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PREFACE

1. This Staff Analysis Project responds to a research
topic found in the Air Force Business Research Management
Center (AFBRNC) FY 84 booklet of proposed research topics.

" 2. The auchor requested und received sponsorship of
AFBRMC. Management Center personnel provided contacts and
assisted in developing data sources for which the author is
grateful. The mission of AFBRMC is not only research
assistance, but also the coordinating and marketing of research
results to Air Force and DoD policy makers.

3. Although the author contacted the initiator of the
research topic prior to commencing this érogect, it was later
discovered that the initigtor had wanted a study of middle and
lower level progcram managers versus upper level program

. management. This Staff Analysis addresses only the senior

level program managers (AFSC 29XX military equivalent).
However, a Reservist study being conducted at Electronics
Systems Division is focusing on middle and lower level program
managers. The Reservist study headed by Major Gates is also
under the sponsorship of AFBRMC, and it is hoped that these two
satudies in concert will address the topic in sufficient detail.

‘:Z§c§sslon For ____.J

NT1S GRAXI g
DTIC TAB o
Unannounced - O

Justification————

'..._—

By

Dlstri_but 1on_[________._.-- ,
[Avail and/or

Dist Spe*’ia’- s

"‘1‘3\ yool

| \\ 1' R
e . v

iii -




ABOUT THE AUTHOR

Major Meeuwissen has had aésignments in Air Trairing
Command, Air Force Systems Command, and Military Airlift
Command. A senior pilot with over 2400 hours flying time, he
has flown the T-37, T-39, and C-14]1 aircraft. He has served as
a T-37 instructor pilot, an acquisition project officer, a
C-141 aircraft commander and research pilot.'and'most recently
as a Test Wing Chief of Safety. Major Meeuwissen graduated
from West Virginia University with a Bachelors Degree in
Aerospace Engineering and a Masters Degree ‘n Industrial
Relations. He has completed 3gquadron Officers School and Air
Command and Staff College by correspondence:; is presently
attending Air Command and Staff College in residence: and is
enrolled in the Air War College. correspondence program.

iv .

. ;
: , A C . .

. - e e A e ‘ . I T T Y . A Y I T I T I
e e L e Te T , R T L L R T T e T . DL R R




Preface ~---------~----c-m oo e o m e e e — iii

About the Author ---=----=----—--rr-e——mrece———— iv
Executive Summary -----=-------e-c-esen—- ----- vii

CHAPTER ONE - INTRODUCTION

Background ------~--=-- e 1
Problem Statement -------------e-er—cu-o--- 2
Analysis Objectives -------=-c-comw—-vouwoaooo 2

CHAPTER TWO - PROGRAM MANAGER (PM)

CHARACTERISTICS .
Management Principles ---==--vw---cm-comoeo-2 4
DOD Program Management Philosophy ~-------- 5
Program Manager Characteristics ~==------~=- 3
SUMMArY =———--===—=====coccemccmmcccmmooo— 7
CHAPTER THREE - CURRENT ASD SCENARIO
Background ------c--eesemmm e e e e 8
Acquisition Management ----=--------------- 8
Functional Management --------------~------- 9
Selected PM Profileg --=--=—mc—-emecccnccccaaa 9
Summary ---------==-== T 10
CHAPTER FOUR - CONSTRAINTS AND OPTIONS ‘
AVervi@w —=--=--cccemcmm e c e r e ——— e~~~ ‘11
Military PM Constraints ---==e=-ce-c=--- ————— 11
Civilian PM Constraints ------------------- 12
Acquisition Superagency =------=---c-woce--- 13
Summary --------------so-o---o —mrm——— e, ———— 13
CHAPTER FIVE - CONCLUSIONS/FINDINGS/
- ' RECUMMENDATIONS
OvVerview -=--c-cccccccoccccnnnreean ———————— -1
CuNCluSions <-<-=roccmcmcrccccmnmencccennan 16
Findings =---s--scecmm o e e c e e 16
Recommendations ~<-<-=~cwccevucccau- cem-—- == 16
BIBLIOGRAPHY . .
A. References Cited ---+=---ccccccccccuno-oo 18

B. Related Sources ---~--«---«- R P 21




' CONTINUED _

APPENDICES, .
Appendix A ~ PM Military/Civilian Mix -~--- 23
Appendix B -~ PM Military/Civilian Mix

: Proposed Changeg -~----===----- 25

vi




EXECUTIVE SUMMARY A

Part of our College mission is distribution of the A i
students’ problem solving < products to DoD
sponsors and c¢:her interested agencies to
enhance insight into contemporary, defense
related issues. While the College has accepted this
product as meeting academic requirements for
graduation, the views and opinionc expressed or
implied are solely those of the author and should
not be construed as carrying official sanction.

signts into tomorrow”

REPORT NUMBER es-1845 |
AUTHOR(S) MAJOR JOHN E. MEEUWISSEN, USAF

TITLE IMPACT OF PERSONNEL UTILIZATION ON PROGRAM MANAGER
EXPERTISE :

I. Purpose: To define a balanced and standardized mix of
experienced military and civilian personnel in
program/functional management positiona at Aeronautical Systenms

Division (ASD). » '

II. Problem: There is a genuine concern within the ASD
. community that military personnel mobility requirements
negatively impact the developrent and production phases of ‘the

acquisition liie cycle of ASD progranms.

III. Data: Effective progvam manager (PM) characteristics can
best be summarized by having the proper mix of experiencs,
education, management and technical expertise, and sclid

- personal characteristics. DoD prngram management philosophy
sets up a PM career field for military and civilian personnel
based upon management principles and positive personal
characteristics. The present breakout of acquisition
management PMas at ASD is 62 military and 23 civilian. The
functional management mix is 20 military and 29 civilian. The
major military PM constraints are tanure, bureaucracy, and
advancement; whi'e for the civilian PM it is mobility,
operational experience, and background.

IV. Conclusions: A successful DoD PM has integrity,
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managerial aptitude. The current ASD mix of military/civilian
acgquisition managers is 73 percent military and 27 percent
civilien. The current ASD mix of functional managers is 41
percent military and 59 percent civilian.

V. Recommendations: ASD should attempt to “balance”™ the mix
'of military/civilian acquisition managers towards 60 percent
military and 40 percent civilian. ASD should attempt tc
“maintain” the mix of military/civilian functional managers at

40 percent military and €0 percent civilian.
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Chapter UJne !
INTRODUCTION

BACKGROUND
The idea for this Stafif Analysis Project came from the Air
Force Business Research lManagement Center FY 84 booklet of
prcposed research topics. The'topic contained th2 following
information:

Title: Ippact of Military Personnel Utili?ation on
Program/Functlonal Manager Expertise in Aercnautical SyStems
Division (ASD) Program Offices.

Ubiertive: Develop standard gquideiines and a methodology
for forecasting the optimum mix of military and civilian
program/functional managers required to maintain an effective
level of expertise within ASD. Assess the impact of military
personnel mcbility on ASD’s manpower resources and ability to
provide effective and timely mission support.

Backgrourd: A balanced and standardized mix of
experienced military and civilian personnel in-
pregram/funcrional management posxtid1a 1s eusential to the
ASD mission. However, wmilitary personnel mobll;ty
requirements have decreased the growth and ava*laoxlxty of
experxenced personnel to support the ASD , mission. - There is
evxdence that the loss of experienced military personnel
through'’ reaasxgnnent and retirement has degraded the aupport
réquzred to manage the development and production phases of
the acquisition life cycle of ASD programs.

Further snalysis by tha author indicated that the
Lirectorate of Program Control in the Deputy for Aeronautical
. Equipmant (ASD/AEPP) proposed the regsearch topic. 1In:
converaing with the topic originator, the author determineg
topic validity. There i3 a genuine conce:rn within the ASD
commuiiity that military persesonnel mobility requirements
negatively .impact the development and production phases of the
acquisition life cycle of ASD programs. It taxes a long time
to fully train an experxenced program manager according to
various DoD acurcas -- approximately 24 months. (8:2~15:; 9:-~-
13:--:;.15:12-13) The normal chain of events reveals that the
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program manager will be reassigned or possibly retire to
civilian industry at about the Z4-month point. It shouid be
noted that this study 1s not merely another attempt to
regurface the question of more civilian program managers; but
rather analyzes the ASD s.tuation and suggests some viable
aApproaches.

In his reguest for'sponsorship to the Air Force Business
Research Management Center, the author cited not only. an
interest in this particular subject, but the inclusion of a
"iessons learned' aspect as well. Serving as a Configuration
Management Officer (AFSC 2724> in both the F-15 and F100
Engine System Program Cffices (SPOs) and a Country Progran
Manager (AFSC 2724) in the F-16 SPO, the author understands
the ASD community. Working directly for five program manaqgers
(PMs) over a apan of almost 3ix years, and being acquaintea
with the way in which other countries perceive program
management, the author uses this experience to research and
analyze the topic. :

'

PROBLEM _STATEMENT
To fulfill the requirements for the Staff Problem Solving

Froject, the author defined the problem statement. Careful
analysis of the proposed research topic, objective, and
background yielded the following problem statement:

Can a balanced and standardized mix of experienced

military and civilian personnel in program/functional

managemer.t positions within Aeronauticail Systems

Division (ASD) be developed?
The logical flow to solve the problem involved: (1) analyzing
effective prugram manager characteristics, (2) determining che
current ASD scenario, (3) examining the constraints and
options available, and (4) deriving the optimum mix,.
Remaining chapters of this Staff Analysis Project discuss
these elements in detail. The objectives of the study,.
however, will be introduced here.

ALy SR XL 2 2 22 20 DA 4

] The first oblective involves analyzan aeffective pregram
'manager characteristics of military and sivilian p;oqram
managers. Chapter 2 'examines.various management books and '
periodicals to ascertain effective program masnager
characteristics vis-a-vis Department of Defense Directives.

The second objective involves analyzing data to determine
the current ASD scenario of brogram/functional managers. :
Chapter 3 provides the current military/civiliian mix for both
management categories and examines three ASD program managjer
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profiles. These data are specific to the ASD organizational
chart, and include (8S5S) acquisition progrem managers, (14)
apecialized aupport program managers, and (33) functional
program managers. -

The third objective examines the constraints to affect:ve
program management. Chapter <4 providesa the conastrainta of
military, civilian, and propoaed "superagency' progranm
management; and liats options to 1nclude '"lessons learned”
data. : '

The final objective selects and substantiates an optimum
mix of military and civilian program/functional managers
within ASD. Chapter S5 presenta the conclusaiona, findinga, and
recommendationa of the research.
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Chapter Two
PROGRAM MANAGER (PM> CHARACTERISTICS

KANAGEMENT FPRINCIPLES

Peter F. Drucker stated that the job of the executive is
to bDe effective, and effectiveness is getting the right things
done. (1:23) He assured his .~eaders that effectiveness can be
learned through five practices or habits of the mind: know
where time goes, focus on outward contribution, build on
strengths, set priorities, and make effective deciaions. 'The
first two items -- managing the little time the manager can
control and focusing on the manager’s particular contribution
-~ have special relevance for program managers. Due to
briefings, reporting, and budget presentations, the program
manager has a negative time control factor but a positive
program image capability. ©One PM put it this way, “The
program manager’s main job is to make the program look good.

The program manager has to be the outside man ~-- the salesman,.

if you wish to call him that -- and his deputy should run the
in-house work." (13:33)

Transitioning from the “executive view" of program
~anagement to basic principles, Robert E. Donovan succinctly
ﬂresented His Ten Princlples of Program Management in a recent

—— e s S o e o e B o e e

‘(1) The PNM’s authorzty is cleurly recognized by all’
organizations with which he is involved. This should prevent
co-located project employees from being home office influenced
(i.2. engineers assigned to a Syastems Progranm Office or SPO
would be responaible to the PM). (35:339)

¢2) The PM has over-all technical, ‘cost, and scheduling .
responsibxlxtv for the project. This does not mean that the
PM has to be a technical expert or a profeasional logistician,
but needs to be well encugh versed in these disciplines to be

- effegtive. (5:339)

(3> The PM breaks the project down into subprojects that
can be assigned to varjious subordinate individuals. The PM’s
management team deriveg & "work breakdown structure” and
‘assigns responsibilities to individuals. (5:340)
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(4> The PM obtaina the necessary technical, cost, and
scheduling commitmentas to support the project. The rule is to
eatablish milestoneas through scheduling and obtain supporting
commitments. (5:340)

(5) Project commitment accomplishment is a measure of
performance. and poor performance should be penalized. The PN
streases puactuality from the beginning, whether dealing with
the contractor or an employee -- continual feedpack is the
key. (5:341)

{6) Unsatisfactory performance is immediately highlighted
to the responsible manager. The PM can more easily asoclve
problem issues when they first appear rather than weiting for
a formal or inforral review. (5:341)

(7) Persons responsible for any part of the project stay
on it long enough ao that their commitmrenta are meaningful.
Thias particularly appliea to the PM and key management
personnel. Ms. Donovan feels that on major projectas such aa
the development of a new weapona syatem, aasignmenta of three
to five yeara are desirable. ‘*Succeaa is‘dependent on
enauring that reaponsasible personnel atay long enocugh that the
accomplishment of their aaasignmenta can be used as input to
performance measurement. This evaluation applies to the PM as
well as to other kev personnel." (S 341)

(8) The PN establishes prioritiss in case of con‘lzctzng
work requirements, is aware of the schedule versus
requirementa, and makea appropriate deciaicna. (5:341)

(9> *“The ..chedules and budgets established for control cof
the project muat bhe realiastic.” (5:342) The PM ia reaponaible
for the accuracy of the achedulesa and budgeta briefed both
internally and externally. (5:342)

(10) *“The PM must have the necassaty administrative
support to allow him to monitor and contreol achedules,
budgets, and technical changea." (5:342) It ia important that
timely adminiatrative support keeps the PM highly informed.
(S5: 342)

5D PROG"A!! rmm_\, EMENT_PHILOSOPHY

Drucker’s views and Donovan’s principles of program
management ralate logicaliy to Department of Defense
philosophy on the subject. DoD Directive (DoDD) S000.23
«stablighes policies for selection, 'training, and career
developnent of DoD personnel who are required for the
managerant of major defense systems acquisition. The
qirectivé.requirea that career £;e1d3 be developed and
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maintained within the field of aystem acquisition management.
The directive also requires that career opportunities be
established by the Military Departmeants to attract, develop,
retain, and reward ocutstanding military or civilian program
managera and their principal assistants. Furthernmore,
opportunities for advancement for those in thia career program
nuat be equivalent with those of contemporaries in
operational, line, and command poaitiona. The profeaaional
education and training program for the program manager
includes attendance at the Defense Systema danagement College
(DSMC> 20-week Program Management Courae. (15:01)

A DoD Audit Report of the DoD Systems Acquisition
Management Career Programs, dated 7 June 1983, reported that
the Air Force’a military officer program fully implemented
DoDD S000.23 and ita civilian personnel program partially
implemented the directive. The report also noted that the Air
Force had & aseparate ayatema acquiasition career 'field in the
Air Force Syetems Command (AFSC) for attracting, developing,
retaining, and rewarding program managera. The £ir Force used
the term Syastema Program Director (SPD) for 'this field rather
than program manager. AFSC developed officers in numerous
career fields for systems acquisition management. Officers
aeeking careera in ayatema acquiaition management uaually
atarted out in a scientific-related apecialty or a development
engineering apecialty. The officers generally remained in
those apecialties until they reached the rank of major or
lieutenant colonel. . After that, the officers usually
transferred to an acquisition program mai agement specialty,
which trained them in managerial and leaderahip roleas needed
to become an SPD. AFSC provided training for its potential
acquisition managera through the Air Force Institute of
Technology and the Program Management Course at the DSMC.
(8:3-5; 15:12) .

In late 1978 and in response to DoDD 5000.23, AFSC
eastablished the Systems Acquiaition Career Management Progran
for. Civilians (SACMPC). The SACHPC recruited civilians with
ayatema acquisition-related experience or education into
ssnior program management poasitione at the GS-12 or GS-13
grade entry levels. Recruited individuals had prior
experience in either engineering, acience, contracting, or
budget analyaia. Prior to the SACMPC progrem, the Air Force
‘had no ayatem &6f career progresaion for civilian eaployees in
acquiatition management, (15:13,14)

- e T Rt s e s e e S e e . IS e o e G T i S o W o S

Effective program manager characteristics can best be
sumnarized by having the proper mix of experience, education, -
nsnagement and technical expertise, and aolid personal
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characteriatica. A May 1974 AFSC atudy concluded that the
moat desirable career experience and education are program
office experience, an Air Staff asaignment, a Maater’a degree
in management or engineering, and correaponding PME. (9::-)
The DSMC Program Management Course ia the most deairable form
of specialized training. For rated officera intereated in
acquisition management, they should spend all supplement tours
in jobs that contribute to their development as acquiasition
managera. (9:--) In the area of peraonal characteriatica, a
DSMC atudy asked program managers to rank order their choices.
The following depicts their choices ranked in order of
importance: (19:--) ,

(1) 'Ability to identify problenms.

(2) Overall high communication skills abilities.

(3) Ability to think imaginatively.

(4) Abi1lity to think in very wide ranges.

(S) High ability 'in interperaonal relationa.

(6) Ability tc interface with high ranking

officers/officials.

(7) High persuasive abilities.
Simply atated, in order to be an effective program manager,
one must have integrity, intelligence, emotional stability,
drive and motivation, and baaic managerial aptitude. (22:7-8)_

b

SUMMARY

The focus of this chapter is to ostublish some basic
managempent principles relative to program managesent: play
these againat DoD program management philoaophy; and arrive at
some viable PM characteristica. DoD program management _
philosophy is the key in that it sets up a PM career field
baaed upon management principlea and poaitive peraonal _
characteriatica. Chapter 3 examines the current Aeronautical
Syatema Division management scenario, highlights three PM
profilea, and determinea the current mix of ailitary and
civilian program/functional managers.’ o
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Chapter Three
CURRENT ASD SCENARIQ

BACKGROUND
Information for this cheapter is reflective of three
primary sources -- ASD Management Roater (Jan 84), ASD
Organizational Chart (Apr 84), and ASD Data Book (Jul 84).

. The Aeronautical Syatems Diviaion organizetional atructure ia

conpoaed of: Command, Specialized Support, Acquiasition
Managerent, Operationa, Functional Management, Organizational
Support, and the Wright Aeronsutical Laba. The acope of thia
atudy i1a to key on program/functional management positions.
Therefore, the areas of concern are Acquisition Management and
Functional Management, to include Specialized Support.

—— e R R L e e A R ——-

The nine deputates which make up the ASD Acquisition
Management organization are:

Deputy for Aeronautical Equipment

Deputy for Airlift and Trainer Systens

Deputy for B-1B

Deputy for Recon/Strike and Electronic Warfare Systems

Deputy for Tactical Systenms

Deputy for F-16

Deputy for Simulators : ' '

Deputy for Strategic Syatema '

Deputy for Propulaion

'Each of these officea ia not only managed by a highly

asucceaaful PM, but_very often containa additional progran
officea within the deputate. For example, in the Deputy for
Aeronautical Equipment, there ia the Life Support SPO, the

Subaystema/Support Equipment SPO,‘ he PRANM Program Office, and

the Combat Identification SPO. Therefore, there are nine PM
positions within the Deputy for Aeronautical Equipment --
three in the front office and the othera in the four aeparate
fTograms ’ ' ‘ ' '

Anaslyzing the nine deputates in the same fashion as the
previous example, & military/civilian mix of PMs can be
established. The format ia as above but by two-letter:




.percent.

Specialized Support) are moure closely aligred to apecific

organization. See Appendix A.

ASD/AE 7 mil/2 civ

ASD/AF .9 mil/4 civ

ASD/B1 4 mil/1l civ

ASD/RW 7 mil/3 civ

ASD/TA . S mil/S civ

ASD/YP 7 mil/1 civ

ASD/YW 4 mil/l civ

ASD/YY 9 mil/2 civ

ASD/Y2 & mil/4 civ .
This shows & present scenario of Acquisition Management PMs at
ASD of 62 military and 23 civilian -- 73 percent versasua 27

FUNCTIDNAL 1ANAGEHENT

ASD Functional Management positions (to include

areas of expe“tiae. The PM’s responsibility could be
conaidered aa vertical management whereaa the functional
manager’s responaibility equates to horizontal management.
Analyzing the current ASD acenario of functional managers in
the same fashion aa with the Acquiaition Management
organizations, the foliowing 1n£ormetion waa obtained.
ASD/AC Comptroller 3 mil/4 civ
ASD/EN Deputy for Engineering ’ mil/2 civ
ASD/PM Deputy for Contracting and
Manufacturing
ASD/XR Deputy for Development Planning
ASD/AV Assiatant for Acquisition

6

2 mil/7 civ

S
Management - O mii/l civ

O

2

2

nil/s civ f

ASD/AW Deputy for Acquxsition Support mil/3 civ

ASD/AX Deputy for Avionics Control . mil/4 eiv

ASD/AL Deputy for Acquisition Logiatica nil/s2 civ
The ASD Functional Management mix ia 20 military and 29
civilian =-- 41 percent versus 59 percent.

Tﬁ;ée nilitﬁry PM prof;los are prssontad here for
analysia. They are conaidered rapresentative of auccaessful
SPO diractora and, choacn duec to availability. -

Airlift/Txn Iggnggi-'ixg . F-16

Educ BS Math BS Arch Engr - BS Mil Sciance .
. MBA BS Aero/Mech Engr  MS Syatema Mgmt
: MS Syatens Hgnt ' '
PME S0S ’ S0S DSMC
ICAF ..~ "ACSC : ICAF
S © ICAF - '




Asagn HQ SAC ' HQ AFSC HAQ AFSC

SAC test force B-1 SPO A-10 SPO
Alr Staff Minuteman S$PO F-16 PEM
0SD(test) M-X SPO F-1S dep PM
ASD ' ASD/EN F-15 PHM
C-X' PM AMRAAM PM Dep for Tac Sys
Notes Mgmt Medal for teat piloet
Excell/EW 1978 :
Tenure Sep 80 Sep &3 Aug 8C

In Chapter 2, AFSC philosophy on systems acquisition
management careeras streased a scientific-related specialty, an
MS in management or engineering, corresponding PME, an Air
Staff asaignment, and proyram office experience. Two
additional notea were that DSMC ia the moat deairable
specialized training and that rated officers who want to be
PMs should spend all supplement tours in the acquisition
management field. The three PM profiles analyzed above
conform closely to the AFSC philoaophy.:

SUMMARY
This chapter is an attempt to acquaint the reader with the
" current ASD program/functional mranager acenario. Emphasis ia
given to the variouas PMa in ASD acquisition management
organizationa. An analyaias of the military/civilian mix of
program/funciional managers is preasented and will be further
addresaed in Chapter S. Three military PM profiles were
examined via-a-via AFSC philoaophy: civilian PM profilea were
not available. Chapter 4 will determine the conatrainta and
optiona on both . military and civilian program managera, and
begin the proceaa of arriving at a balanced and atandardized
mix. o C
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Chapter Four
CONSTRAINTS AND GPTIONS

OVERVIEW

The purpose of this chapter is to assim

ilate and examine

known or perceived conatraintas on effective progranm

nanagement. Constraints are categorized un
civilian,
suggeated by varioua aourcea and the author

introduced.

—— - S . e S S e e e et T e e S

Tenure --

and Acquisasition Superagency topica.

der military,
Optionsas
are also

“To get the best technical decisions from its

program managers the Air Force muat realize that theae people

need more time to learn their joba."
the moat criticized factor of military PMs.

(21:95)

This ia by far
In a atudy that

coapared management tenure in a corporation versus an Air

Force baae, it waa found that at mid-lavel
cent of the corporation managers had over t

poaitiona 97 per
wo years on the

Job, whereas only 49 per cent of the military managers had

over two years on the job. (21:28) A more
auccesaful programs determined that contin
individuala is neceasary, but not necassar
of the PM. (3:33) :
OPTIONS: (1) Design of an effective 3job o
the incoming PM (21:90) (2) Encourage aas
aaaignmenta (21:90; practice of numerouas a
~ (23 PM aasignment rotation in concurrence
ailestones (21:90) . : :

Burouucrac# -- The aforementioned shor
aubaequent high turnover of military PMa 1
aanagement dependence upon the directives,
procedurea typicsl of large bureaucratic o
(18:109) 1In hia atudy, Tuvid I. Cleland a
ia poaitioned tooc low within DoD’s organiz
be a true focal point for major program de
Lack of program fiscal control, increased
and overpowering evaluation-type agencies
why a PM cannot perform as the boss. (21:20

i1

recent satudy of
ity of key
ly the continuity

erlap program for
ciated follow-on
lied Air Forcea)
ith major program

tenure and
ada to more

rulea, and formal
ganizationa.
aarted that the PM
tional atructure to
iaiona. (4:289
anagement layers,
re further reasonsa
) The layers of




management and numerous interfacing. but non-program related,
agencies place a huge burden upon the military PM’'s limited
time on the program. The energy and time devoted to
satisfying the requests of outside agencies subtracts from the
time available to actually run “he program.

OPTIONS: (1) Increase military PM tenure as nuch as poaaible
(2) Asaign civilian deputy PMa to work the bureaucracy while
the PM runa the program. (3) Development of an Acquiaition
Superagency '

Advancement -- A DSMC report indicated that military PMs
are & very poaitive group of people who feel that program
management ia an extremely chalienging and risky career field.
(17:. 1) The reapondenta to this report felt they competed
with Air Force contemporaries up to and including 0-6, but
they did not compete well for 0-7 and above. This ties in
directly to the fact that manv military PMs consider their PM
assignment to be more benefiicial to their second career than
to their Air Force career. : '
CPTIONS: (1) Assign more civilian PMs (2) Increase the
reterntion of military PMs through promotion or job
satisfaction (3) Pursue, to the maximum extent practical, a
Logistics Management Institute formal recommendation that the
services continue the upgrading of the rank of their PMs with
special emphasis on assigning general/flag offic2rs to manage
the most significant programs (14:v)

CIVILIAN_PM_CONSTRAINTS

Mobility -- Various civilian personnel regqulations denote
a DoD encouragement of maximum assignment flexibility for
civil servants to include mobility agreements. However, the
common perception is that civilians have become extremely
adept qt'nomesteading. “In the private sector managers are
expected to move as cdvancement opportunities open in the
hierarchy of the corporation, failure to do so finishes your
career as far as advancement ig. concerned.” (20: 31)
OPTIONS: (1) Assign civilian PMs through a six-year contract
(25) (2) From the start, mobility would be a condition of
acceptance for civilian PMa (20:32)

Operubzonal Experience -- A .tatament of fact is that’
unless the civilian PM is retzred mxlxtarv, he does not have
user or operational experience. The military PM has a »
political advantage since the uaser feels that he is one of
them, "The user seemsa to have stereotyped civilians as

. ‘n-respc-sive, non- empathetic, and having no undersastanding of
operetional requirements.' (20:32)
OPTIONS: (1) Assign a military deputy PM to satisfy interface
deficiencies (20:32) (2) A nrofessijional civilian PM would be
responsive and have empathy to the user’s requirements (20:33)




gacrkground ~- This 1ncluces the 2ducational,
devélopmental, and managerial aspects of prodram managenent.
A2 tar aa =2ducation, either the military or the civilian PN
can acquire the accepted degrees 1n the technical and
management fie.lds. Developmental background 13 1n favor of
the military PM in that he would be able to he assigned to
var:ous functional areas to ga2in expertise. The civilian PHM
1a normally entrenched within a particular functional area forvr
the biggeat part of hia career. The ﬁanagerxal aaspactsg of
program management can be learned by either PM, but kere again
the military PM has s batter chance of gaining management
expertise due to unwritten DoD policy.
GPTIONS: (1) Development of a civilian PM career profile to
include varioua ‘asaignments and managerial opportunities (24)

ACQUISITION SUPERAGENCY
‘In these days of ever reducing DoD budgets, the rising

costs of future weapons aystems and the erosion of the
servicea’ laboratory ayatems, centralization providea a viable
solution.”™ (20:40) These words out of a 1977 report are
takxng on a new meanlng wi;h the current talk of an

"acquiaition superagency.” It would be a centralized defenas
acquisition agency, run by a atable and elite corps of
civiiian procurement experts; and is billed as the best way to
oring the spiraling costa of defenae ayatems under control.
The concept is viablie BUT.... CentraliZzed management has
seidom led to improvea efficiency and soon loses 1ts idehntity
with both requirements and performance. Military backgrounds,
experience, and know-how are at leaat. as important as
procurement askillas for the acquisition manager making tracdeoff
decisiona. A superagency concept would force valid
differences in service requirements into a "one aize fits al."
joint program mold. The bottom line of all thia is that given
Congresasional problems of program approval and support, a
centralized defense superagency for acquisition promises to be
far leaa ezfe;tiVe, efficient, or attuned to either 3joint or
zarvice needa. (&:4)

-§unnasx

’here are constraints to ezther military or rlvxl‘an
program management of DoD acqutisition programs, la it
cornceiveable to counter the military PM tenure problem by
si1mply assigning civilian PMa? For how long? Does the
program manager need operational experience or ahould he be a
atrict bureaucrat? This chapter did not presume to anawer all
these questions, but is an attempt to examine the pros and.
cona of military versus civilian DoD programa management.
‘Chapter S interprets these conatraints into the ASD acenario

13




and s=uggestse 3 posaible approach to detining tThe opt:imum rix
cf mijiltary and civilian program/functional. mgnagers.
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Chapter rive
CONTLUSIONS/FINDINGS/RECOMMENDATIONS

There is a natural tenaency for the functional
managers to standardize thelr operations or efforta,
*5 perform to atandards,. or to build a standard

' mocel. A prolect (grogram) manager must, through
hig influence, force his fun<ctional areas to depart
frcm A2 stancard and 'burid 2omething that Fita in
with the other parts of the (program’. Someone
as tc torce these people t£o take action when these
actions incre=ase a functiocnal manager‘s risk or use
ni1S resources at & greater rate than he would other-
wi3e, The (prograr) managar’s role 1s to balance
ni2 yiak over all portiona of the (program).
Therofore, he nuet have authority to move quickly
“o ha,ance 1S riak. 131293

~.

. Tre

[ A

e 4

The problem statemant asked if a balanced and standardaiz ea
roLl 24 oexperianced military and civilian personnel in
sy saram/functional manaqement positiona within ASD couid be
Saveinped. Reallzing that thia would be a4 highly subjective
w,aminavion of the topic, the author chose to aApply program
aar@adgenant philcaophy to, the ASD scenario as much aa possaibie.
The tT.rst parameter was %o examine the diacipline of program ' : N
.anezenent, both from a textbock perspective and a. Dol ' oy .
sxrapective, The second paranets: was to analyze the current -
acenarin of algquiaition and functional managera, Next w22
am;natxon »f the pros and cons of military versus
verat:s superavency PMa. The research anawered the
taliowing quenstions: ' o ‘ , : '

-y
"."‘ ‘e e

AL

wiat nakes a susceasafur Dol pPM?

.

“=at 135 ASD
rat.asers?  Funct

niit of M1l L*GTY/FLVLL an acquisition
ona. manaqera

-

ot
4
-~

. #hat are tne benef.vs/irawbacss of milaitary PMs? Jivil:an
- -~ -

Mt I . .
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A successiuil PM i1s "pbrignht, fTlsxii i.. 1otent on results,
apie to make r.ighit dut Timely decisio v, {is 1nJ) gooa
maalth. (has) business acumen, ... ano. o.ouid have some tvo
o1x technica. backaround.'™ (3:36) A recent survey (7:1Z23 asxed

aovernment PNMNs wnat attributes or capabilities they felr ware
1mnortant ror effective program managensent.  IHDerlence and,
Tecnhnical bpackground were tied for che number cne answer.
Experience includes schooling, 20b knowladge, underafandins
organizations, hav1nq‘Pentaqon exXpRrience, 4AnNG pPrior 3ons o
program offices or headquarters. The techni.cal backarcund
rezerraed to formal schooling. Leadersnip, integrity,
intelligence, and drive were next. Alsc hiah gn the iisT were
cecirziveneas ‘'and operationa experience. ;oD PM3 are ofzen
called upon to make decisions with limited data, and reaearch
indicates that functiconal manaagers cannot iapt o this ri.le.

vt

M

i

g
(i8:2ly A successfu. DoD PX :eg al. of ' the 2o

fhe_zhree military FHM_constrainis_oI_tenule, DUCSaUCrIAcy,
ana aavancemen: are definitely interdepenaent with the three
civilian PN constrainis_of mobiitity, operat:onai_=xpe: i2nge,
and_backgrounga. It would be 1i1llogica.i feor DoD tz casign a

c:vilian PM who has a limited background simply to overcone
tne military tenure constraint. In a similar fashion. the
assiynment of a military PM with operational. experience does
not quarantee success 1in the acquisition bureaucracy. Ana the
iack of promotion potential or advancement does not translate
into assigning a homesteading civ:ilian PM to that pesit:ion.
Jotions presented with each constraint are not meant to be nhe
only soiutions. Neither 1s the formuilation of . an a1gquisition
suceraqgency the only solution. The purpose in listing options
12 simply to show that the constraints are not 1nsurmountaple.

RECONMENDATIONS S

A5SD_should attempt to_“ralancel the mix of
slitary "T:vilian_acquisition managers_towards A0 _percent
mi.ltary _and 4/ percent civilian, This statement 1s sole'y
sizad on the cur:£nt acguisition prodram srofiiz at ASD.
FelnllzTina TLAAL a LIU/4U split sannot ope immediately achievad
nor

continunusly xept due to particular proqras regulrements,

1+
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thigs should be Lo0oRked upon as a planning factor. The primarvy
objective, in the authnr’a opinion, is to make available to
the ASD community a3 group of gquaiified, experienced, and
mot.vatea program managers. It has been shown that effective
DD PMa can be either m:ilitary or civilian. At the present
time, however, the balance is definitely in favor of the
military PM. Civ:ilian PM conestraint: can be overcome and
civiliian PMs must be afforded an opportunity to gain PHM
experience. Appendix B suqggests possaible PM positions whicn
could lend themselves as a treining environment for the
civiliian PM (or military). Applying the changes suggested in
Appendix B will yield a perfect 60/40 aplit. It muat again be
atreased, however, that this recommendation ia based upon the
current workload of ASD programs. Program workload, program
aenaitivity, military requirementa, etc. moat definitely
impact the suggested balance.

riermPuaermiigien-fusdP Al o iAo oot PR Aol Jhe P s ——— o = e wn o e o ot e s —  m ——— -

and 60 _percent _civilian. The author’s research indicates that
thia ie not aa volatile a topic aa '‘acquisition management.

The trend 1s that civilian managers within DoD are accepted aa
ftnctional managers primarily due to the fact that they remain
11 certain occupational areaa for moat of their career and
become highly gualified expertsa. Research indicates that this
1& not a problem within DoD or at ASD.’
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APPENDICES "

Appendix A - PM Military/Civilian Mix

Appﬂndl! B - PM Hllltary/b1v111an Mix
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Appendix A

PM MILITARY/CIVILIAN KIX

Deputy for Aeronautical Equxpnent (AE?
Life Support SPO
Subayatems/Support Equipment SPO
FPRAM Program QOffice
Combat Identification SPO

Deputy for Airiift and Trainer Systems
Directorate of Reacue/Special Opa
Cirectorate of Tanker Syatems .
Directorate of C-SB
Directorate of Specialized Syatema
Directorate of T-46A

Ueputy for B-1B (Bl)
Directorate of Projects

Deputy fOor Recon/Strike and Electronic
Warfare Syatema (RW)
EF-111A TJS Program Office
Strike Systems Program Office
Recon Programa Directorate
Electronic Warfare SPO

'.aecuty ior Taﬂtzcal Systems (TA)

F-15 Systenma Proqram Off ice
Fighter Attack Syatema Prog Office
Maverick Syatem Program Office
Tactical Programs Integration
Directorate of Tac Dvlip Plan

Deputy for F-16 (YP?
Jdirectorate of Dvlp Programas
Dzrectorate of Multinational Ptgns

(AF)

N RN

W NN PN N e NN

- NS

mil/l
mil
mil
mil
mil/1

mil
mil

NN =N

W

mil/l
mil

m:l71
mil
mxl/l
mil
milsl

mil/l

-m1l1/1

m1l/1
milzl
mil/s1
mil

mil/l’
mil

mil

civ

civ

mil/0 caiv
mil/sl civ

2 eciv

mil/l civ

cCiv

civ

Clv

civ

Civ
civ
civ,
civ
civ

Civ




Deputy for Simuliators (YW?
Directorate of Strat and Arift Prgamns
Directorate of Tac and Trn Progranma

Peputy for Strategic Systems (YY)
Directorate of ALCHM
Directorate ot B-52 Modernization
Direr® drate of Plana/Projecta/Analysis
Directorate of F-111 Avionica Mod Prgm

Deputy for Propu151on (YZ)
New Enginea Program Office
Arift and Trn Engineas Prog QOffice
Tactical Engines Program (Office
Strategic Engines Program Office
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Appenaix_a

PM MILITARY/CIVILIAN MIX

PROPOSED_CHANGES

Dsputy for Aeronautical Equipment (AE?
PRAM Program Office

Deputy for Airiift and Trainer Syatéms (AF)
Directorate of Tanker Systema

Directorate of C-5SB

- Deputy for B-1B (Bl»
Directorate of Projects
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to
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fr

- to

Députy for Recbn/Strike'and Electronic
Warfare Syatems (RW)
EF-111A TJS Program Office

Kecon Programs Directorate

Deputy for Tactical Systems (TA)
Directorate of Tac Dvip Plan

Deputy for F-l¢ \YPi
Directorate of Dvlp Programa

Deputy for 'Simulators (YW)
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m11/0
mil/s1

mil/0
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mil/1

mil/oO
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mil/1

mtl/0
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CHANGE




Deputy for Strategic Syastems (YY)
Directorate oif ALCHM

'Tirectorate of Flans/Projects/Analysis

Directorate of F-111 Avionics Mod Pram

Ceputy for Propuls:ion (YZ2)
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mil/0 civ
mil/l civ
mils/0 civ
mil/i civ
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mil/l c.v
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