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EXECUTIVE SUMMARY

The Army research, development, and acquisition environmert is rapidly
increasing in difficulty and complexity at all levels, Requiremengs are
increasing whil: funds remain tightly constrained. Competition for funding
is intense. Even under an outstanding PM, a program cannot survive for
long without adequate funding. Yet, few programs will receive adequate
funding without a capable, proficient management team. A good DASC is an
invaluable member of that tears, He is at the forefront in the daily
battle for program funding ard support in the HQDA, OSD and Congressional
arena,

The objective of this paper is to help the DASC understand the eaviron-
ment in which he must champion his assigned program, the tools he must use,
and his responsibilitics to MQDA and the PM. To have an understanding of
his environment fnfers the DASC understands the Planning, Programing and
Budgeting System (PPBS), the Congressional process, the ASARC/DSARC
process, and the dﬁcision making process, It is imperative that this
inference ba true., Champioaing of his program must be done within the
context of complete support for primary Army needs. This could prove
difficult since the two may not always e synoaymous. Tools a DASC must
use include personal oxpertise, crod.“{l ty, and bureaucratic procedured.

When a DASC tully uaderstands his enviroament, tools aad responsibili.
ties, ho is in a position to prevent ceaflict between his responsibilities
to HQDA ard the PM and to oxert enormous impact on his assigned program,

It in hoped that this paper will help him to achieve that understanding

quickly so that he will bo able to make a maxisum contributiva to the

Aray throughout his tonure an a DASC,
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CHAPTER 1

INTRODUCTION

Purpose of tne §cudy Project.

The purpese of this paper 1is to assist newly assigned Department of
the Army System Coordinators ¢DASCs) in understanding their primciple
mission, and the actions required to accomplish it effectively and
efficiently. It identifies those activities that must be accomplished,
explains why they are necessary, and offers suggestions on how the activi-
ties have been performed effectively by previous DASCs. To paraphrase,
"The (DASC's) job is enormously complicated and difficult, The (DASC) is
overburdened with obiigations; yet he cannot easil, delegate his tasks.

As a result he is driven to overwork and is forced to do many tasks super-
ficially. Brevity, fragmeatation, and verbal communication characterize
his work."} Yet the DASC function is an e tremely important and rewardiag
one if performed proparly. With an early appreciation of his role, and an
iuitial awarcness of how to perform this role, the DASC should be able to
oinimize new job frustration and difficulties while maximizing output early.
Tuis paper will also provide a basis by which the more experienced DASC
may review the manner la which he performs his job aud may help him
prepare for new challenges with uhich he may not be familiar. Other
participants in Army research, developaent aad acquisitioa assigaments say
find the descriptive informstion useful as background informitioa relative
to their roles o the overail srocesvs.

this guide s not to be el as 5 ceplaceseat for, but in coajunctioa
vith AR 70-16, “Departzeat of the Aray Systems Coordicator (DASC),™ aad
Daputy C(hief ¢f Scaff for Hessarch, Developmdat aad Acquisitfoa (DISRDA)
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Memorandums 1 through 26.

Scope of the Paper.

This paper will focus on the daily activities in which a DA3C will be
involved. It identifies the criticil prerequisites that allow : DASC to
be effective in the pressure packed recsearch, development and ¢-quisition
arena, and some of the daily interraces he may have in the . .19ion making
process, the ASARC/DSARC process, the planning, program: -3 and budgeting
system (PPBS) process, and the Congressional process. Aithough these
processes are formal events which occur annually or at specific timas {in
the life cycle of the program, they strongly influence the daily activitlies
of the DASC. Each of these processes uses the prerequisites developed
throughout the paper, and may also involve definite strategy for that
particular process. The explanations of these prucesses in Chapters II

i and III are not intended to be detailed descriptiocns of the processes.
Rather, they are meant co acquaint the reader with the importance and
iaterrelationship of these processes with the functious of the DASC. The
paper i3 scoped primarily as an operational guide for the aew DASC. It
may aleo be applicable to other DCSRDA action officers who have responsi-
bilities similar to those of a DASC, but are nwt 30 designated.

Linitacions of the Paper.

11 .8 paper is based oa persomal exparience aud on {ntervieus withk
Project Managers (PMs), DASCs and sealor, experiniced persounsl in the
Materiel Developoent and Beadiness Comzand (RARCTMN), Headquarters, Uepart-
geat of the Aray (HQDA), and the Office +f the iecvestary of Defense (OSD)
ubo bave formerly deen DASCs or worked oc a daily basis with DASCa. There

was relatively little differenca ia perceptioa of the rele of aa elfective

DASC amoeg those intervieved io spite of the wice raage of dackgrounds and




positions within the management chain. Although the experience and talent
of those interviewed was extensive, the paper obviously cannot include
each individual action or decision with which a DASC may be faced. Rather
it attempts to identify areas and action patterns that ave of importance
or concern to most programs, and then suggest procedures which the DASC
can use in these areas.

The dynamic nature of the research, development and acquisition
business causes schedules to change, but the basic strategy and major
events remain relatively stable. It is suggested that the strategy and
major events, as outlined in this paper, are applicable for use by a new
DASC, but that the timing of some of the events discussed may need to be
adjusted to fit current schedules. This paper also excludes any listing
of definitions or abbreviations, except as defined and used within the
body. The DASC should have several other documents readily available
which include these (AR 70-1, DA PAM 11-25, etc.), so that inclusion in
this document would represent unnecessary duplication.

Organizaticnu of the Paper,

In addition to the Introduction and Summary, this paper is divided
inlo three broad categories. The first ~u.tegory discusses the envirounment
in which a DASC must function. This discussion includes Chapter 1I,
Program Funding and Chapter III, Decision Making. The second category
discusses the knowledge and tools an effective DASC must possess. This
includes Chapter IV, Program Expertise and Chapter V, Credibility. The
final majcr category is a discussion of how a DASC uses his euviroument,
expertisc and credibility to execute his responsibilities to HQDA and the

PM. This is covered in Chapter VI, Responsibilities of tha DASC.
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CHAPTER I1

PROGRAM FUNDING

Webster 4dafines bureaucracy as “an administrative policy-making group;
. . . governient characterized by specialization of functions, adherence
to fixed rules, and a hierarchy of authority."Z/ Although popular belief
seems to be that bureaucracy is synonymous with a process that is ineffi-
cient, ineffective, costly and time consuming, the Webster definition is
applicable to the Department of Defense (DoD) arena in which the DASC must
perform. It is necessary to accomplishment of the DoD mission. This
tureaucracy specifically includes, but is not limited to, 0SD, DA, Training
«nd Doctrine Command (TRADOC), DARCOM, Operational Test and Evaluation
Agency (OTEA) and other Services.

\ { This paper will consider the functions of the bureaucracy with whicu
the DASC must become thoroughly knowledgable if he is to operate effec-
tively. These functions include location in the bureaucracy, program
funding and decision making., Program funding encompasses the planning,
programing, and budgeting system (PPBS) process, the Congressional
process, and curreat year activities, Decieion making encompasses daily
activities and the ASARC/DSARC process. Although this paper treats cach
function separately, it should be recognized that all funetions can be
occur+ing simultancously. For ianstanca, a DASC may be subnitting reclanas
to an Under Sccrctary of Defensc Reacarch and Englacering (USDRE) fiscal
year (FY) 1980 Program Objectives Memorandum (POM) {ssue (programing),
preparing final input for the FY 1980 Five Year Defeonse Program (FYDP)
(budgeting), briefing Congrcssional statfors on some aspect of his program

in support of the budgot roquest for FY 1979 (enactasat), wonitoring
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FY 1978 provram expenditures (execution), preparing for an Army System

Acquisition Review Council/Defense System Acquisition Revicew Council

(ASARC/DSARC) review to be held within the next few months, and inter-
facing with the v

manasement issues or test results of his procram, all within a one week

period.  Each of these activities may lesitimately be using a different

set of funding figures. Obviously, perspective, orientation and a
thorouash knowledge of this maze is essential to the DASC. Figure 2-1

shows the VFiscal Cycle Overlap.

FISCAL CYCLE OVERLAP 4/

T 7 E B 1973 | ws T
Pl o s [s [o s e o Te s faln o Ja TaTs [o] s o e [T <[5 [a o[ s[o[~]o
FY77 Execution | .
FY78 | Enacemenr | Execution ]
FY/9 \[ Programming | Budget'g | Enactment | Execution |
FY80 1 Planning | Programming [ Budget's | Enactment | Exec
FY81 ‘ 1 Planning | Programaing [ Budget's
FYg2 [ Planning
.
L

Figure 2-1

Role of DCSRDA.

The first element of the bureaucracy with which the DASC must be
thoroughly familiar is DCSRDA, his home. Reduced to basics, the DCSRDA

missfon involves: (1) acquisition of resources (money and material) to

enable the Army to perform its mission; (2) programing for those resources

A % e I s 1<% a ke il m s v

arious elements of the decision making process on program

S



using the POM and budget submissions; (3) defending the requested programs

to 0SD and Congress; and (4) ensuring the approved programs are effectively
and cfficiently managed and executed.3/ The DASC is deeply involved in
all these functions.

Within the DCSRDA organization one also finds the chécks and balancés
provided by those [illing the roles of the integrator/arbicrator (Materiel
Plans and Programs - PP), the advocate (Hardware Directorates), and the
non-advocate (Systems Review and Analysis Office - SRAO). Here the DASC
is c¢ast into the role of progfam advocate by virtue of his location and
job.

Further analysis of the DCSRDA mission reveals strong interrelation
with other DA staff sections. Of particular importance in the development
and prozurement business is the Deputy Chief of Sfaff for Operations and
Flans (DCSOPS). DCSOPS has the responsibility of justifying the need and
priority for a system or program before DCSRDA initiates development. Both
DCSRDA and DCSOPS are vitally concerned that Army needs be satisfied as
expeditiously as possible, However; DCSRDA has resource corstraints with
which to develop and procure the weapons systems needed by the Army.
Therefore, all desired programs are not affordable because of funding
restrictions. This causes Speciél emphasis to be placed on tne management
of programs to ensure that available reéources are wgsely used. It also
forces a prioritization of requirements to ensure that those programs
most important to the Army are funded. The DASC is the individual who is

largely responsible for documenting the justification of his program if it

L1

is to be funded during budget formulation. The competition for funds is

alwvays extremely intense. Therefore, the DASC is constdntly faced with a

dichotomy. Ie must be the foremost advocate for his assigned program and

2-3
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acquire adequate funding for it, while, at the same time he should support
most strongly only those programs which are in the highest interest of the
Army. These goals may not always be compatible, particularly with the
stakes and competing pressures involved. In order to make appropriate
rvecommendations in these situations, the DASC must have complete integrity,
courage of his convictions, and a clea: understanding of Army requirements.
These factors help to make the DASC job one of the most challenging
assignments an Army officer can have at the major or lieutenant colomel
level.

Another factor to be considered is the relative infurmality of DCSRDA
in comparison to other DA staff sections. It i3 not uncommoa for the
Director or the DCSRIA to call a DASC directly with a question on his
program. This virtually eliminates delays for guidance and can have tho
cffect of significantly reducing other staffing delays. It also results
ia minimal distortior in guidance. However, it does place a greater
burden on the DASC to be constantly up to date on hia program, be aware
of poteatial iseues or problems on the horizon and ensurc his responses
are proampt, accurcte and reflect coordinated positions. This informality,
in effect, gives the DASC a sigonificant amouat of authority not af:iorded
orther HQDA staff officers, It is imperative cthat the DASC use this
authority judiciously, and not abuse it.

Planning, Programing and Budgetiop Svatem Process.

"Every defense program, no matter how large or small, must be able to
geaerate, at all cioes, a “yes" ansver to three questions:
Is it aecded or vanted by the defease forces?
Is it techanically feasidble?
1s fundiag availadble ro develop aad deploy it?

2-4
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To answer these three questions, all programs are constaatly involved in
two parallel decision cycles. One they pass through euch year of their
lives - the FISCAL CYCLE. The other they pass through just once - the
LIFE CYCLE,

While these cycles do run in parallel they do interact and can affect
one arother if either cycle comes up with a "no" answer to one of the
three questions.

For instance, a program may have documentation to show that it is
needed - a LIFE CYCLE decision. The R&D community states that it is
technically feasible - another LIFE CYCLE decision. The DoD and the
developing Service plan funding for it - a FISCAL CYCLE decision. But,
should the Congress decide not to appropriate funds for it - a FISCAL
CYCLE decision - then the program is "dead” .3/

The FISCAL CYCLE includes the plaaning, programing, budgeting,
enactment and execution phases which will be discussed briefly, as they
pertain to the DASC, ian this chapter. Although these phases occur
sequentially, the process has three cycles occurring simultaneously each
year in which the DASC must participate. See Figure 2-2.

1. Planaing Phase: The Planning Phage begins ia May each year wvith
the isgsuance, by the Officé of the Joint Chiefs of Staff (0JCS), of
Volume I of the Joint Strategic Objectives Plan (JSOP). Although DCSOPS
has DA staffiag responsibility for the JSOP, portions of this may be seen
briefly by the DASC for commenta. In the past rhe limited time for review
often negated meaningful ilaput by moet DASCs but this may change. The
JSOP i to pcovide the advice of the JCS to the President, the National

Security Council (NSC), aad the Secretavy of Defense (SECDEF) oan the

silitary stratagy aand force structure required to attaia the national

2.5
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security objectives of the US, and to provide planning guidance to the
Chiefs of the Services and the Commanders of the unified and specified
commands, The planning starts with the assessment of the threat to the
security of the US and culminates with the projaction of force objectives
to assure the security of rhe Us.l2/ The planning phase which began in
May 1977 will lead to the FY 1980 budget submit. Except for the brief
review of excerpts of the JSOP, the DASC hasn't normally gotten involved
in the planning uatil December when he began providing initial rationale
to support proposed requests for the next POM. However, in a memorandum
dated 26 October 1977, subject: "Improvements in the PPB System,”" the
Secretary of Defense (SECDEF) indicated that the Services will become
involved in developing Consolidated Guidance (CG) as early as November to
support formulation of the next POM. This i{s an effort to make the
fiscal constraints less arbitrary and more meaningful. Following discus-
sions wich the Services iu Novembir, OSD will draft CG. This will be
teviewed by the Services, discussed with the SECDEF, ravised and then
gubmitted to the Prasident as Teantative CG. After review by the President,
the Tentative CG will be revised by OSD and sent to the Services in mid-
March as €G.3/

Thie may mean that the DASC will provide impact statements for
selected program funding levels as early as November or December to
support formulation of CG. These fuading levels will be preliminary Aray
objectives. Subamissiowns for these impact etatemeants should be received
from and discussed with the PM during November. Supporting rationale
should be stroag, and must be refined and etreangthened as the planaing

phase draue to a close. A word of advice to all DASC's is 'Never treat

any budget exercise lightly. Funds ouce cut sre extremely difficult %o
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recover,'

2. Programing Phase: The Programing Phasa officially begins with the
SECDEF i{ssuance of the CG, which is currently planned for mid-March.
However, as indicated above, the DASC has already been preparing for this
phase for a moath or mora. 3Jy the time the CG is issued, che DASC should
have refined the proposed program funding requests, been busy preparing
his case to support the request, worked with the Force Integration Systems
Officer (FISO) in DCSOPS to solidify or elevate the system priority, and
wargamed strategy with the PM to combat funding trade offs. This {s done
in preparation for the Pre-Research Development Acquisitior. Committee
(RDAC) review to be held in early April.

In early March each division in DCSRDA will finalize their proposed POM
ioput. The division input is then reviewed and revised at directorate
level. These revieus include‘all Program Elements (PE). The DASC will be
required to defend his request to the Director or Deputy Director during
this review. The directorate review results in the official proposed fuand-
ing request for each program to be preseantsd to the Pre-RDAC,

The Pre-RDAC consists of rvepresentatives from DCSRDA PP, SRAQ, the
Hardware Directorates, the Director of Army Raesearch, DCSOPS, OTEA, TRADOC,
and DARCOH. Other DA Staff sections, such as DCSLOG or COA will have
observers when appropriate. The Pre-RDAC addressee issues raised by
progruws not fuanded by the Hardvare Direcﬁora:es in prepaviag the POM.

Some programs will receive additional funds, sooe will remain the same,
and some will lose fuadas. The DASC is required to defend his progran
before the Pre-RDAC £f it is a Pre-RDAC isaue cr is suggested ai a source
of fuads for trade off Juring Pre-RDAC deliberationa. This is aormally

the last chance to get funding prior to subnissica of the POM. the
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period from late February until late Apri) is an extremely criticel time
for the DASC and the program. It is often adviseblie that the DASC forego
any trips during this period in order to be better able to defend his
program funding requert. Damage done in this time frame is extremely hard
to Tecoup.

Recommendations on POM formulation of the Pre-BDAC are reviewed by the
RDAC and in turn by the Program Guidance and Review Committee (PGRC). The
Army review process of the POM is completed with a raview by the Select
Committee (SELCOM) which is chaired by the Vice Chief of Staff of the Army
(VCSA)g/ Normally the DASC input to the POM submission is completed with
the Pre-RDAC, although questiors may be asked throughout the review
process. The Army review and approval of the POM {3 usually completed in
early May with tha POM submitced to OSD for review and approval im m'.:
May.

The POM is given an indepth veview by 0OSD. The DASC will usually be
most concerned with the results of the USDBE portion of this review,
because quite frequently issues will result to which he must resnond.
Iagues are disagreementy betweea OSD and DA coacerning some aspect of a
program. USDRE will normally recommend to SECDEF a reduction or deferral
of fuading in a particular program or programs to achieve their cbjective,
A fuading defe.ra) may be for fuads in a year other thaa the program year
o the POM. These itesues may deal with such things as test placs,
schedule, techaology approach, documentation, funding level or macagemeat
policies, to nane a few.

The effeczive DASC should have a copy of the draft issue paper froa
his USDRE couaterpart withia a day after it is pecposed, which {e perhape
a ueak or two bdafore it is officlally recaived by the Arsy. The DASC
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immedistely, in conjunction with the PM, determines program impact of the
deferral or reduction. The DASC also immedisately informs his boss of the
proposed issue. If appropriate, an attempt should be made at the action
level to get the proposed issue deleted or favorably modified prior to
official receipt by the Army. USDRE schedules a review of all issues in
either late May or June. The DASC will normally accompany the Director or
Deputy Director to this veview and atiempt to reclama the issus. OLvicusly,
the justification must be accurate and very strong.

1f the reclama fails, which often happens, especially when the DASC
hasa't prepared a strong position, the program will have to be adjusted to
comply with USDRE desires. The DASC should vecognize that this issue can
be a two edged sword. He should negotiate with USDRE to get the most
favorable compromise for his program, then use the issue to ensure that
the direction is complied with. For Lnstance, USDRE may defer a signi-
ficdnt dmouat of the next year's funls pending receipt of documentatiocn
ouchk as a Decision Coorsiascine Paper (DCP). The DASC and PM must detor-
oine program spend rates, sshiedule, objectives dad time vequired to
complete the PLF. The PM will specify co the DASC the cost for diffevent
perivds of time. The PM and DaSC should select . preferred alternative,
such as subaittal of the DCP ia six months. The DASC must then sell chat
alternative and a oinisum fundiug impact oo the progranm to USDRE so the
progran dcesn't stop. The DRSC oay then use the issue as a lever to
easuze receipr of rae DCP to HQDA for subamission to USDRE dy the suspense
date. With the DCP amusc aleo comae a vequirement docusment frow the user.
Thevetore, {f che program ia of sufficient pricrity, adequate pressure can
Be apylied to speed up cha duveaucratic process and parhaps field a needed

systen quickar than would otherwise happen. Tha moral hare is thae
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receipt of an issuc on a program need not be a disaster or even a hinder-
ance to the program if the PM and DASC are flexible, think positively and
use initiative.

Following the %ssue paper reclama process, the SECDEF will make
decisions on each of these POM {ssues via the Program Decisios Memorandum
(PDM). The PI'4 is supported by a resources annex that provides a transla-
tion 2f rezources to Program Elements (PE) {n the FYDP. It is transaitted
to the Army in July. The Army has two weels to submit comments to SuCDEF
on the PDM. Following corwents and reclamas by the Army, the original PIM
is amended as necessory to incahrporate new decisions., These ave thea sent,
with a Status Report, to the President for review. After Presideatial
review and President/SECDEF meeting, the amended PDM is reviped aad sent
to Services in late August. Figure 2-3 illustrates the PPBS process.

3. Budgeting Phase: Technically the Budgeting Phase follows the
Programing Phase which ends with pubiishing of the PDM. In actuality,
DASC preparation for the Budgeting Phase occurs during the same time
veclamas oi M issues are uaderway. Coasequeatly, the DASC may be in a
position where he must anticipete worse case vesults from th reclama of
his program issue while simultaneously sclliang an opeimiesic end resule
fur the progranm in the budget year - a vary difficulr due achieveable
task. The Divisioa czade offs for the FYDP submission begin ia June.
Defcase of the progras request is thea deone at directorate level ia July
just a# Lt was ia March, vith the sumer RDAC meetiag ia late July to
finalize the Army budget subalssioca.

The procedures used ia this process are the saue “hiosa used {n
prepavratica of the POM duriag c.e apring. However, there are tuo thiags
of uhich the DASC should ba avare. Fivsr, the FYDP (s an outgrosth ot

.18

* ——




*A1343118 poasn(pe 2q [11I/A SIIRG  ISUEPIND £IJWPTICIVOD) OV PFKHIGROD
3q 111m 3dueping Sujweadoag pue Jujuueid pus IUEPIND ISUIJIG IY] °UOISTAII IIPUN ATIUVITIND Y FPYle

£-2 2and1a
JUIWWOY 3 MAAIY = @ und SSANMQD %NS WA = JOSI
o SN0V ¥
J74) SLVKLSI ey ) M) SLMINLYVLIC

13Tn2 WY§30Yd

g/ ANVAITIN

13i831YA)
_1vasy
“Wi4 33403

| 30NYGIND

NIV H30Yd
ﬁ' T ININNYYZ |

ISNIAI0
30
Aav¥i3¥dis

- v
'SNOISI230 b
' 1390Nn9

| AZMNI 430

730 - AN Jwg0120f onv-an T avw | awvpugas 3930 | L1838 | AYW

21...390N4d IHINARVUIOL . ONINNY 1d




the POM which was prepared in the spring, so a level and perhaps a
direction, i.e. funding increase or decrease, has been established,
Secondly, program factors and priorities can and cften do chaage between
March and July. Such things as favnorable test resulcs, technical diffi-
culties or ASARC decisions may hwve significant impacts. Thc lesson here
for the DASC is that the boss must continually be informed on the status
of the program, work must constantly be underway to maintain os improve
the priority of the program, and funding requirements aud requests must
always be current. 1f the funding requirements are valid but were not
satisfied in the POM, or hae changed based on additiocanal guidance,
appropriate requests with adequate rationale should be made in the July
budget review. Although this is primarily ¢ fine tuning of the budget
based on the POM submission, changes can and will be made if justification
is adequate. An effective DASC should never allow an opportunity to
strengthen his program funding escape unused.

Followiang the same vevieuws as in the spring, the Army budget 13
finalized in August, printed and subnitted to OSD for review and approval
in late September.

The budget submittal is reviewed rstensively by OSD upoa receipt.
During this review, the DASC will be scheduled to present a 15-10 miauce
briefiang on his program to represeéntatives of OSD aad the Office of
Macagemeat and Budget {OM3). The OMD represcatatives are making their
reviev at this tine in ancicipatioa of receipt of the Dod budget in
Decemder. Tthey will make final csecomcendatioa to the Presideat fan
Jauuary, usually tased oa this reviev. For RDAE requests, OSD usually
has representatives fros bdoth USIRE sed the 05D Comprroller. For

procurement raqussts, it is oftec just the Comptrollar represeuntatives.




Ther briefings will usually include a discussion of key system capabili-
ties, program changes from the previous year and funds requested. IF a
DASC has a program in which funding requests are being made for both RDIE
and Procurement, he will present two brieiings to OSD/OMB representatives,
one to support the RDTE request and one to support the procurement request.
These briefiags, which are normally scheduled from mid-October to mid-Novem-
ber, are extremely important to the program. A poor presentation or failure
to satisfactorily answer questions here can result in a reduction or
eliminaticn of funding in the program budget request. Historically, about
10-15% of the Army budget request is taken away at this point. The DASC
must anticipate issues and be prepared to address them in detail, as well

as answer any other question which may be asked. Issues, cailed Program
Budget Decisions (PBD), at this juncture may have a very shutrt guspense
when they arrive at DA, so reclamas must be prepared in advance and a

united front, by DCSRDA, DCSOPS and the Assistant Secretary of the Army

for Research, Development and Acquisition (ASA(RDA)) must be presented te
get the funds restored, If this fails, the PBD's are inserted into the
4vay FYDP as a change. This is the last DoD review of the budget before

it goes to OMB for final review and incorporation into the President’s
budget.

One other very important DASC action which occurs in this Budget Phase
is preparation of the Descriptive Summ.>~i-s, This is one of the most
important documents the DASC will prepare all year. There are several
specific formats, depending upon the type of program or project elemeat
involved. However, they all include a program background, program

activities for prior years, the current year (in November 1977 the current
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year is FY78), the budget year, and to completion, program fundiag and



test results. When these descriptive summaries are finalized, they are
consolidated in one book, and submitted to Congress in support of the Army
budget request. Preparation of these begins in October and must be
finished by early December., The PM should definitely have input into
these, but the DASC is responsible for final refinement and submission.
This document will form the basis for the Army support of the program to
Congreas during the ¢nsctment phase, and will be used by staffers, not
only in the current budget request, but will be compared against descrip-
tive summaries from previous years to determine how consistent the Army
story ir or has been on any given program. The DASC must have a valid
explanation fc - any change to the previous year's plan, aay change in
siz: of funding request and for future .-rugram plans. Tha descuiptive
sumparies will 2lso form the basis for the preparation of var:ous fact
sheets which will be provided to the Agsistant LCSRDA (ADCSRD4), DCSRDA
aind ASA(RDA) to assist in their preparation for testifying before Congress
on the Army budget request. Congressional fact sheets should also be
derivatives of, and consisteant with, the descriptive summary. Foor pre-
paration of this document will usually result in an increased work load
later on, and probably ~will significantly increase the vulnervability of
the program to funding reductions during Congressional Review.
In those very rare instances where there is a valid need and desire

to expedite a critical program by increasing funding in the budgsi year,
after the budget leaves DA but before it leaves 0SD, such an increase can
be made as late as early December. However, the funds will have to come
from other Army piograma already approved by 0OSD, the justification will
have to be extremely strong, the priority will be extremely high and USDRE

will have to agree to the transfer of funds between programs already
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included in the Army budget submission. This happens very, very
infrequently and is not a recommended course of action.

Completion of the 03D review is the end of the PPBS cycle. The DoD
budget, which includes the Army request is then sent to OMB for review and
then to the President for final review and approval. The DoD budget is
incorporated into the National Budget, which is then formally preseated
to Congress in January accompanied by the President's Annual Budget
message.

Congressional Process - Enactment.

"Congressional review of the Dafense portion of the President's budget
is undertaken from the separate standpoints of AUTHORIZATION of programs
aad APPROPRIATION of funds. Annual authorizing legislation is required

for appropriations for: major procurement items (aircraft, missiles,

naval vessels, tracked combat vehicles, torpedoes, other weapons); research,

development, test, and evaluation; authorized active duty military
personnel and strengths; setting the authorized personnel strength of the
selected Reserve components; and for the authorization of the military
construction program. Authorizing legislation is prepared by the House
Armed Service Committee (HASC) and the Seuate Armed Services Committee
(SASC). The Appropriation legislation i{s prepared by the Defense Sub-
Committees of the House Appropriations Committee (HAC) and vthu Sena .2
Appropriations Committee (SAC).“ll/

In addition to these committees which are responsible for authorizing
and appropriatine the funds to support the DoD budget request; there is a
House Budget Committee and a Senate Budget Committee. They, in effect set

cellings, in the form of concurrent resolutions, which state the maximum
amount that can be authorized and appropriated by Congress. Just as in
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0SD, Congress historically authorizes and appropriates less than the Army
requests.

"The Budget Committees relate all Federal appropriatlons bills to each
other and to the overall budget tergets. The DoD budget, in essence,
competes with other Federal agencies' requests for constrained funds and
the strongest justification determine the distribution. The DoD request
is more susceptable to across-the-board reductions if total budget ceilings
are exceeded. The decisions can be influenced by Budget Committees whose
memberships are aot necessarily defense oriented. To preclude unwanted
cutbacks in high priority DoD programs, the DoD must ensure that justifi-
cations are strong enough to compete for funds with other requests and
withstand hard challenges from the Budget Committees.

Each budget request contains, in addition to the budget year,
estimates of costs for each of the next four successive fiscal years. The
Congressional Budget Office is tasked to perform a five-year cost analysis
on every such bill or resslution reported out by any committee except the
Appropriations Committees. The GAO has been authorized to establish an
Office of Program Review and Evaluation to assist the Congress with these
analyses. The compatibility of the budget, the Five Year Defense Program
(FYDP) and the Program Objectives Memoranda (POMs) thus takes on greater
importance as a result."L2/

The DASC should recognize by now that securing approval of funds for
his program is similar in many respects to the Super Bowl selection
process. One keeps playing as long as one keepswinning. A loss at any
stage of the process and the season 18 over.

1. Authorization Phase: After submittal to Congress by the President

in mid-January, Congressional staffs review the overall National Budget
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and back-up material briefly, with detailed Congressional review commencing
early in February as the HASC begins formal hearings. The SECDE¥, the
Chairman of the JCS (CJCS), Service Secretaries and Service Chiefs present
their posture statements and testify on the overall DoD budget. 1In subse-
quent hearings, staff representatives of the DoD Components are then
questioned on details of the programs and estimates of requirements as
supported in the budget.

Prior to these hearings, at which the ASA(RDA), the DCSRDA and the
ADCSRDA will testify as Army representatives, the DASC will be required to
prepare an updated fact sheet for the ASA(RDA), the DCSRDA, and the ADCSRDA
on each qf his programs (usually in mid-December or early January).
Although the specified format of these are different, the content is
essentially the same and must be consistent with data in the descriptive
summary. The Director of the Directorate to which the DASC is assigned
will have a copy of the DCSRDA fact sheet (called grab and run sheets),
The DASC will also be required to prepare possible questions concerning
his program about which the ASA(RDA), DCSRDA, or ADCSRDA may be asked
during testimony. These questions are  also prepared about mid-December or
early January. Answers will be requested with the questions or shortly
thereafrer. These questions will deal with any area which has been
questioned previously, is controversial, or in which problems have or may
occur. It is imperative that these questions and answers be prepared in
conjunction with the PM. The DASC should not attempt to conceal or gloss
over problem areas at this time, because to be caught short in an area
where the Congressional questioner or staffer has valid, derogatory
information that is unknown to the ASA(RDA), DCSRDA, ADCSRDA or the DASC
can seriously erocde the credibility of the witness and the program.

2-18
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Consequently, the capability to defend the funding request is significantly
reduced. The key here is to have solutions or feasible courses to solu-
tions for all questions and potential problems prior to the hearings.

There are often questions which the ADCSRDA, DCSRDA or ASA(RDA) can't
answer, or requests for inserts to the Congressional Record to clarify
points discussed during testimony. These are transmitted to the DASC for
response following each appearance by an Army witness. They will be
received through the Congressional Liaison channels and will requirs a
response in 48 to 72 hours. The response must be factual, consistent with
the descriptive summary, truthful, discussed with the PM, well written in
the proper format, coordinated, and approved at directorate level all
within the required time span. A thorough knowledge of the 1ntti§acies
and status of the program is essential if the DASC is to be effective
here. Failure to be effective bodes i1l for the program.

"When the HASC completes its hearings, it publishes a report coantaining
committee recommendations. The report is reviewed by the full House,
debated, amended and a House Authorization Bill passed.

The SASC also holds a series of hearings, some in parallel with the
HASC. The hearing preparations and procedures are the same for the DASC
here as described above for the House hearings. After veview by the full
Senate, debate, amendments passed, the Senate passes its version of the
Defense Authorization Bi11":3/

1f the funding of the DASC's program is reduced or eliminated by
either the HASC or SASC, and this often happens to even well supported
programs, a reclama must immediately be made to the other committee in an

attewpt to get the funds restored. The nature of the reclama will vary,

depending upon the severity of the reduction and the priority of the
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program., It may range from a simple fact sheet, a briefing to the
staffers by the DASC or PM, a visit to Congress by the Director, ADCSRDA,
DCSRDA or ASA(RDA), to a letter from or appearance before Congress by the
USDRE or SECDEF, or any combination of the above. This is just another
reason tlie DASC must ensure that the priority of his program is as high
as possible, because the higher the priority, the stronger the support at
the highest levels.

I1f there are any differences between the House and Senate verions of
the Authorization Bill, they are resolved by a Joint Conference Committee
consisting of a small number of members from each house., Reclamas must be
submitted and support from one of the committees verified prior to the
meeting of the Joint Conference Committee, or the funds will be lost.
After resolving the differences the Conference Committee prepares and
issues its report,

"The Conference Report is first brought before the full House where it
may be debated, amended and a final Authorization Bill passed. It should
be noted that any amendments to the Bill at this time could result in the
necessity i_v another Conference Committee being established.

The Senate next takes up the Conference Report and the House Bill as
passed. After debate, amendments the Senate passes the Defense Authoriza-
tion Bill.

The bill as passed by both houses of Congress is then forwarded to the
President for signature to complete the AUTHORIZATION PHASE.

2. Appropriation Phase: the APPROPRIATION PHASE is very much similar
to the AUTHORIZATION PHASE in that the bill must be considered by committees

of each house, in this case by the Appropriations Committees, pass both i

houses, be compromised in conference and finally passed and signed by the



President. For the ¥FY79 FISCAL CYCLE, this phase will begin in February
1978 and rua through to September 1978.

For the House, the first raview is conducted by the House Appropriation
Committee (HAC) which reviews the submitted DoD Budget and also the
Authorization Bill passed. It should be noted that any item deleted
during the AUTHORIZATION PHASE cannot be considered during the APPROPRIATION
PHASE. After the review, the HAC prepares and issues its raport which
contains its recommendations."14/

The preparation for the hearings, the conduct of the hearings aud
response to questions following hearings entails the same activities for
the DASC irn the Appropriations Phase as discussed under the Authorization
Phase. This is just anothcr chance for the DASC to excel.

In addition to the preparations and activities discusdsed earlier, the
DASC must be prepared to brief any of the Congressional Staffers on very
short notice. This may be before or after the hearings. There may also
be times when the DASC will actually participate as a witness in the
hearings. In either case, whether briefing a Congressional Staffer,
testifying or acting as a backup to someonc else who is testifying, the
DASC must have a thorough knowledge of his program.

"The report is reviewed and considered by the full House and after
debate and possible amending, a House Appropriations Bill is passed. The
Senate Appropriations Committee (SAC) also holds hearings, some of which
are in parallel with the HAC. The SAC then prepares its report which
contains its recommendations. After review by the full Senate, debate,
amendmencs from the floor, the Senate passes ite version of the Appropri-
ations Bill, '

1f there are any differences, and there usually are, between the
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House and Sénnte versions of the Appropriations Bili, they are resolved by
a Joint Conference Committee consisting of a small number of members from
each house, After resolving the differences the Confereace Committee
prepares and issues its report,

The Conference Report is first brought before the full House where it
nay be debated, amended and a final Appropriations Bill passed. It should
be noted that any amendments to the Bill at this time could result in the
necessity for another Conference Committee being established.

The Senate next takes up the Conference Report and the House Bill as
passed, After debate, amendments the Senate passes the Defense Appropria-
tions Bill,

The Bill as passed by both houses of Congress is then forwarded to the
Presideat for signature to complete the APPROPRIATION PHASE and ENACTHENT."lél

Curreant Year Activities,.

1. "Apportionment Process: Once the Appropriations Bill i3 passed,
it {3 binding as to how much the DoD can obligate thereu . ad, within
its broad purposes, what can be bought.

The APPORTIONMENT process, exerciszed through the OMB, normally takes
place in late Seprember, early October, as the Appropriations Bill ia
finslized and passed. Apportionment reflects Presidential coatrol and

. can restrict the rate or purpose of obligations 28 provided by law. It is
designed to prevent overobligatiouns. Funds are made available oa a
quarterly, aanual, or other periodic basis. Apportionments are made on
the basis of heavings conducted by OMB/OSD and DoD Components wherein
apportionment requ~dts are cengideved.

{ The Apportioamunt process aleso serves the izportaat fuxction of up-

dating the budget vhich was subaicted to 0SD more than a year previously.




In the absense of an enacted appropriation, the SECDEF establishes
authorized obligation rates for each appropriation. After the appropria-
tion is enacted and the apportionment is relecased by the OMB, the
apportionment becomes the SECDEF's suthorized obligation rate.

Following the establishment of the rate of cbligation by the SECDEF,
the DoD Components allocats funds to responsible officials in their
organizations. These allocations are usually divided into suballocationms,
allotments and gub-allotments or are included in operating budgets to make
funds available for coummitments, obligation and expenditure. .~ commitment
1s a reservation of funds based upon currently directed use of funds
leading to obligations. An obligation is a liability, e.g., a firm con-
trvact for goods or services. An expenditure is payment of the obligatiom.
Allocations, commitments, obligations and expenditures are carefully
~ontrolled to avoid overspending."lg/ The main concern of the DASC in
this phase is to make sure funds are allocated to his program in a timely
panner.

"NOTE: In instances wher. 2pmropriation Bills are delayed in the
Enactment Phase past the atart of the Fiscal Year, the Coagreas can pass a
joint resolution to provide authority to cantianue operatioas peading
passage of the Appropriations Bill. This sc-called “Contiauing Resolutioca"
authorizes rates of expeaditure not to exceed the lesser rate of (1) that
achieved in the preceding fiscal year or (2) that reflected in aay prior
action of either hody uf the Congress. Obligutions aust also be iam coa-
sonance with approved programs and the rate of obligation established bdy
the SECDEF aa well e@ any defervals made in prograas.ﬁlzl

2. Execution Phase. The final phase of the FISCAL CYCLE is the executioc

phase, or the phase uhere the funds are actually obiigated. This phase
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is in & third FISCAL CYCLE that is occurring concurcveatly with the
Programing Phase or Budgeting Phase of one FISCAL CYCLE and the Enactment
Phase of & seacond FISCAL CYCLE, with the DASC being deeply involved in all
threa., Remember that the Planning Phase of a fourth FISCAL CYCLE {s also
underway at the same time, but that the DASC is usually not involved in
this phase to any great extent. The execution phase is concerned with the
current FY which starts on 1 October cach year and ends on the following
30 September. In November 1977, the curreat year would be FY 1978.

The only constant in the research and development business is chaage.
In order to bc better able to react to this change the funding system has
some bullt in flexibility that allows the Army to adapt to changing
requiremcnts, to take advantage of unexpected success or te address
unexpected problems on an expeditious basis., In almost all cases that aay
of these three factors occur, move moaey is needed in some program. It is
up to the DASC to attempt to acquire the needed additional funds for his
program. In order to accomplish this he must know the rules, adhere to
them, and be prepared to act when the fuads become available.

). Reprograming: This is aking changes in the spplicatica of funds for
purposes other than those origincally contemplated anu budgeted for,
testified to, and described in justificatioans submitted to Congressioaal
coztttees in support of fuad authorizations and budget requeats.“ig,

DoD Iastructions provide for three approved raprograming classes as
listed below: _

“(l) Prior Coagressional approval ie required to reprogram aay funds
to an ites veduced Yy Cougesas or kaowa to be of special ianteresc €9 ocae
of the coemittéess.

(2) Prior notification to Congress is vequired for other reprograniag



above specified thresholds for a budget activity or a program clement.

(3) Below threshold actions are within the authority of 0SD and arc
reported on a semi-annual or quarterly basis to Congress."lgl

The DA reprograming policies listed in AR 70-6 are in accordance with
the above listed guidelines. At HQDA level, the Army is constrained by
the same limits impesed on 0SD.  These lirmits allow the Army to ". .
make cumulative changes of less than $2,0053,09) {o the current -base-program
amount of a proairam element.

(a) Cumulative reductious in excess of $2,000,000 may be made in a
program element io prior vear RDTE progvans when funds are required to
finance increased costs in other aveas or the same program year.

(b) No_exception to the $2,000,000 linitation can be made for

increascs."zgf

a. Above Threshold Funding: Above Threshold Funding involves a formal
yequest to Congress for the additional funds. Any such request must be
submitted through and spproved by 0SD. Funding requests going this voute
are often not approved fn o timely fashion secause of the slow approval
process by Congresa. They should be undersaken only az a last rvesore uwhen
several million dollars ave involved on an extremely high priority prograa,
The DASC will need o ensure that stgeng support has been gonerated theough-
out HQDA and OSD prior to inttiating ao Above Theesnold Reprograming
Bequest, oF there is hlgh likelihoed of tetluge even aftar espendituce ot
a manimum efioeg,

b, Below threshold Juwding:  theav age the eeprograning cftores io
Jhich the BASC will be eagagea igequently, clther in teylag to facgedse
hin propram's tunding ve proveat o deggedae ie funding to support gequests

top fumdiing ineteases ba othey progeams,  flauge 1.4 ausmsspizan ROIE
-
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reprograming limitations,

1a trying to increaée funding for a program the DASC should remember
that near the end of the old FY or the start of the new FY funds will
tsually becone available for reprograming due to failure to obligate all
funds in various programs. These funds can be reprogramed into the old FY
program elements. Since this occurs almost every year, the DASC should be
ready to make his case if additicnal funds are needed.

Tnere is often a Formal Decrement List created early in the current
year. This is a designation of potential sources of funds from approved
brograms to be transferred tou high priority programs should the need arise.
The programs listed on the Decrement List are usually rthe lower priority
programs. Funding can be obtained from~the Decrement Listing if required
by an ASARC decision, if the DASC can make the case to solve a critical
problem on his program, or to expedite a given phase. Funds may become
available at other times during the year also, such as funds to fulfill
inflation requirements, etc. Again, thezprogram priority, the ability of
the DASC to eliminate funding needs, and being prepared when the funds
become available are the keys to getting funds reprogramed. A PM may be
outstanding, but without proper funding his program will falter and
eventually fail. Therefore, a DASC with knowledge of when funds will
become available and an ability to get his fair share of those funds is an
invaluable, essential, part of the management team,

It is just as important for the DASC to anticipate when additicnal
funds are going to be required for other programs, and be prepared and
capable of defending his program against funding reductions. To assist in
mairing his case, the DASC should have a copy of the current PM spread

sheets with i{tems prioritized. Keep the program off the decrement list,
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or it is, by definition, extremely vulnerable to reduction, Shortage of
funds in a program means elimination of some of the tasks originally deemed
essential to successful develcpment., Extensive reductions will adversely
affect essential tasks, thereby !ncreasing the program risk and making the
program vulnerable to termination. Any budget or decrement exercise must
be approached as a matter of utmost importance and seriousness if the
program is important. If it isn't important, it should be terminated.
Failure in these exercises may well accomplish that end whether desired or
not.

One further thing which the DASC must remember in this area is that any
program which is reduced by Congress has, in effect, been capped and is not
eligible for any reprograming actions during the year in which the
Congressiocnal action applies. The only exceptions to this are when the
language in the authorization and appropriation legislation specifically
states that the reduction was made "witliout prejudice”" or that DoD does
have authority to internally reprogram into the specific program element if
so desired. Obtaining favorable language on potential Congressional
reductions should always be a final fall-back compromise pnsition by the
DASC in his reclama to Congress should all hope of getting funds reinstated
fail. Otherwise, his opticns in supporting the program fundwise are almost
non-existent during the year of the ceiling.

Even though the PPBS seems to be quite complicated, it is imperative
that the DASC learn this system thoroughly. ‘Through it fiows the life

blond of every program. Complete familiarity wiih PPBS can be a major asset

to the NASC in supporting the {und needs of his progran.




CHAPTER I11

DECISION MAKING

Decision making is extremely complex at the HQDA/QOSD level. It is, by
design, almost impossible to identify a single individual who makes any
given decision. Rule is normally by consensus. It seems as if every
effort is made to avoid confrontation and to accept compromises, many of
whizh may be undesirable or even unworkable, Hard decisions are often
avoided by delay or compromise. It is therefore imperative that a DASC
learu to be flexible in his actions without compromising important princi-
ples. "Important principles may and must be inflexible."22/ e must be
able to identify and achieve basic objectives, regardless of required
deviations or excursions. Expertise, planning, negotiatiom, tenacity, and
leverage are the key ingredients to success in this area.

Since decisions at the HQDA level are seldom, if ever made unilaterally
or in a vacuum, in depth analysis and thorough staff coordination are man-
datory. Coaversely, the gencration of an idea or paper which ultimately
lcads to a decision is normally best accomplished by one or two individ-
uals. The product of this individual effort, which may be called a
"stravman'", will probably be refined and/or modified {n the coordination
process. But the DASC must ensure that the basic meaning, intent, or idea
is aot changed, Hercein lies the challenge., Additional guidance on the
principles and policies of staff action is preseated in DA Memorandum
340-15, "0f{fice Management - Staff Action Proccss."gl/

L3

Chavactevistics of the Decislon Making Burgauccacy,

Although certatnly not an official HQDA position, there ave certain

chavacteristics which the author considers to be typlcal of the HQDAJOSD
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decision-making bureaucracy. A listing of such characteristics would
include:

1. Those with decision-making authority are relatively few.

2, Those who have (non-decision-making) authority but little or no
accountability are many.

3. Those who have opinions on actions leading to decisions are legion.

4, Participants change with actions, depending upon staff interest.

5. Relative impact of the various participants varies with the actioa.

6. On most actions, coordination is normally effected with a small,
common nucleus of participants.

7. The decision makers require as many facts as possible before they
can or will make a decision.

8. Facts must be objective, concise and clearly presented with all
sides of an issue addressed.

9. Conclusions and recommeadations must be supported by the facts of
the case.

10. A non-concurrence doesn't necessarily mean disapproval.

11. Staffing strategy of a controversial paper is extremely important.

12. The relative informality of DCSRDA provides a quick reaction
access to the decision makers when necessary.

Some DASCs view several of the character.stics listed above as hinder-
ances to the accomplishment of their mission. This certainly cam be true.
However, they might better be viecwed as challenges which can provide a
source of help and direction to the DASC. They will force the DASC to
look at all aspects of a problem, allow him to use the combiaed expertise
and experience of all those with whom the action must be coordimated, help

him to formalize and perfect his defense of the actiom, und provide
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assurance that the stated position or recommendation is defensible and
supported before it goes to the decision maker.

Another important :cspect of the coordination process is that individ-
uals may not necessaril oppose a program just because they question an
action or aspect of the program, or because they non-concur in the action.
This strategy is often used to force the DASC and PM to take a more
indepth, non-emotional look at their program and prepare strong, objective
rationale to support the particular point in question. It can also be used
as a vehicle or lever to persuade another staff element, outside agency, or
subordinate headquarters to readjust their position without appearing to
have been wrong. If the DASC and PM will accept questions in this manner,
and then get their homework done, it can often preempt much more serious
questions by OSD and Congress. For most new DASCs, this is one of the most
difficult lessons to learn. They will usually consider those who non-concur
or question actions as the enemy, and will either become emotional in their
defense or try to by-pass the problem area. Neither of these approaches is
acceptable, althodgh they may allow one to "win a battle while losing the
war," If a DASC does his job well, he will anticipate areas that can leud
to non-concurrences and take appropriate action to resolve them in his
favor before they actually materialize. Coordination from all key staff
elements is required for most critical actions. Concerns about a program
are somewhat similar to sores in that the longer they remain open and
unaddressed the more serious they can become, This means that sooner or
later the question must gither be answered satisfactorily for the doubters,
ov the program becomes vulnerable.

A third lesson one must learn quickly is to identify and understand

the responaibilities of cach staff section and to ensurc input from the
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{ appropriate section is strongly considered in preparing papers or staff
actions (e.g. ODTSLOG input for the logistics azinex of the DCP.) Without
seeking and including appropriate input in an action, a DASC aimost
invariably builds a delay into final approval of the action and creates a
high probability of trying to seiL an untenable position. Most staff
elements are very jealous c¢f their areas of responsibility, so a new DASC
certainly cannot afford to create problems for himself or his program by
inadvertantly or purposefully attempting to ucsurp responsibilities or
authority legally belonging to someone else, The penalty is too high.

; Regardless of how difficult or painful the experience may be, the DASC

! must find out who is responsible for a given area, get their thinking aid

i address that input in the action if at all possible. AR 10-5, "Organization

; and Functions, Department of the Army,'" is must reading for the new DASC

! ' along these lines,

A review of the characteristics of the decision-making bureaucracy
listed above is best accomplished by considering them from three different
aspects. One aspect concerns the participants involved, another the know-
ledge required, and the third the mechanics used.

Participants in the Decisi.n Making Bureaucracy.

In preparing an action for approval by one of the decision-makers, the
DASC must ensure that his preparation is thorough, objective, and adheres
to the decision-maker's guidance., The DASC should exert maximum effort to

discover any hiddeu pitfalls, and to anticipate problems in an effort to

prevent the decision-maker from being .urprised. The decision-maker is

extremely busy, and normally will aeed to spend winimal time on any oue
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( action., Therefore, the action must be presented accurately, clearly, and

concisely, with the recommendaticns being a logical and supportable
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derivative of the facts and conclusions. Care must be taken to ensure

that approval of the action does not infringe upon the responsibilities of
another staff element. During the coordination process the DASC must
ensure that coordination is effected witii all staff elements that have an
interest in the action. Appropriate efforts must be made to resolve issues
or non-concurrences before the action goes to the decision-maker for
approval.

Most actions require a relatively fast response. If the assigned
suspense cannot be met, the DASC should take appropriate steps to have it
adjusted to a later date well before the original suspense date, and notify
all intermediate points of document control within DCSRDA. This can
preclud: an unnecessary crisis because someone thinks a suspense has been
missed. In conjunction with this, the DASC should understand that
although he is responsible for bringing together facts for a decision, all
data is not completely correct. Usually, the shorter the suspense, the
more probable that incorrect data is likely to be used. This obviously
causes tne end product to be somewhat less credible. Therefore, the
degree of credibility of information supporting an action should be coaveyed
to the decision-maker prior to the decision.

There are some key participants in the management team with whom the
DASC must establish a strong, effective, dependable working relationship.
These people will be involved in most actions affecting his program. They
include, as a minimum, the PM, the FISO, and the DASC's counterparts in
ASA(RM), USDRE, and HQ DARCOM. This group represents views from the
developer, the user, the Army Secretariat and OSD with indepth insight into
the techaical, operational, management, and political aspects of the %

program. Each can apply leverage in a different manner and to different 1
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problem arcas in the coordination process. A strong, unified position by
these participants on a given action can do much to preempt problems during
the coordination process. Each member of this group should actively
participate during formulation of an action if possible, in order to
establish a strong, defensible "strawman' that requires minimum refinement.
The relationship within this group must be open, informal and candid; one
that is rooted in mutual respect. This group should form the nucleus of
the DASC's confidents from whom he receives advice and support. For ease
of future reference in this paper, this group will be referred to as the
"key group".

Even though the key group may form the common nucleus of participants
for most actions, different participants may play key roles {or selected
actions. This depends upon the nature of the action and the coacern of
the participant. For example, OTEA may be a key participant on an action
involving a test issue, but not be a participant at all on an action
involving a management issue of the program, whereas the FISO would
probably be a key participant {in both instances due to strong program
interest by DCSOPS. On the big actions, where many issues are merged,
such as coordination of a DCP, many participants become key due to the
roquirement for total coordination. A non-concurrence here, caused by
tailure to resolve an issue, could lead to resolution by the VCSA, with a
lower probability of the DASC achieving his objective i{ the issue or uwon-
concurring staff clement has been by-passed up to this point in the
development process. Beware of short cuts on difiicull issues, because
they have a habit of coming back . haunt you.

When staffing a paper a DASC should recognize that some of the parti-

cipant. in the procuss have extensive knowledge in a very limited avea,
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They may or may not be knowledgeable of the implications of their concern
on the soldier who needs the system or of the funding implications

required to support their preferred alternative. Often they do not care,
They may lack a sense of urgency or objectiveness, and will quite
frequently lean strongly on regulations to support their position. They
will be eager to press an issue 1f they detect weakness in logic oz resolve
by the DASC, but will probably withdraw quickly if their position appears
untenazble. All have advice to give and want their time in the sun. The
wise DASC will recognize this and be prepared. He should have a thoroughly
prepared case, based on logic and rationalism rather than emoticnalism. A
basic understanding of at least the principles of operations research are
invaluable in averting major problems with this type participant. Don't
underestimate or take these people too lightly. It could be fatal to the
action or program.

Knowledge Required in the Decision Making Bureaucracy.

During the formulation phase of an action, the DASC should discuss the
idea(s) with the PM and his counterparts in other staff elements. This
allows him to get their input, to understand their thinking, to begin
selling his positioa, to explore alternative ideas and staffing strategles,
and to adjust his original plan for presentatioa and coordination of the
action Lf appropriate. These discussions may be accomplisied using either
phone calls or informal meetings, depending upon the time available. The
information being used must be reviewed for accuracy, considering agaia
probablo questions, credibility of the response, and time available.
Adherence to guidance, accuracy,.integrity and conciseness are of para-
mount importance. The DASC is expected to be completely knowledgeable of

all aspects of the action, and able to clearly and forcibly explaian the
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| need for, or rationale behind, the action on very short notice. He must
also establish very ecarly the basic objectives of the action which cannot
be compromised during staffing., He skould get agrecement on these as o
minimum from the key group before staffing begins.

Following the action's formulation phase, formal staff coordinatjon
must be ceompleted expeditiously, with resolution of issues beiuy completed
prior to prescntation of the action for approval. The DASC must be able
to ferret out concerns carly and resolve them if possible. He should not
make unnecessary compromises to avoid a non-concurrence, but must have
strong rationale to justify his position. Reasonable suspensec dates that
can be justified should be established when coordination begins. The DASC
must then enforce the suspense dates, maintaining a sense »f urgency. 1f
a staff clement does not agree with the action, the nou-cyncurrence should
be required in writing by the suspense date. 1f the non-concurrence is
not withdrawn, vresolution will be effected at the lowest possible level iun
the decision chaia. The DASC's boss should be advised early about any
probable non-concurrence, the reasons for the noa-concurvence and alterna-
tive courses of action, with the ram{fications of each alternative,
Strength of position on the issue, justification of the non-concurrence,
peiovity of the action and the personalities favolved will all have an
{mpact on how and where the issue will be vezolved and the aceion
completed. ‘tThe DASC muat remain impevsonal duving this process.
Emotionalise will deevcase tha chances of favorvable resolutiocns. OSuccess
often depands upen flexibility, iagenuity, and a willingaess to ¢ompronise
unimportant points {a order t¢ avrive at a workable solutioa. A key te
success vhen this happons (e to kaup looking for a workable solution uatil

one is found., Conversely, the DASC must be prepared to subait non-coacur-
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rences on actions being coordinated with him {f it is justified.

When faced with objections c¢r non-concurrences, a8 DASC has three
alternatives. These sre: (1) to attempt to resolve the objection or
non-concurrence through compromise; (2) stand fast on his position and
escalate the {ssue for resolution by higher authority; or (3) disregard
the issue. As discussed earlier, the latter approach is usually couanter-
productive. The second approach should be reserved for critical decisions.
I1f the first approach is used, the DASC must be able to evaluate the
validity of the objection, the credibility of the source of the objection,
and understand the degree of the threat to the program. The threat varies
depending on these other factors.

In depth knowledge of all aspects of the program is usually the best
preparation for judging the validity of an cbjection. Knowledge of staff
responsibilities, and the individual personalities involved is a key to
evaluating credibility of the source of the objection. Ccnsideration of
political ramifications oé the objection and of alternatives, combined with
thorough knowledge of the program is the best preparation for assessing the
threat of the objectioa to the program. The DASC may waat to call on
members of the key group to assist kim in these evaluations. Ouce this is
accomplished, he can thea begia to understand the mesnings and impact of
the objections or noa-concurrences.

The aext step i3 to determine how snd when tv couster the chiection.
Tioing i usually quite important, wich immediate attack often being moet
desirvable. But it is prudent to assess the degree and rveliadility of
support for the action before lnitfating the counter. The DASC rhould
oace again verify chat his positioca is e0lid awd defensidle, evea though

this shoula have been firmly cstablished az faitiatica of the actioa. It
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{s usually best to wargame the strategy with the PM, other members of the
key group, and his boss before making a firm decision on the counter
strategy. This is another instance where the informality of DCSRDA 1is of
definite advantage in getting guidance for the test course of action.
Whatever course is pursued, it is advisable that an alternative be
selected for compromise which will give the other side the optioa for a
face-gsaving withdrawal. This may enhance the chances for success,

Mechanics Used in the Decision Msking Bureaucracy.

There are several methods which are used to obstruct or delay actioas
and programs. The DASC needs to recogpize when these are being used
against him, and perhaps he may need to use them himself cn occasioa.
These methods include delay or noa-coacurrence of a staff action, insuf-
ficient priority, inadequate funding, lack of a firm requiremeant, failure
to satisfy the requirement, technical objections, failure to comply with
regulations, delay in a support study or documentation or unwilliugness ’.o
press an issue against oppositioan.

All of the above methods of obatruction can be couatered. Whea an
action is teing delayed, identify the locatioa of the prassure point aad
apply leverage at that point to relieve the obstruction. Thii requires
sooe experience and a thorough kunowladge of the personalities {avolved and
of the system. The noa-concurreace is explained above. Insufficiecat
priovity i3 a user respoasibility, although OSD can direct work oa a
progran vithout user support until feasibility is determimed. Inadequate
fundiag ir a fuactioa of priority snd the abilicy of the DASC to justify a
progran. If a progras faile to satisfy a requiremeat, that rvequiremeat can
be uvaived or changed if the user so elects. Techaicel objectiocas caa de

varied, aod are contered in verious vays using either techaical ov
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operational approaches. Regulations are written at HQDA and can be waived
or changed if it is in the best interest of the Army. They are oanly guides,
not unrepealable laws. Delay in a support study or documentation is,

again, a matter of ldentifying the proper pressure point and using the
right leverage to eliminate the delay. The leverage may be a phone call,

a back-channel, a directive, additional funding, or some other factor.
Unwillingness to press an issue against opposition may dictate replacement
of the action officer involved in order to get some action if the program
has adequate poteatial to the Army.

The important thing for the DASC to remember im this eatire process is
to work within the bureaucracy and to make it work for him. Doa't try to
fight the system - fight within the syutem. It is best to keep an audit
trall, not to »rotect yourself, but o that you have a pcint of reference,
and your veplacemeat can learn the history of the program more easily.
Maximum use of activity reports is a simnle, informal methed of making
this trail. Eansure that information f{s trausmitted vertically and
laterally in a timely wanner, especially to the key group. Don't allow
any surprises to occur here, and keep all surprises to a minimum.

Remember that regulationa and divectives are merely guidelines which can
aad should be changed if appropriate.

Just as in any other activity, proficiency ia the performance of a
DASC requires proficieacy io staff procedures aand a thorough kaowledge of
cavironzent and persocalities with vhoa oce deals. The ocaly way these can
be attained aad perfected is through practice. Doa't hesitate co handle a
staff actica or pateicipate oa a etudy advisory group or study panal.

These experiences ave invaluadble, and za esseatial part of the 2ASC's

education. Whassver assigned to oae of chese activities, glean just as
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much information from the experience as possible through active
participation. 1t will ser-: in good stead later on. Through the entire
process, strive to keep ca open, inquiring mind and remain flexible.

Tools of the DASC.

The DASC has several personal and bureaucratic tools at his disposal te
enable him co work effectively within the bureaucracy. The personal tools
of expertise avd credibility, each of which is composed of several factors,
are discussed as separate chapters later in this paper. Howcvet; there are
threc other personal abilities which the DASC must have if he is to perform
at an effective level. These are the ability to express himself clearly,
concisely and pursuasively in writing on very short notice, rhe ability to
speak articulately, persuasively and with authority o« very short notice,
and posscssion of the perserverance or tenacity to bring a job ta succdss-
tul completion in the face of very severc obstacles.  These attributes ave
wncluded within the credibility section, but arc important encugh to be
recemphaeized here as well.

The burcaucratic tools include the items (discussed above under
mechanics, such as program priovity, funding, regulations/direceives zad
ataffing procedures. The DASC must become adept at using these iteams to
his advantage. His pavticipation on study and advisovy groups and pranis
is a very effective tool, {f properiy used, to idontify and preeapt
potertict vrotlews bofore they gecue. The most imporeant tool he has,
however, ie his position a8 a member of the HQDA 8z4ff. Ia thig positieu
the DASC's respoasibilicies tuclude: preparing and justifying prograa
fuadiay regussts t» HIDN, OSD and Congress, pruparviay various types of

correspoadence for approval and dispatch to Coageass, OSb, other statf

elements, and suboediaaze headquartave; tecosmndiag studics op ochey
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actions necessary to support a program or a requirement; recommending
suspense dates for receipt of actions by HQDA; recommending and organizing
reviews of salected prr,T._ 2spects or issues by panels of outside experts;
recommending special reviews of selected items by HQDA; and influencing the
amount of "help" or guidance the PM receives at a given point in time. His
position at HQDA also proviiles the DASC an opportunity to receive informa-
tion from many sources in 2 timely manzer., If he learns to properly
collate this information, he should be in a position of Leing able to
predict what will occur, and then be prepared to use the event to the
advantage of his program. Judicious and timely discussion of this
information, especially with members of the key group and the boss can be
very productive. By selective and skillful use of the many tools available
to him, the DASC can make the bureaucracy work for him and his program.

Failure to master the use of these tools results in many frustrations and

probable fail .re,

ASARC/DSAR™ ?rocess.

In addition to the normal decision making process in which the DASC
participates daily, his program will also be subject to a much more formal
decision making process. "The top managers of the Army will participate
personally in making face-to-face decisions on major acquisition programs.
The Army Systems Acquisition Review Council (ASARC) is the forum for such
decisions . . . . The ASARC process complements the DSARC ptocess."gﬁ/

Army programs achieve major status whean ". . . designated by the
Secretary of Defense as major system acquisition programs. This designation
shall be determined on the recommendations of the (Secretary of the Army)
and 08D officials. System programs involving an anticipated cost of $75

million in vesearch, development, test and evaluation (RDTSE) or $300
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million in production shall be considered for designation as major system
acquisitions. The management of system programs not designated as major
system acquis. . will be guided by the provisions of this Directive."25/
"The system acquisition process is a sequence of specified phases of
program activity and decision events directed to the achievement of estab-
lished program objectives in the acquisition of Defense systems. The
process is initiated with the approval of the mission need and extends
through successful completion of development, production and deployment of
the Defense system or termination of the program."gé/
The four separate phases of progran activity are:

"Milestone O - Program Initiation Decision

Conceptual Phase during which solutions are identified and explored

and solution concepts to a mission need, usually through the use of con-
tracts with competent industry and educational iunstitutions. The outputs
are candidate solutions and their characteristics (estimated cost, schedule,
performance and support parameters/concepts).

Milestone 1 - Demonstration and Validation Decision

Demonstration and Validation Phase is the period when selected

alternatives are refinad through extensive study and analyses, hardware
development, test and evaluation. The objective is to validate the selected
solution(s) and provide the basis for determining whether or not to proceed
into the next pharne.

Milestone II - Full-Scale Engineering Development Decision

Full-Scale Engineering Development is the period when the system/

equipment and the principle items nocestary for its support are designed,

fabricated, tested and evaluated. The intended output is, as a minizm, a
pre-production system which closely approximates the final product, the
documentation necessary to enter the production phase and thae test resu’w:

which demonstrate that the production product will meet stated requirements,
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This phase may also include procurement of long lead production items and
limited production for operational test and evaluation.
Milestone 111 - Production and Deployment Decision

Production Phase which starts with production approval until the

last system/equipment is delivered and accepted. It includes the produc-
tion of all principle and support equipment.

Deployment Phase which is the period beginning with the user's

acceptance of the first operational article and extending until the system
is pnased out of the inventory. The Deployment Phase overlaps the
Production Phase."2l/ See Figure 3-1 for a graphical display of the
acquisition process.

Milestone i, IT and III require ASARC/DSARC decisicns which either
terminates the program or provide approval for it to proceed. They are
extvemely critical eveants in the system acquisition process of a system
tnat require extensive effort and preparation by the DASC and PM., The
DASC has the pw.inciple responsibility on the Army Stuff to prepare his
system for ASARC/DSARC reviews. These efforts can be divided into three
distinct phases: 1. Prior to the ASARC review; 2. ASARC review through
DSARC review; and 3. Post DSARC review. This paper will discuss some of
the principle DASC activities during each of these phases.

1. Prior to the ASARC review:

The DCSRDA SRAO {s responsible for administrative matters pertaia-
ing to the ASARC teview.gg/ These administrative matters will include
preparation of: ". . . a guidance memorandum/letter to all interested
agencies for DCSRDA approval and signature which outlires the major i{ssues
and information needs which must be addressed to bring a system to ASARC/

DSARC; . . . a coordinated plan of action ("game plan") for the period
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immediately prior to a scheduled ASARC that will provide for the timely
execution of those tasks necessary to bring a syscem to ASARC . . . and

. perform a continuous review of the plan to ascertain its status and
the system's readiness to proceed to AsArc,"23/

The guidance memorandum and "game plan", which are prepared about one
vear prior to the ASARC meeting, are extremely important documents to
successful ASARC/DSARC review preparation because they prescribe the "road
map" to be followed to the ASARC review. Althcugh SRAO has responsibility
for their puBlication, the DASC, in conjunction with the PM, provides most
of the input and actively participates in the preparation of each document.
The DASC and SRAO representative prepare the initial draft of the "game

' plan". 1t is important that it include: (1) dates for the ASARC and

DSARC reviews; (2) program alternatives; (3) management issues; (4) tasking
for all information requirements; (5) suspense dates for all taskings; aad
(6) designation of all appropriate participants. The selection and pre-
paration of appropriate management issues and viable program alternatives
are of crictical concern, because they often determine the direction of the
program. It is imperative that the DASC and PM have done their howework
thoroughly {a this area, and include all viable alternatives so that
alternatives are not invented at the ASARC table. However, they ahould

ot allow iaclusion of improper or ircelevant issues or alcernatives in
these documenta. The DASC must aleo easure that informal coorsimation of
the “game plan" ie made at this time with his counterparts {n ASA(RDA) aad
USDRE. This “game plan" sets the stege for an OSD-DA staff planaling
eeetiang which occurs eix moaths later. Failure vo odtain informal USDRE ;
“gaze plan" agreesent st this tioa may result {a significant redirectioa

followtag the OSD-DA staif planning amseting.

O R T

3-17

S —-

o _ = —— s




Although SRAO is responsible for preparation and continual review of
the "game plan", the DASC 1s responsible for its timely execution. One of
his most important tools in execution of this "game plan" is an ASARC Ad
Hoc Working Group (AAHWG). At the time initial preparation of the ''game
plan" begins, the DASC prepares a tasking for the formation of this AAHWG.
Its members will include representatives from the Office of the Deputy
Under Secretary of the Army for Operations Research {ODUSA(OR)), OASA(RDA),
most major HQDA staff elements, OTEA, TRADOC, DARCOM, SRAO and the PM. The
DASC is the chairman. This tasking must be coordinated and approved by tha
DASC's Director prior to diépatch. It will include the date, place, and
time of the first meeting. This should be very socon after the initial
draft of the "game plan" is finished.

The DASC must secure active participation by all members of the AAHWG
to engure compliance with the "game plan". His ability to do this is a
function of many things, the most important of which is his credibility,
as discussed in Chapter V. A useful technique is for the DASC to distribute
a memorandun for record following each AANWG meeting iadicating who will do
what by when. The “game plan" will be reviewed and discussed at the firat
meeting of the AAHWG. After the meeting, it is revised as appropriate,
staffed, approved aud dispatched. The i{mportant point here is that the
AAIDIC oust review and coament on the “game plan" before staffing so that
their viouws have bean considered, aand they have participated in the pre-
paration of the “game plan”. This vwill make the plan stroanger ind more
seaningful, speed up the coordination/staffing process, and provide a
velatively high assurance of coopliance. It is also very important that
the DASC call regular moathly maetings of the AAMNG to keep all mambers

informed on progress of various taskings, to keep the members iavolved in

) A e
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the ASARC review preparatlon, to address and resolve issues, and to make
required adjustments to the 'game plan”. The forum which the AAHWG
provides [or presenting, understanding, and resolution of issues is
extremely important to the DASC and the PM in formulating and refining
ASARC review and program strategy as the ASARC meeting approaches. The
DASC must cnsure this forum is, and remains, onc of openness and candor
where the various members are not reluctant to express their views and/or
concerns. There will be honest, sometimes unresolvable differences between
members of the AAING which will be clearly defined for the decision makers.
However, this group must foster a spirit of teamwork rather than an
advocate-adversary atmosphere if it is to retaia its viability.

Leadership of the AAHWG may provide a severe challenge to the DASC,
but its potential utility in the ASARC revicew preparation process certainly
justifies acceptance of this challenge. The challenge can be significantly
reduced if the DASC and the SRAQ represencative will work together as a team
rather than as antagonists, The DASC needs advice from SRAO, and SRAO needs
{nformation frowm the DASC and PM. If timely communication by either party
to satisfy these needs, including requested rationale, is not effected, it
can cause sevious, unnecessary problems which may severely impact on the
DASC, the SRAO representative, and the program. When differences avise, ft
is important to vemembar that both the DASC and SRAO are vesponsible to
assist in satisfying the most important nceds of the Army in a tiwmely
maaner, rezavdless -f individual pevspoctives. Retusal or imabilicy to
communicate, particularly on differcuces, does not lead to accomplishment
of this mission, d

For the DASC, the critical path te successiul ASARC/DIALL reviews

includes timely complaetion and statiing of swierdl documeats,  Impovtaat

i
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items on this path usually include the Cost and Operational Effectiveness
Analysis (COEA), the Baseline Cost Estimate (BCE), the Independent Para-
metric Cost Estimate (IPCE), the Outline Development Plan (ODE) or
Development Plan (DP) (being renamed Outline Acquisition Plan and Acquisi-
tion Plan) depending upon milestone, test reports and independent evalua-
tions of development testing (DT) and operational testing (OT). The DASC
should use the AAHWG to monitor progress and apply pressure as required on
completion of the BCE, LPCE, DP, test veports, and independent evaluations
of DT and OT. He must not allow thuse to slip., He can influence completion
and timely submission of the COEA through his membership on the COCA Study
Advisory Group (SAG), and with related discussions by the AAHWG. ‘The FISO
has HQDA staflfing responsibility for the COEA, but the VASC may nced to
assist him through AAHWG discussions or reviews.

Items on the ASARC review critical path which are of most concern to
the DASC include the COEA, the Materiel o stem Requirement Specification
(MSRS) and the Decision Coordination Paper (DCP). The latter two require
significant persunal involvement by the DASC for successful completion:

(a) MSRS - The MSRS defines in detail, for the costers, each of the
ASARC review alternatives, It requlres siganificant {nput from both the
PHMO and the usev, Preparation {s tlme consuming and difficult, However,
it should provide the theead of consistency through which all cost studias
can be updated. Tho DASC must present the MS8RS to a meetiog of ASARC
represcatatives chalved by the Divector, SRAO, at least six smoaths betore
the ASARL review,  The DASY should have the AAEWC roview and revise the
MSRS as nucessary beloxe presentation to the mesting o ASARC peprescutas .
tives for approval. [uformation contained in the MSRE {8 essential in

preparation of the BCE aad TPCE,  Theae studivs aee time consuning and
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have very rigid time requirements. Consequentiy, failure to obtain MSRS
approval at the six months deadline will probably cause a delay in the
ASARC review.

(b) DCP: An OSD-DA staff planning meeting is required four to six
months prior to the DSARC review to approve a DCP outline and the items of
the "game plan" outlined above. A "For Comment' copy of the DCP must then
be submitied to USDRE two months prior to the ASARC review,39/ 1f the DASC
1s to influence the outcome of the OSD-DA staff planning meeting and submit
the "For Comment" version of the DCP to OSD on time, ;reparation of the DCP
must begin very soon after issuance of the "game plan". The PM has
respoasibility for initial preparation and submission of the DCP to HQDA.
The DASC must then coordinate {t with all major staff elements of HQDA,
revising as appropriate, and submit it to USDRE.

From a practical standpoint, the DASC needs to have a rough draft copy
of the DCP provided informally to him at least six to seven months before
the ASARC. He also needs to schedule the OSD-DA staff planning meeting
four and one-half to five months before the ASARC, (See figure 3-2)

This schedule would then allow approximately ome month to {ncorporate HQDA
guidance into the rough draft. This would be done informally by the BASC,
FISO, and represeatatives from SRAQ, ASA(RDA) and PMO. They should be
particularly coacerned with tha scetions on mauagoment issues, aiternatives,
NATO Staandardization aand thresholde in this faitial review. Oace a coa-
gensus has been arvived at here, the DASC should then informally discuss

the rough drafe DCP with kLia counterpart ian USDRE to get his guidance and
to establish a position for the OSD-DA scaff planaing mewting. the

proposed schedule allows tuo weeks for chis phase. It Ls preémature to

discuss cho drafc DCP with the AAMKG at this time. After the OSD-Da scafs
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planning meeting, all comments and guidaace should immediately be given to
the PM informally. The guidance {s then also transmitted through formal
channels, {ncluding verification of a suspense date for the DCP to be at
HQDA. This allows the PM about two months to make revisions and complete
staffing through DARCOM. During this two month period the PM may want the
AAHWG to informally review the draft DCP.

When the "For Comment" draft of the DCP formally arrives at HQDA, the
DASC will begin coordination immediately. The AAHWG will need to help on
this, because he will have only two or three weeks to get the DCP to USDRE.
That means all concerns should be resolved before the DCP arrives at HQDA.
The only alternative i3 to require the DCP earliex, which may not be very
practical. Two weeks after formal transmittal to USDRE, the DCP will be
returned to HQDA with the OSD and 0JCS comments. These will have to be
incovporated by the DASC. The DCP should then be reviewed by the AAMNG
before the ASARC preliminary review, although the tight schedule may pre-
clude this. Additional guidance may be given at the ASARC preliminary
reviev. If 8o the DASC will also incorporate this guidance into the DCP
and have the AAHWG review che product as the initiation of HQDA staffing.

This DCP has now hecome the “For Coordipation" draft. Sctaffing should
be couplets and the revised DCP provided to all ASARC principals oae week
befare the ASARC veview. Assuming the ASARC preliminary review i ore
moath before the ASARC meeting, there are oaly three weeks to couplete the
required sLaffing.

In addition to staffing documeats, the DASC must coatinually be oa the
wove ferreting out coaceruns and asststiang the PH to finaliziog the ASARC
reviev strategy. The DASC should, at the PM's request, arvange for the P :

€0 give prelimfasry briefings to each ASARC and DSARC priocipal. tha %
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ASARC principals can be briefed either betore or atter the ASARC
preliminary veview, Bricefinga of DSARC principals shiould he after the
ASARC preliminary revicw and perhaps even after the ASARC roview, deprunding
on program stability. This allows all principals to becor» familiar with
the proaram, and to cxpress any concerns they may huve. [+ also provides
an apportunity to give the princioals tiue true progran plcture, ag seen by
the PM, without modification by a staf{cy ad it alve, i PM and DASC time
to research any new questions or fssucs which miy arise. These briefings
can be very important tu ensuriag that the ASARC and DSARC reviews are
successful,

sother item of cencern to the DASC betore the ASART roview is the
ASARC preliminary review. The ASARC Eaccutive Secrotary ulll ensure
attendance of ASARC representatives at the preliminary review., The purpese
of the ASALC preliminary review {s to review the prescentatiouns, and to
assess the degree of readiness for the ASARC meeting, [t also provides an
opportunity to review affordability of the program, which secms to be
growing wore {mportant. Timing of the ASARC preliminary review is {mportant.
Twenty to thirty days between the preliminary review and the ASARC is bhighly
desirable. This provides adequate time to complete necessary staffing and
to make adjumtmentas for problems apising at the ASARC proelimimary review.
Leas thaa 20 days {ucreases risk of {ncomplete ASARC peview prepavation,
More than 30 days tends to vequire updating of the presentatioans due to
changes oecureitn tn the progras, or o3y gause sehedule delays,

Theve s a teadency to overlook the impogtanes of thy procurement

tundieg profile and the procuremcat purchase aand dellvery protiles ie ?

ASARC review peepavdation, The DASC rmust cheek thede gloscly, as well as
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the suthorized acquisition objective (AAO). He must know tho components

of the AAO and ensure it is based on an updated Basis of Issue Plaa (BOIP).
The BOIP is a FISO responsibility. The DASC should encourage an innovative
procurement profile, but ome that {s defensible. He must be familiar with
the leades-follower concept and other methods of incorporating competition
into the procurcment program. If it {s an ASARC III review, he must

ensure the PM has viable alternatives. perhaps even including a product
improvement po:go0sal (PIP) for an item in the field should costs of the
develupment system become prohibitive. Remember that crst will be a major
factor in the final ASARC decision.

The DASC is required to present several briefings to selected ASARC
principals prior to the ASARC review. These are scrlled out in ODCSRDA
Rag 15-14. All are important aad require thorough preperation.

2. ASARC review through DSAKRC review: The DASC must ensure that he
has a seat at the ASARC presentation. Seat ussigaoments are made by SRAO.
He should have 4 book of all pertineat program facts indexed to allow quick
veference {f required. However, he should have the key program facts, and
an uaderstanding of how they were derived, thoroughly memorized and availa-
ble for ilastant recall. The DASC may not be called oa to answer aay
questions, or it may not ba appropriate for him to make any coements.
However, very oftey he will be required to answer a questioa ou to give a
brief background on somé item, #0 he =wat be ready. A verbal answer uwhen
ngeded during the maeting canq eliminate the aded for a paper after the
aeeting, or may evea eliminste a poceatial isgve. The BASC wmay aliéo
provide upitten commants or {aformatioa tc his director duriag the ASARC

ngeting, which gay help to resolve ao tssue that artses. If cha DASC has

téquired ionformation, he must easure that it Ls appropriately provided in




{ a timcly manner. After the ASARC meeting may be too late.
During the ASARC meeting gui'ance will be given on some required

changes to the DCP. As a minfimum, these will involve the alternatives and

possibly management issues. The DASC is responsible for making these
changes, getting the DCP coordinated and submitted through formal channels
to the Defense Acquisition Executive and all members and DSARC roview
paerticipants 15 working days prior to the DSARC meeting.il/ There will be
times when this period may be diffecent than specified in the directive,
depending upon when the DSARC review is acheduled. The DASC should
provide copies of the “For Coordination” draft of the DCP inforwally to
his counterpart in USDRE as soon as it is revised and whilec staffing is
ongoing. 1t may even be necessary to provide him one informally before
the ASARC revicw, particu. if the program {s relatively stabl: or the
ASARC and DSARC reviews &. < eduled closc to cach other (less than 30
days).

A third important functios the DASC has during this period is to pre-
bricf the Deputy USDRE for Test and Evaluation (DUSDRE(T&E)) in OSD. This may
be satisficd with a briefing by the PM, depending upaa the prefevences of
the DUSDRE(T&E) and the PM. The WASC must ensure that this requircmeat is
satisfled and that aay other DSARC members who should be briefed ave givea
bricfings. It is importaat -hat attempts be mada to resolve aay iusues
outstanding, and rhat o= much program support d4s pussible be generated
before the DSABC meeting., The DASC must know the OSD pusiticues oa the
various issues ond work with the BM in an attcupt to modify them if they
coaflice with the DA position. Re must keep his bose iaformad of thase
positives and aay chaages to thea,

The BASC must 3leo easure that the selected alternative is affoedsble
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ard will be supported by the Army in the budget. There is a major dis-
connect between the ASARC/DSARC process and the PPBS process. Approval by
the ASARC and DSARC does not necessarily mean that the program will be
funded to support the selected alternative. This is a major responsibility
of the DASC. He must ensure throughout both processes that the preferred
frmy altevnative is funded in the r¥YDP and that the Army selects the
alcernative for which it has budgeted, or that the decision makers at the
ASARC/DSARC reviews are aware of ‘any differences before they make a
decision. This is one of the reasons it is so importamt that the DASC and
PM be deeply involved in the preparation of the "game plan" and the
guidance memorandum a yeavr before the ASARC meeting. They can have a
major impact on program strategy, regardless of decisions made at the
ASARC/DSARC reviews. If the ASARC/DSARC decisions require $2 million or
more over the approved budget in either the current year or the budget
year, it will mean going to Congress with a request for additional funds.
Evea if these are approved, a program delay ofien ensues because of the
time required for'épproval. The DASC really has to work the funding
problem hard.

There will be some pre-briefs for the DSARC review for which the DASC f
is required to make administrative preparations. This is not a major '
requirement, but it is one which could cause embarrassing problems if not
handled properly.

3. Post DSARC review,

The DASC may or may not be able to get a seat at the DSARC review. He
should try. If he fails, he must discuss the DSARC meeting in detail with
his boss and his counterparts in USDRE and OASA(RDA) to enmsure that he !

understands the guldance given. It will be his responsibility to ensure

FETHCNI RPN
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that DA complies with this guidance.

Within 30 days after the approved DCP is signed by the SECDEF, it must
be revised incorporating the SECDEF direction. The DASC is responsible
for this revision. He should get a copy of the: DC? and the action memo-
randum informally from his counterpart in USDRE as soon as they are signed
;o he can begin revision. Otherwise he may not be able to meet the 30 day
suspense due to administrative delays in receipt of the document. Once
the DCP is revised and staffed, it is distributed. It now constitutes a
contract between DA and OSD oa the future program direction. The DASC has

to continue to monitor the program to ensure that DA abides by this

contract.
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CHAPTER IV

PROGRAM EXPERTISE

Program expertise is one of the DASC's most important tools, This
expertise lies in the technical, operational, management, status and
related programs areas. The DASC is the Army expert on his program in
Washington, D. C. He will be required to respond to questions and/or
issues in each of the above areas on very short notice or on an immediate
reaction basis. The speed, accuracy and authority with which the answer
is supplied often has a major impact on how effectively a program
progresses, or how severely it is challenged from within the bureaucracy.
It zan also significantly influence the number of responses which the PM
must make to justify or defend his program at DA and OSD.

System Capabilities and Characteristics.

The DASC must know the critical performance capabilities and charac-
teristics of his system and the relative importance of each. These may
include such performance parameters as range, accuracy, speed, etc. which
are essential to successful mission accomplishment of the system. Even
though he should have fact sheets and a grab and run book with this
information itemized and tabbed, he must also have the parameters memo-
rized so as to be able to respond immediately to questions about them.

It is important that the DASC have a working knowledge of the techni-
cal language and general technical principles applicable to his system.
With this basic knowledge, the DASC will be in the position of being able

to explain in laymar's language how the system functions, what factors are

most likely to enhance or degrade system performance, and to understand

the potential impact of proposed hardware changes on system performance.
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Many recommendations made by the DASC concerning management issues are
based at least in part on his technical understanding of the program.
Obviously, a basic technical understanding of the program should be bene-
ficial in these instances., However, he cannot and should not be the
primary technical authority oa the system, nor should he become involved
with the technical minutia or trivia of the program.

There will be meetings or program reviews, often participated in by
contractor personnel, where the technical characteristics and their
impact on operational performance will be the primary subject. The DASC
may be called upon to make recommendations concerning a proposed system
modification or perhaps he will discuss with outside contractors alternate
approaches of achieving comparable operational results. In both these
instances it 1s imperative that the DASC have a basic understanding of the
technical principles involved in order to comment intelligently and to
keep the contractor honest in his presentations,

These meetings and reviews provide perfect learning situations for the
DASC as long as he is willing to ask questions in any area not fully
understood. The contractor personnel are usually quite competent techni-
cally, are normally willing to explain a question, and quite often are
very gooc at doing so. There i no excuse for one not understanding a
concept or technology if that person doesn't ask any questions coacerning
the concept or technology.

There may be other times when the DASC may need to explain a concept
of which he is unsure. If so, he should not hesitate to discuss the
concept with technical experts on the DA staff or Secretariat, or request

assistance from the technical experts in the project manager's office or

from the contractor. However, it is usually prudent to cross check
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contractor techonical presentations with a competent government authority
until the DASC is satisfied with the contractor's credibility and
intepricy.,

A third way to inccease one's technical cxpertise is to request that a
technical expert in a given area provide required briefings in that area,
and then attend the briefing as an observer. This allows une Lo increase
technical knowledge about the system and to become familiar with the type
of questions that will be asked about the system.

In addition to the verbal tecunical upgrading methcas, the DASC may
also want to use some basic text books or technical literature to improve
his knowledge or understanding of a given techrnulogy area. If so, the
Army Library in the "A" Ring of the first floor ¢! the Pentagen contains
excellent sources of written material on most technologles. This is
easily accessible to the DASC.

A final way in which the DASC may increase his techaical expartise is
to discuss/review related programs, determine the strong and weak points
of those programs, how the system has performed under different conditions,
and why., I1f the techonology is effective, determine whether it would be
varthvhile to apply some aspect of {t to his program, Perhaps a key
attribute for a DASC to have in this avea is a continual thirvst for know-
ladge, He should never be satisfied with his current intormation base.
Technology 1s udvancing so rapildly that failure to continually upgrade
his knowledge results in obsolescence. This the DASC cannot aiford, ;

Operational and Orvganizational Concepts,

Although DCSOPS has DA responsibility to monitor and approve require-

ments, au effective DASC must be at loast as knowladgeable of the need aand

operational aspucts of the system as the FI80, Meworization of key areas




of the operational need document i{s not a sufficient operational background
for the DASC. He must know and thoroughly understand the basis for the
need; why his system is being developed to satisfy that need; what void in
capability it will fill; why it is important that the void be filled; what
syscem {t will replace; what differences there are in capabilities; any
alternatives to the system unde: developucaf: which operational parameters
of the system are most critical and why; the basic employment doctrine aul
tactics for the system; and the interfaces required to achieve optimal
system effectiveness. The DASC must have an understanding and appricia-

tion for both the actual and perceived importance of the developmental

gystem to the Army and to DoD. This type of information provides the
basis for determining system priority, which ultimately determine:s program
funding level. This is the basic life blood of any program. Anything that
involves program funding is of critical concern to the DASC.

in addition to knowing and understanding the need for the system, the
DASC must know who within the Army has been designated propoacnf: for the
system, and the basis for the selection. He should become th.oroughly
acquainted with the individuals in the user community who have responsi-
bilities for any of the factors, such as training, tactics, doctriae,
basis of issue (BOL), etc., that may impact oa the developoeant program.
The DASC must determine who does and who doesn't support the uystem
vequirement, and the degree of that support within the user comnunity, at
HGDA, and in 0SD,

The DASC must understand the operationil and organizational (0&0)
concept to be vied with tha aystem. This should be reviewed analytically
tv determine the strengths and weaknesses of the corcapt, be:ause these é

will become factors of important consideratioc ia certain studies, such as
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the COEA, which are required prior to each ASARC/DSARC, The DASC may also
be able to offer suggesticns on changes to the O&0 concept which may
enhance system effectiveness without operational penalties, The 0&0
concept should includs an integrated logistics support (ILS) plan, which
can become a real achilles heel in any program if not closely moaitored.
The message in this discussion is that the DASC must not automatically
agree to an action merely because it is not within his primary area of
responsibility. If an area has an impact, or potential for impact, on the
development program, as do ope:ational considerations, then the DASC must
become deeply involved in critical reviews oI those areas. Otherwise, he
risks losing control of the program, and being reduced to a reaction
officer rather than a DASC,

In addition to understanding the overall requirement, the DASC must
know the various individual operational parameters, the relative importance
of each, and why they are {mportant. He needs to understand how the para-
meters were formulated, and to ascertain the validity of the pavamater.
Obvicusly, if the DASC doesn’t believe certain parameters are valid, ke
should ensure that the user reviews, and either changes or justifies the
parameter in question. One reason for this is that frequently CSD or
Congress will question the DASC in referemce to possidle “gold plating" or
over design of a ofeten versas the true need. Without a thorough kaowledge
of this area, and an ability to clearly articulate that kaowledge, the DASC
may witoess an arbitrary funding reductioa to his program because an
{adividual ia OSD or a Congressional staffer is conviaced that cost reduc-
tioans can be achieved through a design modification without an adverse
impact oa the perceived “real need." Another {mportant aspect of this

knowledge of operational parameters is to kaow the degree of flexibility
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of the uzir on various parameters, and any range of possible trade offs.

This information is important in making judgements on requests for fundiog

support by the PM if part of the fundiny is programed ‘or work iLn support
of a questionable parameter. This must be considered iv relation to
overall priorities for the Army and, on occaston, may have to be (raded
oft,

As discussed earlier, the relationship between the DASC and FISO is of
critical {mportance. They must work as @ team and constantly be helping
each other, The F{SO has responsibility Zor the requirercnt document and
any changes made to it, the BOLP and the COEA. All of rhese rust be pre-
pared or updated prior to cach major decision point, & change in any of
these items could have a signlficant impact on program cost to which the
DASC would have to recact. It is therefore imperative that these areas be
closely monitored by the DASC, and that major changes in a short time be
precluded if at all possible.

A final concern of the DASC with the operational concepts area is the
marriage ot the operational and the technical. Again, this requires a
thorough understanding of both areas. The DASC must be familiar enough
with the technology available fo be able to determine which technologies
could be used to satisly a given vequiremaat, f.¢. location of a moving
tavget can be acgomplished wsing vadag, acoustic, laser, aeptical, and
photography. The DASC should recoguize the malor advantages aund limita-
tions of each technology lavolved, the relative maturity and sophistica-
tien of each, and che current stata-ot-he-apt i each,  (t is portinent
also that ooe understands the degree of understanding and azeceptance of

each of these technologies by the user vommunity asnd by members of vavious

statff elements Lo DA and OSD.  This knouledae {8 used 1a ancertatniag




wheihicr the system under development is using the most appropriate
technology to accomplish the desired mission and, 1f so, why. A case
should then be prepared to support coantinued development, rather than
terminate the program aud pursue a development using a more novel or
exciting technology. It secms as if most people who comment on actions
know all the weaknesses of the mature technology, which {s usually the
lowest risk development approach, but only the good things about the newer
technologies. Consequently, even with solidly conceived programs which are
progressing satisfactorily, the DASC is constantly faced with the need to
defend his program in the technology versus operational capability debate.
Basic homework donc in a tiwmely manner here can prevent many challenges to
a program later.

Program Status,

For most DASCs, attaining satisfactory proficiency in the two previous
arcas i{s a major challenge, Once achieved, maintenance of that proficicacy
is rclatively simple. In the areca of program status, attalsing proficiency,
while difficult, is not ncarly as challenging as waiptaining that pro-
ficiency, duc primarily to the extremaly dynamic nature of the research and
developmaent business.

A recommended polnt of depavture for the DASC to achieve proficiency
in the program status arca, is to becowe thovoughly familiav with the
Materiel Acquisition and Decision Process as discussed ia Office of
Management and Budget (OMB) Circular No. A-109, 5 April 1976, subjeect:
"™Major Systems Acquisitious"; DoD Directives 5000,1, 18 January 1977,
sublect: "Major Systems Acqulsitions" and 5000.2, 18 Januavry 1977,

subject: "Major Systems Acquisition Process": and AR 70-1, 1 May 197%,

subject: "Army Kesceavch, Devolopment and Acquisitioa"; AR 15-14,
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24 January 1975, subject: "Systems Acquisition Review Council Procedures”;
and AR 1000-1, 5 November 1974, subject: "Basic Policies for Systems
Acquisition by the Department of the Army". A basic understanding of these
publications is absolutely essential,.

The location of a DASC's program within the acquisition cycle is a
major factor in developing his funding and program support strategiecs, due
to differing requirements of the different phases of the cycle. He
obviously must determine this location, and he must review the history of
the program to learn how it got to its present position, what have been
some of the problems, and how have these problems been solved. He
should then review the program plans for such things as key projected
milestones, projected initial operational capability (I0C), and the
current status of the program in relation to the projections. Immediately
following, or concurrent with the schedule and status review, the DASC
will want t5 review the program funding profile to {nclude history, current
status and projections.

One thing to be alert for in thesc reviews is the inteat aud/or
support OSD and Congress have displayed toward the program. Success in
achieving past schedule and performance projections, combined with minimal
cost growth, usually generates program support from OSD and Congress.
Conversely, major problems in achicving schedule, cost and performance
projections indicates possible high visk, and often results im lack of
program support or objection to the program by OSD and Congress.
Consequences of the latter situation are quite serious and obviously
vrequire a signiticantly differont approach by the DASC than the former.

These veviews of program history and a review of tho pragram weed, should

provide the DASC insight into the funding prioeity, or lack of priority,
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which his program possesses.

In reviewing the program history, the DASC should probably start by
studying the program descriptive summaries for as far dack as they are
available. 1In addition to the background and funding informationm, they
include the reasons for any schedule or funding changes. Once this is
compleze, the program should be discussed in detail with the departiag
DASC if he has not yet left. Then a study of all program DCP's, Selected
Acquisition Reports (SAR's), and the requirement document (Letter of
Agreement or Required Operational Capability) should be made. Study of
these documents and the regulations/directives listed above, in conjuaction
with the orientation by the departing DASC, should provide enough basic
informatioan for the DASC to begin to understand his program. The next
step is a vislt with the FISO. The study of the various documents should
have raised some questions which the FISO should amswer, particularly in
regards to the program priority. The FISO may also want to discuss the
operational requirement for the program. If so, the DASC should certainly
pursue this opportunity to collate additiomal informatica.

Theso initial literature reviews and discussions should be completed
within two or three days after the DASC arrives at DCSRDA. Then allow
about a week or tea days to begin getting an appreciation for the pace and
nature of the action in the Pentazgon. Duving this time the new DASC would
vant to become acquainted with the other Washington members of the key
group and to get thcir views on the program he is being assigned. Effores
should be made during this period to establish points of coatact in
several other staff elements in HQDA in addition to the key group. Withia g
about two weeks after reportiag to DCSRBA, the DASC should make a two or é

three day visit to the Project Management Office (FNO) for detailed ;
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briefings on all aspects of the program. This is when he should become

very familiar with the total program. These briefings should include a
review of program objectives, history, technology, test results, contracts,
funding, schedule and potential problem areas. The DASC should ask questions
on any and every point he doesn't fully understand during these briefings.

The best way to begin the review at the PMD way be a saeries of detailed
bricfings on the SAR if the program has a SAR requirement.ég/ The SAR
contains the kind of information ‘in most of the areas that concerns the DASC
at this time. The SAR also provides a logical format for disczussion of
additional funding requirements, and the validity of these requirements.
The DASC should question much of the information presented to ensure its
accuracy and validity. The bonus of this approach is that the SAR is
becoming more of a common denominator for program discussiomns with Q0SD or
Congress. Therefore, .he iniformation in the SAR must be accurate and con-
sistent, and tha DASC must completely understand the information so he can
discuss it intelligeantlv. This provides the opportunity to accomplish ail
these things.

Although much of the jnformation on contracts is in~luded in the SAR,
the DASC should ensure that he understands the type of contract, the total
contract cost, amount or iee, ilaceatives (if applicable), aad any options
that are included {n the contract., The DASC should also detormine what
cost schodule control system critevia ave being used to wonitor the work by
the contractor. The DASC should know and understaand this informatiea so he
will be able to respond knowledgeably to questiouns on cost, ochedule,
contractor credibility, aand degree of assurance regarding his auswers to

the previous three arcas. The DASC should {iud out what support contracts

the PM has awarded, vhy thoy were awavded, the type, cost, and duration of




each, and whau (s expected from ecach contractor. 1In-house funding and its
uses should then be discussed.

Another area included in the SAR which the DASC must thoroughly under-
stand is Design to Cost (DTC). The DASC must know what DITC goal has beecun
estaplished, what is the base year and production quantity established for
the DTC, what items are included in the DIC computations, what effort has
the contractor expended to date on the DTC, and what is fts current status.
This is an area in which the DASC can expect frequent questions from both
OSD and Congress, 3o he should know it thoroughly.

an item which the DASC may be required to justify {n detail bcefore the
Pre-RDAC is the need for the numbev of prototypes being requested for
fabrication (if more than one), the us¢ of each, the cost of the prototypes
singly and in total, and the date that assembly begin: for cach model.
This is an excellent timz for the DASC to get that information, and -o
satisfy himselt as to the neced for the models requested,

An arvea of move concern and value than many veople realize {8 testing.
Good test vesulte age the most effective means available to refute the
inevitable claims by the theoreticians that the systewm can't poasibly
achieve its performauce regquirements. It {8 advisable to ensuge tests are
objecrive, low risk, and at the carliest possible time {o ghe program. Ia
this way, there {6 a high probability of achieving the good rasulte uiich
a reseurceful DASU can use o effectively support the peograa. In this
teitial vieit to the PMO, ehe PASC should revies prior test results, {f
any. the purpose, locdtior and time of the testlag, the tester aad the
rosules. lHe should alse review plans for futuee testing aad get the sase
intormrtion excapt for results. Whea testiay is actually uaderuay, the

BASC muet have a procedure established wich the P €0 get test wvesules

“- 11

PR

boeen it S azEe




daily if permiscible. This iaformation is especially useful when

requesting additional funding, Jefending a funding input to the POM or

FYDP, or attempting to resolve an issue where test results are applicable.

The importance of test results as a tool for the DASC can't be overcmphasized.

In addition to attaining proficiency in the program status area, the
DASC must establish procedures that allow him to meet the challenge of
calataining that proficiency at a very high level. To do this, he must
have a quick access channel to the PM at any cime. It should be infurmal,
80 as to enhance candid, timely, two-way information exchange. No
surprises cao be afforded in either direction heve. The DASC should also
have ready access to the key staff members of the PMO, so they can provide
needed information if the PM is not available in an emcrgency. This
initial visic to the PMO provides an opportunity for the DASC to mget
these people, and begin to learn who are the most proficieat and reliable
in their area. The DASC should understand cthe streagths, weakresszs, and
experience levels of rhe key staff of the PMO in order to be able to judge
the relliabilizy of information received from them. He cannot afford to
have 4 naive velationship with the PM aand his staff which bliadly accepcs
any information offered as completel;y factual. The relaciouship must be
open aand candid.

Key Program lssues.

A fourth area in prograa expertise that ie of major concera to the
DASC (s cthat of kay progran issuea. This area vwill probably require ecre
of the DASC'e time thaa asay vther except program statvs. Program issues
will usually davelop o three specific sveas -« Prograsm Track Record,
Progran Ueaknaes - Real and Perceived, aud Polftical.

The progras traxk vecord s the degrae of success the prograz has had
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in staying on schedule, within cost, maintaining a stable requirement,
cowpletion of scheduled testing with good results, and s:~cessful innova-
tions by the PM. Delays in schedule or testing immediately raise issues
because of tue probable need for additional funds, a later IOC to the
trocps and/or.possible technical pzoblems. Increaased cost may have the
implied coravtation of cost overrun, which immediately creates suspicion.
A change in the requirement usualiy leads to increased cost and schedule
delays, and quite often 2xtensive questions from OSD and Congress. If the
PM tries innovations and they are successful, he is a hero. If they fail,
his mana3ement ability becomes suspect. The DASC must exert mavimum
pressure on PM to remain on schedule and within cost, and he must work
with the FISO to prevent requirement changes that will cause schedule
delays or cost growth., He must also be alert to anticipate possitle
issues in any of these areas and recolve them during the formulation stage
if possible.

A program may have strength in its support by the user, its tiack
record, priority, need, maturity of technology, system capability or
alternative developments. Each of these areas could also be a weakness.
All of these areas were discussed in some detail egilier in this sectioi,
so no furthar discussion is needed here except to say that che DASC again
m:5¢ anticipate problems and work to eliminate them before they become
solid. Two other weaknesses are much harder to combat. One is integrated
logistic support (ILS). This is of keen concern to OSD and Congress, and
the user, because of potential operational problems caused by equipment
failures once it is fielded. These lead to increased operational and
support costs., Increased emphasis and management control by the PM is

about the ouly way to attack this problem., A final potential weakness is
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! survivability. This is an area which cunnot be tested, so the DASC and PM

are at the mercy of the study experts. About the only way this can be

effectively addressed is through a study or a modification of doctrine and
tactics. The DASC and PM will have to wargame this one to determine the
best approach.

Political issues are somewhat more difficult and more serious because

they are often concerns at the 0SD and/or Congressional levels. They
include such things as commonality, interoperability, affordability, joint
service *~ lications, dujlication, type of competition and NATO Standardi-
zation. Precluding or defuzing issues in commonality, interoperability and
duplication depends upon the DASC doing his homework, using his information
sources to the maximum and convincing the PM to pursue commonality and
interoperability when appropriate. The DASC's Division Chief or his
counterpart in SRAQ should be able to provide assistance in idantifying
candidates for commonality or interoperability, so it is recommended that
these sources be relied upon for help. Affordability is usually a matter
of preventing surp}ises, especially sudden ones. A good relationship
between the PM and DASC can usually serve to prevent this type issue. If

competition 18 to be used, ensure that the rationale to support this

course of action is objective and valid. The same must be true if compe-
tition is not used. This is an area where guidance vacillates frequently
and quickly. Therefore, it is a matter of analyzing the alternatives,
selecting .hat is beat for the program and then defending that position,

The joint service implications and NATO standardization areas are relatively

; new, but are going to become increasingly important in the months ahead.

PRz

; ( The prudent DASC will watcl, these areas closely, talk to these involved in

ongoing efforts in these areas and chart his course accordingly, The one
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survivability. This is an area which cannot be tested, so the DASC and PM
are at the mercy of the study experts. About the only way this can be
effectively addressed is through a study or a modification of doctrine and
tactics. The DASC and PM will have to wargame this one te¢ determine the
best approach.

Political issues are somewhat more difficult and more serious because
they are often concerns at the OSD and/or Congressional levels. They
include such things as commonality, interoperability, affordability, joint
service implications, duplication, type of competition and NATO Standardi-
zation. Precluding or defuzing issues in commonality, interoperability and
duplication depends upon the DASC doing his homework, using his information
sources to the maximum and coavincing the PM to pursue commonality and
interoperability when appropriate. The DASC's Division Chief or his
counterpart in SRAO should be able to provide assistance in identifying
candidates for commonality or interoperability so it is recommended that
these sources be relied upon for help. Affordability is ugually a matter
of preventing surprises, especially sudden ones. A good relationship
between the PM and DASC co~ usually serve to prevent this type issue. . If
competition is to be used, ensure that the rationale to support this
course of action i3 objective and valid, The same must be true if compe-
tition is not used. This is an area where guldance vacillates frequently
and quickly. Therefore, it is a matter of analyzing the alternatives,
selec:ting what is best for the program and then defending that position.
The joint service implications and NATO standardization areas are relatively
new, but are going to become increasingly important in the months ahead.
The prudent DASC will watch these areas closely, talk to those involved in
ongoing efforts in these areas and chart his course accordingly. The one
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thing which mrst not be done is to neglect these areas.

Knowledge of Related Programs.

The DASC is in the position at HQDA to determine which Army programs
are related to his. This can be done through informal discussions with
other DASC's, his Division Chief, his SRAO counterpart and members of the
key group. If there is a possibility that a program is related to his,
the DASC should determine how and to what degree this relationship exists,
what is the priority of the other program, and what is its status. Status
in this case, iu.ludes funding level, IOC, location in the acquisition
cycle, test results and risk., It is important to ascertain also the
commonality potential with the other program and which direction the
commonality should flow,

Another area forAconsideration here 1is the potential interrelationship
with the related program. What is involved? What are the potential
results? What are the operational implications of using the related
program and the DASC's system together; separately? It may be necessary to
recommend a study effor: to look at these factors if they appear to be
valid concerns.

The DASC is in a better position than the PM to make the initial
search for related programs and to make appropriate recommendations con-
cerning them. le must recain the big picture at his level and be con-
stantly searching for the best solution for the Army. It is also the
responsibility of the DASC to keep the PM informed about any programs
which may be velated. He may even recommend that the PM contact the PM of
the other program for further discussions to determine if there is a
relationship, With the continuing restrictions on funds, there is high
probability that emphasis to have fuwer programs will incrvease. This
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means the DASC will be expected to look very closely in this area to

ensure maximum commonality and interoperability 1is achieved and minimum

duplication occurs.
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CHAPTER V

DASC CREDIBILITY

Lack of thorough knowledge and appreciation of the bureaucracy, and/or
inadequate program expertise will severely reduce a DASC's effectiveness,
Lack of credibility will render him ineffective.

Credibility can be defined as "Worthiness of belief . . . Worthy of

confidence; reliable."gg/

Performance by previous DASC's has created a
high level of credibility for the DASC position. 1In effect, a portion of
this credibility, defined in this paper as pseudo-credibility, is auto-
matically transferred to a newly assigned DASC for a quasi-probationary
period. During thir period, .aich varies with the individual, the new
DASC, through his knowledge, personal attributes, and performance, will
replace this pseudo-credibility with his own true credibility. This true
credibility may be higher or lower than the initial pseudo-credibility,
dependent upon how we'! the DASC performs his job. The time required to
establish a DASC's credibility is &«lso partially dependent upon the cir-
cumstances which the DASC faces. The more difficult the circumstances to
which he must respond, the quicker the establishment of true credibilicy.
Established credibility 1s not a coastant, but requires continual mainte-
nance. This chapter of the paper discusses factors invoived in establish-

ing and maintaining that credibility,

Information Base,

One of the items wost fmportant to the DASC in both establishing and
natntaining credibility is a solid, tiumely, prolific information base or
system, Timely, accurate information is strength and a key to success., A

good, cffective Laformation system p.events surprises. It 1s reliable and
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provides information in sufficient time to permit preparation of an
effective counter to a poten.ially adverse issue before it matures and is
fully surfaced. Conversely, lack of information is a weakness that leads
to failure. Information that is inaccurate or unreliable is often worse
than no information. Suchk i{information often causes surprises to occur
rather than preveats them. 1f information is late, it is essentially a
lack of information, For example, it is of little value for the DASC to
learn that funds were available for reprograming and were provided to
selected programs yesterday, if he needed the funds but was unaware of the
impending accion in time to act.

In building his information system, the DASC should "consider the words
of Richard Neustadt, who studied the information-collecting habits of
President's Roosevelt, Truman and Eisenhower:

"It is not information of a gencral sort that helps a President
see personal stakes; not summaries, not surveys, not the bland

amalgams. Rather . . . it is the odds and ends of tangible deteil

that pieced together in his mind illuminate the underside of issues
put before him, To help himself he wust veach out as widely as he
can for every scrap of fact, opinion, gossip, bearing on his
interest and relatiounships as President, He must become his own
34/

d.rector of his own central iatelllgence!

The DASC must operate in this same maurer,

One of the first lines of comaunication he will esrablish is with the
PM. No surprises can be afforded betwaen the DASC and the PM. As stated
previously, their relationship should be open, candid, and {nforwmal.
Their information exchange should be timely and complete. He must be able

Lo contact the PM anytime, day or night, ifu an emergency. The FM wust
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also be able and willing to contact the DASC at anytime, either in the
office or at home. Program emergencies periodically occur during nonduty
hours, especially if testing is underway in a different time zone, such as
in Arizona or California., Surprises must be precluded and problems dis-
cussed early so a course of action acceptable to both the DASC and PM is
pursued,

These two men must discuss all management issues, wargame alternative
actions to counter esach by considering proba?le impacts on schedule,
funding, and risk, and the probable reacticns by various elements in DA,
0SD, Congress, the user, OTEA, and any other agency with an interest, and
then select an alternative which i{s best for the program and supportable
at all important levels., They will also prioritize trade offs, 1if
necessary, during funding drills. These discussions should be conducted
before the actual funding exercises begin, and include the potential
impacts of each trade off.

The key group identified and discussed in Chapter lII is extremely
important to the DASC's information base. This group must understand and
appreciate each others concerns and understand the basis for those coacerns,
The relationship will be very similar to that with the PM, except that it
is usually not necessary to call these men after duty hours. Confidence
will be established among group members that cannct be betrayed if the
group is to remain viable. One betrayal can have a significantly adverse
impact on any credibility he may have acquired. Once lost ia this mannmer,
ir will be almost impossible to recover. The members of the key group
should interface daily, using either phone calls, personal visits, or
luach time to get updated, Informal discussion of plans, ideas and

problems preventa many mistakes and allows formulation of viable

5-3




s

alternatives very early.

In addition to the key group, the DASC should identify and establish
working relationships in as many HQDA staff elements with a staff interest
in his program as soon as possible. The single, most important aspect of
these relationships must be integrity. Without integrity and trustworthi-
ness, the DASC is doomed to become a victim of the bureaucracy rather than
a user of it. He should maintain two way communication with these people,
although it may not be as frequently as with members of the key group.

The concerns of these people must be recognized and addressed, in relatiom
to the program. Another thing the DASC must do quickly is to determine
the reliability of the contacts in the other staff elements. This is of
critical importance. Maintaining a good working relationship with chese
pecple facilitates the coordination process once credibility has been
established,

The DASC will also want to establish contacts in other services and in
agencies outside HQDA. This allows one to build a broad base of under-
standing for his program, to gain insight into related programs or
technology, to increase his own technical expertise, and to identify and
possibly resolve potential issues before they become critical., It also
provides an avenue for technology transfer to the program at reduced risk
and low cost, and for possible funding support of selected aspects of the
program which may be in a high risk area.

Cov _anication with people is a primary goal. This involves listening
as well as speaking. It is important that the DASC ge: out of the office
frequently, and meet the varicus participants in their home arena. Face-
to-face communications ave vitally important. This also allows the DASC

an opportunity to observe first haand sowe of the pressures which in{lueace
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the other participants. He should try to put himself in the other person's
place and atterpt to understand those pressures so he will be better able
to counter them, This also provides an opportunity for informal, off-duty
contacts. These are extremely important in getting the job dene, and
often provide the basis for resolution of previously insoluble differences,

If the DASC hopes to maximize the effectiveness of his information
base, he must develop a maximum number of information sources, determine
the reliability of each source, and cross check information with that from
other sources if at all possible, The DASC will specialize in use of the
verbal, so development of his memory capability should be a high priority
icem. He cannot afford to disregard information from any source without
thorough evaluation of the information. In collating the information
received, the DASC must recognize how the information affects his program,
and then filter the unnecessary portions out before transmission of the
information anywhere. He must be clearly attuned to the political concerus
and arcas of emphasis by DA, OSD and Congress, and what the personalities
involved are most likely to do under varying sets of circumstances. The
DASC must also be clearly attuned to what is not said as well as what is
sald. Quite often the uuspoken things arc most important.

Once the DASC has collected the informatiom, he nceds to use it for
the good of the program. Information is perishable, and usually should be
acted on early to realize maximum value. The action will vary with the
situation. Sometimes, the informationm will merely be transmitted to a
different participant, or stoved. 1t wmay be used to make a decision on a
schedule change, funding request or some other aspect of the program.
Don't tey to work in a vacuum, here. Get help {rom the PM, the koy group,

the boss, 0. another DASC,
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Keep an Open Mind.

Almost all individuals interviewed in preparation for this paper
expressed strongly the belief that the DASC must be an advocate for his
program. The conflicting pressures of the DASC job include a need that he
be objective in his program support, but several of those interviewed
indicated serious concern that both roles could be played concurrently.
They believed the DASC could not be totally objective. Definitioans of the
two words by Webster support this concern. However, there was no disagree-
ment on the belief that the DASC can and must keep an open-mind, aithough
even this may be difficult at times.

This author believes it is imperative that the DASC maintain an open
mind, and be willing to listen sincerely to'all sides of a question or
issue while supporting his program. This includes being open-minded
toward criticism of the program or various aspects of it. One must also
be able to understand and follow the logic being used, but to quickly,
almost instinctively, ideantify weaknesses or deficiencies in the logic,
assumptions or stated "facts" being used, This leads one to find solucious,
rather than to hide problems, and to react positively aud quickly to valid
concerns. It does require complete iategrity and trustworthiness im all
actiuns and relationships. However ac suggestion is made that the DASC be
naive in his beliefs. This can be as disastrous as keeping a closed-mind.

The recommendation to keep an open mind while supporting the program
is based on the assumption that the DASC has a clear, ccopreheasive
understanding of all aspects of program expertise for his program as
discussed in Chapter IV. To attempt to be an opea-minded advocate with
less than total program expertise borders on sheer tolly. Hovever, failure

to be open-minded is also shear folly if a DASC hopes to attain an
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acceptable level of credibility. It is therefore imperative that he
obtain the program expertise discussed in Chapter IV as a necessary pre-
requisile to establishing credibility.

By using the open-minded approach, the DASC can begin to eliminate
exzotionalism and hope as necessary ingredieats of program defense, and
instead support his program using rationalism and iogic. Over the long
term, this is by far the strongest and most viable method of achieviag
objectives of che program and the Army, It is well to remember that
srart people who thought they were doing the right thing have, in the past,
done scme dumb things. Without an open-minded approach, the DASC may be a
party in allowiag a dumb thing to proceed uaeacumbered to its date with
destiny, which may not be in the Army's best interests. The open-minded
approach is a dangerous approach for the weak in spirit, because it
definitely leads to internal conflict. It may mean a possible reassessment
of one's original position if, after thorough evaluation of the criticism,
there appears to be a better solution., This reassessmont would thea have
to be resolved with the DASC's boss and the PM prior to oVficially chaaging
the original position. This may even be coampounded by a short suspense
date for completion of tne actioa or resolution of the issue. Such 8 the
type of dally dilemma which often confroats the DASC,

It is important that momeantua be established early aad that the
progranm raintain that momentum oace established. Doing this means stayiag
ia step with che P, or perhaps phrased more correctly, to keep the PM in
step with the dictates and desives of Coagress, OSD and HQDA. To do thia,
the DASC must ba able to ideatify the criticai path to fialding earlv aad
ensure that the prugras momentum, especially aloag iuat critical path, is

saintained. It {s up to him to keep the PN frou becoalag overpratective
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of the program, and to keep it wmoving along the critical path, evean when
problems threaten, The DASC has the requirement to plan ahead and the
vantage polat that should allow him to do so. His familiarity sith the
acquisitica cycle, his intimate knowledge of his program, and his informa-
tion base should allow him to anticipate most problems prior to their
occurance so that he and the PM can develop timely couaterstrategies.

Even though this paper has discussed at length the relationship
between the DASC and the M, and that both should have the same program
objectives, it must be recognized that the DASC's first loyalty beloags to
his boss at HQDA. He must be respoasive to his boss, and provide him the
data necessary to make the hard decisions. This is no job for a "yes"
man, because many of thes¢ decisions require extensive, difficult
discussions if the best interests of the Army are to be satizfied. The
DASC has developed confidences which he canaot afford to betray in these
discugsions. Yet he must often use information from these sources to
allow his boss t) make the best decisioa. He may be faced with a dichotoay
of pressing for his program or alloving 3 different program, which asy de
more imporzaut to the Army, get priority for a limited amount of funds. A
difficult moral deciston may have to be mada as to the proper actioa.
face a decision is made, sven though it may have beea opposed dy the PM
sad/or the DASC, &t i3 up to the DASC to tactfully persuade the PM ¢~
fully aupport the decision, and attempt to achicve the beat poesidle
results froa what say be a less thaa desirable taek or situation. Thruig
all of chis, he should keep a secse of huzmor, because things can aluays get
worse.

Jral Fresentation,

In addittoa to deisg ac opeu-uinded advo~ate who drives his progran
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through much of the daily bureaucratic maze of the Pentagon, the DASC
also has the job of selling his program. He must be an articulate,
persuasive briefer who can cnmmunicate wich individuals at all echeloas

on very short notice and with minimal preprration. He must have ia his
files three or four briefings with s)’des that can be adapted within five
minutes for presentation at any level of HQDA, OSD or Congress. Tais
requires not only a complete grasp of all aspects of program expertise,
but the ability to translate that expercise, using layman's language, into
a saleable product even, to a hostiie audience. Again, the information
base can be an invaluable usset here by allowing the DASC to keow the
concerns of his audience, and then being able to address these concarns in
the briefing. In many of these briefings, eye contact and abili-y to
"read the audience" i3 extremely important. Anticipation snd pecception
of the mood of the audience can't be overemphasized {f the DASC i3 goinmg to
succeed in selliag his program. Proficieacy in this area can be improved
vith practice. The DASC must vemai: wol, even ip trying situations, and
not ailow frustrations to interfere with nhis effectiveness. He must aleo
believe very stroagly ia his program and be able to support it usiag
wnemoticaal, irrefutadle logic if he is to succeed against the hoatite
sudienc:.

A couple aspects of progranm expertise which doserve slighrly lucredsed
exphanis ave those of the neew, the technology aad their interrelationrhip.
the DASC must be able, not oaly to translate these luto layman's lasgusge,
but also he able to paint a vivid, verbdal picture cf che validicy of the
ased and the program, vhy his prograsm (s the most appropriate macvisge of
the technology with the oeed, acd where it baloags ia the v crall Army and

BoD achemi. This picture sust be communicated (o such a vay thal it will
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be accepted by the key personnel being briefed.

Apiiity to write was discussed earlier, so will not be repeated here,
except to emphasize that proficiency in this area is no less important
than the proficiency in speaking.

Responsiveness.

Another area that influences a DASC's credibility is his responsiveness
to requirements and requests for information. A basic prerequisite here is
for the DASC to have a clear understanding of research and development
language/terminology so that he can understand the'request. He must also
be familiar with the expected format of the reply, so that he caa provide
the proper response in the correct format. Both are important. The
correct response using the wrong format will result in an opportunity to
redo the paper in the correct format,

The DASC should know the source of the request and recognize its
relative importance. The multitude of demands on the DASC often dictate
that some tasks be delayed while more important tasks are completed. The
source of the request will usually be a factor in dutermining priority of
response. When the response is prepared, the DASC must ensure it is com-
sistent with the HQDA position, PM objectives and other program documenta-
tion such as the SAR and the descriptive summary. The information must be
accurate and current, The response must be as timely as the priority
dictates. A request cannot be completely disregarded without potential of
future problems resulting. The response must also comply with the request,
without voluntcering information in areas not addressed by the request.
Each request is usually for a specific purpose and requires specific
information, often in a specific format. The perceptive DASC will aati-

cipate many of these requirements and requests for information, and will
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become very adept at cutting and pasting from existing papers in the files,
This allows him to satisfy many of these requests in a short time with
minimal effort.

Action - Not Reaction.

The credible DASC is one who has the ability to see and understand the
"big picture" and not become inundated with minutis., Ee will look ahead
and ensure that his program plan is continually adjusted to meet and over-
come potential chellenges in an optimal manner. He Is a planner, a duiver
and a doer a¢ the requirements dictate. Often he may be doing 2il three
simultsneously. The good DASC does his homework thoroughly and complaiely
in order to be prepared for tha crises which he anticipates and which
inevitably happen. In the ptessure packed arena where requi:ements far
outdista.ce resources, he is able to prioritize his activities and budget
his time so that the important activities always get done in time to
influence the action. He recognizes those things he can change and pro-
ceeds to change them if appropriate. The good DASC also knows that he
cannot afford to have a “wait and see" attitude, because this will result
in him losing coantrol of the situation, which leads to disaster. Rather,
he stays on the attack, believing that the best defense is a good offense.
style.

Each DASC must use the style that is most effective for him. It must
be genuine. An artificial style ia quickly perceived by maay with whoa
the DASC works regularly, with a resultant loss of credidility. The
DASC's atyle must enable him to function effectively amid almost coastaat
confusion. 1t must be a style that encouragss him to accept any rvesponsi-
bilities offered, and to perform at full speed under constant pressure,

because the short suspenses and pressurs arc aluays present. His style
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must allow the DASC the opportunity to frequently vise above the din,
take an objective view of the situation, and veorient on his basic
objectives. Otherwise, he will tend to become ineffective. The din is
great and continuous. The DASC cannot be an alarmist, but wust be able to

perceive threats to his program and to take appropriate actions quickly.

He must have a style that is adaptable, so that he can effectively react
to widely varying situations., He will most probably be faced with a wide
|
range of problems. His style should lead the DASC to avoid confroatation E
if possible, vet enable him to achieve hils relatively inflexible pasic i
objectives. Above all, the DASC must have a style with which he is com- E
fortable, vet allows him to retain his perspective of things as they
really ave.
Some of the style characteristics discussed above {nvolved ability to
operate effectively under pressure. This also requires effective time
management. Time secms to be one of the most scarce vesources available
to the DASC, The ¢ollowing ideasgi/ ave suggasted as possible aids to
the DASC in gaining and maintaining contcol of his time:
1. Proeparc a2 written 1ist each alght of thinugs which musc be
accomplishued the next day. Priloritize the list and keep it on
the desk. Do the items i{n order of priovity as time allows.
Cheelk ot f cach item as {t is compleied,

2. Tey to block out time ecach day, or every Svvond day, to meat
ioformally with your counturpart in OUSDRE, CASA(RDA) and ODCSCPS,
Prosram and quantify this tlew, Do not allow Lt to be open eaded,

3. Block vut time ouch day fov a discussion with the M, Make aocex “
of ttoms to be discussed and vecord answers., This tiee should be .

quantivied,
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10.

Keep @ list of questions which need to be answered, and set a
block of time each day to call the approprizte source for informa-
tion on these questions, This time should be quantified.

Try to arrange your schedule so that a period of 60-90 minutes
each day is set aside for written work on actions beiug prepared
for staffing. During this period accept cnly "crisis" phone calls.
Have the secretary take the message on the others, and return the
call later the same day.

Arrange a quantifiad block of up to 60 minutes to review documents,
reports, proposals, etc. Phone calls should be handled as in 5
above. It may be best to schedule both 5 and 6 for the morniag
hours.

Arrange a quantified block of 30-45 minutes each day, cx every
second day, to handle unexpected requirements. If none are
received, use this time to complete as many items off the priority
liat as possibdle.

Arvange visits by contractors to praclude interference with the
quiet work time. The afterncon may be most appropriate for these
vigits.

Take some action oa cach iacoming paper icmediately, even Lf that
action s no more than filing the paper in a "hold" file. Move
all papers out of the "in" basket withia thcee days, either by
complecing the acsion, filing (to faclude hold file), ov destruc-
tton. When an izem has been io the hold file for a year without
sction or advorse ismpact, it should be moved either to destruction
or to the permacent file.

Organize your £iling systea withia 60 daye after aasuming your
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DASC duties. Keep it up to date. File items immediately.

11. Plan for meetings so that when they are held you can umove quickly
toward the objective. Ensure that the objectives of the meeting
are clearly understoocd by all attendees.

There is also a word of caution about style. The style must be one
that does not allow the DASC to take chances on security. The short
suspenses, heavy pressure, and large amount of classified material all
tempt a DASC to take short cuts to meet suspenses. However, there are two
don'ts the author strongly recocmends:

1. Don't leave the xerox machine without double checking to easure
that all papers have been removed from both the output tasket and
the reproduction glass.

2. Don't ever put any classificd paper in your desk drawer. In fact,
keep papers of any kind in the desk to a bare minimum,

There have been several extremely promising careers abruptly terminated
because an outstanding DASC was trying to get a paper somevhere quickly aad
overlooked a classified papev still in the xerox. Or perhaps he was
runaing to catch the last bus aad didn't make a thorough security check,
resulting in a clagsified document being left outside the safe. The care-
lesaness, or inattention to detail, especially in & fast moving, pressure
packed situation, just isn't worth the price. Sharply hoas ywr security
habies.

this chapter has (ocused on the factors impactiag oa DASC credidility.
Aa can be sean, credidbiiity originates with the factors discussed tn
Chapters II, lIL and IV, aad culmninates vwith some additiocal thiogs that
are extrémely important. The road to credidility is rockv, steep aad

arduous to travel, tue ic 16 the ocaly oce that leads e DASC to success.
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CHAPTER VI

RESPONSIBILITLES OF THE DASC

The dichotomy a DASC may face when determining the best interest of
his program versus the best interest of the Army is further cowplicated by
a perceived conflict between his responsibilities to HQDA versus his
rosponsibilities to the P, The degree of this latter apparent conflict
depends on the DASC's credlbility, his ability to work with people, and
his abitity to skillfully use the various personal and bureauvecratic tools
available to 4im, This chapter will outline duties he wmust pevform to
support HODA and the PM, sone relatiounships between the tuo sets of duties,
and suggestions on how to uinimize any perveived conflicts.

Areas of Responsibility to HODA.

The essence of all the DASC functions listed in AR 70-16 is that he is
the DA Program Orchestrator for his assigned prugtam.lé/ To effectively
orchestrate his program the DASC must completely support the program using
an open-minded approach, total program expoertise and a thorough knowledge
of the bureaucracy, as previously discussed, 1f he does not believe in
the program and support iz completely, he should recomnend tevminatioa
andfor be transferred to - . oijes at the earliest poasible date,

1. Represeat the Peogram: Lo order to opchestrate his progrvam, the
BASC must be able to vepresent the PM oon any aspect of the progrew. He i
the PM's poprescatotive on the Army Stafi., ilowever, issues aud strategies
mugt be discussed and vavvamed with the BM prioc to the DASC seatiag the
PM's pusition. He cannot attoed to abuse the priviloge of speaking for
the B, or unilaterally dttempt ¢o change the progeas., This (8 @ gouod

way tor Che DAST to destroy his ceediblilicy quickly,
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As the program orchestrétor, the DASC must be able to represant the
program at any time. This requires that he be articulate in speaking and
writing, know his subject and audience, and provide only that information
requested. It is usually counterproductive to be too wordy cor to address
irrelevant issues of the program. The decision makers and other informa-
tion requestors cannot afford the luxury, nor do they wish to have the DASC
prove how smart he is with each paper or ir every briefing. They do want
the representation of the program to be timely, accurate and presented in
an understandable manner. The ability of the DASC to effectively represent
the program on short notice allows the PM to devote more of his time to
program management rather than presenting a continuous road show.
Obviously, the only way the DASC can respond effectively is to have total
program expertise.

2. Make Recommendations. The DASC will continually be making recom-
mendationa on the various aspects of his program. The recommendations may
be in the form of funding requests, answers to questlons, vesponse to
f33ues or concernsd, or, pachaps more subtly, in the form of inSormatioan
papers. Recommandacions also occur as the result of inaction by the DANC,
such as failure to request funds, failure to address issues or coacarns or
respoading too late or improperly to tequests for informationa. Ilmactions
are udually aegative respoasea.

3. Discipline Frocess: In program orchestratioa, a DASC disciplinee
the systam: (1) rhrough taskings aad directives he prgpaved; (2) with
reviews, hriefings, and oeetisags wnich he recoomends; aad (3) cheough
docuseucation he prepares and/or ravieua. These taskings are normally
discussed in detail with che PN prive to Lssue. The dagree of HQDA

program direction varies depeadiang on 05D or Congressioaal iaterest,
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program potential, size or track record, and position in the acquisition
cycle. These factors, in effect, determine the form and amount of program
discipline the DASC will admiuister.

4. Organize Support. The DAGC organizes program support by getting
maximum benefit from the PPBS, ensuring that all issues and councerns are
properly addressed, and through timely, effective program representation.
He also uses phone calls and visits to organize support. Constant inter-
face with all elements directly involved in the program, and many who are
oaly indirectly involved, is the best way to keep people involved and to
ferret out comcerns or reservations. It can also provide an understanding
of the personalities, individual and organization biases, and the pressures
affecting those personalities and organizations, that intevact wich the
program. An open-mind 1s just as important in these phoame conversatious
aand visits as it is in other daily Pentagon activity.

5. Be a Team Member. Regardless of the aspect of program orchestra-
tion, the DASC has to fuaction as a team member. His position carries a
significant amount of ini"uenc2 and prestige which, if used judiciously,
can be converted inte stroag leverage for his program. The position and
attendant respoasibilities require that all his raequests and/or actiocas be
based oa bona-fide needs, logical reasons and mature judgesent. He caanot
afford to make uareasonable requusts or idle threats. 1if the DASC flaunts
hisa authority and/or poeition, his effectivencss will be gquickly aed
sezioualy eroded. This can adversely izpact his prograa.

6. Collect Information. A major part of progras orchestvaiica is
collection and collat’on of informacioa. This provides the basis for maay

actiors and program recoameadations. These acticas and ceécommendations

aust be based oa truth and facts. Basing thes oa half-truths, aisreprisen~
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tations or wishes can result in disaster for even a strong program. The
DASC should also be aware that regardless of the information source or
validity, once the DASC states a position based on that information, the
position belongs to him. [t is his to defend. An attempt to transfer
responsibility for the positican to someone else is either useless or
counterproductive, The DASC must thercfore be convinced he is taking the
right position, and understand how to support it. Information credibilicy
is often a function of reaction time available to provide the information.
In vequesting information the DASC should allew maximum possible time for
outside input or taskings. UEnsure that those sourcez know they have
maximum preparvation time, and understand the impace {f they ave late.

When transmitting information, try to transmit its deeree of credibility if
possible,

7. Provide isformation: The ability to prioritize without panic, to
include knowing when to react fast snd when to do vesearch, is an esscutial
attribute of a successful DASC, All requests ave not of equal importance,
It is impossible to give them all equal time, or to auswer all of thea
tmmediately or in detail.. 1n hie prioritization the DASC considers the
pource of the vequest, probable impast oo the program, availability of
fnformation vequicvwd for the vesponse and othor requiversnts he may have.
the nriovitization must often be done very quickly in ovder to favorably
foflucnce the suspense date aesigned to the vequose. This mesas the UASC
also has to be able to think and plan on the sove, and to weatally store
aday. facts for inatant vecall., Thaee tv little o no time to sit aad plam,
o react ia a deliberacte mansey. 1t sumatices scems as it che telephoas
aevee stops viagiag, ov that vequests never cedse. Oftea the caly way the

BASC can pget quice to coaplote a peioeley task oa tise is to take his work




to the Avmy library, or to work after duty hours, or on Saturday or Sunlay.
8. Synthesize Information., A significanc factor in the success of
his program orchestration effort is the DASC's ability to synthesize
information based on his program expertise, wnowledge of the burecaucracy,
the political atmosphere, potential issues, and guidance he has been given,
This ability must be constantly used and finely honed until it becomes
second nature, Tne insight and perception gained when the synthesis
process is based on logic and facts is usually very veliable, and provides
a key ingredicnt to program success. Failure here, often places the DASC
in a vcaction role and causes a loss of DASC credibility. A DASC credi-
bility loss results in more demands on the PM for briefings or information,
particularly by OSL, thereby detracting from his time available for program
management. Iuncreased divect interface betwegn the PM and O8SD may reduce
the information available to the DASC and the timeliness of HQDA guidance
to the PM. This quickly veduces the DASC's effectiveness, and ilncrcasca
the probability of divergence between the program goals of the PX and those
of HQLA, causing an adverse fmpact on the program. Any progras is deiven
in large measure by funds availability, and HQDRA normally provides fuads
to support oaly thoge goals acceptable to HQDA. A DBASC aeither vants, aor
can afford, major differceces between HQDA and P goals.

fRuviews, Osmg of rthe primsry tesls ehe BASC will

§. Upnduct Booetins
use tu ovchestrate Cho progesm is the scheduling and/oz couduetiag of
et lags. He will be veeponsible for recoameading the seetiag ov rovicw,
the subject, the participaats, the tieme, sad the place. Oace the tecoa-
mendation is approved cac DASC will arpaanise thwe peacingleeviev, and some-

times even coaduct it. For the meuting to be verthwhile, the purpose and

objeutives of rae meatiag wist be clearly dofined and uvederstood by o1l




particirLats prior to the meeting. This can be done in the tasking message
for the meeting. During the meeting, the leader will ueed to prevent
confuaicy ar i tifunderstanding, and to keep tha discussiocn productive,
This requires thornugh briefing of the leader on all aspects of the subject
prior tu the meetlag to ensure he thoroughly understands che subject,
probable issues and probable positions of all participants. Following the
meeting, minutes should be prepared and dispatched to all participants
within a very few days. These minutes should include items discussed,
results of discussion, any issues left unresolved, any taskings, and
suspense dates for those taskings.

Some worthvhile guidelines for conducting a meeting or review tnclude:37/

a. Starc the meoting on time.

b. Have an agenda and follow it.

¢. Seating arrangemeat 319 importaant.

d. Control the talkative.

a. Draw out the sileat.

£. Protect the weak.

g. Eacourage the clash of idees.

h. Watch out for suggescioa-squasiiang reflex.

{. Close on a note of achievement.

tc ic isportant that the DASC have a reasoaable and achievable
objective for vecammeading 9 macting or .aviaw. He sust cnsure appropriate
participacion threugh his recramtedation, tasklag, aad prior coordiaation.
Ke cust aleo easure his boes len't surpriscd at che seetiog. The DASC
should kaow shit will de briefed, aad che prodadble positiocas of all
detefars prior to the meeting. He must recognize and adhere co che liaies

of bis authoricy, both ia organizizg and ia conducting @ maetisg or review.
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e must also learn the mechanics of reserving and preparing 3 room for a
briefing. This just can't be left to chance. Mistakes in the little
things can causc big problems.

Arcas of Respousibility to the PM.

1. Policy Adviscr., Although the ase of the DASC will v with the
2M, the DASC normally has four broad arcas of vespoasibil ¢ to the PM.
One is as a major policy advisor to the PM. His posit: =~ in the decision
making process, his daily interface with the key de:taion makers, and his
participation in the policy tormulation proecess provide unique insights
into curreant thinking, trends and pressures cf HQDA, OSD and Congress
which can be immedlately transmitted to the PM.  These insights ave
extremely important to the PM because they allow him ro adjuat his program
in a timely manner in order to be responsive ¢ mew guidunce, or to
thorougkly assess impacts of {nappropriate changes and be able to present
strong, timely rebuttals to those change proposals. The effectiveness of
the DASC's information base is a critical clement in this policy advisovy
role. He must bﬁ-acutely attunad to the politica) sftuation and pavtici-
pants as they impact on his program, aand he must Xeow immediately when aad
why they c¢hange. The same aced applies to coacerns and potzntial issues,
This informat.va io discussed with the PM on a dally bavis., The abilicy eo
anvicipate the.e changse uad lasuee is of critical importaance to both the
BASC aad the B

The DASC alwo provides the PM iafermation v veleted prograzs, aed
gives {dess on the teportance and poesible avoas of walativaship of these
to the PM's progear. The PM e thea fo @ position o conduck appeepriste
favestipations to determing poasible arcar of covpavation ov techaology

traasfor botucen the peogeams. As a tinad part of BWis advisoey vole, the




DASC ensures the PM completely uvncerstands the HQDA position and guidance
pertaining to his program., It is iwperavive that the HQDA aad PM program
goals be the same. The DASC and PM must exert every effort to prevent
surprises irom occurring between them, and to keep their goals the same.

2. Stra:egy Formulation. A second broad ares is to assist the PM in
fqrmuiation of program strategy. This is related to the advisory role in
that the pressures of HQDPA, 0SD, and Ccngress are provided to the PM by
the DASC. It differs in that the impacts of these pressures are wargamed
on the current program and ou selected alternative strategles in an effort
to anticipate any need for change. These selected alternatives are then
considered with respect to funding needs, and whether any required funding
changes can be accommodated. If so, how. This process will certainly
identify the critical path and ensure that planning is done to support the
crivical path requirements. These sessions offer an excellent opportunity
for the DASC to en-ure that ke has no conflict between his responsibilities
to HBQDA and to the PM if he can convey to the PM the true meaning of HQDA
guidaice and the need to follow it.

The DASC also assists in formulation of program strategy by influencing
the amount and type of "help" the PM gets in determining program direction,
If there is a difference in HQDA and PM goals, the requirements for
explanations by the PM, and the advice he gets from both the decision makers
and those in positiona of authority without program responsibllity will
significantly increase. A proficient DASC can eliminate much of this if
he i{s doing his job and has gotten the PN to alime his goals with those of
HQDA., However, if the PM is tvrylag to pursue & strategy without solid,
supportable rationale, perhaps he needs additicnal "help" or guidance in

adjusting his perspective,
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The DASC assists in formulation of ASARC alternatives. This may be an
area of significant initial differences between the DASC and the PM.
However, the DASC has the responsibility to ensure that the alternatives
covar all optioms, aazd that they are stated in a manner that allows them
to be defended through the ASARC/DSARC process. He cannot allow the PM to
exclude alternatives just as a program protective device, This is often
counter-productive. The DASC also has the obligation to question the PM
on rationale for selection of the preferred alternative, and to ensure it
is supportable. However, the DASC must be extremely careful, ir all his
actions and assistance, not to ursurp the power or perogatives of the PM.
He should rely heavily on friendly persuasion. The P has final responsi-
bility for the results of the program strategy.

3. Maintain Urgency. The DASC must maintain a sense of urgency ia the
program. He should resist changes to the program that lengthen the schedule
or increase the cost. These reduce program credibility and make it more
difficult to defend in the HQDA, 0SD, and Congressional areca, The DASC
can use several of uis tools here, such as recommending special program
reviews to key decision makers, providing inadequate justification for
funding requests or aot acting on reprograming neads for a change. Thege
ahould be done with the full knowledgs of his boss and the M, aci only
when he has very derensible vaticuale for doiag so.

4, Apply Leverage. The fourth avea of responsibility to the ™M {8
for the DASC to use hia leverage ae appropriatae to assist the M. Tiis
can be done a3 a novmal part of his HQDA responeibilities such as preseat-
ing program “riefings to various staff clements at HQDA, OSP or Crngress.

He coansistently su.ports the program geals aod objectives at thess levels.

JUNRE DOV

If L¢ is aecessary for the PM to sppear at EQDRA, OSD or Coagress, tha DASC
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can ensure this occurs in a timely manner before the situation gets out of
hand. However, the thrust should be %o reduce these demands to a minimum.

Influencing the funds available to the PM 15 another way the DASC
applies leverage. He makes quick reaction trade-offs to achieve the
proper funding availability. These should be discussed with the PM in
strategy sessions prior to the action if possible. If not, thea the PM
must be wnotified of the action at the earliest possible time.

The DASC can also influence the actions of TRADOC, DARCOM or other
agencies by recommending taskings, directives, reviews, and meetings, or
through informal lobbying via phone calls. These ace very powerful tools
which are not otherwise rea<iiy available to the PM. In addition, the
ﬁASC assists in determining the degiem of program visibility ar HQDA, 0SD
and Congress. This visibility may vary depending upon the stage of
devealopment and the program activities underway. It i{s influenced by such
things as participants at briefings, reviews, or meetings, with activity
reports, visits to test .ites, distribution of test rasults and availa-
bility of other types of documentation. The degree of visibility to be
aimed for should result from the atrategy formulation with the PM. The
DASC will then execute the strategy at HQDA and OSD, It is importaat to
be able to accurately judge the probabilities of program success before
deterainiag vieibility goals.

The DASC, through participation in studies, and as a member of study
aduisocy groups (SAG), project advisory groups (PAG), panels or working
groupe can certainly o&xert laverage to assist the PM. The most common
ways are Lo support program goals, provide retionale frow the Peatagon
eaviroanent that supports tha prefovred course of action, and oe adble to

clezzly acticulate why other alteraatives are less dasivadle coursas of
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action. When studies must come to HQDA for approval, ftne DASC has the
option of recommending that DCSRDA non-concux i{f the basic methodology orx
approach is incorrect, He hus a respoasibility to make his position and
the rationale to support his position known to the SAG chairman at the
carliest possible date., He must also keep his boss informed of any
concerns he may have, and ensure they become a matter ol record very early.

A final area of leverage available to the DASC is the responsibilicy to
coordinate all activities and most primary documents necessary to complete
development, This can be a tremendous lever, because it gives the DASC the
opportunity to make final recommendations of wording of the documents beirg
s.bmitted for approval. 1f he has really done his homework, the coordina-
tion p: scess provides the vehicle to get his program approved in a form
that {s wost readily defended.

The apgarent conflict between DASC responsibilities to HQDA and the PM
need be no more than that if he undorstands his priovities, stands by his
gane, and tactfrlly corvinces the PM zhat his program objectives must
coincide with the bragraa objectives of HQDA. Herein lies one of the major

challengas of beilng a DASC,
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CHAPTER VII

SUMMARY

The DASC is a prominent and influencial membar of the Program
Development and Acquisition Management Team for his assigned program. Yet
his role is paradoxical. His responsibilities include supporting or
defending a program, yet severely questicaing that same program; urgling
the PM to use all possible haste in achieving a required capability, yet
convincing his boss that the program must be slowed down to prevern.
impending disaster; admonishing the PM to stay within the approved program
funding profile, yet using all his wiles to justify the nced for additional
funds when be belicves it is ia the best intercst of the Army and the
program; developing a belief in a program that encompasses the full range
of his cmotions, yet sustzining that belief through logic aund facts;
always vushing to meet impossible suspenses, yet never too busy to talk to
somoong about the most important program in the Army; usually carzying an
almost imposstble.UOtk load, vet always willing to accept additionral work
{f it will help his program; and continually being faced vith the most
fruserating or waddeniny decisions imaginadble, ye: being able to retain a
sense of humor and laugh at adversity.

. The Alv Fovce suggests that “the Legislative Program and Budget Cycle
keaps rolling along; it does not stop to provide time for tho uainitiated,
Bvery now (DASC) must Do ready co produce immediately awd do it in aa
efficiont and orderly manngr., There i3 ao tima to ‘prae:tce'.“ég/

Tiie is all true. Yet tho DASC does practice daily and thoe vuinitiated

do become initiated and do survive. Tho specd with vhich they bocome

fnitiated has a direct impact on thoir assigncd program - the faster, the

bateoe.




This paper has presented, through the eyes of a former DASC, as
leavened with some very sage advice from mauy very fine 4ud knowledgeable
individuals, some of the things a DASC can do to reduce this infifation
perind. It is imperative that he know the procedures used to fund
programs and how decisions affecting those programs ore made, He nust
learn the bureaucracy and how to use {t to his advartage. Burcaucracy is
not nccessarily a direty word. The DASC must gaia program expertise as
explained in Chapter 1V. This will probahly not come easy. [{ requires
hard work and constant study. e must build a high degree of cvedibility.
His success here will have a direct impuct on his elficiency, or lack
thereoi. An ability to speal and to write articulately are essentlal,

The DASC must continually strive to Improve in these areus, regardless of
his proficiency. He should never hesitate to use a dictionary, a thesaurus
or cven a grammav book. They can be the most valuable aids he has. 4ad
most importantly, he must be able to work with people, to place himself in
the other person's position and to communicate. Only in this way can the
big puzzle be fitted together.

"The high achiever neceds the ovpantzatiovnal c¢limate and capabiliry to
sustain, oy hopatully, to increase his measure of contyibution., Satis-
faction and liking for the job are strongly dependent upon thia,"3 qhe
DCSRUA provides such an organization, and the DASC Joba provide the
opporeunity amd challenge,

The authoy is convinced that there i3 no plage in the Army whete a
gajor or licutenaunt colonal can wake 8 preater congribution or eXelt o
groatee impace on th, Aemy Lf ke {w uvilling to cuter the arena every day

and to pay thoe price. The peice iv high, but the payoff {3 rewapding awd

exhilavating.
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