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EXECUTIVE SUMMARY
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Part of our College mission is distribution of the

o 3 . ‘
W N students’ problem solving products to DoD

“ o 7~ sponsors and other interested agencies to
) enhance insight 1into contemporary, defense
> : o ;. related issues. While the College has accepted this

5 product as meeting academic requirements for
- oo > graduation, the views and opinions expressed or
u Ta e implied are solely those of the author and should
- not be construed as carrving cfficial sanction.
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REPODT NUMBER 85-790
- AUTHOUR(S) MAJOR ALBERT A. FALCIONE, USAF
TITLE MANAGEMENT OF OPERATIONAL TEST
AND EVALUATION (OT&E> IN
STRATEGIC AIR COMMAND

I. Pyrpose: To determine if the precent decerntrzlized OT&E

. crganization is efficient and conducive to the nmpartiality

}} necessary for objective weapon system ascsecsmznl nd raporiing.

:f IT. Problem: Although the weapon acquisition prasere has made
Q; signi ficant improvements recently, sorious dedicysncies in the

- Testing and Evaluation (T&E) of the weapeone the Air Force

. acquires still exist, As precently structured, ths conduct of

o OT2E n S6C is fragmented with no fewer than 17 organizations

- participating 'n csome area of the tecting procesze., This study

}j analyzes whether SAC methodolnqgy in nerforminag OT&E is a scolution
. oo the rroblem, or whether 1t merely 15 evzcerbhoting an already
& jreffrorenrt asystem.

:: Ty, Data: Since 1970, there hace been a concerted effort within
g the Air Force to crganize OT&E <o it can provide cost-effective
- and re) . able weapon sy<stems. Management of comule. OVEE programs
=~ nwere frajmented among the operational commands which resulted in

no one having the authority to speak on and develop ocverall OT&E
poticy for the Air Force. Ir an attempt to favorably recolve the

e e, MATCNY: were tacsked to recrqQanize. L ani-houce
- e s agatirons revealed an OT&EE pirogr am Pt oo dadeqguate o
- meet the e-panding reovirements of UI&E. v centi vl ced concept
3 was praposed but a contr ersy developed ooer sl ot control
the new agency. @ dic Ltorate in charge of test oo SRIEY e

A

A




CONTINUED

estabiitched in 1972, This new organization, however, was
basically powerlese a3 it had a voice only in OT&E matters that
pertained to the Deputy Chief of Staff/Operations.

“ opower struggle among ths XF, B0, and B8M wasz the primsry
veazun 540 did net centrally organize. The consensus was that
zuch an organtzatron would be beet;y however, all three looked at
thie ordeal as & zero-sum game, and as & result, the logical
courze of actiorn to centrally organize never materialized. BSAC
did ot want to change the present way of conducting OT&E;
nevertheleszs, 1t was faced with the diiemma of not complying with
curient Alr Force directives (AFR 80-14, AFM 55-43) i+ they chase
to marntain the =tatus quo. Shortly after the establishment of
the Ar Force Operational Test and Evaluation Center (AFOTEC),
SAC took action which undermined the four previous years of
sttenpts at reorganization. DOV was disbanded as a directorate.
zt1l . under preszure to ectablish a SAC focal point for all SAC
OT&E . DOOY was oftf1cially listed as the the SAC point of contact.,
Thie new divicion met the requirement of the requlation, but had
e defined responsibilities and authority. In essence, SAC OT&E
crgantzat:on an 1228 differed littie from the inefficient system
first rderntified irn 1970. There is no appreciable difference
tron the way A0 conducts OT&E today than the way it was
aocomp o sheed v 1F7S,

e oo tustionn: As presentry etructured, the condouct of OT&E
inoontrstegrc Air Lommand remaine the fragmented organization
soret gdentibied v P20, The numercus organizations
csrtrcapating 10 VT&E a3nd the tack of a decicsion—-making agency to

o s the ety e orogram makes the OT&E procese inetficient.,
The 2corstyrg 5 “fem s uncoor dinated in objgective,

crtpecgoa bty planning, testing, and reporting. Efficiency and
ettert vene.s were c:crrficed at the expense of retaining power,
connt oo woorgantzational integrity.

oA

Feconmendat onsiy  JTAE s only one part of 3 dynamic syetem
CrIOH DrolT s, I't regquires concstant review and the

ctte ¢t af QT&E manasger = at all levels to ensare that it is

RIS N

sptomait . per furmed,.  Thange from the present wx  of doing OT4E
st AL nus! Le pursiged Lecause 1t is in the best interest of ths
Faro Tor s, Toe begin with, the Alrcraft aind Weaporns Test Divicion
et ol b rerrstated a3 oa directorate.  Thiz change will give

drce sl b and poestige to an organization that is supposed
beoree s T boent poant for OT&E, A second option ise for the
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Bos perations to consolidate 211 1 ts tezting actroaties o
maxlor Srstems under the new directorate. & thicd sltermatios
v ludes ncorporating DOSoFlans TCEM testing oo the D00 TOED
Fe=tyng under the proposed new directorate., T thyz o b2
drcectorate would be under the couperwvizion of Lorenle #2000
frecearch (MRS, Finzil., the lazt optryon wogid e the

cotabiyzhment ot 2 centrzxll. oo b e dle ko sagere Pinchee, P

cothior by af the Seal Chief o+ Stafd,
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Chapter Upne

INTRODUCTION

BACKGROUND OF FROSLEN

e}

m

& have ceen great strides toward improvement in the Test
sna Evasluation “T&E? of the weapon system acquisition process in
¥ ; howevar, significant problems stiil rematn. The

unting ODffice (6GA0) reporteg in 1983.,"...the U.S. it
Ilions of dollars worth of weapons without Knowing
can do the job because they have not been adequately
{ The problem was more dramatically stated by Dr .
cter, Jr., Director of Defense Research and

hERN tn August 1946%, "Our past and present methods of
2rQuiring weapons have lost us the confidence of the public and
sre threatening ouwr country’s future security. Unless we change
2 practices drastically, our future ability to deter war and
f1ght can be seriously jeopardized" (30:1),

v

Felan?

&

e mgral &
: 3
t

1¥ one looke further back into the history of the
acqutizi tion process he zees that time and time aqgain the Air
Forow s crought to task for its organization anag ability to
efficrently conduct test and evaluation. #As early as 1934
eoretbtary of War Baker recommended the Air Corps ectablish a
zeparate branch for research and flight testing" (31:2).

o

Thz importance of ftesting and evaluation in the weapon

1oz tron process 1s not oin question. The criticism borne by
o o= Force for fifry years 1s not one of do we need 1t or not,
out 4 question ¥, can we do 1t better? The Air Force has made
droamatac moves 1o omprove the systemnm by establising an

itndependent test agency, now called the Air Force Operational
Test and Evsluation Center (AFOTEC). However, with the advent of
technologicall, sophistica'ed multi-miltlion dollar weapon systems

the T&E ousiresz:z s more complex thar ever. MNo wune agency, such
az AFOTED, can be expected to carry the burden to ensure the
syccessful trans) tion of a weapon syestem from acguicition to

steuckpile to target,

The uzing command has beer given greater asutoromy in
Cevelapment Test and Evaluation (DT&E), and Operational Test and
Evalaatiron +OTREY o f weaprn systeme which they have been

45 . gioedd, Fhe Aeterm ozt v of Grneratronal capability s the
foggbr e respeonss b b cf the g cammang since 0t iz the

'
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cmorg OT&E on & mador scale has increazed when compared to
stuycdy addressed 10 the previous: chapfer,  SACR 935-957

mer o
the mar-yrar =%

s designed to simnlidfy the testing process and o.ooe

the organizations performing QT&E. MHowever, it also reatfirms
that there 15 no ane agency responcsible for DI&E., & quick glance
at the abowe data shows that both the XP zand DO coxegunities
pertorm IO0T&RE, QOTAE, and FOT&RE on warious aespan o Yeme and

zuuheystems,
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conduc tesuppor ts
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sub-syatems,

oo kol srstems

and conductsz
and eguipment

0 At i AR el S i s 2k e o s i g s e e it et T T T T T T N R N T T T T R T IR
b e s PO nd - Regpoasibt bty COPRY s the Andoodoat
S 2 o fast Do svan (LOJAY L Tne major thrust of wnis
N Sota ocvaca be what orgativation 18 tezponsible tor
o oy e pacrticdlar trpe of OT&E. Below 1s a synopcrs ot
Et Lhordctorates conduoting OT&E ae depicted tn Salk 95-877;
, S condagsts OT&E of comsmnunication systems, zubsystems,
cyws o UL g i ud g command Conhunr Catian st
O condoe te ke of base facilities, aoliuding
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&t tas) ong: and reporting upon request.
bt bt operastional analrsie support to &40 Test
: Suutems cugpor ted by NR for OT&E include aircraft,
oot ¢, ztrborne misserles, command control and
T Lrac i bt weaponc and 1CBMs,
P it e Ur&E of zecuri tv systems, sub-usystems, and
' vooLTeE b Spasce SBurveitllance and HMisstle
ER s S pnnen
NS shidus te TOTAE or relonnalssance «y=tems., Serves as
soorntact vor Fitvde gz required by AFP 80-38.
crotot DAt or s ceraft, except command contraol
ot L e rumimandg postrs. and alrborne missile
Tenz cesolodiryg [UTHE -+ nuclear and conventional
I ¢laten o i sit o monctorSeonti o) and releave
b BLE s ipne, U for sLarrratt o in the operational
! Londurt: P& annr FOTRE of life support systems.
Vi oy T At (VAP IR R T
MO ocondags b P e MO TRE of [TUBFY weapon syctems,
o arcd eautonent T3
conl s b tre sl e dete suggests that the bulk of the
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* Pleae ok the numt e wf directorates actualls
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Chapter Three

OT&E REGULATIONS

LCDD DOCUMENTS

L Uie B0 OT&E historical background complete, it is now
iizie to look at the precent SAC organization and return ‘o
S snaie as to whether OT&E 1s beitng efficiently and
ef<sctively conducted. This section wil) analrze OT&E documents
ard how they impact the current SAC testing organization.

There are numerous significant Testing and Evaluation (T&E)
documents. DODD 5000.1 explains the rolie of T&E, "Test and
2o 'uation shall commence as early as possible ;.. .the most
nirso1c vest environment possitile and an acceptable
":nfdtnon of future operational system will be used in the
47 (¥:3-1>. DODD 5000.3 addresses independent OT&E policy,
"in sach DOD component there will be one major field agency,
suwirate and distinct from the developing and procurement command
“roci vrom the using command, which wil) be responsible for OT&E"

The Mavy had such an organization, the Operational Test and
Tt gation Force (OPTEUVFOR), before the 1970 SECDEF memorandum.
fros meme complied with the memo in 1973 with the establishment of
bie Opecational Test and Ewaluation Agency (OTEAR). The Air Force
Jodemed suit in 1974 with the establishment of the Air Force
Tuorational Test and Evaluation Center (34:9-10). The Air Force
~ye implemented LODD regulations through organizational
Jironments, AFM 55 43, and AFR 80-14. SACR S55-57 was written to
sioplement AFR 80-14 and delineates the tasks and
reeponsibilities in conducting OT&E at the MAJCOM level.

AFM_55-43

section C of AFr 55-43 states two general responsibilities
s e MAJCOM n conducting OT&E, "Establish specific command
crocedures required to implement AFR 80-14, AFM 55-43, and
s:20ctated Air Force requlationg; and establish a command OT&E
iocal pornt" (11:3-4)., The manual clarifies these two
ntijectives.,

a: The MAJCOM s, as required, may establish specific

solicie=s, command procedures, and guidelines necessary to
aplement AFR 80-14 and AFM 55-43. The command OT&E focal point

tl
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's the focal pornt at SAC for BT&E?", SAL shrugged +ts: shoultders,

AFR 30-14 was complied with on 18 Ma, 745 when th= &ircraft
Test Division (DOOV) was made the SAC focal point for OT4E
(24:--). However, its responsibilities and authority were not
defined, The division did not report directly to the Chief of
Staff; did not attempt to conduct OT&E that was not within DOO
charter; and was not responsible for the accuracy and
accaptability of the planning, conduct, and reporting of 0OT&E
which was not under the purview of D00 (33:--). Except for
defining additional responsibilities through the mplementation
of 3ACR 353-57, the Aircraft and Test Division was the SAC teszt
fccal point on paper onlty.

'n late 1974, the Secretary of Defense asked the Defense
Science Board to determine if the Air Force was doing tco much
te=ting or testing inefficiently. Dr. Eugene Fubini, the
chairman of the task force making the report, stated,”...little
cr no overtesting is being generated...the so-called test and
evaluation gap continues..." (31:5),

The SaC UT&E organization has changed ltittle since 1976,
except for an attempt by the DO in 1983 to assume control of the
4200 Test Squadron. However, the volume and complexity of weapon
testing has increased dramatically. Although the compromise to
establish an QT&E focal point seemed to appease the Air Staff and
DOD, much of the OT&E recponsibility is scattered throughout the
Command. SAC OT&E structure is more fragmented now thanm it was
in 1970. The XP and DO have gone separate wars on what and how
OT&E is performed.

A recent GAO study concluded that evaluations of weapon
eyctem performance were "too fragmented to provide = coherent and !
meaninod4n! picture of a systems progrecs” (1:9-10".  This same ‘
study proposed the establishment of an independent testing office
within the Pentagon. The new organization was to have taken
charge i November 1983, but only recently has the croundwork
beer Yaid for its establishment. The reasoning behind this
initiative is the removal of a possible conflict of interest
beteean the Pentlagon and the industry officials who produce the
aysteme (1:19-10>. Although this agency will have little to do
wi th MAJOOM OT&E, itts establishment reemphasires the importance
Tonares= places on an 1mpartial testing program, and secondiy, it
cutz ta rest the potion that conduct of test and evaiustion
peogr ane zee no longer under scrutiny.

IR
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EMERGENCE OF AFOTEC

Tz above itnformation, and the reports provided by other
oo ational commands to the USAF OT&E Committee were said by #ir
bilat+r to have been the basig for the Chief of Staff’s decision to
torm the Ailr Force Operational Test and Evaluation Center
v CHUTRECY . This organization now gave the Air Force a singie
ay=ncy to manage all major OT&E programs as originally directed
- the Secretary of Defense 1n 1971. Although AFOTEC is the
recpnnsible operating agency for OT&E, the majoritr of the
rezources to conduct the tests come from the using and supporting
commands. Using commands (SAC) retained DT&E responsibilities
for non-maior OT&E programs and therefore should have pursued
SECDES direction to reorganize (11:2-3),

hiree malior plans were proposed in late 9749 in a final

sttenmpt to resoclve the reorganization dilemma. Option one was
triat all OT&E be placed under the control of a single manager;
aption two was a distinct separation between Initial Operational
Test and Evaluation (10T&E)>, and Follow-on Operational Test and
fvatuation (FOT&E>; option three was the separation of Aircraft
ard TCBM OT&E. In the last option the DO would conduct atl QOT&E
Showreorart srsiems and the XP would conduct all OT&E of 10BM
et All three plans apparently were never seriously

stnce no additional studies were made to analyze their
Si--0.

ihe ezmergence of AFOTEC sclved the problem of not having an
'nacmondent testing agency, but did littlie to ensure the Services
waosta comply with the original plans to centrally organize their
i test activities, In early 1975, the SAC/CS advised the DO
ifts . o turther actions were to be pursued or implemented in the
ares of OT&E (3é:--), This was a puzzle in light of the fact
that the Service reorganization requested by the SECDEF in 1971
cowd 2t not peen complied with.,

The SAC/DO responded with surprising and unusual actions of
s owiwn. He decided not to put up the front of complying with
SR 30--14 and immediately disbanded DOV. His rationale was that
1t Sl was not going to organize for OT&E, then he would organize
fer operations, D00 and DOM Directorates were formed, and DOT
mas restructured. With the cdemise of the Directorate of OT&E
came the realizatiron that SAC would not comply with the intent of
"he regultaticn (38:--).

-0

it was noted at the time "the disbanding of DOV was a gtant
ieap bacKwards for centralized management of OT&E" (361--)
CaM2AaC got involued in December 197% when he was informed of
“=C z non—-compliance with AFR 80-14., He immediately told the XP
and DO to resolve their differences and bring about a
rearganization that would comply with OT&E guidance (23:1). And
zc, four rears after the problem first surfaced, SAC was still
sondering over how to solve it, Every time someone asked, "who

?
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As a follow-on to the briefings, the Commands were asked by
the Air Staff Board to report the number of man-days involved in
OT&E, and to identify the agencies in which they were located.
The SAC report revealed that DOV accounted for 8/ of the SAC
total. Below is the estimated number of man-vears devoted *>
OT&E (19:1):

a. AIRCRAFT SYSTEMS; DO 83, XP 92, LG 24, NR 2

DOCS, Operations

DoV 36
42018t Test Squadron 32
pocC é
DOK 2
1 CEVG 7
83
DCS, Plans
XPF Some (%)
XPH 2
4200 Test Squadron 20
9z

DCS, Logistics

LM i

LGW 2
2MMS./NT 1 21

29

Science and Research 2

b.  ICBM SYSTEMS: DO 12, XP 25, BM 24, 1STRAD 809
DCS, Operations

pov 1z
Do i
13

DCS, Plans

XF 14

BM 28

{STRAD 80 =
&
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ettt T ttie mar e than sF suthcrazation for the O to _:'
Vo date tian ot b vaan broanche s under Zingle maragement.,
! e be it s, LMY wia: adentitied to the Fnr o btatt as the SAL OT&L ]
LTI B SRS T ST E'-i
SR I G s pobilazhed on 12 Mav 1F7Z, girwing further :_'-:‘
’ ! cote the aperating commands on conduc b, OTEEL T gt
Sty o) the requai ement tor the establizhment ot &« carngle S
ety . b e cezpansbo le forooall OTREL e AL DOt AP letter Iy
- Cebe sy the Voe Commander s OUWNTIMCSACY direction for the R ':-::-..
boooe 3 mangoees team study the tezsiblility of ncorporating ;-;'.-:
£ Voo Missitle Evzaluyatron (BM» ynto the OT&E organization ::-:'_:;
: ]
RS
[ the peanteome, the Chief of B prepared a mezzage to the P
Sroea s, for EACCCE release, tngquiring if the evaluation and
reportoag ot ICBM cperational tests were considered 0T&E under
SFF IO -14 YTr-=Y,  Although ICBM testing was the subject of
“nweoval ftrextment n the new regulation, with Joint Chiefs of
“raif (JCzy directives bearing heavily» upon the conduct and
repor ting, the Air Statf did not exclude missile testing from
meony part of the test oand evaluation activities ltisted in AFR
T In light of this new information, SAC-CS convened .
womiet nn of the zenior staff to consider incorporating BM into A
TP E argacozatian. Agreement was reached by all present, T
ceovu b tar B Howewer , no additional csteps were taken to chanqe - .
soocgrrent o structure ol i) "9
N
P omaz welit kraown a2t the Air Staff that SAC had not formed a Y
fog) OT&E agency; *therefare, SAC along with other operating '::{.}
CoTman s waz tazked to brief the OT&E Committee of the Air Staff N
Coosroan o s command OT&E program and organization (18:--). R
At gument s agein zurfaced within the command on what the contents 4
b the broefing should be, since any briefing presented would RN
vack the anformation the Air Staff wanted to hear. The VOINC o
rmade the decision to brief what existed at SAC, No effort was e
mrde to cosmetically transfer functiane or manning to accommodate "_.f«::
Fhe oroiering. I Mar 1573, the briefing was given at the Loy
TR RN IV The maror responsibiltities reflected were: ¥ )
E “F iz responsible for all I0TAKE, except for ECM. R
. “F iz responcible for all OT&E of Life Support N
orm: BEQuipmen . S
. DO 1z rezponzible for all OTA&E, lesz Life Sypport, :~:::~"
. Sl TOIsE of ECH, T
4. BN v = oresponzible for the evaluation of ballistic g )
! b o
e. MNF 13 cezponzbile for the analrsis and evaluvation of f~:.:~:.'
i et zoztems, Sy
f. 320w Tezt and Evaluation 3quadran, under XPH, i¢ R
pme sible far o the I0T&E of the B-1. ey
o - sl Test Zquadron, under DOV, 1< recponsbile for ,
T e bhe Shor bt Pange Attack Mizsile (SRAMY .
b 1zt Strategic Aerccepace Division 1 regponsible for
b oaper 2bionz of balliztic miszsile OT&E f10:a--%0,
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N For terd craraxl rooght:s s Thoze wlie R Gr e powen i, ot ‘

- pointed out thzt MT&E 2 an ntegral part oo b 4 g

? proceszz, and therevaore re in the most aduantagesos prt ot o ¢

! corduct timel, and oot eftective DTEE project o, [N S B

> hand, by detinitiron, QTRE projects were to bl a0 20mp s o -

\ oper atiornal perzonnel ., There was ulde*prﬂ~a SPpth D b e
most Closelxs £it the Dperatan nal defrrobion oand trss e o
mare ables to comprehensively and obirectivel . determow
Gperaxtronxl zurtabr gty Tho SHLoDO stated, S R ) (T

planning for weapon svstems are rlurt¢ulfv the »F Jra ter o
tu:txng and operating the systems liec vithin Sper «rio
rurisdictron” C32:1), HMewvertheless, leaving LR b 0 0y
ety propaozed OT&E organtzation v olated Lhe el o - T
the recommended recarganization. Considerable parcoharalo s oo
emotian were generated on both sides of the conzolicat oo
argument. fApparent lack of quidasnce +rom Yhe e huatt
complicated the 1ssue,

¢ temporaci)s> shelved until ~ June 15771, vihen 3

The matier wxz
Foletters called attention to Gererzal .an =

zeries of DU tao
stated deadline of | July 1771 to have OT&E restrusctured and
under ziongle mar a;ement within the ocperating commands:
I think our people have deliberated =uf+icianfly on the
complesities of establishing a Directorate +=¢
Operational Test and Evaluation. It zeems we are In
generx) agreement that such an organization 1= ’
ezzential but dicagree only on the "hair zplitfing” L.
tzzurs of what functions are OT&E and which +2ii tnto -
the category of engineering design and development ., 1 =]
realize we are bucking =soame heavily entrenchad Zﬁ
fraﬁ:t:mﬁ. Howewsr , all the XFO arguments =g:iinst the e
HT&E Ad Hoo Committee proposal only resulted in a -9
position that essentiall, maintains the status aqua In E
mrzzrle tezt and evaluation, I submirt that 14§ the b
corrent redundancy and fragmentation of effortz in N
mis=1le testing was the bect system we would not have }
i betie st oument here, the Sar Stafs . oor 000 R0 g
zehzequent HRODSHF statdtd orse bt to M Sal o on 4 Januvar sy P72 E
ronssled tha b Sal had not fo reepanded or complied with the ?
. requestomr o ectattishing an ﬁ; ant for OT&E aithin the &
’ par b= thy rﬁsp&nslbll’ tao rewviers, peacrde gusdance, -
oeed v epnr toon DTAE T ")
l R
| Two wieel = latoer o ta Jarnuars> 15972, Lieutenant Gener al t
ﬁf stk d, Deput e Detence Directar for Fesearch and Enginesr tna ;
t' T D e s bed) D0 tec anquir e gnto the OT&E organrzatyon. He -
- cra: o bageted o the reor ganTation z=tudy, and the proposal {for the <.
:} fova TR Gr s Ta oo, The L0 and YF came to a2 compromise and -
?: ' R g pe o ctrenal Test andd Leniaat o wa o bt o f‘
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On 20 February 1971, Air Staff officially tasked Air Force
Piayar Commands ‘MAJCOMs) to reorganize. SAF memo to SECDEF
as=zured actions would be mplemented by 1 July 19721

Lr . Lucaz, Geéneral Ryan, and 1 have discussed at length
your memor andum on the "Conduct of (Operational Test and
Evaluation.” We agree completely that improvements in
our weapon svstem acquisition procees and particularly

- in testing, can and should be implemented. I assure
sy that Air Force actions to improve testing will be
implemeted by 1 July, 1971, and that our system
acquicsition and testing methods in the immediate future
will meet your requiremente and standards (15:--).

SAL respanse resulting from the 16 February 19271 Test
Revrow Board was the formutation of an Ad Hoc Committee to
nresent a coordinated SAC position on the recommended actions.
Ths meeting was chaired by the Deputy XP (DCS/Plans) to explore
the means of complying with the Air Force Chief of Staff
dgirzctive., The committee determined that operational test and
sualuyation within SAC was divided between XP and DO
(LS. Uperaticns)y, that the lines of responsiblity for weapon
zystem test programe were vague and overlapping, and actual test
citor ts were overjapping and redundant. After considerable
doliberations the commi ttee recommended by majority opinion that
1 LT&E Directorate be established under DCS/Operations with
responsibility tor all SAC OT&E weapon systems and subsystems.
The consensus was that for effective management, all the major
clements of OT&E should be pulled together under one agency. An
immediate controversy, concerning intercontinental ballistic
miesile (ICBM) functions, developed between the XP and DO
comnunity. At that time many of the missile operations functions
and projects were duplicated and overlapped in the XPQT and DOTM
divistons. Combinyng these two divisions, as was suggested by
the commni ttee, wouid have eliminated some of the confusion on
testing responsibilities; however, XPQ did not concur with the
ommi ttee findings (1&:--).

Frrom the onset of the OT&E argument, XPQ essentially stood
slone 1n resisting the integration and consolidation of missile
test offorts. As the MINUTEMAN Program Element Mon tor (PEM) for
240, XFO was reluctant to relinquish its organization and
~2sources to a congolidation, despite the OT&E Committee
recommendations. It was apparent that there was no simple,
noncortroversial solution. But the argument that consolidation
of the ICBM OT&E would have resulted in loss of "expertise" and
program direction was not valid. The plan was to use the same

people 1n the consolidated organization, although some "empires"”
would have beern reduced (14:--),

[t must be noted that the problems surfaced because there
wag the diffrcult choice of whether to locate the activity under
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program (27:1). Criticism continued to mount in July, 1970, when
a Weapon System Evaluation Group (WSEG) study of air-to-air
missiles, Froject Dead Eye, again pointed out some serious
problems in OT&E, "“These deficiencies are not just peculiar to
the operational testing of air-to-air missiles, but cut across
the spectrum of weapon systems. The process does not include
comprehensive and continuing evaluations of the complete wexpon
system" (29:1>. In Augy t, 1?70, an Air Force Ad Hoc Study Group
reported problems of overlap, duplication, test support, adequac»r
of procedures and funding, all deriving from an unclear OT&F
policy (d4i—--),

A Secretary of the Air Force (SAF) memo, & January 1271,
recommended the Air Force develop & program which would inteqgrate
essential OT&E requirements and would serve as the basis for the
direction and control of AF OT&E. The memo also said the proaram
should clarify and align AF OT&E regulations and designate the
Deputy Director of Operations as the Assistant for OT&E to the
Deputy Chief of Staff, Plancs and Operatione (S:-->,

On 11 February 1971, the SECDEF established a new OT&E
policy to the Service Secretaries based on the studies that had
been ongoing:

Al though each Service now has a somewhat different way
of organizing for operations test and evaluation, it is
apparent to me that this function can be best performed
by an agency which is separate and distinct from the
developing command and which reports the results of its
test and evaluation efforte directly to the Chief cf
the Service. Moreover, within the Service
Headquarter's staff, there needs to be an office with a
clear OT&E identification to provide staff assistance
directiy to the Service Thief and to provide a
headquarters focal point for the independent OT&E field
agency. Accordingly, each Service is requested to
restructure 1ts organization for OT&E along the lines
specified above. As a second step, I am establishinag a
Deputy Director for Test and Evaluation with
acrasz—the-board responsibitities for 0SD in test and
evaluation matters, This office will review and
approve te .t and evaluation plans prepared by the
Services and will provide an assescment of the resulte
ocbtarned (246:~--).

On 14 February 1971, a Test Concept Review Board was held at
HO LSAF with the specific purpose to define the objectives for

#“r: Force test policy; to determine the deficiencies that e i1cted
'Y the present program; to determine the adequacy of the
nresent z.ztem n accomplishing Air Force test objectiveca; to
explore alterative test concepts 1n accomplishing test goals; to
determine the practicabiiity and desirability of establishing an
Air Force fi1eld agency for conducting OT&E: and +inally, to
provide recommendatione for the 1mpraouement of a1 FTorce te:ting
4
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Cnhnapter Two

HISTORICAL LUOK AT SAC OT&E

EVOLUTION OF OT&E

T2 understand SAC s OT&E organizational structure and how 1t
cia o cerived, it 1s necessary to trace the evolution of OT&E
rolicy within the Office of the Secretary of Defense (0SD),

Ul ied States Air Force (USAF)Y, and SAC.

Operational Test and Evaluation (OT&E) of aircraft and air
weazons systems has been ongoing since the Wright Brothers were
rupy ded a3 contract in 1908, OT&E evolved gradually in the Air
o0 However, a systematic approach to testing didn’t
mavcctalize until after WWII when the Air Proving Ground Command
{oFGCr was establicshed to conduct OT&E. This organization
soickKly fell from power when it was criticized for not providing
tive resultes to the using commands in a timely manner. As a
rzsyuft, the business of OT&E became the responsibility of the
viing commands in 1958, This shift in the allocation of power
wag g decision the Air Force soon regretted. The loss of
ceniralized guidance on OT&E matters produced chaos and
wnzuatrstactory results for the next twelve years (11:2-1),

“# Blue Ribbon Defense Panel report published in July, 1970

sruerely driticized and provided recommendations regarding OT&E
the Services. This negative report brought to the subject the
“ttention of Conyress and prompted Secretary of Defense Laird to
rend 4 memo to the Service Secretaries on 13 July, expressing his

LTI o

oreview Of matters concerning operational test and
evaluation in DOD causes me concern about the
cbhiectivity, quality, thoroughness, and retative
priority of OT&E within the individual Services. 1
believe the Services should assume the responsibility
tfor addressing the situation and taking corrective
measures as necessary (2811).

In responce~ to the SECDEF memo, HQ USAF convened a Study
Tocup on OT&E (Bolender Committee) in late July, 1970. The
repoirt contained a series of recommendations which formed the
bezrz for channes in the USAF test and evaluation program, and
rnfinenced changes 'tn the overall Department of Defense (DOD)

3
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Chapter Fiue

SUMMERY

FELUCTAMCE TO GRGANIZE

hoopnsn to o rfzorganize OT&E in the Air Force came about
C A1 Eing process was deemed netticient in providing
and relixble weapon systems. & significant

to zuist. Management of complex OT&E programs was
g the ocperational commands which resulted in no
authority to speak on and develop overall OT&E

Bir Force. In an attempt to favorably resclve the
were tazked to reorganize,

wouse investigations revealed a testing program that
e to meet the sxpanding requirements of OT&E. @A

= was proposzed but 2 controversy developed over
of the new zgency. DOV was established as the SAC
1

PRt i April 1972 This agency, however, was
t had a vwoice only in matters that pertained to DO

v1 power struggle between the <P, DO, and BM was the primar»~
i d ot centrally organize. The consenzus wWas that a
Tenirsl arganization would be best; however, baoth organizations
toobed at the ordeal as a zero-sum game and, ag a result, the
coni ocourse of xction to cerntrally organize newver

e i) yzedd.

in 1% 75, zshortly after the establishment of &GFOTEC,

oand w0 ook actions to undermine the four previous

i attempts 2t reorganization. The CS5 aduvised the DO that
e to be no further attempts at ieorganization. As &

eyl ton DO decided to disband DOV as & directorate.,

g peoentiy, the emergence of AFOTEC had lifted some of the

orrioure to reorganize internally.

i tas 1%77¢, DOOY was officially listed az the 54C focal
v b ot OTVAEE with no defined recsponsibilities and authority.

P
In zzzepce, S8AC OT&E organization in 19278 was no different than
S AT in 1270, There haz been no appreciable change in OT&E

crastocsation be tween 1Y

o
L]

and 1985.
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Chapter Six

FINDINGS/CONCLUSIONS

As presently structured, the conduct of OT&E =zt Strateqic
Air Command remaine the fragmented organization first identified
in 1970, The numerous organirations participating in J3T&E, and
tne lack of a decision-making agency to oversee the entire
pragran makes the process inefficient. The system 1+ not
conducive to the impartiality required for objective waapon
system assessment and reporting. The existing process is
uncogrdinated in objective, responsibility, plannino, testing,
and reporting.

From 1976 to the present, SAC has had no Air Staff precssure to
reocrganize, although the DO has made futile attempts tco
incorporate the 4200 TES under his control. This lack of
concentrated effort does not impty that all the problems have
been magically solved. On the contrary, in light of the emphasis
that system acquisition and testing is receiving in Congress, and
the publicity over fraud and integrity that seem to exist in the
acquisition and testing of multi—-million doilar weapons of today,
reorganization at SAC must once again be brought into the open
for serious discussions and imptementation. Tre cohjectives of an
etficient and effective OT&E progiram in Strategic ~ir Comaond
were sacrificed at the expense of retaining power, control!, and
nrganizational integrity.

As shown by SACR 55-57, SAC conduct of OT&E is more
fragmented today than it was in 1970, The divigion of OT&E
r2sponsibilities between the XP and DO seeme to be hased not on
functional tines, but based on arbitrary decisions. Thig is
clearly shown by the fact that XP and DO are involved throughout
the enti-e T&E process. The XP argument that I0T&E is closer to
the fenctional responsibilities of DCS/Plans is valid, but if

that te true, why then is not all I0OT&E under the purview of the
sP7 0 The DO argument that OT&E best fite the functional lines of
DCS/0perations is also valid., Why then is it alse involuved in

DTA&E of nuclear gravity weapons and ECM equipment, which seems to
he closer aligned with the functional JTines of XP7%

SAC is technically complying with appropriate OT&E
dircctives, but not with the intent. For instance, z2lthough
“it.ed as the SAC focal point for OT&E, DOOA has 'ittle influence
in OT&E pianning and reporting of matters performed by DOM, XPQ,
XFH, or LGM. A1) of the organizations performing OT&E as listed
in SACR 35-57 do not ceport their OT&E findings to 0O%A, or ask
tor recommendations. Not until 1983 was XP even rnrogired to
coordinate aircraft related 4200 TES programs with DRDCOA. Simply
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AD-17 incends.

sue, the Qircraft and Weapons Divisiun does not function sz AFR

SBaide from not optimally organizing and performing OT&E, SAC
1= not tiving up to the standard specified in SACR 23-6. This
dm-uwnint is the focus for SAC organization policy and guidance,
an iy sresent OT&E structure at SAC is not tailored "to ensure
@i productivity andg the best posszible use of resources”
(2113,

idhzn the SECDEF established a new OT&E potlircy in 1971, he

s.0 wwn objectives., First was the establishment of a single AF
ot aneacy that was separate from the services that couid
Coauunt oardependent testing and reporting. His second aim was to
nzw. ino services centrally organize their OT&E functions to
e assist this new test agency. AFOTEC was established and
suli.iled the requirement of the first objective; however, to
thiz date SAC has refused to centrally organize. Past efforts to
do 5o wery valid. The plans were dismissed because of
parco.sialism and narrow point of view that resulted from a power
struggie within the command. The major plarers agreed the change
was justified, warranted, and beneficial. The problem identifiad
in iPT0 stril oexisite today, and the SAC dilemma remains. I+ &
sonesiidation ig implamented, under who’s authority do you put
rer o his guestion must be put to rest before a significant

L% in how SAC conducts OT&E can be realized. There are
g “r i congiderations that must be addressed before the issue of
recrgenization can surface again.

DEYR

Arguments over who is responsible for what kKind of OT&E can
neo oo indefinitely because the guidance provided is unclear and
sLoiwTt to interpretation. What must be put in the forefront is
e . the purpose of OT&E is to estimate the military utility of a
srrulem, subsystem, or item of equipment. Is the present way of
~oing ousiness the best way? This study has stown that it’s not.
The ivony 18 trhat very few will argue that it is. Parochial
views must be put aside for any meaningful chance of
cecrLanizadion to occur., The opportunity is here to voluntarily
thange for the bette~ because it will only be a matter of time
before SAC will once again be brought to task for their present
insdecuate OT&E zystem,
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Chapter Sewven

RECOMMERNDAT 1 O3S .

In looking at possible ways of improving Sal.'s OT&k
structure, 1t must be emphasized that SAC’s program is .
inefficient, OT&E management requirements are increasing
dramatically as evidenced by the numerous orqQanizatiors now
invoived 1n IT&E, Action to consolidate certain OTA&L functions
was required in 1970 and it is required now. One of the
recommendations made by the Ad Hoc Committee in 1771 was to
maintain the status—-quo. It was adopted. Unfortunately, the
choice of doing nothing then has made the adoption of a coherent
OT&E policy more difficult today. HNevertheless a change must be
pursued because it is in the best interest nof a more obldective .
and thorough OT&E program. OT&E is only one part of a2 dyvnamic h
system acquisition process. It requires constant review and the
attention of DOT&E managers at all levels to ernsire that it is
optimaliy performed. The following suggestions are possible
alternatives to SAC s wav of doing OT&E. ]

As a first atep, the Aircraft and Weapons Tecl Diviszion
(DUOAY should be reinstated as a directorate. This change will
give more credibility and prestige to an organiz~tion that is
suppozed to he the SAU focal point for O0T&E. Ttiie nctron will
prrovide more autonomy, independence, and ef+ic iy in ¢conducting

2 anldiR

snd reporting test results., DOOAs regponsibititizs hhave gQrown
cme warat !ty 2incz ot was dicehanded e o o a0 in 1975, 1t

ek Banl,

matnitarng direct control of SAC Project Qffice at Eqlin AFB and
the Electronic Countermeasures Laboratory at Qffutt AFB; it is

roeponsihle for the 4203 TESTS at Parksdale, 2nd the BB ’
Detachment Squadreon at U ss8 AFR,  édditionally, the 4201 TESTS

nas orown significantiy with the incorperaticn of the 2BMY s
oo ap sapitenagee Saunasdroe MG Tos s cmen Lot Team, as well f
Thader oonal manpower to accommoedale an increasing testing i
oo e, e esver, thi funclions of the division are unigue

enarh to he =eparate from the directorate it s presently under. 1
DG e mant resporcihle for implementing contingency war plans, ;
writing A tactical doctrine, planrning for ADUVDON denlarment, !

man=ging TAC par ticoipation in exercises, aperating the Red Flag
Lrartson OUffire, and providing representation ‘o the Support
Battle Staff, The establishment of an OT&E directorate in 1972
wae fully justified and needz to he reinstated. Tn conjunction,
the conteoc! of 400 TRES ghould Le transferred v thg
directorate. (i= was shown, the majority of the tenste conducted
by the 4200tk are eccantially on the same weapor
syetems/subs, zrems 1n which the [0 participaten, *he difierence
being that the 4200 TES conducts I10T&E and the DO concucts FOT&E,
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; vranizter from [UT&E to FOT&E can be simplified and result in
12s3 overtap, and may remove the total qQaps that now exist in
zccomplishing the T&E mission.,

Aanather alternative is for the DCS/0perations to
cons2tidate all its testing activities of major systems under the
[ proposed new directorate. This would include the ICBM activities
“u performed by DOMU., In essence, this structure would be
zimilar to the cne disbanded in 1975,

A third option includes incorporating XP ICBM testing with

Lo cuEM testing and placing the new OT&E functions under the
nProsed new directorate. To resolve the dilemma of which DCS
wouiad control this new agency, this plan would place the proposea

; tisting dirvectorate under the control of Science and Reseairch
L whiich presently provides technical and analytic assistance
1o the desigrr and analysis of OT&E. This small consclidation
would provide a more independent SAC FOT&E focal point that can
crowide guidance and direction to the rest of the SAC
orgi.nizations performing OT&E. Given the power and authority to
ce: staff lineg, this new agency can fulfill the intent of the
zurrent OT&E requlations.

Fouren sption ie to place tne new directorate under the

the SAL Chisf of Staff. XP, DO, LG, and all major
o cinanpte n o weagpon crstem testing functions conducted within
e Crndquaters would ke included in this new agency, thus

crroaating the continuing AP/DO arguments over territorial
Toannen of OT&E.  This action would identify a single executive
Tomanss for QT&E and would satisfy OT&E directives, manuals, and
ragutations.,  Such a realignment will consolidate functions,
“edute wverlap of responsibilities, and may reduce manpower
cogrorements o thin SAC. It should decrease administrative
workiroad and 1ncrease communications efficiency. However,
imptementation would require extensive study and time. Although
e cdeal soivrion, enactment would be difficult unless both the
Foand DO would be in favor of it., OT&E can be accomplished more

tt¥rzativel, Ly an independent agency reporting directly to the
s Uhief of Staf+, but there are considerable, strong forces
v than the command vhich resist such an OT&E organization no

metier how v3lid the need. Unless these forces are identified
el are Drought to favorable terms, any attempt at compliete
Soocaaincvatron wili be futile. Efficient resource allocation
tontinues to be a growing problem within the Air Force. Any
reorganization <should strive to maximize these resources.

iest and Bualuation 1e a process that may be performed
sheoughout the 1ife cycle of # weapon system and should not be
~wnzttrainzd by the btoundaries of an inefficient system. The
wWeapons we have are only as good as the process we use to
2valuate them,
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