t  problems in m a n a g i ng  this

technology base , par t icu la r ly  the  6. 2 exploratory development  e f for t , has

been the determination of the  best d is t r ibut ion of investment  r esources

among the disciplines.  Another  problem is to  cull out activit ies which

are not relevant  to f u t u r e  needl s.  A FSC’s answer ’  to this  prob lem is the

Investment S tr a t e gy  approach .  The base line for th i s  approach  is the

development goals package dleveloped d!uring M is s ion  A r e a  P lann ing .  U n d e r

the leadership of a joint planning group headed by IIQ A F S C/N R  and! HQ

AFSC / DL “technologists ” from the laborator ies  and ! “ development  planners ”

from AFSC prod lu ( ’t  d ivisions make a joint assessin -nt of t h e  relat ive pay-

off of t he  laboratories ’ technology programs in t e r ms  el t h e  es tabl ished

development goals and p r io r i t i e s . This n i a t r i x  t ype  of comparison in

which  each labora tory  is judged!  against  a common set of goa ls , provides

insight regarding r e l a t i v e  benefi t s , identifies in terd!ependenc ies  (and dup—

lication) ,  and! provides a basis for  recommended shi f ts  of emp hasis , funds , ard

17 
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manpower  among programs .

Investment Strategy is a continuous , i terative process of ref in ing

goals , ad just ing programs , evaluat ing progress , and revising strategy .

The overall objective is to insure  that  the AF SC laboratorie s are working

on the  ri ght things in considerat ion of oper ational  neec!s, high pay-off

areas , resource allocations , program timing,  and what other organizations

are doing. Current  activity in this  area is focusing on several under -

emphasized technologies inc ludin g technology for l ife cycle cost , weapons

terminal  guidance , a n t i -j a m  communic  ations . and data  proces s ing/ fus ion .

Requi red  Operat ional  Ca pah ility (ROC) Review

1)raft s t a tements  of Required Operat ional  Capabil i ty (ROCs) are

sent to HQ A F S C /X R  (AFSC OPR) f rom or iginat ing major  commands;

t’inal version RO( ’s are sent to IIQ A F S C / XR  f rom HQ USAF/R !)Q.

IIQ A I ’ S ( ’ / N R  assigns each received ROC to the cognizant DCS which  in

t u r n  fo rward s it to appropriat e IJQ A I - ’S(’ s taff  agencies and field organiza—

t ion~ for revie~ . Requested! comments  on dra f t  ROCs include technical

feas ib il i ty ,  suggested al ternatives , cost est imates , and changes l~~ im-

prove the  ROC . The IIQ AFSC cognizan t 1)CS in tegra tes  inputs  to develop

the -\ I - ’S( . ’ response. In most instances the tIQ A I ’SC comment s will  he

incorporated ! by the or iginator  in the f inal  published H o C .  Comments

provided to [EQ USA !”  on published! l~~)Cs include p re l imina ry  cos 4 estimates,

proposed c!evelnpment/ acquisi t ion schedule , and a l ternate  solutions and

recommendat ions .
18
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Business Strategy Panels

To assure that program offices receive max imum assistance in

the business area , HQ AFSC/PP cd)nvenes Business Strategy Panels for

all major procurements , i . e . ,  p rocurements  for which the Source Selec-

tion Authori ty is the Secre tary  of the Ai r ’  Force and all procurement  sub-

ject to DSARC review. F’ield panels a re  convened by the Commander or

Direc tor/Procurement  and Production of the field act iv i ty  at the request

of a program di rec tor  of a high- interes t  or comp lex program .

The pr inci pal funct ion of a Business Strategy Panel convened by

HQ AFSC or a subordinate  author i ty  is to make the  p rogram off ice aware

of “lessons learned ’ f rom recent procurement s . The objective is to in-

sure that  the  p rocu remen t  s t ra t egy selected is the one t hat best satisfies

program r e q u i r e m e n t s  and! Ot)jE ’Ctiv es .  Panel  recommendat ions  are  ad-

visory only and no formal  di rect ion resul ts  f rom the meeting . Minutes  are

prepared!  but are limited to d!ocumenting major  point s discusse ! by the

panel.

Panels may be convened any t ime dur ing  the program life cycle

eithe r to formula te  a new procurement  s trategy or to re-evaluate  existing

strategy in light of recent event s . Top ics considered b y the eanel include

impact  of new policies , possible new procurement  techniques , competition ,
I

special clauses , d!esign-to-eost , l i fe -cycle-cos t , re l iab i l i ty  incentive

w a r r a n t i e s , sha r ing  incentives , schedules , options , f und ing  profiles , and

advanced! p rocurement  and ! source selection plans .
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Panel membership is tailored to fit each individual procurement .

However , the HQ AFSC Panel Chairman is normally the Special Assistant

to the DCS/Procurement and membership will include the program d!ir-

ector , the procuring contract off icer , and a staff member from the

Procurement and Production office to provide continuity ciuring subsequent

field level reviews.  Representatives from the Office of t he  Secre tary  of

the Air Force , Air  Staff , HQ AFSC st aff e lements , A FSC, and ot he r

major  commands may be invited to pa r t i c ipa t e  in panels r ev iewing  pro-

curement s of special interest to those organiza t ions. Business S t ra tegy

Panels have been in existence within A 1”S( ’ s i nce  1 P74 a n !  have proven

to be highly successful  and benef ic ia l  at bo th  IIQ :\ F’SC and field levels.  - 

_ _ _  - 
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SECTION VI

CURRENT ACQUISITION

This section will discuss the pr imary activities performed by

HQ AFSC in the management of current  acquisition ef for t s , i. e . ,  Program

Direction, Program Review Process, Joint Operational and Technical

Reviews, and! Financial Management.

Program Direction

Providin g program direction to field activities is an essential

function of HQ AF SC . This process normally s tarts  wit h the receipt of

a Program Management I)irective (P MD ) from the Air Staff wh i c h  d ir ec t~

a specific ef for t . I-IQ A FSC follows with an AFSC Form ~di which trans-

mits the PMD t d ) t he  field and provides amplif y ing di rect ion . A Form 56

is also used to convey d !irection for ef for ts  in ternal ly generated by HQ

AFSC. Typi cally a Form 56 assigns responsibil ity wi th in  A [“SO’ ( including

lead! and supporting organizat ions and the responsible 1 s t  o rgan i z at i on ) ,

specifies management relations , a d k resses manpower  r - , ’s e t I , e s , p ro-

vicles financial guidance , and .! levies special  r e q u i r e m e nt s such as t e s t s ,

environmental protection , and rep or t ing .  The n I a t ( r ’ i t v  of [“ orm SGs add

little supplementary direction to the PMI)s issued ny IIQ -\ !“S(’ since t h e

PM Ds are normal l y coordinated in (~I r a t ’I w i t h  I IQ A I - ’S( - hefo re issue.

The staff office in JIQ A FSC responsible for  overall  s t a f f  action

on the program in question is responsible for t h e formulation , coordina-

21 
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tion , and release of the Form 56 . This responsibility includes:

• Disseminating the PMD for review and comment by
othe r Headquar ters  staff offices.

• Incorporating direction provided by the other staff offices
in the Form 56.

• Coordin ating and dispatching the Form 56.

• Implementing HQ USAF direct ion by releasing the Form 56
as soon as possible. OPRs are required to comp lete Form
56 action within eight working days af ter  receiving the
HQ USAF direction . Interim Form 56 direction may be
issued when t ime is of the essence , but must be followed
by issuance of full y staffec! direction .

• Negotiating proposed minor changes to the PMD with the
Ai r  St aff . In the case of major discrepancies in direction
or a mismatch  of tasking and funds , the PMD is returned
to the Ai r  Staff for  review.

Program Review Process

The program review process is one of the most impor tan t  funct ions

performed by the Headquar t e r s .  Its purpose is to affor d !  r ecur r ing  top-

ievel management visibility and attention to the r equ i r emen t s  of s ignif icant

AFSC system programs and test resources.  As such , it provides a Jirect

channel  f rom program managers  and AFSC field! commanders to the de-

cision-authority level , which permits  t imely d!ecision and effective funct ional

support . Specifically the reviews are intende d!  to:

• Aler t  senior managers to po ten t i a l  problems that  may
impact performance, schedule  or cost th resholds .

• Provide continuity of informat ion descr ib ing cu r ren t  s ta tus ,
problems , significant accom plishments , and progress  of
selected programs.
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• Identif y causes and effects  of specific major p roblems
and significant accomplishments that may impact other
programs or activities.

• Ensure  that top management keeps factors  and inter-
faces affecting the progress of systems program s in
perspect ive.

There  a t - c  three basic types of recurr ing  program reviews con-

ducted by IIQ AFSC as described below :

Program Assessment  Review (P A R) / Secr e l a r y  of the Air  Force

Program Review (SPR) . These are  qua r t e r ly  r ev iews  condluct edat  HQ

AFSC , IIQ USAF and Air  Force Secretary levels on majo r  programs as

desi gnated by the Secretary . Currently there  are 18 programs in this

category. The information presented at the SPR is basic ally similar to

that  presented at the IIQ AFSC PAR.  Briefings are normal ly l imited to

thirty minutes wit h the format  following guidance provided in AFSC

Pamphlet 800-23 .  PAR/SPR present ations are made to  the  AFSC Com-

mande r , the Ai r  Force Council wit h the Air Staff  Board in a t tendance , and

to the Secretary of the Air Force. Minimum PAR atten d !ance normal ly

includ!es the Commander , Vice Commander, Chief of Staff . DCSs . AFSC

division commander (optional),  the program director , SY ST() and PEM .

— Selected! s taff  members from IIQ A FSC, AFP R O  and!  t he  program off ice

may attend! as well as representat ives of o t h e r  commands w i t h  approval

of the  Commander’  or Vice Commander . A t t e n d an c e  at t he’ r ev i ews  pre-

sented to the Ai r Force Council and subsequentl y t o  the  Se c t ’r t ; r r ’ y  i5

tightly controlled. Attendance at Council reviews is limited t o  (‘oun cil /
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Board members , executive secretar ies, the senior IIQ A I”S( ’ representa-

tive (normally DCS/Systems),  Air  Staff OPR Director , b r ie fer , PEM and

SYSTO. AFSC personnel permitted to at tend the Secre tar ia l  I’eviews con-

sist c,f the Commander or ’ Vice Commander , b r i e f e r  and SYSTO .

Command Assessment Review (CAR) .  A CAR is a p rogram manage-

ment review conducted! at IIQ A FSC onl y which  f e a t u r e s  presenta t ions  on

the status of programs selected! by the  AFSC C o m m a n d e r  \vh ich  are of

lesse r pr ior i ty  and importance than  PAR programs.  (‘,AR presenta t ions

are p r imar i ly in te rna l  AFSC br ie f ings , hut  out sid !e agencies having inte r-

faces wi th  the  programs may be invited w i t h  the  approval  of the Commander

or Vice Commande r .  ( ‘A R s  are normal ly  presented qua r t e r ly .  Thirty-

nine programs are c u r r e n t l y d!esign at edl as CAR programs.

Field! Assessment  Review (FAR) .  A FAR is a formal  management

review of an AFSC f ie ld  c ’omm and!.  It is usual ly briefed by the fieldi com-

mander to the AFSC (.‘ommandler  and staff at IIQ AFSC . The br ief ing re-

views areas selected by the field commander  and covers: mission, test

support , manpower , budget , and problem areas .  The FAR is normall y

presented once a year by each designated field commander with a 60-mm -

— 
ute t ime allotment .

DCS/ Systems is responsible for ac!ministering the  P A R / C A R  process ,

e s t ab l i sh ing  t h e  content and !  fo rmat  of br ief ing char t s , and publ ishing PAR!

( ‘A R guidance . DCS/Test and Evaluat ion is responsible for administering

t he [“AR program .
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Joint Operational and! Technical Review (JOTH)

In late 1P74 , AF SC instituted! a p r o c e d ur e  for  j oint rev iew ot

acquisi t ion program s b y the A 1- ’S(’ Commander  and ! commanders  of the

p r i m a r y  opera t ing  ann suppor t  commands .  These review s wer e  desig-

nated! Joint Opera t ional  and lech n ica l  R e v i e w s  (JOTR) . JOTRs are ( !e—

signed to fa c i l i t a t e  joi nt action by the  ( ‘omm anni e  rs to avoid unnecessary

acquisi tion costs  by reducing m a r g i n a l  requi rements , protect  require-

rnent s essent ia l  to operat ional  e l l e ct i ven e s s , and ! obtain support for

RD T&E ef for t s necessary  to  minimize l ife cycle cost s .

JOTRs are held on I)SARC program s ann! other p rog rams  and! pr o-

,jects designated! I)y 1 110 A [“SC Commander .  I’er ’ A [- ‘SC Regula t ion  800-18 ,

the cognizant HQ AFSC l)CS acer ta ins  the need ! for ’ a JOTR at t h ree  point s

in the acquis i t ion cycle and! ior c~ a r d s  a recommendat ion for  or against

initiation of a JO’I’R to the Commander .  The th ree  scheduled points are:

before  inputs  are forwarded  to HQ USAF for inclusion in the initial deCisiofl

coordinat ing paper or program memorandum, prior to release of the RFP

for full scale d !evelopment . and at approximatel y the midpoint of the full

scale deve lopment .

— In addition to the scheduled ! JOT Rs , commanders  of the operating

and! support ing  commands , IE Q A l - ’S(’ DCSs , commanders  of AFSC field

commands , a n !  A t - ’S( ’ program mana g e r ’ s  may request  a JOT R on an un-

scheduled ! ba s i s  in r e s p on s e  to change s in t h rea t , opera t ional  or support
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concepts , bud get , available technology , etc. The cognizant EIQ AFSC DCS

coordinates these reque sts with the interested agencie s and forwards  them

to the AFSC Commander with a recommendation for or against initiation

of a JOTR.

The actual JOTR is a three phase , one hour briefing consisting of

an operational presentation by the operating and supporting command s, a

technical presentation by the  responsible AFSC agency, and a tradl e-off

presentation durin g which representatives of the operating, supporting,

and] developing commands present their preferred! options for major per-

formance/cos t/ schedule  t r ade -o f f s .  The JOTR is concluded with mutual l y

acceptable t rad le-off  options or Command positions . The participants

then prep are a joint memorandum for record or letter to the Chie f of

Staff summarizing major  points , :rgt’eements reached by the commanders,

actions directed by the conlmanc!ers , and recommendations for Chief of

Staff acti on .

JOTRs have been held on numerous occasions since the procedure

was initiated! and! have proven I n )  be an effective vehicle for obtaining joint

agreement on program problems . As an example, the A - b  JOTR held

in May 1P 75 resulted in the in!entif icat ion of a group of cost reduction candi-

dates wit h a potential  cost saving of $28 , 000 per aircraft and overall bogis-

t i cs  s a v i n gs  of $32 million. A~ a result of the suc cess ot the JOTR pro-

d’eSS , “mini- . U ) ’I ’R s ” are now being scheduled for problems not requiring

direc t p ar t i ( ’ipat i on at the four star level.
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Financial Management

The financial aspects of program management  have taken on in-

creasing importance wi th in  A 1”SC diuring the recent years . Headquar t e r s

involvement in these act ivi t ies  is at a peak during the budget call reviews

in the Spring and Fall. The ob j e c t i v e  of the Spring review is establish-

ment of an Air Force program t o  be reflected in the Program Objective

~\lemorand!um (POM) and! Five Yea r  Defense Program (FYDP) .  The

objective of the Fall review is format ion of an Air  Force budget recom-

mendation to OSD . While the objectives of the reviews di f fer , the pro-

ced !ures followed are very similar . The focal point for the IIQ AFSC

Budget Call review is the Program Evaluat ion Group (PEG) .  The PEG’ s

m e m b e rs  are the assis tant  DCSs plus the Deputy Director of Science and

‘I ’ echnology. The A ssist ant !)CS/Com ptroller chairs the group.

The process begins with a PEG meeting to scope the magnitude of

the funding problems associated wit h the budget submission. The pur-

~ d)S~ of this  i n i t i al r e v i e w  is to establish how much funding the field

o rg a n i z a t i o n s  have recommended!, by fiscal year , and! compare  it to the

approved! fund ing reflected in the baseline FYI)P . Concurrent ly, SYSTOs

prep are  the i r  comments and recommend!ed funding on a Program Element

Summary Sheet (PESS). The next step is a scrub by the  individual  1)CS/

Director  organizat ions .  The PEG then reconvenes to conduct a scrub on

every program element in the budget call package using the DCS/Director

scrubs as a point of depar ture . As proposed cuts are made , SYSTOs are
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given the opportunity to reclama.

U pon completion of the PEG scrub , a funding total is recomputed

for the fiscal year being considered. If the proposed AFSC program is

ove r bud l get at this time , a “bogey” is established! on the basis of tot al

funding required less the approved] funding for that fiscal year. Instead

of reviewing the program elements again , the PEG may r~ass prorated

shares of the bogey to the individual I)CS/I) i rectors  wit h instructions to

balance their budgets.

In the latter stages of this process PEG meml :-ers meet w i t h  mem-

hers of the Air Staff Program Review Group (PRG ) .  At this  t ime  the

PRG is in the early s t a g e s  of r eviewing budget submissions which  h a v e

been scrubbed by the PEG . The purpose of th is  ~eint mee t ing  is to re-

solve issues on d!iffer enCes in t en t a t i v e  posit ions prior  to  f i n a l i z i n g  the

A I - ,~( ‘ !nr ic t ’t  r ecommendation to  the A i r ’  SI a f t ’. II’ t h e  PE( is st i l l  n ’r ~i1 —

f ront  en!  c, it h an unbal anced! bud! get a f t e r ’  t he i r  meet in L~S it i n  v di  ccii an

: i n - i ’ oss the bonn ! cut in a number  of program element s , ma or - i r i s  in a

few la rge  progr ams , or ’ delays or d’ ancell at ion rd  !le\\ st a i l s . 1 - i r l a ll y

the PEG submits  its recommendat ions  to  the -\ I- ’S(’ ( ‘ o r i o n - i l  w h i n -h r e so lves

any outstar r !in g issues. The AFSC ( ‘ouncil is c h t a i r e n l  b th e ’ V i n e  (‘e m —

mander  and includes the (‘hief of Staff , l)CSs , Staff  Tin I ce  A d v o n ’ n l e , ( ‘ em—

mand Surgeon , and Inspector  General . T r ’ansmittal  of t he  A I” S( ’ ren ’om —

mended ! program to LIQ I S A  1” completes t h e  review process :il IIQ A1 ’S( ’ .
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I)uring the fiscal year , HQ AFSC processes unfunded requirements

and! requests for forward  financing f rom field! agencies . Processing un-

funde d requirement s consists of a review and validation of the r equ i rement ,

ident i f icat ion of a source of funding (normally from a lower  priori ty pro-

gram) ,  and a decision t o  f o rward  or not forward! the r equest  to HQ USAF

or w h e t h e r  or not to approve the request directl y if it is within the S 500K

limit delegated to E-IQ AFSC . Forward  f inancing involves obtaining permis-

sion to obligate funds  for  fu ture  services beyond the financial  year for

whic h these  fund !s were appropriated . Both reprogramming and forward

financing have decreased in f requency of occurrence as a result of recent

EIQ USA F and! HQ AFSC actions to improve fiscal discip line.

1)SC/Comptroller monitors the financial status of all A FSC pro-

grams throughout  the year through the P A R/ C A R  process , review of

f inanc ia l  reports  submitted by the  program offices , and by Program Fi-

nancial Reviews conducted on a quar ter l y basis at each of the major  field

activities by the IIQ AFSC Comptroller  Staff wi th  representat ives from the

HQ AFSC technical staff and! Air  Staff . The purpose of these reviews is to

provide an opportunity for presentation of financial problems to higher

echelons , to obtain guidance or assistance, and to check on the status of

financial housekeep ing such as obligation ann ! expenditure rates , unhiqui-

da t ed obligations, and status of operat ing budgets .
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SECTIo N VII

POLICY

Development and dissemination of policy to guide field activities in

the accomplishment of the AFSC mission is a fundament al He adquarters

responsibility. Mechanisms by which this is accomplished include AF’SC

regulations , manuals , pamphlets , diesign handbooks , Command! policy

letters and less formal  methods such as newslet ters, program reviews ,

Business Strategy Panel meetings , and the Program ~\I : i r iagerne nt  Assis-

tance Group (PMAG) .

Progr am Management  Assistance Group (PMAG)

The Program A l a n a g en i e n t  Assistance Gr oup (PMA G) was  establ ished

in September 1P 75 wi th  the Special Assistant  for Program Assis tance report-

ing directly to  the  AFSC (‘omr n a nd e r .  The PMA G has four  principal func-

tions: assists in the resolution of program problems , conducts continuing

evolution of acquisition proc .~’dures and problems , serves as a catalyst for

revising policy and] procedures, and provides early problem ident if icat ion.

Because of its s t ructure  and method of ope r ating, the PMAG has the

perspective to see a wide app lication of lessons learned . The PMAG

therefore  serves as a focal point for i !isseminating unique and meri torious

acquisition practices and lesson s learned throughout  the Command . Of the

four functions , early p roblem identif icat ion is the most important . By

ide ntif ying problems early at the proper level—the program off ice , pro-
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duct division, lIQ AFSC staff , or to the Commander— the problems can

be eliminated or alleviated before they become serious. The PMAG con-

ducts bot h formal reviews and on-call assistance. Formal reviews are

accomplished by teams of from 15 to 20 experts in various systems acqui-

sition functions . On-cal l  assistance is specialized and] provided by two

or three PMAG members. Through the end! of 1976 , nine formal  review s

and six on-call effor ts  had been conducted .

Formal reviews are directed by the AFSC Commander . They are

accomplishe d to obtain an objective view of a program ’ s health and to

provide assistance to the Program Director . Because of the significant

expenditure n d manpower and funds  required to proper ly accomplish a

p~\ l A ( ;  review , only selected! programs are chosen . N o r m a l l y  a program

is selected because of margina l  or u n s a t i s f a c t o r y  s t a tu s  as ref lec ted  in

C A R / P A R  briefings or due td ) an imp end ling m a j o r  cle ’ision milestone’ ,

such as a production or full scale development decision. At the conclusion

of the visit , the PMA G team chief briefs  the program d!irector on results

of the visit , recommend ations for program off ice  action , and recommen-

dations for He adquar ters  action. Upon re turn  to FTQ AFSC , the team chief

briefs the results to the Commander and ! s taff , Lessons learned and suc-

cessful unique pract ices  are  given wides t  possible dissemination in the

DCS/Systems Newsle t te r  and d)t ller publications and! by 1i~riod !ic l)r iefings

at product division level.
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On-call assistance’ may be obtained b y direct contact between the

program director and the PMAU . The output of this  assistance may he

either a complete unit of work , such as a report or evaluation , or ’ what-

ever ’ the program director requires .  Requests  for on-ca l l  ass is tance

occur  when  a program director is faced .! with tasks his organizat ion is not

pr oper ly  e(~U ip[ )e ( l  to han(lle . These situations typically occur early in a

program w h e n  all personnel have not yet been assigned , w hen a s u d d e n ly

di rected! incl ’ n - : se in )i’ n ) g i ’ a m  scope occurs without an increase in m n —

power , or’ pr ior  t o  a l f l ; i l  • d decision milestone.

Joint Logistics Commanders  ( , iL C)

Policies and procec !uI ’es which have multi-Service applicat ion are

add .t ressed b y the Joint Logistics Command!er s  (JLC) organization . The

JLC organization was formec! dur ing  the mid — 1960s in recognition of ’ the

need for more inter-Service coordination and cooperatian among the ’ or ’-

ganizations responsible for the acquisition and logis t ics  func t i on , c u r r e n t l y

the Army Development anc! Readiness Command , Nav a l i \ l a te r ’ i l Command ,

Air Force Systems Command! and Air Force Logistics Command . • l l ( ’

object ives  are to increase military effe ctiveness through economy of re-

sources , improve management  polici ’~s and procedures , and arr ive  at

common solutions to  mutual  probl ems .

Over the past nine years, th e JLC obj ectives have been met by the

efforts of numerou s groups and! p ;nrleis comprised of represent atives from
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each of the commands . There are now 32 active panels and groups with

over 1, 300 members plus a secretariat  at each command headquar ters .

Tasks cover the entire s p e ct r u m  of’ development , procurement , and

weapon system support . Examples of ~cIivities in which HQ AFSC is

he avily involved include the l ) e s iu n  to  (‘osi Panel , Munitions Development

Coordir at an Group, Abc ~‘~‘ft Survivab i l i ty  Joint Coordination Group, and

Remotely Pilotec ! Vehicles (‘ono’dination Group. The results of JLC efforts

have led! to substant ia l  coSt s : ivings  and improved ! e ffectiveness . As a

result , the organizat ion continues to recelve high attention and considera-

tion throughout  the  ~( ) I ) .

Current Policy

Since’ General William J . Evans assumed command! of A F’S(’ in

A u g u s t  U n 7~~, t h e  emphasis  at the Headquar ters  has been on management

aspects of the acd .luis ition process. The tone was set in a 15 October lt ~75

letter Id) General David C. Jones , Air Force Chief of Staff , in which

General Evans stated:

“ Like you , I recognize our failure to consistently
apply good business practices in the acquisition of major
weapon Lystems. Our life-long emphasis on performance—
and in recent years , technology — has relegated other con-
sic!erations to a secondary role. ”

Genera l  Evans fu r the r ’  informed General  ,Tones that  he was placing

gre ate r  responsibility with the procurement, leg al , an d logistics person-

nd so that there  would be “a more thorough scrub of p rograms. ” General

33
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Evans also stated that he was initiating a policy of challenges within the

AFSC staff to counterbalance and offset the “advocacy role in the SPO. ”

Further on he stated that he intended to strengthen the Business Strategy

Panels to provide full coverage of the life cycle cost and logistics areas.

In a second major policy letter dated 7 January 1976 , General Evan s

informed the field commands that a review of on-going programs indicated

that management attention devoted to the suppo rt and t e s t ing  aspe cts had

been insufficient and would have’ to be increasec !.

Implementation of the management concepts advoc at ed by General

Evans quickly followedi anc! resulted in the following major  actions:

• Greater functional involvement by management organiza-
tions such as procurement , comptroller , legal and
logistics.

• Increased dialogue between the staff and field functional
activities to take advantage of all talent available to
“ avoid surprises. ”

• The role of procurement  anc! production as a function
was strengthened . The production function was trans-
ferred from DCS/Systems to DCS/Procurement  at
Command Headquarters and elevated to a directorate;
production management was revitalized at the p roduct
d ivisions .

• DCS/Operations was redesignated DCS/Test and Evalua-
tion as a f irst step tow ard development of a more’ active
Headquarters role in the test area.

• E)CS/Logistic s was given increased responsibility for
policy formulation, review of weapon system and support
pl anning, and participation in formulat ion of weapon
system maintenan ce and support concepts.
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Another facet of the revitalization of support functions was m a t r i x

• management of the Command’s fiscal and production personnel.  Although

use of that concept was not a new approach in R&D management , it was

an innovation within AFSC. Basically, the concept called for the r-eas~~ig n-

ment of all fiscal and production personnel from a pr ogram offi ce to t i re

product division ’s Deputy for Procurement and Manufacturing and its

Comptroller. The rationale for  the move was increasing manpower short-

ages and an effor t  ~o enhance professional development of functional  skills

and cross -fertilization of ideas.

In another major effort  to improve management , the AFSC Com-

mander instituted! a program designedi t o  improve personnel managoment

practices in the program manage r career field!. Innovations UQ AFSC has

put into practice include I r a ck ing  top-ra ted  AFSC personnel in a “Blue

t’~oom at the  Headquar t er s . controlling assignments of program manage-

ment pers( rrn el in line’ with career  progression profiles , and exchange pro-

grams with other Air ’ I” orce Commands and wit h indus t ry .  Names of 650

holders ol’ key jobs with ranks of colonel or above are posted on the Blue

Room boards. Addition of officers below the rank of colonel and civilians

ticketed for special attention brings the number to over 1, 000. Assignment

to about 140 of the key positions requires the personal approval of the

A I - ’SC Commander .
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SECTK)N VIII

SUMMARY

As the previous sections have described , HQ AFSC is far  from

being only a “mail drop ” as has somc’times been alleged . As can be seen ,

the Headquarters plays an extremely active role in the Air Force acquisi-

tion process beginning wit h early development planning and continuing

through the development and production program until production items

have successfully entered the inventory and the system has transitioned

to Air Force Logistics Command management .

It is important for the staff officer at HQ AFSC, and his counter-

parts in the field as well , to understan d the major  activities and event s

that occur at HQ AFSC during the acquisition process , such as Business

Strategy Panels , the h ead quar te rs  role in budget ing and financial manage-

ment , program direction responsibilities, and program review procedures.

It is also important to unders tand  the roles of the key functions such as

the DCSs, PEG , SYSTO , i’T’ili\ G and their relationships to the program

office. Hopefully this paper will rr ovide insight into these functions .

Finally, the discussion on policy in th e last section summarizes

recent management ch anges implemented by the AFSC Commander. Key

changes are increased use of mat r ix  organizations to conserve personnel

resources and to improve corporate memory /c ross  feed; incre asc’d em-

phasis on system supportability; test and evaluation: manufacturing and
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procurement; and a program manager development program w h ich

includes special tracking of outstanding personnel.
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