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EXECUTIVE SUMMARY

Air Force managers in the development and acquisition
business are confronted with an environment which is rapidly
increasing in difficulty and complexity at all levels of the
chain~of-command. At the Headquarters level, the Program
Element Monitor is the focal point for a program and its
respective interface with the Air Staff, 0SD and Congress-
ional staff.

The objective of this study is to provide the PEMs with
an effective means of understanding the critical interface
requirements of the Air Staff and the basic driving elements
of the Five.Year Defense Plan (FYDP), the Planning/Programming/
Budgeting System (PPBS), the Congressional process, the
Requirements process and the flexibilities and limitations of

financial reprogramming.

i,

The degree of understanding achieved in the elements
listed above will directly influence the effectiveness of the

PEM to contribute to the overall good of the Air Force. The

complexity of the process and the funds at stake will not :

permit ineffectiveness through lack of knowledge of these

potential impact elements. It is hoped that this report will

assist in developing better management effectiveness which

will, in turn, provide better systems at the most efficient

cost for the Air Force.
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SECTION I

INTRODUCTION

Purpose of the Study

The purpose of this paper is to provide Air Force Program
Element Monitors (PEMs) with a more effective means of under-
standing the critical elements which impact their effective-
ness and ability to achieve the financial objectives of their
programs. This will be attempted by proﬁiding a more complete
understanding of their mission, the Five Year Defense Plan
(FYDP) , the Planning/Programming/Budgeting System (PPBS), the |
Congressional process, the Air Force requirements process and |
the constraints imposed by financial reprogramming directives.
This paper is written for PEMs of both large and small programs
H with emphasis on the latter. All participants in the Air Force
| development and acquisition business may find the descriptive
information and supporting Attachments useful as background

information relative to their roles in the overall process.

There should be no need to justify the critical nature of
é understanding the financial process and the Congressional

requirements which confront the ultimate success of any pro-

gram. In today's environment, both represent a major source

cf potential problems. Current emphasis on Design-to-Cost,

Life Cycle Cost and increased scrutiny by Congressional

Committees plus inflation, increasing system complexity and

1




overall cost of weapon systems will continue to elicit diffi-
culty in identifying and obtaining adequate funding. Few
people assigned to the job of a PEM are fortunate enough to
have prior experience or training in the subjects covered in
this paper. This complicates a difficult situation even
further. It is essential that every means be used by the PEM
to get up to speed as quickly as possible. Hopefully, this
paper will aid in the critical education process which must
occur before a PEM is able to function as an effective planner,
manager and respected member of the program team.

The PPBS and the Congressional process dictate the manner
in which DOD accomplishes total force planning, obtains funds
and executes individual development and acquisition programs.
The PEM is the program focal point in these actions. He
must understand the numerous interface requirements, nurture
personal relationships at each interface, understand the
timing and constraints of the PPBS elements and understand
the constraints imposed on DOD by the Congress. Personal
confidence will evolve as understanding improves.

Scope of the Study

Research, Development, Test and Evaluation (RDT&E) funding
represents 10 to 20 per cent of the total Air Force budget.
However, it represents the most difficult funding appropriation
to manage. The primary reason for this difficulty stems from

the close scrutiny and tight controls Congress and OSD place

2




on the RDT&E appropriation. This scrutiny and control elicits
an inordinate number of orgainzations in the chain-of-command
to insure compliance with Congressional requirements. Each
of these organizations is able to inflict untold damage to a

program either by intent or mistake as the RDT&E appropriation

is processed. Therefore, the Air Staff structure, the FYDP,
4 the PPBS, the requirements process and the aspects of financial
reprogramming have been selected to discuss critical aspects
of the PEM role in relation to the RDT&E appropriation and
program management.
Attachments are provided on some of the more pertinent
data associated with the major elements which dictate PEM
3 effectiveness. They have been largely compiled or obtained

from other documents and are included to make this a more

complete source document.

EpY. SRS
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SECTION 2

HQ USAF ORGANIZATION AND POLICY

Introduction

‘The HQ USAF mission, stated in Headquarters OI 21~10, is
to plan, program, budget, develop policy and provide overall
2 guidance and support to lower echelons. The Air Staff retains

only those hanagement functions that are essential to mission
execution and cannot be delegated to the MAJCOMs and separate
operating agencies. This substantial reference to the plan-
ing, programming and budgeting functions sets a pattern for
discussing the major elements of Air Staff and PEM responsi-
bilities in program management. Increasing OSD and Congres-
sional involvements in development and acquisition demand
pronounced PEM interaction with these agencies and their
supporting organizatioﬁs. This interaction is orchestrated
by the events in the PPBS and the Congressional process.

Understanding both is a requirement for the PEM to be able to

effectively execute the Air Staff mission.
’ Headquarters Pamphlet 21-1 is referred to as the "Chart-
book". This document is the official record of the organi-

zation of the Office of the Secretary and the Air Staff. The

SRR T

contents specify the overall mission and functions of each

approved organization, each Deputy Chief of Staff, each Direc-
& torate and the Divisions within each Directorate. Primary
and corollary responsibilities are also listed for assigned

4
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mission areas. Fgmiliarity with the contents of this docu-
ment is a definite aid during the initial phases of an Air
Staff assignment since it bounds the coordination responsi-
bilities for given mission areas.

The Deputy Chief of Staff (DCS)

Five DCSs and the comptroller are the principal staff

i ; assistants to the Chief of Staff for executing the Air Force
mission. These six individuals represent the Chief in their
respective functional area and may act for him on matters
within the scope of their responsibilities. All will be
involved to some degree in the life cycle of a development

and production effort. However, the DCS/RD is the respon-

sible DCS for the scope of all activities ranging from basic
research through the entire spectrum of defense system devel-
opment and acquisition. One of the primary DCS/RD tasks is
to recognize the requirements of the operational commands

and to secure approval and resources that will permit the

translation of new requirements into systems for improved
operational capability. The structure of the Air Staff and
the DCS/RD is shown in Figure 1.

Directorates and Divisions

The major organizational elements of a DCS are the direc-
torates and divisions of each directorate. Each directorate 3
is assignea a breocad spectrum of functionally related respon-
sibilities that are necessary to accomplish the stated
mission of the DCS. The assigned functions directly relate

5
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to the fundamental Air Staff mission and consist of:
(1) Policy formulation
(2) Planning and programming
(3) Providing advice and assistance
to higher authoritieé.
The Directorate of Development and Acquisition (Af/RDP)

4 ¢ will serve as a generalized example in the chain-of-command

leading to the Division and PEM level. A segment of the
AF/RDP mission contained in HP 21-1 states that, "RDP
functions as the Air Staff OPR for the development and

acquisition of systems and subsystems for Air Force aircraft;

and for monitoring the technological base through programs
in reseérch, exploratory and advanced development". These
and other functional responsibilities are listed for AF/RDP
and further articulated under each of the specialized AF/RDP
Divisions.

Divisions and the PEM

The program element is the basic financial and resource
building block used in structuring the POM and directing
development efforts. Management of the program elements
assigned to each Directorate is the responsibility of the
Division and the PEMs assigned to that Division. The Division
delegates this responsibility to an assigned PEM for each
program element. The PEM is responsible for monitoring the
correct and efficient management of projects funded in his

assigned PE. HP 21-1 outlines these mission responsibilities

6
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as follows:
(1) Act as OPR for assigned projects

‘ (2) Formulate policy and issue program management

direction and related quidance to field agencies

(3) Prepare PPBS financial inputs for assigned

} programs
(4) Review process and coordinate all related
program documents required by the Armed Services
Procurement Regulations, related DOD Directives
and AF 800 and 80 series regulations
(5) Perform technical review of munitions cases
(6) Perform technical review of potential Air
Force participation in foreign exchange agreements
and cooperative development programs
(7) Maintain liaison, coordination and corres-
pondence exchange with Army, Navy, 0SD, JCS, NASA,
Congress, foreign governments and other U.S. Agencies
relative to assigned projects.

Additional PEM responsibilities relative to the DOD PPBS are

listed in HOI 27-1 and include:
(1) Advising AF/RDX, AF/ACB and AF/PRP counter-
parts of any required changes in program or cost
data in the assigned program element |
(2) Understanding all aspects of the data and
rationale used in the development of the POM and

FYDP and be prepared to brief essential decision

7 !




data to Air Staff and OSD review agencies

(3) Know milestone, financial, and performance
data on assigned programs and prepare or coordinate
reports with OSD counterparts

(4) Assist in the update of the FYDP and the

Force and Financial Plan (F&FP) when the assiged

program element is changed by an OSD decision.

The information discussed so far is a general but
sufficient summary of the Air Staff organization, mission
and program management responsibilities that transcend the
vertical organization down to the PEM. The heavy emphasis
on the PPBS, FYDP and liaison with OSD and Congress implies
a requirement for thorough understanding of these areas to

carry out implicit PEM roles.
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SECTION 3

THE FIVE YEAR DEFENSE PROGRAM

Introduction

The FYDP is the official program which summarizes the
SECDEF approved plans and programs for the Department of
Defense. The FYDP is a computerized management tool used
by the SECDEF to record actions and keep management informed
of past accomplishments and what is to be achieved in the
future to support national strategy decisions. Formulation
of the annual budget requires intensive review and approval
of the programs in the FYDP that are proposed for accomplish-
ment during the fiscal year covered by the budget, together
with an estimate of the funds required to enable accom-
plishment.

The FYDP is used to present the annual budget to Congress
and represents a request and associated justification for
budget authority or new obligational authority. In making
the request, each Service presents the entire financial plan
for each of its appropriations. The plan shows the obliga-
tions and expenditures which will result from the requested
appropriations, as well as those which will result from
prior appropriations remaining available for obligation.

The FYDP is updated three times a year: after the POM is
submitted, after the exercises involving the Program
Decision Memorandums, and after the Program Budget Decisions.

9




These PPBS exercises will be discussed further in the next
section along with their link to the military planning,
programming and budgeting process.

Program Guidance

In addition to the guidance issued by the SECDEF, each

Service publishes its own programming documents which imple-
- ment the approved programs and provide information for the
management of allocated resources. The Air Force breakout
of the FYDP is the Force and Financial Plan (F&FP).* This
E documentation contains all of the Air Force program elements
as modified by SECDEF decisions, financial reprogramming

actions and below threshold changes approved by the Secretary

of the Air Force.

FYDP Structure

Three criteria govern the construction of the FYDP.
First, it is designed as an operating management tool to be
used by the various OSD managers. It aggregates and displays
force data and support data to assist in OSD decision making.
This is accomplished by building the program structure on a
; foundation of ten mission and support related programs con-
: sisting of:

Program 1

Strategic Forces

Program 2

General Purpose Forces

Program 3 Intelligence, Communications

Program 4 Airlift/Sealift
*See Attachment 1 for additional information.

10
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Program 5 - Guard and Reserve Forces
Program 6 - Research and Development
Program 7 - Central Supply and Maintenance

Program 8 - Training, Medical and Other Gege;al

Personnel Activities \
Program 9 - Administrative and Associated Activities
Program 10 ~ Support of Other Nations
The FYDP structure allows for both broad aggregations

of data and detailed presentations of data that are useful
to different OSD managers. For example, Programs 1, 2, 4,
and 5 are considered force related and normally fall within
the purview of the Assistant Secretary of Defense (DP&E).
Conversely, Program 3 is divided between the Assistant
Secretary of Defense (Intelligence), Assistant Secretary
of Defense (Telecommunications) and the Assistant Secretary
of Defense (Systems Analysis). Program 6 is the respons-
ibility of the Director, Defense Research and Engineering.
Program 7 is the responsibility of the Assistant Secretary
of Defense (Installation and Logistics). Program 8 is the
responsibility of the Assistant Secretary of Defense (Man-
pewer and Reserve Affairs). Program 9 is the responsibility
of the Assistant Secretary of Defense (Comptroller) and
Program 10 is designated as the responsibility of the
Assistant Secretary of Defense (ISA). Because many of the

resources in these programs overlap areas of management

and functional responsibility, these programs are not

11




considered the exclusive responsibility of the named activ-

ities.

The FYDP structure also allows the application of a
systematic means of measuring the actual use of appropri-
ated resources against the planned and approved programs.

Defense Planning and Programming Categories

The aggregation of program elements for the POM sub-
mission is different from the FYDP program structure. The
POM is structured by major mission and support categories
and special program aggregations as identified in the SECDEF
Planning and Programming Guidance Memorandum. This gives
a comprehensive and detailed expression of the total resource
requirements associated with the total commitment of the
department. Supporting detail is presented in program element
terms except that the procurement programs, other than major
weapon systems, may be expressed as procurement listings
structured by Major Mission and Suppor; Categories. The

program elements are summarized into four DPPCs as follows:

FORCE MISSION OTHER MISSION
Strategic Offensive Forces Intelligence and Security
Strategic Defensive Forces Centrally Managed Communications

Strategic Control and Research and Development

Surveillance Forces Support to Other Nations
Tactical Air Forces Geophysical Activities

Mobility Forces

12
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GENERAL SUPPORT MISCELLANEQUS COSTS
Base Operating Support Retired Pay
Medical Support ETC.

Other Individual Support
Training

Command

Logistics

Program Elements

The program elements are the basic FYDP building blocks.
The program element concept allows each Service and PEM to
participate in the programming decision process since trans-
actions are stated and measured in program element terms.
Results of decision exercises are also transmitted in terms
of a specific program element. Attachment one includes a
representative example which describes the meaning of each
numeral making up the overall program number of an R&D
program element. This summary of the FYDP and the supporting
information in Attachment one are relevant to the overall

understanding of the PPBS itself.

13
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SECTION 4
THE DOD PLANNING, PROGRAMMING AND

BUDGETING SYSTEM

Introduction

The PPBS is not a trivial subject and it requires indi-
vidual effort to track the actions making up one complete
cycle. Most of the associated complexity is generated by
the fact that one PPBS cycle covers a time span of approx-
imately 28 months before funds are received. Therefore, at
any given time during the calendar year several simultaneous
PPBS actions relating to different PPBS cycles can be ongoing
at the same time. Complexity practically vanishes when one
cycle is isolated and broken down into the separate components
of planning, programming, and budgeting. However, a simplified
appfoach to the PPBS, in itself, will not elicit enthusiasm
from an unmotivated listener or reader. It is important,
therefore, to emphasize that a general understanding of the
PPBS is vital to the ability to execute effective management
decisions related to development and acquisition programs. It
is also an integral element of the overall Air Force require-
ment process. PEMs working these areas without a proper grasp
of the PPBS fundamentals will be beaten out by more knowl-
edgeable individuals during the annual competitions for
scarce resources. In most funding.issﬁes, the knowledge of
when to raise the issue for solution is often as impor‘tant ds

14
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obtaining the funds themselves. Regardless of the quality of
a proposed solution, funds are usually required and the PPBS
normally dictates how and when the solution can be executed.
The remainder of this section will be devoted to the planning,

programming and budgeting phases of the PPBS.

15
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PLANNING

Introduction

Planning is the first phase of the PPBS and sets the
pattern for the entire process. The major portion of this
phase is accomplished within the JCS organization through
the Joint Strategic Planning System.* It suffices to say
here, that planning begins with an assessment of the threat
to national security, includes the development of strategy
to counter the threat, and culminates with an identifica-~
tion of manpower, money and systems to support the strategy
and assure national security. The planning phase is not
financially constrained and has the least impact on program
managenent. However, familiarity is important. One of the
key documents is the Joint Research and Development Objec-
tives Document (JRDOD) which can be used as a supporting
document in which to describe development programs which
offer a significant increase in operational capability,
but do not have the priority and emphasis normally reserved
for major programs. |

The PPBS actions for a given calendar year are estab-
lished each January when the SECDEF issues a memorandum
containing the schedule for that year. The January 1976
memorandum will be used as an example for tracking the PPBS
actions relating to the FY 78-82 cycle. A copy of this
*See Attachment 2 for additional information.

16




B i . -

memorandum is provided at Attachment three and a milestone/
event diagram of the planning phase is provided at Attachment
four to aid the reader in tracking the key elements.

JSOP VOL. I

The first entry on the January 1976 schedule of PPBS
actions is the May 1975 submittal date for the JSOP VOL. I.
The JCS submittal of this document initiated thé_FY 78~85 PPBS
planning phase. This document presents the uncongtrained
advice of the JCS to the President and SECDEF covering military
strategy and force objectives for attaining national security
and corresponding military objectives. Forces are addressed
for the entire eight year period while manpower and funding
requirements are only covered for the first five years (FY 78-
82). Based on the information in JSOP VOL. I and related
Presidential decisions, the SECDEF issues the Defense Policy
and Planning Guidance (DPPG) in November.

DPPG

The DPPG contains definitive policy and force planning
guidance from the SECDEF upon which the DOD planning and pro-
gramming actions are to be based. It provides the essential
national security policies, established or confirmed by the
administration, which are to guide the defense program. It
provides the assumptions to be made in sizing the forces and
allocating'resources. In short, the DPPG is the SECDEF answer
to JSOP VOL. I Selected Analysis Topics are also issued in

November to the JCS and Services for analysis and later
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response to OSD during the programming phase. Tentative
Planning and Programming Guidance (TPPG) is issued at this
time to provide early guidance on what to expect from the
SECDEF in the Planning and Programming Guidance Memorandum
that is scheduled for issue in February. The JCS and Services
are provided the opportunity to comment on the DPPG relétive
to major differences in military objectives or the threat
appraisals. JSOP VOL. II, Analysis and Force Tabulations, is
submitted to OSD in December.

JSOP VOL. II

JSOP VOL. II is based on VOL., I, but refined to reflect
the DPPG guidance and translates the JSOP VOL. I data into
manpower estimates and force objectives to support.that
strategy. Feasible, but not fiscally constrained manpower and
force levels are advocated. The purpose of VOL. II is to
provide an assessment of the military risk which results from
the constraints imposed by the force levels reflected in the
current FYDP versus the levels articulated in JSOP VOL. I.
Also discussed are the capabilities inherent in the FYDP forces
to support the national strategy reflected in the DPPG. A
parallel JCS action is the JRDOD update and submittal to OSD
for review and consideration. PEMs should pursue the entry of
a program into the JRDOD if that program offers a significant
operational potential and provides a solution to a deficiency

highlighted in the JRDOD.
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In February, the SECDEF issues the Planning and Programming
Guidance Memorandum which constitutes the final action in the
’ planning phase. The PPGM provides overall programming guid-
ance to the Services and contains four enclosures:
(1) An update to the previous DPPG submitted by
. the SECDEF
(2) Fiscal guidance which specifies the total
obligational authority (TOA) limits for each
Service in the following categories:
a. Strategic Offensive Forces

b. Intelligence and Security

c. Support to Other Nations

d. CHAMPUS, Hospital Investment

e. RDT&E
(3) Material Support Planning Guidance which pre-
scribes a reasonable balance between combat forces
and material support, and between new procurement
funding and maintenance of existing assets

& (4) Guidance for the Program Objective Memorandum

preparation which is designed to insure that the

Service POMs provide adequate supporting rationale

for the programs and resources that will be

B S S

requested.
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PROGRAMMING

i Introduction

{ The programming phase of the PPBS translates the concepts
and objectives developed in the planning phase into the time
phased resource requirements which correspond to the prévious
2 SECDEF guidance. This phase is initiated upon receipt of the
PPGM and includes three primary efforts:
(1) Joint Force Memorandum (JFM)

(2) Program Objective Memorandum (POM)

(3) SECDEF Program Decision Memorandum (PDM)

These efforts "cost-out" the force objectives for financial
and manpdwer resources for the FY 78-82, five year period and
force levels for FY 78-85. The results of this phase provide
0OSD, Congress and the President with an outyear estimate of
the impact associated with present day decisions and the
request for the program year (FY 78). An overview milestone
chart for the programming phase is provided at Attachment five.

The responsibilities of the PEM increase significantly
during this phase and require the full support of the AFSC
Systems Officer (SYSTO) and Program Manager to insure the
successful inclusion of sufficient program funds in the POM,
The POM exercise is the first of two annual oppportunities for
properly programming funds in the FYDP. The long lead time
involved in planning and submitting the POM input is equally
shared by all programs. A failure to recognize the importance
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of the POM exercise will result in a shortage of funds, at
best, to meet project requirements.
JFM

The JFM is developed concurrently with the POM. The JCS
uses inputs from the Services and provides their recommenda-
tions on the financially constrained force levels and support

; programs developed to meet the SECDEF guidance in the PPGM.

. The JFM compares the cost of the recommended forces and
support programs with those in the existing FYDP., The JFM is
intended for the use of the SECDEF to assist in making deci-
sions on the defense program and by the Services in preparing
the POM input to the SECDEF.

POM

The Service POMs are the recommendation to the SECDEF for
the detailed allocation of resources. The POM is developed
within the fiscal constraints and guidance imposed by the PPGM

and the emphasis presented in the JFM. The POM is the p?f. ry

means of revising the approved program published in the FYDP.
All program elements compete for available funds within the
overall financial constraints contained in the PPGM.

As indicated by the dashed line milestone events in
Attachment five, the Air Force POM process starts as early as
November for the May input. The Air Force Board Panels init-
iate program element reviews as early as possible in order to
cover as many program elements as possible. The PEM is

required to brief his programs and financial requirements
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for the five year period of the POM exercise. Major emphasis
must be placed on justifying the PE funding levels and especi-

ally the funds requested for the first two years; because the

POM submission is the initial exercise that starts to lock-in
the total funding level that will be available to the program
element. The first POM year is especially critical since
| . requirements for additional funds in a program element that J
arise after the POM is submitted are exceptionally difficult
to obtain.
During the February through April period, the Air Force

Board Program Review Committee issues guidance and initiates

a series of POM exercises to compile and review total funding

requirements. The schedule for the FY 78-82 exercises and the
financial summary for each exercise are provided in Attachments
six and seven for added background. The financial summary
vividly depicts the decreasing levels of funding which exceeded
the PPGM guidance as the POM formulation exercises progressed
from Al to A3. The annual reductions to meet PPGM directed
funding levels are achieved by reducing the scope of programs,
and/or by deleting ongoing and proposed programs.

Each POM exercise must be recognized as a serious and com-

petitive venture to retain and/or program funds into a program
element. The PEM role is to insure that Panel representatives
and key Program Review Committee members are briefed ahead of
time and thoroughly familiar with a program element in order f
to support the requested funds at the critical decision meetings.
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Sizeable behind the scene effort is required to bring key
people up to speed. PEMs who do not make the extra effort
will experience the loss of critical project funds as reduc-
tions are made in each POM exercise to meet the OSD PPGM levels.
PDMs

After the May submission of the POM and JFM to the SECDEF,
differences in the two documents must be addressed relative to
the guidance issued in the PPGM. OSD prepares issue papers
which analyze the POM and the JFM, define the resulting issues,
list alternative capabilities, and cost out the listed alter-
natives. The issue papers are provided to the JCS and Services
fo; comments prior to submitting them to the SECDEF for a deci-
sion.

The SECDEF reviews the POMs, the issue papers, and the
JCS/Service comments on the issue papers before he issues the
Tenﬁative Program Decision Memorandums (TPDMs) in July. The
Service comments on the TPDMs are reviewed by the SECDEF and
the remaining issues are identified. Meetings between the
SECDEF and the Service Chiefs are scheduled and held to
resolve remaining issues. Amended PDMs are then published to
complete the programming phase, and to provide the SECDEF
guidance related to the Budgeting Phase.

The PDMs are prepared in the Office of the Director of
Defense Research and Engineering (ODDR&E). During the issue
paper and reclama process, additional funding manipulations

and tradeoffs occur as compromises are negotiated. Therefore,
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two additional counterpart organizations are likely to enter
the process before the PDM issues are closed out, The DDR&E
staff and the staff of the Assistant Secretary of the Air
Force for R&D are usually called upon by their boss to provide
additional information on a particular program element. When
tradeoffs are negotiated between DDR&E and SAF/RD, the time
factor may prevent calling in the PEM. The quality of infor-
mation provided to the decision makers will be directly pro-
portional to the PEM's previous ability to keep the DDR&E and

SAF/RD staff members up to speed on the program element.
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BUDGETING

Introduction

The budgeting process contains the final actions of the
annual PPBS. The approved requirements generated during the
planning and programming phases are translated into the finan-

cial budget authority and outlays necessary to execute the DOD

Pr————————

program. The DOD Budget Estimate is submitted to Congress
and describes precisely what each Serivce expects to accom-
plish with the resources requested in the first program year
(FY 78). For the RDT&E programs, the substantiating infor-

mation is compiled in the Descriptive Summaries written for

each program element. Program information is provided in the
Descriptive Summaries covering prior years, the current fiscal
year and the coming fiscal year of first program year. The
budgeting process is subdivided into three phases:

(1) Formulation

(2) Justification and Approval

(3) Execution.

Budget Formulation

Key actions and milestones are provided in Attachment
eight for supporting information on this phase, This phase
begins when OSD submits the Amended Program Decision Memoran-
dums (APDMs) and the budget guidance to the Services. The
budget guidance is based on the President's Budget Policy and

recommendations from the Office of Management and Budget (OMB).
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The Services are allowed until the end of September to forward
their budget estimate to OSD, The Budget Estimate is the
requested Service budget for the first year in the FYDP (FY 78).
Once submitted, the funding levels for that year are pretty
well locked in as far as the subsequent possibility of
exceeding this level is concerned. Reductions can easily be
made, especially by Congress, before the requested funds are
available for program use. Any future funding increases to
the program element will normally be limited to less than two
million dollars. The point to be made is that the President's
Budget Submission is the second of two opportunities to update
the FYDP figures for the program element. It is also the last
time the budget figures can be changed before Congress reviews
the program element. Once these funding levels are authorized
and appropriated by Congress, then the addition of funds is
determined by the reprogramming constraints placed on the
Services. This subject will be further discussed in the last
section. ©PEM responsibilities include making sure that
required RDT&E and procurement funds are submitted in the
President's Budget to accomplish the programs directed under
his program element.

Program Budget Decisions

A review of the Service Budget Estimate is jointly con-
ducted by 0SD and OMB staff members. The PEM is normally
requested to present a program element overview briefing and
a planned expenditure estimate for the funds requested.

26




T ——— e e

R N S

Information generated by this review is submitted to the
SECDEF for review and signature. If signed, the result is a
Program Budget Decision which cuts requested RDT&E and/or
procurement funds by a specified level. This annual exercise
ranks as the most insidious of the cut exercises because of
the magnitude of the proposed cuts and the critically short
time available in which to correct errors. Another factor is
that there is always a high level of misunderstandings that
prevail throughout the involved staff as to what constitutes
an effective reclama to a PBD cut.

For the past several years, the magnitude of the cuts made
to each Service has been $100M - $200M for the current year and
$1 - 2 billion for the budget year. At the beginning of each
PBD cycle, there is approximately five days to reclama an OSD
PBD. Toward the end of the cycle, the reclama process is
compressed to about four hours. About 300 - 350 PBDs are
issued between October and December (about 100 per Service).
Some of the PBDs are quite broad. For example, a cut in the
F-15 program could be included in a PBD taking issue with all
Air Force fighter aircraft. 1In the past, cuts to the current
year aircraft modification accounts have been made which would
have cancelled funds for development programs transitioning to
production if the reclamas had not been successful,

It is vital to understand the difference between a reclama
and a major budget issue. Only those items on the major budget

issue list are resclved between the SECDET and the Service
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Secretary and Service Chief. The PBD process is confusing
because all PBD cuts are the subject of a Service reclama.
However, only those escalated to the status of a major budget
issue have any hope of being restored! The PEM must take a
personal interest and monitor actions in all budget activities

where money has been specified to support his program. There

have been many past examples where one key procurement account
is cut and the other supporting accounts are not cut. Once a
PBD is issued, time is of the essence. Immediate Directorate,
DCS and the AF/ACB OPR attention is required to place the
proposed cut on the list of major budget issues. The 20 - 30
per cent of the PBDs that make the major budget issue list

are usually restored. Sometimes, additicnal latitude may be
given to the Service, in that the dollars may not be restored

by OSD, but the Service is told that the cut can be restored

to the original funding level if the Service will fund it
"out of hide", i.e., internal decrement of other approved
programs to provide the restoration dollars.

After the PBD process is over and issues have been resolved
with the SECDEF, two final actions take place to complete the
formulation phase. The "current services" budget and the
President's Budget are submitted by OSD. The "“current services"

budget estimates the outlays and budget authority needed for

bt

the next fiscal year, it assumes that all activities are to be
continued at the same funding levels as the fiscal year in
progress. The intent is to provide an early input to the
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Congress to enable them to start their annual analysis prior

to the January date when the President submits the annual

budget. By the end of December, the budget which now reflects f
the 0SD/OMB adjustments is finalized and becomes the DOD input

to the President's national budget.
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SECTION 5

THE CONGRESSIONAL PROCESS

AND EXECUTION

Introduction

The congressional review of the President's Budget con-
sists of justification by the Services, and the Congressional
authorization of programs and appropriations of funds. This
overall process is accomplished during the January through
October time frame and collectively referred to as the enact-
ment cycle. A milestone and actions diagram of the enactment
cycle is provided at Attachment nine.

The Congressional review is accomplished from the separate
viewpoints of the authorization of programs and the appropri-
ation of funds requested for programs that are authorized.

The recently passed Congressional Budget Reform legislation,
specifies the milestone events in the enactment cycle with a
completion date for the major events. Since these completion
dates now have the force of law, the delays encountered in the
past should no longer occur and the Defense budget should be
available for use by 1 October. Having the fiscal year funds
available at the start of the fiscallyear, rather than six
months into the fiscal year, is a major improvement which sim-
plifies some of the past complexity of the PPBS actions,

Authorization and Appropriation

A two step process of authorization and appropriation
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begins when the congressional staffs review the President's
Budget. Before the detailed review of each program element
begins the Armed Services Committee of both the House and the
Senate hear posture statements from the SECDEF, Chairman of
the JCS, Service Secretaries, and the Service Chiefs. The
posture statements cover the broad aspects of the military
budget that has been requested in the President's Budget.

The posture hearings are then followed by the authoriza-
tion hearings which are usually separate hearings on RDT&E and
Procurement. The principal witnesses at these hearings are
normally, the Assistant Secretaries of the military depart-
ments and the military Deputy Chiefs of Staff. Their primary
responsibility is to defend the requested dollar amounts under
review by the committee. Witnesses on behalf of the Services
must suppbrt the President's Budget even if they disagree and/
or believe more funds are required.

Normally, the hearings in the House and the Senate are
conducted at approximately the same time. The House Armed
Services Committee is usually the first to complete its
review (markup) of the Defense Budget and recommend a bill to
the full House. A report is also provided to the House with
the rationale which supperts the funding changes recommended
by the Committee. The House then votes its own bill after
several days of floor debate. The Senate normally allows the
DOD a short period of time for the submission of a written
appeal of the House actions to include the adverse impacts
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imposed by any funding reductions made by the House. The
Senate Armed Services Committee subsequently conducts its own
analysis of the DOD budget and considers the DOD reclama

before submitting its marked up version of a recommended bill
to the full Senate. A report also accompanies this recommended
bill which presents the Committes's rationale for funding
changes. After a floor debate, the Senate votes on the bill.

The result of the House and the Senate actions so far is
that two authorization bills now exist. The differences in
the two bills must be resolved in a conference committee made
up of selected representatives from the House and Senate Armed
Services Committee staffs. Only those matters in disagreement
may be deliberated by the conference committee. During the
conference committee process, the DOD is allowed to reclama
the Senate action to include adverse impact of proposed fund-
ing reductions (given that the previous House actions on the
same program either did not cut the program or differed from
the Senate reductions). When conference agreement is reached,
the compromise version of the bill is returned to the House
and Senate for further floor debate and ultimate passage. Once
approved by the Congress, the bill is then forwarded to the
President for signature.

The appropriation process is underway in parallel with the
authorization process. The appropriation events are the same
as the events in the authorization proceés described above.
Most of the work and practically all of the funding
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manipulations that may occur during the authorization and
appropriation process are done by the Committee staff members
and not members of the Senate or House Committee, Therefore,
PEMs should make the effort to personally brief key staff
members of each committee on the scope and status of important
programs. Face-to-face discussion is good for both parfies
especially in clearing up misunderstandings and supplementing
the inadequacies of the Descriptive Summaries to fully explain
a particular program. It is without saying that a great deal
of judgement -is required on the part of the PEM and his con-
gressional liaison counterparts when briefing the Congressional
Staff. However, a personal acquaintance and relationship with
key staff members will not hurt a strong development program
with a good operational payoff. In addition, if a congressional
cut is proposed by one of the committees, a knowledgeable staff
member on one of the remaining staffs can be of help during
the reclama process. Proper liaison channels are in being for
communicating with the Congressional staff.
Execution

Prior to the start of the fiscal year, 0SD/OMB hold appor-
tionment hearings. The Services are required to update their
programs to reflect fact of life changes and show a redistri-
bution of money to these changes.

For the annual accounts, expenditures by quarters are
estimated by the Services and submitted in briefings to 0SD/
OMB. These estimates become the basis for OMB apportionment
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of funds for each quarter, For the procurement and RDT&E
accounts, the information obtained by OSD during the apportion=-
ment hearings becomes the basis of deferring procurement dollars
until the dollars are required, or until OSD is satisfied with
the program. This technique of deferment gives 0OSD complete
control over Service programs.

Commitment, Obligation, Expenditure

After funds are apportioned to the Services and released
to the field through comptroller channels, there are three
types of actions accomplished against the released funds.

Commitment is the process of administratively reserving
funds for some future procurement action involving the approved
program. This can be accomplished by preparing a Purchase
Request (PR), Project Order (PO), or Obligational Authority
(OA) document. Commitment can also be accomplished through
preparation of a Military Interdepartmental Purchase Regquest
(MIPR} or by processing an Administrative Commitment Document
(ACD) .

Obligation is the process of placing funds on a contract-
ural document, thereby authorizing expenditure or billing
against these funds.

Expenditure represénts actual payments made in response to
delivery of contracturally required products or billings sub-
mitted by contractors. Expenditures are also acknowledged by
the Air‘Force when a contractor has made purchase commitments

to subcontractors or vendors for hardware for subsequent use
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in the prime contract,
Summary

The previous discussion of the PPBS and the Congressional
process should establish their importance and an appreciation
for the fast moving nature of each of the action milestones.
Any success within ;he environment of these management actions
is directly proportional to a team effort by the PEM and his
field counterparts, and by the team effort of the PEM with his
Air staff counterparts.

Since the PPBS phases and the Congressional activities
were broken down into separate entities for ease of descrip-
tion, it is now appropriate to reassemble them for a look at
the combined picture. A summary diagram and description are
provided for this purpose at Attachment ten to review the
principal budget activities that are taking place concurrently:

(1) Execution of the current year and prior
years budget

(2) Justification of the budget for the next
year

(3) Formulation of the budget for the following

year.

No one person can keep up with all of these ongoing actions
singlehandedly. The PEM must have (and rely upon) support

from his functional counterparts for maintaining the health
of his program element. Constant communication is required
to keep all counterparts up to speed on projects within the
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element to elicit their participation and full support.
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SECTION 6

THE AIR FORCE REQUIREMENTS PROCESS

Introduction

The formal operational requirements process is a manage-
ment discipline of communication, iterative refinement,'con-
structive conflict, and adaptation. There are four basic
activities pursued during the requirements process: identi-
fication of a deficiency and/or requirement, validation,
selection of suitable technical alternatives and approval.
These activities constitute the formal process and adeguately
support major programs and the conceptual phase of potential
DSARC programs. There is also a less formal, but equally
essential, requirements process experienced during the team
effort to transition development programs of lesser stature
into improved operational capability. The PEM plays a primary
and a corollary role in both the formal and the informal pro-

cesses which will be discussed in this section.

Identification

Generaﬁion of a formal operational requirement consisting
of a statement of deficiency or need is normally a major
command activity and primarily oriented to major development
programs. Even thougn the Air Staff can submit an operational
requirement, more than 90 per cent of all statements of
Required Operational Capability (ROC) are generated by the

major commands. This is in keeping with the basic principle
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of the operational requirements process which encourages and
draws upon the ideas and judgements of experienced field per-
sonnel.

Prior to the publication of a ROC, the originator forwards
draft copies of the proposed document to major commands and
components having related mission, development, or support
responsibilities. AFSC and AFLC review all draft ROCs and
provide the originator information on technology and logistics
considerations which relaté to the satisfaction of the stated
deficiency. Both AFSC and AFLC are normally invited to help
write the ROC with the originator. After reviewing the
received comments on the draft document, the originator
includes those deemed appropriate and publishes the formal
document. Distribution of the ROC is then made to required
agencies.

Validation

Validation is the authority for a ROC to compete for funds
and resources during the PPBS process. Validation results
from a corporate Air Staff review made within the context of
total Air Force requirements and priorities.

ROCs enter the Air Staff through the Directorate of Oper-
ational Reguirements, AF/RDQ. An action division within the
DCS R&D is then specified as the DCS R&D focal point for the
ROC. The action division then distributes the ROC to the
other Air Staff directorates and divisions having a valid
input to the functional review and comment process that is
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necessary to fully staff and validate the ROC. The focal
point action officer, in conjunction with his counterparts,
prepares an initial recommendation for or against validation.
Study efforts are initiated to derive and suppoft the recom-
mendation. The studies usually address system tradeoffs, cost
effectiveness, supportability, maintainability, and safety and
survivability when appropriate. Additional comments are again
solicited from the major commands, other Services, and cogni-
zant agencies. PEMs responsible for ongoing development pro-
grams that offer a solution or alternative to solving the
stated deficiency have an active role in contributing to the
formulation and coordination of the initial validation recom-
mendation. Budgetary Cost Information (BCI) is also provided
by AFSC and AFLC to the originator and the focal point division
to support the alternative solutions for satisfying the ROC.

The originator reviews the comments and recommendations
provided from the major commands and agencies having an
interest in the ROC along with the BCI data. The originator
then provides an estimated position that this new ROC will
occupy relative to the position of other ROCs on his Command
ROC Certification and Priority List that this ROC will be
assigned to if validated.

The action division and Air Staff counterparts then eval-
uate the received technical solutions or alternative approaches,
identify the perferred approach and preferred alternatives,
and formulate funding estimates phased by fiscal years that
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are required to develop and procure the alternative solutions.

After completing the evaluation and coordination cycles,
a summary of the information is prepared and provided to the

Requirements Review Group (RRG) Secretariat by the action

division. The summary contains the ROC description and just-
ification, a discussion of MAJCOM comments, Air Staff comments,
other Service comments, other high level support, a proposed
program to satisfy the requirement, and a recommended cqurse
of action.

The RRG charter is to review, evaluate and recommend
action on proposals for new or improved operational capabil-
ities. The RRG membership includes:

AF/RDQ - Director of Operational Requirements,
Chairman

AF/RDP Director of Development and Acquisition

AF/RDR Director of Reconnaissance and Electronic
Warfare

AF/X00 Director of Operations

AF/X0X Director of Flans

AF/LGY Director of Maintenance and Engineering

AF/PRP Director of Programs ;

The RRG receives advanced copies of the‘fequirements sum~
mary prior to a formal briefing on the ROC. Each member of
the RRG also receives a separate written input from his respon-
sible action officer (normally the PEMs in the case of RDP,

RDR, XOO0 and RDQ) relative to the position that should be taken
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by the Director during the RRG meeting. After the formal RRG !

review, the RRG may validate the ROC, defer action for addi~
tional information, or return the ROC to the originator for
termination or other action.

Selection of Suitable Solutions

The formulation of a specific proposal to satisfy an
operational requirement is an iterative process of dialogue
among Air Staff, Operating, Developing and Supporting Commands
until each is reasonably satisfied that a successful program 3
can be achieved.

Program Approval

Once the ROC is validated, program approval activity
begins to obtain both the necessary authority and resources
for developing and procuring the solution. Major programs are
individually reviewed:.and approved through the Chief of Staff
and Secretary of the Air Force. This process includes serious
review of the program content, fiscal requirements and associ-
ated impact on other Air Force programs. Once approved within
the Air Force, OSD approval is sought by direct coordination
and through the decision processes of the PPBS as the annual
budget cycle is staffed. DSARC programs are naturally the
subject of OSD acceptance or rejection during the transition
of a program from the conceptual stage to approval for pro-
duction.

Informal Process

Many operational deficiencies can be solved by small
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ongoing development programs, modifying an existing system,
straight forward procurement of developed hardware or a com-
mercial item, or by a system available through another Service.
In these cases a ROC may or may not be stated and approved
pPrior to the initiation of development or solution activity.
The process is still handled through the RRG once a ROC is
available or before production is approved. However, the
overall process is less formal and the actual transition of a
solution to the operator may take more effort by the action
officers than a major program handled under the formal process.
The reason for this is that the stéffing is done at a lower
horizontal level in the chains-of-command which involves more
coordination and interface elements. The impact of personnel
reassignments are also greater on small programs. In addition,
there is extreme competition for funds in the various accounts
which remain after the major programs are fully funded.

The informal process also relates to the numerous 6.3XXX
and 6.4XXX development programs that are addressing known
operational deficiencies, but have not yet reached a demonstra-
tion milestone which will justify the publishing of a ROC and
the sizeable manpower effort associated with the ROC process.
These programs face extreme competition for funds and it is a
prime responsibility of the PEM to see that funds are provided
and the programs are kept on track. Once a program becomes
inordinately strung out in schedule due to funding cuts, the
solution may no longer justify development costs because the
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period of usefulness is no longer viable,

The annual financial exercises cited in earlier chapters
introduce numerous people into an impact position on a devel-
opment program. Normally, the main objective of a financial
review staff is to reduce development scope and effort in
order to reduce overall funding requirements and meet the pre-
deterﬁined total funding goai that generated the exercise. The
first question to a PEM at these "dog-eat-dog" exercises is,
"Where is the supporting ROC for this program?". When no ROC

is citeable, the budget review group often interprets this as

a weakness which allows them to assume the role of a require-

ments review group. Cuts are normally made to many small pro-
grams rather than cancelling one or two programs to meet the
total funding goal. Action of this type is usually based on

little real knowledge of the programs that are cut, and bas-

f

)
tardizes the requirements process. It also undermines the pur-

pose behind strong Air Force RDT&E programs that are structured
to explore new technology and usesyof technology. While the
RDT&E program should be supported by the ROC process, the RDT&E
program cannot be effective if it is subservient to the ROC
process or to budcet exercises. When the formal requiremen@%
process is understood, it becomes obvious that it is not struc-
tured to support the non~DSARC or small RDTSE programs; and the
ROC process is not a prerequisite to establishing all RDT&E

efforts.

L
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SECTION 7
REPROGRAMMING AND PROGRAM

INITIATION

Introduction

A discussion of PEM roles and responsibilities is not com-
plete without an examination of the boundaries surrounding
program initiatiion and reprogramming action. In other words,
what are some of the flexibilities in these areas that legally
are allowed to handle the day-to-day financial problems that
arise which were not predicted in advance, nor submnitted to
Congress in the previous budget for authorization and appro-
priation of funds?

Congress recognizes that some deviations from the appro-
priated‘funding levels are needed for efficient management
practices and to accommodate unforseen, high-priority, opera-
tional or development problems. Several important assumptions
must be stated because of the judgmental nature of the topics
discussed in this section. First, the intent of this section
is to encourage action suggested by the -0ld adage which states,
"Where there's a will, there's a way.". However, it is also
equally important to conduct these actions within the legal
constraints of the PPBS and the Congressional constraints.

The Air Force will not risk an accusation of circumventing the
will of Congress. The PEM is required to spearhead the
actions necessary to solve financial issues arising in his
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programs. To do so, he must have the advice and support of
his peers to construct a course of action that will solve the
problem without circumventing the will of Congress.

Classes of Reprogramming

Congressional desires regarding reprogramming flexibility
in a program element or a procurement budget activity are
reflected in DOD Directives and DOD Instructions and through
close cooperation and coordination between the 0OSD and Con-
gressional Committees. The intent is to allow adequate flex-
ibility for efficient management of the budget while not pre-
empting Congressional responsibility to approve or deny funded
efforts. There are three approved reprogramming classes pro-
vided for in DOD Instructions:

(1) Prior congressional approval is required to

reprogram any funds to an item reduced by Congress

or known to be of special interest to one of the
committees
(2) Prior notification to Congress is required

for other reprogramming above specified thresholds

for a budget activity or a program element.*

(3) Below threshold actions are within the authority

e

of OSD and are reported on a semi-annual or guarterly
basis to Congress., |
é At the HQ USAF level, the Air Force is constrained by the
same limits imposed on OSD and in general can exercise the
*See Attachment 11 for further information.
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reprogramming flexibility. The Air Force can propose repro-
gramming actions for prior Congressional approval or notifica-
tion, but these requests must be approved by OSD before being
submitted to Congress. HQ USAF can engage in below threshold
actions without OSD approval except in the cases where DDR&E
has deferred funds or a reduction in DDR&E Special Interest
items are involved.

HQ USAF has delegated $500 thousand reprogramming flexi-
bility to HQ AFSC. AFSC flexibility can be exercised when
there are no higher order constraints and when the action is
for minor funding adjustments of directed effort due to unfore-
seen circumstances. AFSC flexibility is not to be used for
new starts or changes in the scope or schedule of planned
efforts.

Figure II is an abbreviated summary of limitations and R&D
thresholds. Note that the priority of constraining conditions
is from the top down. Proposed reprogramming actions must be
free of all prior limits beginning at the top of the table.
For example, the Air Force cannot accomplish below threshold
reprogramming action if the item is one that has been reduced
by Congressional action.*

Above Threshold Reprogramming

This type of reprogramming should not be viewed as a ready
source of funds. 1In fact, it should not be used except in the
case of major programs with high level support and/or emergency
*See Attachment 12 for additional information.
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FIGURE II (con't)
7. Reprogramming involves deferred OSD (DDR&E) must approve use of deferred
funds or DDR&E Special Interest or Special Interest funds.
sources. Any amount.
8. Requirement for less than $2 million, HQ USAF, AF/RD can approve and accom-
but more than $500 thousand. plish reprogramming action.
9. Requirements under $500 thousand for HQ AFSC can approve and initiate repro-

minor cost increases not related to
change of scope of planned effort.

gramming action.




~conditions. There are several reasons for this opinion. Con-
gressional approval is required before funds can be made avail-
able and this normally requires a great deal of time. The
funds required in the reprogramming must come from some other
ongoing program. In addition, the program that is used_as the

source of funds must be identified in the reprogramming request i

submitted to Congress. By the time the Congressional staff
can devote attention to the request, a major portion of the
fiscal year has passed and usually little time remains in which

to obligate and expend the funds requested. These factors

plus the inherent dislike of a reprogramming request usually
leads to less than a fifty-fifty chance of approval. To fur-
ther comélicate matters, when a reprogramming request is denied
the funds identified as the source are normally forfeited
because they were identified as excess resources to fund the

reprogramming request.

Below Threshold Reprogramming

This form of reprogramming is a viable management tool to
solve unexpected development problems, to improve the effici-
ency of an ongoing program or to respond to an added opera-
tional input that expands the scope of an ongoing program. As

a development program matures the schedule itself becomes a

critical and driving factor. If it becomes necessary to add
funds to retain the schedule and protect the viability of a
production decision or to better prepare for production, then

reprogramming action should be pursued. Regardless of the
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rationale used for the reprogramming or the time criticality
of the funds involved, a reprogramming request is never looked
upon as a pleasant subject. However, as difficult as the task
may be, if the reprogramming request is in the best interests
of the Air Force and the program it must be strongly pursued
and accomplished in a timely manner to keep the program on
track.

Below threshold reprogramming is not intended to be the
cure for bad management planning during the POM exercise and
the President's Budget Submission. Proper funding levels
should be established for the program element at these primary
times, and not be catch-up actions which plan on below thres-
hold reprogfamming actions to bail out the program. The eas-
iest form.of reprogramming is between projects within the same
program element. This form of reprogramming does not vary the
approved funding level of a P.E. and allows an additional
$1.99 million to be added to the program element if the need
arises.

A few comments are offered relative to below threshold
reprogramming. First, it is possible to reprogram both RDT&E
and procurement funds up to the specified program element or
budget activity thresholds. Second, no reprogramming is pos-
sible within a P.E. that was cut by Congress during the enact-
ment cycle. Finally, integrity among the peer group that is
responsible for working the diverse elements of a reprogram-
ming action is vital. The PEM, SYSTO and program manager must
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speak with one pragmatic voice. The PEM must have complete
trust in the SYSTO and program manager in order to speak with
consistent integrity and authority to his peers and bosses;
and to pursue the reprogramming action to the limits the sys-
tem will bear without fear of being wrong. Many necks are on
the block when justifiying the reprogramming to the bosﬁes in

- the financial approval chain. A lapse in integrity for any

‘ reason is never really forgotten.
\ New Starts

New starts must be approved by Congress and should there-

? fore be avoided unless accomplished in the annual submission
of the Descriptive Summaries for a program element. However,
most Descriptive Summaries are worded in general terms such
that small tasks that are initiated within or under an ongoing
project of similar description are not considered a new start.
If necessary, the task can be expanded into a separate project
within the P.E. and described in the next submission of the

Descriptive Summaries. Below threshold reprogramming can be

used in the interim to expand the scope of the ongoing effort.
H In the case of a major operational deficiency arising
which needs immediate development support and high level
authority to move out, below threshold reprogramming can be
used to start immediately if two important features are pre-
sent: 1) funding requirements are less than 2 million doilars
during the first year, and 2) the sum of the first three
years of funding is less than 10 million dollars. If these
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conditions are met the Air Force can initiate a new program
element and begin work immediately using reprogrammed funds.
There is some risk involved which is the reason for initiating
the effort as a new program element. There is no guarantee
that Congress will authorize and appropriate funds for phe
second and third year efforts. If the funds are cut, then

the impact only occurs to the new program element. If this
course of action is pursued to provide a responsive RDT&E solu-
tion, then the PEM must seek to brief the key Committee staff
members on all aspects of the program during the next justifi-
cation process. Unless this personal contact is made, the
staff is likely to assume that an attempt was made to pre-empt
the authorization and appropriation process. The result of
this misunderstanding will probably result in all funds being
cut.,

The usual routine that is normally proposed by well mean-
ing, but poorly informed, individuals is to propose new starts
that require large funding levels that have not been programmed
in the POM nor submitted to Congress for authorization and
approval. The same amount of time is usually spent in wasting
effort and attracting failure as would be involved in starting
out small, one step at a time, within the limits of the PPBS
and Congressional legality, and growing into a larger scope of
effort that picks up added support as the program matures.

The formal requirements process solves the problem of
initiating major development new starts. Non-major programs
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that will require significant development funds and are not
supported by a formal ROC have a better chance, of starting
at all, if the initial steps are very small, The smaller the
initial steps, the more likelihood of survival and maturing

to a healthy stage of development.

51




SECTION 8

* SUMMARY

The management effectiveness and overall contribution that
the PEM can provide to the improvement of the Air Force is
directly proportional to his ability to work with his Air
Staff and AFSC counterparts. This ability will be contingent
upon his understanding of the Air Staff organization, the FYDP,
the PPBS, the Congressional process, the requirements process
and the flexibilities and limitations of financial reprogram-
ming. The above elements are subsystems of the overall envi-
ronment which is normally slow moving. However, the dynamics
of the development process and the actions making up the PPBS
and Congressional process must be in sync. Otherwise, a pro-
gram will be in real trouble. The PEM is responsible for
keeping the various subsystems in sync with the environment.
To do so requires a good understanding of the individual ele-
ments.

If the system is going to be manipulated properly, it
must be done from within. Knocking heads with established
PPBS, Congressional or requirements procedures is doomed to
failure. The key is working with and not against. Key liai-
sons must be established on a foundation of trust and optim-
istic achievement aimed at providing significant operational
improvements. Key areas of program impact and pitfalls have
been listed in the study for consideration and application to
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individual programs. It is hoped that the information will

provide the confidence for the PEM to take charge of his pro-

gram responsibilities and move out for the overall good of the

Air Force. ¥
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ATTACHMENT ONE

1) Summary F&FP
2) Air Force Appropriations
3010, 3020, 3080, 3600, 3400
o

3) RDT&E Budget Program, Categories
Budget Activities
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10XXXX

AIRCRAFT PROCUREMENT

11XXXX

KODIFICATIONS

19XXXX

OTHER PRODUCTION CHARGES

3010 APPROPRIATION
EXAMPLE BREAKOUT OF
SELECTED BUDGET PROGRAMS

BUDGET PROGRAM ACTIVITY CODES (RPAC)
; SYSTEMS MLANAGEMENT CODES (S$%C)

MILITARY PROCUREMENT CODES (MPC)

SMC
328X
P-15/TF-15
327z

F-4 ALL SERIES
OR NO SERIES

9999
ALL ACTIVITIES

61

&

FLYAWAY
TRAINING

FLIGHT SHIULATOR

OTHER
ADVANCE PROC(CY)

PECULIAR SUPPORT EQ.

TECHNICAL DATA

PRIOR YEAR CREDIT

CLASS V
CLASS 1V
UPDATE

STOCK FUND FUEL

ALTERNATE MISSION EQ

HQ USAF APPROVED
PROJECTS

SPECIAL PROCUREMENT

PROGRAMS (QRC)
BCM PUDs

FORCE PODs
ATTRITION PODs
UPDATE PODs
OTHER EQUIPMENT
PAVE PENNY
EXECUTIVE KITS
AIRCOMRAT

MANEUVERING

INSTRUMENTATION

GBU-15

AF ACADEMY SAlL
PLANE .
PAVE TACK
SIMULATOR FOR

FLECTRONIC WARFARE

TRAINING

FIRST DESTINATION
TIANSPORTATION

XX10
.XX20
(XX22)
(XX29)
X430
XX40
XX70
XXXX

1000
2000
3000

XXXX

1009
2000
3000

4000

S000
(5001)
(5002)
(5903)
6000

.(6L03)

(6002)
(6003)

(6004)
(6005%)

(6206)
(G007)
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CATEGORIES

There are six categories in the Department of Defense RDT&E Program.

1 - Research

Includes scientific study and experimentation directed toward increas-
ing knowledge and understanding in those fields of tne physical,
engineering, environmental, biological-medical, and benavicral-
.social sciences related to long-term natioral security needs. It
‘provides fundamental knowledge for tne solution of identified

military problems. It also provides part of the base for sub-

5 -sequent exploratory and advanced developments in Defense-related
technologies and of new or improved military functiomal capabil-’
ities in areas such as communications, detection, tracking, sur-

" veillance, propulsion, mobility, guidance and control, navigation,
energy conversion, materials and structures, and personnel support.

2 - Exploratory Developmant

Includes all effort directed toward the solution of specific
military problems, short or major cdevelopment projects. This type
of affort may vary from fairly fundamental applied research to
quite sopnisticated breadboard hardware, sctudy, prograrming and
planning erfforts. It would thus include studies, inves:tigaticns
‘and minor deveiopment effort. The dominant characteristic of this
category of effort is tnat it be pointed toward specific militarv
problem areas with a view toward developing and evaluating the
feasibility and practicability of proposed soluticns and determining
! their parameters. Program control of the Exploratory Development
element will normally be exercised by general level of effort.

3 - Advanced Developments

et " Include all projects which have moved into the development of hard-
- % . 1 . . .
éi; ware for experimental or operational test. It is characterized by
J t line item projects and program control is exercised on a project
fﬁ%‘u" pasis. A E irther descriptive characteristic lies in the design of
gg such items being directed toward hardware for test or experimenta-
: EE; tion as opposed to items designed and engine=red for evencual
> T L Service use.
. % . -
| s
! =y 4 - Engineering Developments
b 1 . o2 s
] R 1 S ! . :
: - iﬁj Include those develoupment programs being engineered for Service use
i pesnr but which have not vet been approved for procurement or operation.
1 E; e This zrea is characterized bv major line iten projests and progran
| -vé - control will be exercised by review of individual prejects.
- -
| E‘zl 5 - Management and Suppert
’ e T
| Ca. ¢ incluces research and develupment effort directed toward support of
gé irstallatione or operations cezuired for general tesearch and
Apvalopment use,  included would be test ranrec, nilitary canstouc
tion, maintenance support of laboratories, operations and wmaintenance
of test aircraft and ships and studies and analyses in suppor: of the
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FIVE YEAR DEFENSE PROGRAM

R&D program. Costs of laboratory personnel, either in-house or
contract-operated, would be assigned to appropriate projects or
as a line item in the Research, Exploratory Development, or Ad-
vanced Development Programs areas, as appropriate, Military
Construction costs directly related to a major development
program will be included in the appropriate element.

6 - Operational System Developments 5

Include research and development effort directed toward develop-
ment, engineering and test of systems, support programs, vehicles
and weapons that have been approved for production and Service
employment., This area is included for convenience ir considering
all RDT&E projects. All items in this area are major line item
projects which appear as RDT&E Costs of Weapons Systems Elements
in other Programs. Program control will thus be exercised by
review of the individual research and development effort in each
Weapon System Element,

BUDGET ACTIVITIES

There are nine Budget Activities under RDT&E:

0 .- R&D Support From Other Appropriations

1 - Military Sciences

Includes basic and applied research tasks and projects of potential
military application in the physical, mathematical, environmental,
engineering, biomedical, and behavioral sciences. The research
tasks selected are derived from an analysis of basic missions and
corresponding technological requirements, as well as from a review
of technical opportunities related to national security needs.
Examples are: Oceanography research to increase the future
effectiveness of anti-submarine warfare systems; computer research
for improved command, control, and communications; biomedical
research in shock and trauma; behavioral science research to

achieve improvemcnts in methods for personnel training and selection;
and materials research to provide improved structures and components
for military systems.

2 - Aircraft and Related Ecuipment

Development, test and evaluation of aircrafit and related aircrafc
equipment, includirg airframes, engines and other propulsion

e
Llre
control equiprient, weapons and other equipment identifiable with
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FIVE YEAR DEFENSE PROGRAM

aircraft and related aircraft equipment including specific ground
" support equipment; includes Operational Systems Developments,

3 - Missiles and Related Equipment

3 Development, test and evaluation of missiles of all types, and
- : related missile equipment, including integral components and equip-
: ment identifiable with missiles, including air-to-air, surface-to-
E : surface, surface-to-air, air-to-surface missiles, training
| - missiles, test vehicles, and related missile equipment including

) specific ground support and training equipment; includes Opera-
| tional Systems Developments.

4 - Militery Astronautics and Related Equipment

Development, test and evaluation directed toward the improvement

of space technology for military purposes and the development

of military applications of space vehicles and space-related

equipment including specific ground support and training equip- >
ment; includes Opera:tional Systems Development.

e 5 - Ships, Small Craft, and Related Equipment

| ; Development, test and evaluation of ships, small craft, and ship-
' board equipment, including hull, engines and propulsion machineryv,
ordnance, catapults and arresting gear, electronics, fittingzs and

other installed equipment; includes Operational Systems Develop-

ments. ;

6 - Ordnance, Combat Vehicles, and Related Equipment

Development, test and evaluation of artillery, guns, rocket 3

launchers, small arms, other individual weapons, torpedoes, mines, ]

depth charges, rockets, bombs, grenades, mortar ammnition, demol-

ition charges, other ordnance items, and integral components

thereof; includes Operational Svstems Development. Includes

ammunition, fuses, other ammunition components, explosives, pro-

H . pellants, detonating devices, fire control systems, and integral
components thereof; nuclear, biological, chemical and radiological

1 munitions, dispensers and equipment; ccmbat and support vehicles

4 including armor, propulsion, armament mounting, communications and
other electronic equipment, and other integral components and
equipment related to combat and support vehicles as well as support-

| ing training equipment.

l

| |
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7 - Other Equipment

Development, test and evaluation of equipment not separately pro-
vided for under other budget activities including surveillance,
tactical and strategic communications, amphibious warfare support
equipment, aircraft control and warning, missile detection,

other electronic systems, chemical and biological agent detection
and protection; railroad, materials handling, construction, train-
ing, shop and utilities, printing and reproduction, photographic,
medical, personnel rescue, meteorological, organization and per-
sonnel, subsistence, protective (including clothing) equipment,
and other similar equipment as well as integral components thereof;
and testing related thereto; includes Operational Systems
Development.

8 - Program-Wide Management and Support

Development, test and evaluation not separately provided for under
other budget activities and not distributed directly to program
elements/budget subactivities having specific program objectives
(work mapaged by 'project").

DISTRIBUTIOXN

The Department of Defense Five Year Program (FYDP) is published and
distributed by the Assistant Secretary of Defense {Comptroller),
The DOD FYD? is updated at least once annually as of 31 December
and records the President's budget to Congress. The DOD FYDP may
also be updated on an "as directed" basis.
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JOINT STRATEGIC PLANNING
SYSTEM
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JOINT STRATEGIC PLANNING SYSTEM

DESCRIPTION
. The JCS are charged with certain planning responsibilities which are
i discharged by the promulgation of seven documents:

. 2 JIEP — Joint Intelligence Estimate for Planning .
® JLREID - Joint Long Range Estimative Intelligence Document
JLRSS — Joint Long Range Strategic Study 1
Jsor — Joint Strategic Objective Plan jl
." JFM — Joint Force Memorandum
El 4 Jsce — Joint Strategic Capabilitics Plan =
' JRDOD -~ Joint Research and Development Objectives Document.
1

3 These documents represent planning in three areas: strategy (JSOP, JFM,
JSCP); intelligence (JIEP, JLREID) and research and development (JRDOD). The :
time frames they cover and their interrelationship are shown below: (s

s v vBwiem

JSPS DOCUMENT INTERRELATIONSHIPS

112(3(4]15/617(8(9M10[1111213{14{15/16{17{18!18/20 ?
s.R.] MIDRANGE LONG RANGE
INTELLIGENCE JIEP l JLREID
‘STRAT. STUDIES | __JLRSS
. e Y
R&D T | JRDOD T ;

t
OBJECT.PLAN | — JsoP i :

Y s
PROGRAMMING —V{ JFM ‘l _ 5 '

CAP. PLAN o 1yscp .
: T T T
e 1677078175 20l81]82/85'24/85185 87.88'29:90!91'5253] 04 05| 0 3
5 i LBUOgﬂ Year FISCAL YEARS 3

Current Fiscal Yesr
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THE SECRETARY OF DEFENSE
WASHINGTON, D. C. 20301

JAN 12 1975

MEMORANDUM FOR Secretaries of the Military Departments

Chairman of the Joint Chiefs of Staff
Director of Dafense Research and Engineering
Assistant Secretaries of Defense -
Director of Telecommunications and Command and
Control Systems
7 Assistants to the Secretary of Defense
Directors of Defense Agencies

SUBJECT: Program/Budget Review - Calendar Year 1976 Schedule ~

This memorandum expresses the schedule of the significant actions
of the Calendar Year 1976 Planning-Programming-Budgeting cycle.
Actions cutlined will be accomplished as prescribed by DoD
Instruction 7045.7, as modified by this memorandum.

The coming year will see us move through a transition to the first
fiscal year that starts on October 1. Additional aspects of the
Congressional Budgat and Impoundment Control Act of 1974 will also
be implemented. Although we have attempted to anticipate all the
fmpacts of that legislaticn, we must be alert Tor changing circum-
stances and be prepared to respond appropriately.

The Planning cycle began on May 1, 1975 with the publication and
receipt of the Joint Stratagic Objective Plan (JSCP), Voluma I.

The Planning cycle will be completed February 6, 1976 (Items 1-2 and
4-8 of enclosure) with the issuance of the Plannirg and Programming
Guidance Memorandum (PPGHM).

Last year a tentative version of the PPGM was 1ssued to assist your

- programming processes. Based con the favoradle recoonse to this

action, I asked the Assistant Secretary for Progran Analysis and
Evaluation to acain issua this documant. This was distributed an
Novemter 5, 1975. The tantative programming cuidance will be modified,
as appropriate, in February 1976, avtar taking into account the 0SD/Ci8
reviex of the FY77 buaget, JSOP Volu‘e II, and other relevant factors.

The PPGM (Item 9 of enclosure) will include an updated version of

the DPPG (as required), the fiscal guidance and specific uidance

fn such areas as nuciear forcas, general purcose Tercas, logistics,
manpower, research ana develcsimant, teleccmmunications and intelligence.
The Prograrming cycle will continue through the preparation of the Joint
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Force Memorandum (JFM;, the Program Chjective Memoranda (POMs), the
review and analysis of these documents, the transmittal of tentative
Program Decision Mamoranda (FOMs), a reclama cycle, and the publica-
tion of amencded PUis as appropriate. The Programming cycle will be

considered completed on August 23, 1976. (Items 9-22 of enclosure )

The Budgeting cycle will start with the initial issuance of Budget
Guidance on September 1, 19756. The cycle will continue through the
submission of the budget estimates, the review and evaluation of
these estimates by the OSD and OM3 staffs, and the transmittal of
budget decisions in the form of PBDs. Additionally, the Budaet
_cycle will include the undate of the FYDP? on October 11, 1976, and
will be considered completed after the FYDP is updated to refiect
the President's Bucget, and its outyear impact, in January 1977,
(Items 23, 26-28, 20-31, 33-35, 39, 42 of enclosure.)

Apart from the attached schedule, the OSD staff of7ices will be pro-
vided with a separate detailed schedule of the Issus Paper procass
emanating from the review of the JFM and the PCMs. The 0SD staff
will also be providad with a budget schedule to insure timely budget
actions and transmittal of decisions. The JCS, Military Departments
and Defense Agencies will be prov1ded copies of these additional

- schedules. :

The attached schedule identifies specific actions and dates nacessary
to make up the total calendar, not only for the CY 1576 cycle, but
also reflects actions that must ccmmence to insure a solid foundaticn
for our CY 1977 cycle. It is imperative that every effort be mada Dy
all concerned to meet the scheduled datas if we are to have a
successful cycle. lihen spe citic actions are ant1c1pated to be late,
this inforrmation should be forwarded to my office to evaluate the
impact on the rem&inder of the schedule.

/2t ,

Deputy

gnclosure
Schedule
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PROGRAM/BUDGET GUIDANCE AND REVIEW SCHEDULE

Tor
: Calendar Year 1976
tem Action Agency Action Date
, 1 Submit JSOP-Vol I (FY 78-85) - Military Strategy and J May 1, 1975
i - Force Plann1ng Guidance
2 Issue Defense Policy and Planning Guidance (DPPG) 0 Nov 4, 1975
3 Issue Tentative Planning and Programming Guidance 0 Nov 5, 1975
’ Memorandum (TPPCM)
Note: Provides tentative guidance in such areas as
fiscal planning assumptions, forces, logistics, man-
power, research and development, telecommunications,
and intelligence.
4 Update Joint Research and Development Objectives J Dec 15, 1975
Document (JRDOD) (FY 78-95)
5 Submit JSOP-Vol II (FY 78-85) - Analysis and Force J Dec 19, 1975
Tabulations :
£ Update Five Year Defense Program FY 75-77 c Dec 30, 1975
7 Update Five Year Dafense Program FY 78-81 (through c Jan 9, 1976
' FY 84 for Forces)
8 Submit Telecommunications Subsystem Data c Jan 15, 1976
9 Issue Planning and Programming Guidance Memcrandum 0 Feb 6, 1976
Note: Provides Fiscal Guidance and an updated version
. of the DPPG in addition to guidance indicated in item
3 above. )
10 Issue Military Security Assistance Projéctioﬁ (MSAP) 0 Apr 9, 1976
n Sutmit Joint Force Memocrandum (JFM) J Apr 30, 1976
12 | Submit JSOP-Vol I (FY 79-86) - Military Strateay J Apr 30, 1976
and Force-Planning Guidance (CY 77 cycie)
B Submit Program Objective Memoranda (POM) [ May 7, 1976
14 Update FYDP, Procurement Annex, and RDT&E Annex c Hay 7, 1976
Consistent with PCM (FY 78-85)
15 Submit FYDP Telecommunications Subsystem Data c May 12, 1976
4 Submit JPM Nuclear Annex, FY 78-85 J May 31, 1976
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2
“‘Action Agency | Action Date
f‘ ‘Transmit first Issue Paper to Components 0 Jun 11, 1976
1 ,
R T Transmit last [ssue Paper to Seclef 0 Jul 16, 1976
19 Issue Program Decision Memoranda (PDM) 0 Jul 26, 1976
20 Submit reclamas to PDMs Je Aug 9, 1976
21 Major PDM Issue Meetings ~O0JC _ | Aug 13-18, 197
22 Issue amended PDMs 0 Aug 23, 1976
" "23 | 1ssue Budget Guidance 0 Sep 1, 1976
24 Issue Defense Policy and Plahning Guidance (DPPG) 0 ‘Sep 8, 1976 v
(CY 1977 cycle)
25 Publish tentative Nuclear Weapons Stockpile for 0 Sep 13, 1976
planning
; 26 Submit annual budget estimates and backup information c Sep 30, 1976
" " 1 | start Budget Hearings ' 0 Oct 1, 19765
28 Update Five Year Defense Program, Procuremen c Oct 11, 1976
Annex, and ROT&Z Annex .
29 | Submit FY 78-79 Nuclear Weapons Deployment Plan J Oct 15, 1876
30 Submit FYDP Telecommunications Subsystem Data c Oct 18, 1976
31 Start issue of Program/Budget Decisions (PBDs) 0 Oct 20, 1976
32 Issue Tentative Planning and Programming Guidance 0 Oct 22, 1976
3 Memorandum (TPPE4) (CY 1977 cycle)
Note: Provides tentativa guidance 1n such areas as
j : fiscal planning assumpticns, forces, logistics,
. manpower, research and development, telecormunica-
tions, and intelligence.
33 | Start P8D reclamas Jc Oct 28, 1976
34 Issue revised PBDs based on reclamas 0 Nov 26, 1976
;! ' to
; Dec 6, 1976
' 35 Conduct joint meetings with JCS and Service 0JC Dec 8-10, 1975
X Secretaries to discuss major unresolved budcet : '
) issues
36 S\ Submit Joint Researchrand 023310pment Cbiectives Jd Dec 15, 197%
Document (JRCOD) (FY 79-%5)
82 g
| S—. -




83

f - 3
Item Action . f S Agency _Action Date
37 Issue FY 78-79 Muclear Weapons Deployment 0 Dec 15, 1976
Memorandum for Interagancy Review :
. 38 | Submit JSOP-Vol II (FY 79-86) - Analysis and J Dec 20, 1976
' Force Tabulations (CY 1977 cycle)
39 Update Five Year Defense Program (FY 76-78) : c Dec 30, 1976
'io Update Five Year Defense Program (FY 79-82) c Jan 10, 1977
(through FY 85 for Forces) :
Issue FY 78-80 Kuclear Weapons Stockpile 0 Jan 15, 1977
Submit FYDP Telecommunications Subsystem Data c ~Jan 17, 1977
LEGEND: 0 -~ SecDef
J == JCS
C -~ Filitary Departments and Defense Agencies
JC -~ JCS, Military Departments, Cafense Agencies
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ATTACHMENT NINE

CONGRESSIONAL BUDGET TIMETABLE

DIAGRAM ENACTMENT PHASE




BVSARETR IS ,

CONGRESSIONAL BUDGET TIMETABLE

On or before: Action to be completed: <

November 10 cecccccccceccsecssss President submits current services
budget.

15th day after Congress eeeccecssses Presid b its his budg
Convenes

March 15 eecccccccccccccccsessee Committees submit reports to budget
committees.

April 1 sececcccccscscccsccccecse Congressional Budget Office submits
report to budget committees.

April 15 ceseccccccsccccecsscecses Budget committees report first con-
current resolution on the budget to
their Houses.

May 15 sccecccccscococccccscccne Committees report bills authorizing
new budget authority.

May 15 cessccscsssssssssscccccee Congressadopts first concurrent reso-
lution on the budget.

7th day after Labor Day eeesseecceee Congress completes action on bills pro-
viding budget authority.

September 15 cececeescscessssseee Congress completes actions on second
required concurrent resolution on
. the budget.

September 25 cesscesccoscssccseee Congress completes action reconcilia-
tion process implementing second
concurrent resolution.

October 1 soeescececsecevescnsccses Fiscal year begins.

1 Public Law 94—186 required the President's 1977 budget to be transmitted to
Congress on January 21,1976, 2 days after Congress convenes.
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ATTACHMENT TEN

PPBS TIME FLOW
AND
CONCURRENCY
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APPROVAL AND/OR NOTIFICATION REQUIREMENTS
FOR REPROGRAMMING ACTIONS

DoD Component Action

OSD Action

Obtain Prior
Approval of
House & Senate

Notify House
and Senate

Appro-
priation
Com.

Armed
Services
Com.

Appro-
priation
Com,

Actions Requiring Prior Committee Approval.

P Any reprcgramming of funds under any appropria-
tion, regardiess of amount, 1O 1tems or activities
specifically reduced by the Congress

Yes

P Any reprogramming to increase the procurement
quantity of an ind.vidual aircraft, missile, naval
vessel, tracked combat vehicle, other weapon or
torpedo and refatad support equipment for which
funds are author:2ed under 10 USC 138

Yes

» Any reprogramming action 1nvolving the applhication
of funds, irrespective of the amount, 10 1tems in
which any one or more of the Congressional
Committees is known to have a special interest; also
any reprogramming acticn which, by nature of the
action, is known 1o be or has been designated as
a matter of special .nterest 1o one or more
Commuittzcs, e.g., reprogramming for transfers
pursuant to Section 843 of Public Law 92437

Yes

P Any decrease in the Research, Development,
Test and Evaiuation Apprepriation to finance
trans(ers 10 other approprigtions.

Actions Requiring Notification to the Committees.
» Military Personnel —reprogramming ncrease of
$5 mullion or more in a budaet activity.

Yes

P Operation & Maintenance--reprogramiming increase
in budaet activity of S5 m:iiion or mora

Yes

B Procuremcnt—reprogramminag increas2 of S5
million or rore in 3 hine item or the 2stabiishment
of anew hine item of S2 mi!lian or more.

Yes

P RDTE&E- r2progrermming increase ot S2 million or
more in any program e'ement or the establishment of

a new procram element of S2 million or more, estimated

to be S10 mittion or more within a 3-vear Deniod.

Yes

Yes

P Al Appropriations—Any reprocramming of funds,
regardless of amount, to a new proposal, line item,
or program wnich was not previously justified to
the Congress and wnich does not otherwise meet the
criteria for prioe Goprce Y.

1

Yes

1 Yes, if action involves an appropriation for which funds have been authorized under 10 USC

138.
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ATTACHMENT TWELVE '

REPROGRAMMING
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REPROGRAMING GUIDANCE FROM DOD INSTRUCTIONS

7250.5 & 7250.10

(SUMMARY BY R. J. 0'SHAUGHNESSY)

WHAT IS REPROGRAMMING?

Definition of Reprogrammina. In the simplest of terms reprogramming

is the transfer of congressionally appropriated funds and quantities from
the original purpose intenced to a related, or even entirely different

purpose.

Requirement for Reprogramming. The necessity for reprogramming has

its origin in"... the view that rigid adherence to the amounts justified
for budget activities or for subsidiary items or programs may unduly

jeopardize the effective accomplishment of planned programs in the most

business-1like and economical manner, and that unforeseen requirements,
changes in operating conditions, revisions in price estimates, wage rate
adjustments, etc., require some diversion of funds from the specific
purposes for which they were justified."

Purpose of Reprogramming System. Recognizing that reprogramming is

e both necessary and desirable, measures have been developed, in consultation
with the congressional committees, to "provide a firm basis for retention
of congressional control over the utilization of defense appropriations
by assuring that the congressional intent is carried out while, at the
same time, providing a timely device for achieving flexibility in the

execution of defense programs.”
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initiation of Reprogrunnang Actions. Reprogramming actions can be

initiated from the level of a program manager up through the chain of
command to the level of the Secretary of Defense. Some reprogrammings

are actually directed by the congress. In short, almost anyone can

| initiate a reprogramming action, but these actions must follow a pre-
scribed course through succeeding levels of management.

- WHEN DO YOU REPPQOGRAM?

A reprogramming actiqn can actually be prepared at anytime prior to the
| expiration of the appropriation, but may not be processed (except for
minor exceptions) until the appropriation is enacted, and should not be
processed if the appropriations is very near its expiration. A new
requirement has been introduced into the.rules for reprogramming. This
is the higher priority test. The Congress has indicated it will not

( approve a reprograrming action that is not a program of higher priority

than the program chosen for the offset.

WHAT CAN BE REPROGRAMMED?

Congress has indicated that it will not approve a reprogramming action:
A. For items which the Congress has denied. '

B. For items of a lower priority than the

items for which funds were originally

appropriated (higher priority test).
In addition, reprogramming actions as defined in the basic instructions are
not processed for the military construction appropriation. This is because

most of the funds appropriated for MILCON are in the budget activity, major




construction, where the apprcﬁriation language authorizes per ceniin Lnzrgas
so as not to require a reprocgrarring action. Funds in MILCCN approprizations
cannot be reprogrammed tovother appropriations because MILCON funds are in

a separate appropriation from those contained in the Defense Appropriations
Act.

TYPES OF REPROGRAMMING ACTIONS.

1. Below Threshold (8/T). DOD Instructions provide specific thresholds

for each appropriation. If a planned reprogramming action is below the
esteblished DOD threshold the action may be completed without 0SD approval.
B/T changes are cumulative: Once the accumulated B/T's exceed the threshold
levels, a DOD approval is required. This reprogramming action will include
all below threshold changes up through'the one that breaks the threshold.

2. DOD Form 1415, Reprogramming Action. The 1415 is the form that

brings together the required information, reflects the proposed change,

and sets forth the new current program if the change is approved. Generally,
a reprogramming action may be processed after thé DOD Appropriation Act

is passed and prior to the expiration of the appropriation. Of course,

the purpose of the 1415 is to transfer congressionally appropriated funds
and quantities from the original prupose intended to a related, or entirely
different purpose.

In general, any permitted reprogramming actien that cannot be processed as
a B/T action requires approval of higher authorjty and use of DOD Form 1415,
This form is so widely known that its_number. 1415, is synonymcus with the

words, reprogramming action, and a lot easier to use in writing; repro-

!
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gramming actions requiring OG0 Form 1415 are of three major types: Ccn-

gressioral prior approval (P/A), Section 834 transfer authority, Non-
Congressional prior approval or regular.

(a) Congressional Prior Approval (P/A) 1415's. The Congress,

through the appropriation and the armed sérvices committees, has established
a number of criteria which, if contained in a 1415, will require review and
approval of the reprogranning action by the subject committees. The
specific points which involve congressional prior approval are: 3

(1) Condress has made specific reductions in the items
or activities requested.

(2) An increase in quantity of an individual aircraft,
missile, naval vessel, tracked combat vehicle, other weapons or torpedo
and related support equipment, etc.

(3) Congressional interest items - both designated and
known.

(4) Moving dollars forward, or between appropriations.
There are some other specific requirements on preparation of 1415 that are
congressional P/A, such as inserting an explanation as to why the particular
1415 is a congressional P/A.

Congressional P/A's may not be forwarded to the Committees until both
service and 0SD approval have been obtained. When this is accomplished, the
1415's are forwarded promptly to the Hill by 0SD. The Senate, Appropriations
Committee (SAC) and the House Appropriations Committee (HAC) must approve
all Congressional P/A 1415's. 1In addition, those 1415's which contain

authorization items muat also have the approval of the Senate Armed Services

Committee (SASC) and the House Armed Services Ccmmittee(HASC). It can take

- —




norths to cttain CongressionaliP/A, but on occasion P/A 1415's have
cleared the committees in one month. In general, however, expect this
part of the evolution to take 3 to 4 months.

Congressional P/A 1415's cannot be implemented until congressional
approval is secured. In addition thé committees can escalate any 1415 to
the congressional prior approval level.

(b) Section 834 Transfer Authority. In recent year the

Department of Defense Appropriations Act has included a section which

permits SECDEF to transfer a specific amount of dollars between appropriations.
A1l of the rules for Congressional P/A's apply to these reprogramming

actions. Transfer of dollars between separate appropriations such as

FY 74 APN to FY 75 APN also come under the Section 834 Transfer Authority.

(c) Regular Reprogrammina Actions. Reprogramming actions that

exceed the thresholds established by 0SD, but do not require congressional (
?/A, are considered to be regular 1415's. These reprogramming actions
require the approval of SECDEF, and are "Notification Copy" to the
congressional committees. Thresholds which require regular 1415's are as
follows:

(1) An increase of $5M or more to a Budget Activity (B/A)
in military pay appropriations: an increase of $5M or more in a budget
activity of the Operations & Maintenance Appropriations.

(2) An increase of $5M or more in a Procurement Line Item,
within the same appropriation.

(3) An increase of $2M or more in a program element in RDTAE,
within the same appropriation, including addition of new program element, or
the addition of a new prcgram element which will cost $10M or more with

three year period.
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(4) Funding of any amount, in any #;, rcpriation, 7or a new
proposal or program not previously justified to Conaress, ard which is not
a congressional P/A.

(5) A below threshold amount, when added to previous B/T
reprogrammings, crosses thresholds {as previously pointed out - B/T 1415's
are cumulative).

(6) When offsets for the 1415 are provided from reimbur-
sables (free assets). ¢

_ (7) B/T reprogramming actions which are new starts.

After approval by SECDEF, regular 1415's, are subjects of notification
to the ‘congress. As in congressional P/A 1415's, all go to the Appropria-
tions Committees, and those pertaining to authorization items are also
forwarded to the Armed Services Committees. Only after the pertinent
congressional committees have had an opportunity to review the notification
1415's, will the reprogramming actions be implemented. If no objection
is received in 15 days, 0SD can authorize implementation of the 1415. .
However, in practice, 0SD normally waits until a no objection is received
from the committees. This has caused considerable delays in implementing

the above threshold reprogramming action.




GLOSSARY

Advanced Development: Include all projects which have moved
into the development of hardware for experimental or opera-
tional test. It is characterized by line item projects and
program control is exercised on a project basis. A further
descriptive characteristic lies in the design of such items
being directed toward hardware for test of experimentation as
opposed to items designed and engineered for eventual Service
use.

Air Force Council: Advisory Board to the Chief of Staff. Con-
sists of Vice Chief of Staff, Assistant Vice Chief of Staff,
Comptroller of the Air Force, the Inspector General and the
Deputy Chiefs of Staff.

Air Staff Board: Chaired by the Director of Programs with
membership consisting of the Director of Budget, Director of
Operational Requirements and Development Plans, Director of
Personnel Programs, Director of Plans, Assistant for Logistics
Planning, and the ACS, Studies and Analysis. Reviews, evalu-
ates, and makes recommendations with respect to the budget to
the Air Force Council and the Chief of Staff.

Allocation: An official funding document issued by Headguar-
ters, USAF to a major air command or other operating agency.
It specifies the amount of cash that the command can commit
and obligate against an approved program.

Allotment: This is similar to an allocation except that it is

1ssued by a major air command or operating agency to its sub-
ordinate units.

Apportionment: A cut of an appropriation given to a depart-
ment by the Office of Management and Budget. The amount may be
all or only part of the dollars appropriated. An apportionment
is an allocation at department level and represents the amount
that can be committed or obligated, regardless of the amounts
shown in the appropriation or financial plan.

Appropriated Funds: This is obligational authority made avail-
able by an Act of Congress (appropriation) and for use through
the "apportionment-allocation" process.

Appropriation: A funding authorization established by an Act
of Congress which permits a department or other governmental
agency to obligate the U.S. Government to pay money for goods
or services. By itself, the appropriation does not cost the
taxpayer a cent. Actually, the appropriation constitutes a
license for the decpartment to obtain an apportionment (sece
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definition above), i.e., the administrative authority for the
department to enter into contracts or otherwise obligate the
Government, The Treasury raises the money to meet expendi-
tures and expenditures take place only after there has been
performance against an obligation, These are important dis-
tinctions. Appropriations may last for different periods of
time. For the Air Force, it may be for one year, called an
annual appropriation, or for a continuing period, referred to
as a no-year appropriation.

Appropriation Lanquage: The published text of an appropria-
tion act (Public Law) in the Congress spells out the dollar

. amounts authorized and the purposes for which those funds can
. be used.

Appropriation Limitation: This is direction from Congress
that states what can or cannot be done with an appropriation.
Such directives are contained in appropriation language or in
General Provisions.

Approved Program: Resources (Forces, Manpower, Obligational
Authority and Materiel) for individual program elements
reflected in the FYDP, as modified by Secretary of Defense
decisions.

Authcrization Act: An Act giving authority to buy certain
things when the appropriations are made available by Congress.

i, Below Threshold Change (BTC): Below threshold changes are
b | changes 1n the approved program which can be made by the

| authority of the Secretary of the Air Force when confined to
the thresholds established in 0OSD. These are changes such as
manpower changes between elements which do not increase
approved year-end strengths, and fund reprogramming changes
which do not meet the criteria established in DODI 7250.10.

Budget: A planned program for a fiscal period in terms of
estimated costs, obligations, and expenditures.

Budget Authority: Authority provided by the Congress mainly
in the form of appropriations which allows Federal agencies to
o incur obligations to spend or lend money. Budget authority is
4 composed of New Obligational Authority (NOA) which is defined
below; plus loan authority which is authority to incur obliga-
tions for lcans. For example, debt payment on mortgages for
Military Family Housing.

Budget Authorization: A document, referred to as a BA, repre~
senting an approved annual financial plan. This paper shows
the amount of funds you may plan on using to accomplish your
job. It does not authorize you to commit or obligate the
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government unless accompanied by an allocation.

Budget Costs: Costing used in budget submissions as distin-

guished from costing used in programming documents, herein-
after referred to as programming costs. Budget costs repre-
sent the specific TOA requirement for funds in a particular
fiscal period and generally represent a refinement of pro-
gramming costs.

Budget Cycle: That period of time necessary to formulate,
review, present and secure approval of the Fiscal Program for
a specificied ensuing period of time.

Budget Program: A part of an appropriation set up in order to
identify a significant segment of Air Force operations.
(Example - Program 110 in the 100 appropriation buys airplanes).

Budget Year: This is the fiscal year covered by the budget
estimate being submitted. The term budget year refers to that
12 month period, beginning 1 October and ending 30 September
of the following calendar year, used by the Federal Government
for accounting purposes. It is frequently referred to by the
letters BY. Similar fiscal year references are: CY ~ current
year, and PY - past year.

Budget Activity: A function or activity funded under an appro-
priation category.

Budget Estimating: The process of determining the amounts,
kinds and costs of resources needed for accomplishing a
mission.

Budgeting: The process of translating manpower and technical
resource requirements into a time-phased financial resource.

Cost Analysis: The systematic examination of the cost
interrelated activities and equipment to determine the rela-
tive costs of alternative courses of action.

Citation of Funds: A letter, teletype or formal document by
which you, in one agency, tells another agency that it can
commit and obligate your money.

Collateral Action Office (CCA): Any office or organization
within DOD (but usually at OSD staff level) having interest

in some aspect of a force issue, but not primarily responsible
for its solution (see "Primary Action Office" below).

Conference Action: Function of members of both the House of
Rép;esentatfﬁcs and the Senate in joint session, to reconcile
their differences so that a single bill can be recommended
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which will gain the approval of both Houses of Congress.

Commitment: An accounting procedure whereby funds are admin-
istratively earmarked for something to be bought in the near
future. This procedure precedes obligation action and is
normally based upon firm procurement directives, orders,
requisitions or requests.

Cost Category: One of three types of costs into which the
total cost of a program element is divided: (1) research and
development, (2) investment and (3) operations.

Cost Element: As used in the USAF F&FP, a cost element is a
subdivision of cost categories (defined above) and budget
appropriation codes. Cost elements for the Operations and
Maintenance (0O&M) appropriation only are the Expense Elements
prescribed in DODI 7220.20. For all other appropriations,
cost elements generally relate to the budget structure,
although such costs can be converted where applicable to the
Expense Elements. Lists of individual cost elements and
definitions are the summary volume (first volume) of the F&FP.

Cost Element Monitor (CEM): That office within the Air Staff
and the National Guard Bureau (NGB) having responsibility for
the financial data content and preparation of cost estimates,
cost methods, and cost estimating relationship of a specific
cost element in the USAF F&FP.

Costing Office: The Budget Management Division, Directorate
of Budget (ACBM), is responsible for final consolidation,
review, and analysis of cost data on program exercises, and
release of the data to the Air Staff OPR or the program ele-
ment monitor (PEM). This office also determines when there
is a need to show cost methods, prescribes the format, and
assigns responsibility for the preparation of data to the
appropriate Air Staff office.

Decision Coordinating Paper (DCP): A document prepared by the
Director of Defense Research and Engineering (DDR&E) and
coordinated with key DOD officials providing a summary manage-
ment document for the Secretary of Defense. DCPs reflect the
Secretary of Defense decisions on important development and
engineering modification programs. The document serves as a
source of primary information and rationale and for updating
the FYDP.

Engineering Development: Includes those development programs
being engineered for Service use, but which have not yet been
approved for procurement or operation. This area is charac-
terized by major line item projects and program control will
be exercised by review of individual projects.
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.opment effort. The dominant characteristic of this category

Expenditure: An accounting term relative to the actual pay-
ments of funds for services or items received.

Exploratory Development: Includes all effort directed toward
the solution of specific military problems, short of major
development projects. This type of effort may vary from
fairly fundamental applied research to quite sophisticated
bread-board hardware, study programming and planning effort.
It would thus include studies, investigations and minor devel-

of effort is that it be pointed toward specific military pro-
blem areas with a view toward developing and evaluating the
feasibility and practicability of proposed solutions and
determining their parameters.

Fiscal Guidance: Annual guidance issued by the Secretary of
Defense which provides the fiscal constraints that must be
observed by the JCS, the Military Departments, and Defense
Agencies, in the formulation of force structures and Five Year
Defense Programs, and by the Secretary of Defense staff in
reviewing proposed programs.

Fiscal Guidance Category: A special aggregation of program
elements prescribed by OSD in connection with the annual PPGM.
The aggregations are referred to as "major mission and support
categories" in which the annual POM must be arrayed. These
aggregations are a re-sorting of the program elements, so that
there is a different orientation of the program structure from
the mission-oriented structure of the DOD Program to one which
separates some of the mission elements into a functional array.
For example, the fiscal guidance categories remove from the
Strategic Forces Program certain elements supporting that
mission-advanced flying training and base operations and aggre-
gate all training or base operations elements together in
separate categories.

Fiscal Year: The 12 month period which begins 1 October of
one year and ends 30 September of the next year.

Five Year Defense Program (FYDP): The official program which
summarizes the Secretary of Defense approved plans and programs
for the Department of Defense. The FYDP is published at least
once annually. The FYDP is also represented by a computer data
base which is updated regularly to reflect decisions.

Force and Financial Program (F&FP): The F&FP is the Air Force
Wslice" of the DOD Five Yecar Dofense Program. It is the
approved program, consisting of all program elements pertain-
ing to the Air Force, set forth in individual "Program Data
and Cost Detail" forms, as modified by subsequent PMDs, PCDs,
PBDs financial reprogramming actions, or other equivalent
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Secretary of Defense decisions and BTCs approved by the Sec-
retary of the Air Force.

Industrial Fund: A type of kitty established (with Congres-
sional authorization) by an agency as a source of funds for
business-type activities, such as printing, transportation

and maintenance services. The proceeds from sales are retained
in the fund in order to finance continuous operations; there,
it is classed as a revolving fund.

Joint Force Memorandum (JFM): A document prepared annually

by the JCS and submitted to the Secretary of Defense which
provides recommendations on the Joint Force Program within the
Fiscal Guidance issued by the Secretary of Defense.

Joint Research and Development Objective Document (JRDOD): A
document prepared annually which provides the advice of the
JCS to the Secretary of Defense concerning R&D objectives
necessary to carry out the strategy and force recommendations
in the JSOP.

Joint Strategic Objectives Plan (JSOP): A document prepared
annually which provides the advice of the Joint Chiefs of
Staff to the President and the Secretary of Defense on the
military strategy and force objectives for attaining the
national security objective of the United States. In addition
to recommendations on major forces, it includes the rationale
supporting the forces and assessment of risks associated
therewith, costs and manpower estimates, and other supporting
data. The JSOP is published in two volumes: I-Strategy; II-
Analysis and Force Tabulations.

Mark-ups: Budget estimates approved by the 0OSD after a joint
review of Air Force, 0SD, and OMB personnel. The House and
Senate Appropriations Committees also have mark-ups of their
bills.

MIPR: Usually referred to as mipper in order to avoid getting
tangled up with Military Interdepartmental Purchase Request.

It is a requisition with which one military department can
order services, supplies or equipment from another military
department.

NOA: A letter abbreviation for new obligational authority.
Tt represents the additional amount Congress appropriates for
an agency, over and above earlier appropriations and other
funds the agency has or expects to receive from other sources.
The term obligational authority may be encountered if refer-
ring to an authorization by Congress in connection with some-
thing other than a new appropriation.

108

S s e L i " o kit Sk O s




- - Sy ——
L S P L D o s o i

Obligation: The estimate or actual amount of the cost of an
authorized service or article. This estimate is carried in
official accounting records, and reserves funds pending com-
pletion of the contract. This reservation is required by
public law,

Office of Primary Responsibility (OPR): Any office having
primary functional interest 1n, and responsibility for, a
specific action, project, plan, program, or problem.

Outlays: Checks issues, interest accrued on the public debt,
or other payments made, net of refunds and reimbursements.

Program Change Decision (PCD): A Secretary of Defense deci-
sion, 1n prescribed format, authorizing changes to the Five
Year Defense Program.

Program Change Request (PCR): Proposal in prescribed format
for out-of-cycle changes to the approved data in the Five Year
Defense Program.

Program Decision Memorandum (PDM): A document which provides
decisions of the Secretary of Defense on POMs and the JFM.

Program Element: A description of a mission by the identifi-
cation of the organizational entities and resources needed

to perform the assigned mission. Resources consist of forces,
manpower, material quantities, and cost, as applicable. The
program element is the basic building block of the FYDP.

Planning/Programming/Budgeting System (PPBS): An integrated
system for the establishment, maintenance, and revision of
the FYDP and the DOD budget. Through this system, an attempt
is made to combine policy formulation with budgetary alloca-
tion and to provide a mechanism for analysis.

Planning-Programming Guidance Memorandum (PPGM): This OSD
document issued annually provides revised policy and planning
guidance and assumptions for the PPBS calendar year cycle,
including sections for: Defense Policy Guidance, Fiscal Guid-
ance, Materiel Support Planning Guidance, and Guidance for POM
Preparation.

Primary Action Office (PAO): That office, normally at Office
of the Secretary of Defense (0SD) level, with primary interest
to resolve an issue or act upon a fiscal category of the POM
or Program/Budget submission.

Prime Division: The PRP division designated to monitor a

given program element for the Directorate of Aerospace Programs,
as shown in the USAF Program Element Monitor Directory pub-
lished by HQ USAF/PRPRC.

109

L Sl




Procurement Annex: A section of the FYDP which displays the
detaill of planned procurement for aircraft, missile and other
procurement. This annex is required for each FYDP update and
is prescribed by DODI 7045.10.

Program/Budget Decision (PED): A Secretary of Defense deci-
sion in prescribed format directing or authorizing changes to
a submitted budget estimate and the FYDP.

Program/Budget Review Schedule: An annual Secretary of Defense
memorandum issued to announce the schedule of significant
events impacting on the DOD decision-making cycle.

Program Counterpart Officer (PCO): An officer designated by
one deputate to perform the duties which fall within the func-
tional responsibility of that deputate pertaining to a program
element for which another deputate is office of primary
responsibility (OPR).

Program Element Monitor (PEM): The individual within the Air
Staff designated to monitor a program element including pre-
paring and/or assembling data and processing POM data, PCRs,
and presentation for review of all pertinent data on the ele-
ment. PEMs are listed in the USAF Program Element Monitor
Directory published by PRPRC.

Program-FYDP: A combination of program elements designed to
express the accomplishment of a definite objective or plan
which is specified as to the time-phasing of what is to be done
and the mecans proposed for its accomplishment. Programs are
aggregations of program elements, and, in turn, aggregate to
the total FYDP.

Programming Cost: Cost data for making program decisions.
Programming costs are based on sets of factors which will pro-
vide consistent cost data under the same or similar circum-
stances, and which are directly related to the explicit ele-
ments of the program decision.

Program Objective Memorandum (POM): A memorandum in prescribed
format submitted to the Secretary of Defense by the Secretary
of a Military Department or the Director of a Defense Agency
which recommends the total resource requirements within the
parameters of the published Secretary of Defense fiscal guid-
ance.

Program Year: A fiscal year in the Five Year Defense Program
that ends not earlier than the second year beyond the current
calendar year. Thus, during calendar year 1977 the first pro-
gram year is 1979.
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Progress Payments: These are payments to a contractor, under
a fixed price contract, for a specific percentage of his act-
ual costs for work in process. The idea is to keep the con-
tractor reasonably solvent until he finally delivers the
finished item.

Reclama: A reclama is submitted when a funding cut is pro-
posed by O0SD, OMB, the House of Representatives or the Senate.
It is actually a formal restatement and presentation of bud-
get requirements to OSD, OMB, or the Congress in further
justification of that portion of the Air Force requirements
that the reviewing authorities have refused to buy.

Revolving Fund: This is a fund authorized by law to finance

a continuing cycle of operations. In this kind of situation,
any proceeds from the operations are available for use by the
fund. Examples are: stock funds, working capital funds, and
industrial funds.

Stock Fund: A revolving fund with which we buy inventories
of goods to be sold to Air Force activities. The collections
from sales have been made available by law to replenish the
inventory in order that this sort of thing can continue ad
infinitum.

Total Obligational Authority (TOA): The total financial
requirements of the Five Year Defense Program or any component
thereof required to support the approved program of a given
fiscal year.

Unexpended Balance: The sum of the unobligated balance and
the unliquicated obligations. (See below)

Unliquidated Obligation: An obligation for which payment has
not been made.

Unobligated Balance: That portion of your available funds
which has not been obligated.
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