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l.  At tached is the sAF t l t  memorandum which establ lshes the Alr
F o r c e  A c q u i s i t i o n  E x e c u t l v e  S y s t e m  ( A F A E S ) .  T h i s  i s  t h e
i n i t i a l  s t e p  i n  i m p l e m e n t l n g  t h e  a c g u l s l t l o n  n a n a g e m e n t
recommendat lons of  the Packard Comnleslon and Na.t lonal  Secur l ty

.  Dec is ion  D i rec t ive  (NSDD-219L: .

i .  T h e  A F A E S  c o n c e p t  i r l p e r  s e t s  o u t  r e s p o n " f  b i l t t i e s  t h a t  w l l l
s t r u c t u r e  t h e  c o m m u n i c a t i o n s  p r o c e 6 s  f o r  d a y - t o - d a y  p r o g r a m
management,  and oversight.  Direct  communicat lon wi th in the AFAES
b e t w e e n  t h e  A P A E  a n d  t h e  P E O s  a n d  P r o g r a m  D i r e c t o r s  i s  a  v i t a l
e l e m e n t  o f  t h e  a c g u i s i t i o n  s y s t e m .  A F A E S  l s  n o t ,  i n t e n d e d  t o
rep lace  ex is t ing  respons ib i t l t ies  fo r  resource  management  w i th in
the chain of  command. rn accordance wlth sAF direcClon, resource
a l l o c a t i o n  d e c i s i o n s  a n d  p r o g r a m  d l r e c t l o n  w i l l  b e  t l r r o u g h  t h e
A i r  F o r c e  c o r p o r a t e  s t r u c t u r e . '  Y o u r  P r o g r a m  O i r e c t o r - s  a n d
P r o g r a m  E x e c u t l v e  O f f i c e r s  ( p E O s )  n u s t  a a a u r e  c o m m u n l c a t i o n s
effe-ctively support t,he AFAES concept. DE. Cooper plans to meet
w i t h  y o u  a n d  t h e  P E O s  t h i e  m o n t h  t o  d i s d u s s  m a n a g e m e n t
respons ib i t i t , ies  under  the  AFAES.

3 .  A s  s t a t e d  i n  t h e  m e m o r a n d u m ,  i t  l s  v i t a r l y  i m p o r t a n t  t o
m a i n t a i n  s t r o n g  u s e r  i n v o l v e m e n t  i n  o u r  m a J 6 r  s y s t e m
a c g u i s i t i o n s .  Y o u  s h o u l d  e n s u r e  t h e  o p e r a t l n g  C o n m a n d s  a r e
a p p r o p r i a t e l y  r e p r e s e n t e d  i n  t h e  p r o C t - r a m  o f f i c e s .
Addi t , lonal ly,  prease develop conmand plans 

-  
to tu l ly  imprement

the  AFAEST rs  regues tedr  and keep i f rznO appra l jed  o-e  your
progress  toward  th is  ob jec t ive .

4 .  I  s h a r e  t h e  v i e w  t h a t  t h e s e  l n l t i a t l v e s  p r o v i d e  t h e  A i r
F o r c e  a  s l g n i  f  i c a n t  o p p o r t , u n i t y  t o  l m p r o v e  [ t r e  a c g u i s i t i o n
system and r  sol ic i t  your fu l l  support  in implement ingL them.

I  A tch
SAF/AL I' lemo, I Jan 87

Y D .
C h i e f  o f

,  G e n e r a l ,
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l,lEl.f0RANDUl'l FOR AF lCC

SUBJECT: Acqulsl t lon Streaml ining - ACTI0N l , lEl, l0RAt{DUtl

The Secretary  o f  the Al r  Force has approved our  ln i t ia t ives to  s t reaml lne
the acquisi t ion system and asked me to implement them. The purpose of this
memorandum is  to  estab l lsh the Ai r  Force Acquis i t ion Execut ive Syster  (AFAES),
and designate lni t lal  Executlve Prograns and Program Executlve Off icers.

The AFAES is a management system rhlch places responsibi l i ty and authori ty
for program management at the lowest appropriate organizat ional level whi le
assu r ing  adequa te  v i s ib l l l t y  t o  sen io r  dec i s ion  makers .  I t  i s  cha rac te r i zed  by
shor t ,  d i rect  l lnes of  cormunicat ion,  reduced s taf f  invo lvement  and s impl l f ied
procedures.  I t  appf i is  to  a l l  acquis i t ion programs.  A concept  paper
descr ib ing the system and the ro les of  our  senior  acquis i t lon of f ic ia ls  is  a t
Attachment 1.

The Acquis i t ion Execut ive wl l l  exerc ise d i rect  overs ight  o f  a  se lected
number of Executlve Prograns that are representat ive of the acquisi t ion efforts
of the Air Force Systems Ccrnnand (AFSC), l i r  Force Logist ics Cqmand (AFLC),
and Air Force Cqnnunlcat lons Conmand (AFCC). The l lst  of Executive Programs
and the i r  Program Execut ive Of f icers  is  a t  At tachment  2 .  Ie  wi l l  begin to
manage them under the AFAES irrnediately. Therefore,

a.  Program Directors  and PE0s r i l l  respond d i rect ly  to  the Acquis i t ion
Execut iye on mat ters  per ta in ing to  the management  o f  Execut ive Programs.

b. Program Directors of the Executive Programs r i l l  submit a monthly
p rog ram s ta tus  l e t te r  - -  a  b r le f ' ho r  goes  i t o  and  d i scuss ion  o f  p rog ress ,
problems and lssues.  Let ters  r l l l  be submi t ted d l rect ly  to  the Acquis i t ion
Executive through the PEO to arr lve not later than the l0th of each month. l {e
wil l  provide a format for these letters in the near future.

c .  Senlor  acquls l t lon of f lc la ls  wi l l  reduce the number  of  rev iews requi red
for  dec is lon br le f lngs.  l {h l le  l t  ls  not  poss ib le  to  put  s t r ic t  rest r ic t ions on
the nunber of br lef lngs requlred of the Program Director, eyery effort  needs to
be made to reduce the seemlngly endless stream of br lef lngs currently lmposed
on them. l{ormally, the Program Director should not be reguired to present more
than  two  b r ie f i ngs  a t  t h i s  headquar te rs  p r io r  t o  b r ie f i ng  the  AFAE.  S ta f f
reco rmenda t ions  w i l l  be  adv iso ry .  The  PEO w i l l  assu re  tha t  the  co rpona te  A i r
F o r c e  s t r u c t u r e ' i s  c o n s u l t e d ,  a s  n e c e s s a r y ,  t o  s u p p o r t  t h e  P r o g r a m  D i r e c t o r ' s
recormendat i  ons.



d. l, lajor resource al I ocat' ion deci si ons wi I I conti nue to be made . by the Ai r

Force corporate i i iu. iu ie.  0nce programs are ap,proved, the Acquls i t ion

Execut ive  w l l l  oversee the  execut ion-procesS and 'assure  tha t  resource  lssues

are brought to the corporate structure.

To obtain maximum benef i t  f rom the AFAES, we also must apply the concept to

non-execut ive programs. Please i i . . i i  AFSC, AFLC and AFCC to implement the

niAgi  ioncept w1tf i in t t re i r  cotntand.-  Haye them provide an act ion plan to my

f o c a l  p o i n t ,  M r .  D a n i e l  R a k ,  w i t h i n  9 0  d a y s r  H b  a n d  h i s  s t a f f  a r e  a v a l l a b l e  t o

work  w i th  your  a . i ion  o f f i cers  dur ing  th i i  imp lementa t ion  per lod '

As we implement the AFAES, i t  is  important that  we maintain strong user

invo lvement  in  ou i -deve lopmenf  p .og i . t s .  There fore ,  p lease ensure  tha t  the

us ing  cormands . r .  r .p r . i ln ted  in  ia io r  p rogram-of f i ces ,  fo r  example ,  TAC

i t rou iO have an  ind iv i iua l  p resent  in  the  ATF o f f i ce .

Dur ing  the  nex t  severa l  months ,  we.w i ' l l  _eva lua te  the  AFAES assess ing  i t s

impai i  on-the Execut ive Progra*t  und the ef fect iveness of  our Program Execut ive

0 f f i cers .  The AFaa,  nF lC anO AfCC Cormanders  shou ld  s imi la r ly  eva lua te  the

iystem i i t f , in their  cormands. He look forward to their  conments '

To  focus  our  o rgan jza t ion  on  the  d ' i f f i cu l t  iob  o f  Heapons gcqu]s i t ion ' - the
Secre tary  has  d i rec ied  tha t  two o ig in iza t iona l  .  iea l  ignments  . tLkg-p la99 '  -P lease
take in rned. ia te  ac t iDn to  t rans f . i  i . tpons ib i l i t y  fo r  t { i l fo rd  Ha l l  l ' l ed ica l

Center to Air  f r i in ing Connand. Trani fer  the Air  Force Satel l i te Control

i ; ; i i i t y  and hos t  base respons ib1 l i t y  fo r  gn izuka A i r  Force  Sta t ion  to  A i r

Force Sbace Co*inO-upon cbmptet ion of  tne data systems modernizat ion program'

The secretary a ' lso asked me to implement the appropr iate-reconmendat ions of

our Acqui  s i  t i  on Streaml i  n i  ng Panel  .  The Execut i  ve Surmary.  of  thei  r  report  '
S t r e a m l i n i n g  t h e - A i r  g o r c e  i c q u i s i i i o n  S y s t e m , ' i s  a t  A t t a c h m e n t  3 '  l ' l r '  R a k

I  have accePted the  Pane l ' s

r e c o m m e n d a t i o n s  l t ; r ; 9 0 - i n  u i i j ,  I ' h a v e  d o n e  s o  w i t h  t h e  u n d e r s t a n d i n g  t h a t

they wi 1 1 Ue reviewed ' in detai  I  
'bef  

ore f  inal  ' impl  ementat ' ion.  Over the next

sev i ra l  months  we w i l l  be  s ta f f ing  the  var jous  reconmendat ions '

T h e s e  i n i t i a t 1 v e s  a r e  a  m a j o r  s t e p  f o r w a r d ' i n  o u r  e f f o r t s  t o  s t r e a m l i n e  t h e

acqu. is i t ion  sys tem.  Both  the  secre ta ' ry  and I  be l ieve  these e f fo r ts  w i ' l l

; i g . i f i can t ly  improve our  capab i l ' i t y  to  p lace  opera t iona l l y  su i tab le  neapon

sy i tems in  the  f ie ld  fas te r  and cheaper .

THOMAS E.  COOPER
Assistant SecretarY
Research, OeveloPment

5 At tachments
i .  AFAES ConcePt  PaPer
2 .  Execu t i ve  P rog rams  and  PE0s
3 .  [ xecu t i  ve  SunmarY
4.  SAF/AL I ' lemo,  23 Dec 86
5. SAF I ' lemo, 24 Dec 86

rnd Logistics
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CONCEPT PAPER

TEE AIR FORCB ACQT'ISITION EXECTTTIVE SYSTEH

The Air Force Acquisition Erecutive Systen (AFAES) is a
managemen t  sys tem wh ieh  app l i es  to  a l l  acgu is i t i ons  and  i s
des igned  to  improve  the  p rocess  o f  deve lop ing  and  p rocu r ing
qua l i t y  weapon  sys tems .  Acqu is i t i on  i s  a  b road  range  o f
a c t i v i t i e s  i n c l u d i n g  s c i e n c e  a n d  t e c h n o l o g y ;  s y s t e m  d e s i g n ,
deve lop rnen t ,  p roduc t i on ,  t es t  and  eva lua t i on ,  dep loymen t ;
rnod i f i ca t i on  and  l i f e -cyc le  suppor t .  The  AFAES i s  under  the
d i r e c t  s u p e r v i s i o n  o f  t h e  A i r  F o r c e  A c q u i s i t i o n  E x e c u t i v e
( A F A E ) .  T h e  s y s t e m  i s  c h a r a c t e r i z e d  b y  s h o r t ,  d i r e c t  l i n e s  o f
conmun ica t i ons ,  reduced  s ta f f  i n te rac t i ons  and  s i rnp l i f i ed
p rocedures .  An  under l y ing  p r i nc ip le  o f  t he  AFAES i s  t o  p lace
p rog ram managemen t  au tho r i t y  and  respons ib i l i t y  a t  t he  l owes t
a p p r o p r i a t e  l e v e 1  w h i l e  p r o v i d i n g  a d e q u a t e  v i s i b i l i t y  t o  t h e '
AFAE.

The  AFAE w i l I  p rov ide  d i rec t  ove rs igh t  o f  se lec ted  p rog rams
re fe r red  to  as  Execu t i ve  P rog r rn rs .  Key  pos i t i ons  i n  t he  AFAES
i n c l u d e  t h e  A F A E r  t h e  C o m m a n d e r s  o f  t h e  A i r  F o r c e  a c g u i s i t i o n
commands ,  P rog ran r .Execu t i ve  O f f i ce rs  (PEO) ,  and  P rog ram D i rec to rs
( P D ) .  E s s e n t i a l  r e s p o n s i b i l i t i e s  o f  e a c h  o f  t h e s e  p o s i t i o n s  w i t h
respec t  t o  t he  AFAES in  genera l  and  Execu t i ve  P rog rams  in
p a r t i c u l a r  a r e  o u t l i n e d  b e l o w .  T h e  m a n a g e m e n t  p r i n c i p l e s
iden t i f i ed  fo r  Execu t i ve  P rog rams  sh .a l1  be  emp loyed  fo r  a l I
p rog rams  as  app rop r ia te .

Air Force Acquisit ion Executive

The  Sec re ta ry  o f  t he  A i r  Fo rce  has  appo in ted  the  Ass i s tan t
S e c r e t a r y  o f  t h e  A i r  F o r c e  f o r  R e s e a r c h ,  D e v e l o p m e n t  a n d
Log is t i cs  (SAF, /AL )  as  the  AFAE in  acco rdance  w i th  DoD D i rec t i ve
4 2 4 5 . 7 ,  M i l i t a r v  D e p a r t m e n t  A c q u i s i t i o n  M a n a g e m e n t  O f f i c i a l s .  A s
o u t l i n e d  i n  t h e  S e c r e t a r y  o f  t h e  A i r  F o r c e  O r d e r  N o .  1 0 0 . 1 ,  d a t e d
2 7  M a y  1 9 7 7 ,  S A F / A L  i s  ' . . . r e s p o n s i b l e  f o r  c o n c e p t u a l  e f f o r t s  o n
n e w  p r o g r a m s  a n d  f o r  d i r e c t i o n r ' g u i d a n c e ,  a n d  s u p e r v i s i o n  o v e r
a l I  m a t t e r s  p e r t a i n i n g  t o  t h e  f o r m u l a t i o n ,  r e v i e w  a n d  e x e c u t i o n
o f  p l a n s ,  p o l i c i e s ,  a n d  p r o g r a m s  r e l a t i v e  t o . . . '  t h e  b r o a d  r a n g e
o f  a c q u i s i t i o n  a c t i v i t i e s .  I n  c o n j u n c t i o n  w i t h  t h e  a b o v e ,  t h e
A F A E  w i l l  b e  r e s p o n s i b l e  f o r  a l l  m a t t e r s  p e r t a i n i n g  t o  A i r  F o r c e
a c g u i s i t i o n  i n c l u d i n g  :

a .  S u p e r v i s i n g  t h e  o v e r a l l  A i r  F o r c e  a c q u i s i t i o n  s y s t e m .

b .  D e s i g n a t i n g  t h e  E x e c u t i v e  P r o g r a m s  a n d  P r o g r a m  E x e c u t i v e
O f f i c e r s  (  P E O )  .

c .  P r o v i d i n g  d i r e c t  o v e r s i g h t  o f  t h e  E x e c u t i v e  P r o g r a m s  a n d
c o n t r o l l i n g  a n d  l i m i t i n g  t h e  i . n v o l v e m e n t  o f  t h e  v a r i o u s  s t a f f s .



d .  Cha i r i ng  the  A i r  Fo rce  Sys tems  Acqu is i t i on  Rev iew
C o u n c i l  ( A F S A R C ) .

e .  Represen t i ng  the  A i r  Fo rce  on  the  Jo in t  Requ i remen ts
l r lanagement  Board (JRMB).

The commanders of  the acguis i t ion commands wi l l  ass is t  the AFAE
and  w i l t  r na in ta in  d i rec t  ove rs igh t  o f  t hose  p rog rams  tha t  have
no t  been  des igna ted  as  Execu t i ve  P rog rams .

Progrrrn Executive Off icer

The Prograrn Executive Off icer is responsible for
imp lemen t ing  the  gu idance  and  d i rec t i on  o f  t he  AFAEr  oD
Execu t i ve  P rog rams .  Fo r  Execu t i ve  P rog rams  in  AFSC,  PEOs  w i l l
normal ly  be Product  Div is ion commanders a l though other
i n d i v i d u a l s ,  i n c l u d i n g  t h e  A F S C  C o m m a n d e r ,  m a y  b e  d e s i g n a t e d  a s
a  PEO.  Fo r  Execu t i ve  P rog rams  in  AFLC,  PEOs  w i l l  no rma l l y  be
the  A i r  Log is t i cs  Cen te r  commanders  a l t hough  o the r  i nd i v idua ls ,
i nc lud ing  the  AFLC Commander ,  may  be  des igna ted  as  a  PEO.  Fo r
Execu t i ve  P rog rams  in  o the r  ma jo r  commands ,  t he  AFAE w i I l
d e s i g n a t e  P E O s  a s  a p p r o p r i a t e .  T h e  P E o  w i l l :

a .  R e v i e w  t h e  a c q u i s i t i o n  s t r a t e g y  a n d  p r o g r a m  b a s e l i n e .

b .  A p p r o v e  ( a s  a p p r o p r i a t e )  m a n a g e m e n t  p 1 a n s ,  f i n a n c i a l
documen ts ,  and  repo r t s .

c .  Ensu re  p rog ram d i rec t i on  i s  imp lemen ted -

d .  A l l o c a t e  r e s o u r c e s  ( p e o p l e  a n d  f a c i l i t i e s )  u n d e r  h i s
con t ro l  t o  Execu t i ve  P rog rams  and  i n te r face  w i th  the  resou rce
a l l o c a t i o n  p r o c e s s  o n  t h e  p r o g r a m ' s  b e h a l f .

e .  C o n t r o l  a n d  l i m i t  t h e  i n v o l v e m e n t  o f  t h e  v a r i o u s  s t a f f
o f  f  i c e s .

f .  Reso lve  o r  re fe r  t o  t he  AFAE p rog ranmat i c  i ssues
r e q u i r i n g  t h e  a t t e n t i o n  o f  s e n i o r  m a n a g e m e n t .

g .
A F A E .

E s t a b l i s h  a n d  m a i n t a i n  d i r e c t  c o m m u n i c a t i o n s  w i t h  t h e

Progran Director

The Progran Director
r e s p o n s i b l e  f 6 r  e x e c u t i n g

i s  t h e  s i n g l e  i n d i v i d u a l
t h e  p r o g r a m .  H e  w i l l :

i s i t i o n  s t r a t e g y .a .  D e v e l o p  t h e  a c q u

b .  P l a n  t h e  p r o g r a m ,  t o  i n c l u d e  d e v e l o p i n g  a  m a n a g e m e n t
a p p r o a c h ,  p r o v i d i n g  b u d g e t a r y  e s t i m a t e s  a n d  a l t e r n a t i v e s ,
e s t a b L i s h i n g  a  p r o g r a m  s c h e d u l e ,  d e v e l o p i n g  c o n t r a c t i n g
s t r a t e q i e s  a n d  s t r u c t u r e ,  e t c .



c.  Accompl ish Execut ive Programs r i th in  the d i rect ion and
guidance prov ided by the AFAE and the PEO. ,

d .  Conduct  the day- to-day management  of  the progrEt l l .

€ .  Communicate wi th  the PEO and AFAE on program mat ters .

Coanders of the Alr Force Acquisition Cmands

The Cmandere of Alr Force acqulsit ion cmands are
responslb le for  dbveloping and implement ing acguis i t ion pol lcy
and managing acguis i t ion programs in  coord inat ion wi t [  the
AFAE.  Spec i f  i ca l l y  t hey  w i l l  i  

, *

d .  For  ExeCut ive Programs,  se lect  Program Directors wi th
the concurrence of  the AFAE.

b.  A l locate command resources for  a l l  programs and
s u p p o r t  a c t i v i t i e s .

c .  Ensu re  tha t  a l I  command  o rgan iza t i ons  p rov ide
necessa ry  suppor t  t o  ensu re  p rog ram success  wh i l e  con t ro l l i ng
and  l im i t i ng  the  i nvo l vemen t  o f  t he  va r ious  s ta f f  o f f i ces .

d .  P r o v i d e l s s i s t a n c e  t o  t h e  A F A E  o n  p r o g r a m  s t r a t e g i e s ,
p lans ,  and  i ssues  on  a l l  Execu t i ve  P rog rams .

€ .  P rov ide  d i rec t  ove rs igh t  o f  a I I  o the r  p rog rams-

f .  Commun ica te  w i th  the  AFAE on  acqu is i t i on  po l i c i es  and
issues  as  we l l  as  i nd i v idua l  p rog rams  as  requ i red .

g .  Assu re  tha t  AFAE d i rec t i on  i s  imp lenen ted  th rough  the
A i r  Fo rce  command  s t ruc tu re .

h .  Assu re  tha t  a l l  use r  requ i remen ts  a re  g i ven  p rope r
r e c o g n i t i o n  i n  t h e  s y s t e m  d e v e l o p m e n t  p r o c e s s .

i .  P rov ide  d i rec t i on ,  as  t l ecessa ry ,  t o  mee t  t he  above
r e s p o n s i b i l i t i e s .
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BACTGROT'ND

rn  response  to  the  repo r t s  o f  t he  P res iden t r s  B lue  R ibbon
commiss lon on Defense l lanagement  ( the packard commiss ion)  and
Na t iona l  Secu r i t y  Dec i s ion  D i rec t i ve  2 Ig ,  t he  Sec re ta ry  o f  t he
A i r  Fo rce  cha r te red  the  Ass i s tan t  sec re ta ry  o f  t he  A i r  Fo rce
(Research ,  Deve lopmen t  and  Log is t i cs )  t o  s tudy  the  acqu is i t i on
sys tem and  l den t i f y  improvemen ts  wh ich  enhance  the  A i f  Fo rce ' s
capab i l i t y  t o  deve lop ,  p roduce  and  f i e ld  h igh -qua r i t y ,
ope ra t i ona l l y - su i tab re  and  cos t -e f fec t l ve  weapon  sys tems .

The Assis tant  secretary formed a panel  o f  exper ts
rep resen t i ng  the  Sec re ta r i a t  and  e i r  S ta f f  suppor ted  by  members
of  the Ai r  Force Systems Command (AFSC) and t i re  a i r  Force
Log is t i cs  command  (AFLC) .  The  pane l  was  tasked  to  examine  the
func t i ons  o f  t he  va r ious  s ta f f s  and  the  s ta f f s  t  i n te rac t i on  w i th
the program management  s t ructure,  and to  recommend ways to
s t r e a m l i n e  t h e  a c q u i s i t i o n  s y s t e m  b y  e l i m i n a t i n g  i n e f f e c t i v e  o r
i ne f f - i c i . n !  p rac t i ces  and  cumberso .e  p rocedures ,  and  by
c o n s o l i d a t i n g ,  r e d u c i n g  o r  e l i m i n a t i n g  a c q u i s i t i o n  f u n c t i o n s
per fo rmed  by  the  sec re ta r i a t ,  A i r  S ta f f  ano  Ma jo r  command
headquar te rs

The  pane l  o rgan ized  f i ve  teams  and  examined  the  acqu is i t i on
sys tem f rom bo th  func t i ona l  (bo t tom-up )  and  o rgan iza t i ona l
( t op -down)  pe rspec t i ves .  The  func t i ona l  ana ly i i s  add ressed
p r o c e s s e s r ' p r a c t i c e s  a n d  p r o c e d u r e s  i n  f o u r  b r o a d  a r e a s :
requ i remen ts r  p roe ram managemen t ,  con t rac t i ng  and  l og i s t i cs .  The
o r g a n i z a t i o n a l  a n a l y s i s  f o c u s e d  o n  s t a f f  i n t 6 r a c t i o n l  b o t h  w i t h i n
and  among ' . t he  th ree  s ta f  f  l eve l s .  The  teamsr  recommenda t ions ,
some 150  i n  to ta l ,  we re  subn i t t ed  to  the  pane l ,  eva lua ted  and
conso r ida ted  i n to  those  repo r ted  he re .  To  assu re  the  ana lys i s
a c h i e v e d  a  b a l a n c e d  v i e w  o f  t h e  a c q u i s i t i o n  s y s t e m ,  t h e  p a n e r
i n t e r v i e w e d  t e n  p r e s e n t  o r  p a s t  s e n i o r  a c q u i s i t i o n  o f f i c i a r s .
T h e  r e s u l t s  o f  t h e s e  i n t e r v i e w s  c o r r o b o r a t e d  t h e  p a n e r , s
f i n d i n g s .

TEEf,ES

S e v e r a l  b a s i c  a c q u i s i t i o n  m a n a g e m e n t  p r i n c i p l e s  p r o v i d e d  t h e
f ramework  fo r  ana lys i s  and  se rved  as  themLs  to  gu ide  paner
d e l i b e r a t i o n s .  T h e y  a r e s

.  Respons ib i l i t y  f o r  sys tem acgu is i t i on  shou ld  be
d e c e n t r a l i z e d  e x c e p t  f o r  d e c i s i o n s  s p e c i f i c a l l y  r e t a i n e d  b y  t h e
l i t  F g r g e . A c q u i s i t i o n  E x e c u t i v e .  T h ;  S e c r e t a r i a t  i s  r e s p o i s i b t e
f o r  c i v i l i a n  o v e r s i g h t  o f  t h e  a c q u i s i t i o n  p r o c e s s .  T h e
s e c r e t a r i a t ' s  a n d  t h e  A i r  s t a f f r s  r o l e  i s  p o l i c y  f o r m u l a t i o n ,
p r o g r a m  d i r e c t i o n ,  a n d  s t a f f  o v e r s i o h t .



b .  Au tho r l t y  shou ld  be  de lega ted  to  the  l owes t  o rgan iza - '

t i ona l  l eve l  a t  i h i ch  a  comprehens ive  v iew  o f  a  p rog ram res ts '

c .  Accoun tab i l i t y  shou ld  be  c lea r l y  ed tab l i shed  and

e n f o r c e d .

d .  I n f l u e n c e  o f  t h e  v a r i o u s  a c q u i s i t i o n  m a n a g e m e n t  d i s c i -
p f i n e s ,  ; ; ; i i c u l a r l y  t h e ' a d v o c a c i e s "  a n d ' s p e c i a l  i n t e r e s t s ' "
i nou lO-b i  ba lanced  i nd  app rop r ia te  to  the  p rog ram 's  s tage  o f

deve lopmen t .

FIl|DIrtGS

Based  on  i t s  de ta i l ed  ana lyses  and  co l l ec t i ve  expe r i ' ence ,

co r robo ra ted  by  the  tes t imony  o f  t he  expe r t  w i tnesses ,  t he  pane l

conc luded  tha t  t he  cu r ren t  a -qu i s i t i on  sys tem deemphas izes  the

e a r l y  p h a s e s  o f  t h e  a c q u i s i t i o n  p r o c e s s ,  f o c u s e s  o v e r s i g h t  o n

n" " r - - t i r .  i ssues ,  f os tCrs  i napprop r ia te  s ta f f  i nvo l vemen t  a t ' t he

expense  o f  accoun tab i l i t y ,  anb -  con t r i bu tes  to  p rog ram ins tab i l -

i t i  Uy  pe rpe tua t i ng  marg ina l l y  e f fec t i ve  p rog rams .  I n  spec i f i c

t e r m s :

E .  The  requ i remen ts  p rocess  tends  to  de f i ne  sys tem so lu t i ons

ra the r  t han  doCu inen t  m iss ion  de f i c i enc ies  o r  ope ra t i ona l  needs

a n d  i n h i b i t s  t r a d e - o f f s .  E x a m i n a t i o n  o f  a  r a n g e  o f  s o l u t i o n s ,

i n "  l eg i t i r na te  ac t i v i t y  o f  t he  concep t  exp lo ra t i on  phase  o f  t he

acqu is i t i on  p rocess '  i ;  o f t en  pe r fo rmed  ou ts ide  the  acqu is i t i on

" y i t " . .  
S o l u t i o n s  w h i c h  a r e  n o t  i n  t h e  t r a d i t i o n  o f  t h e

requ i r i ng  o rgan iza t i on  tend  to  be  p reempted '

b .  Overs igh t  i s  na r row ly  focused- ._  Concen t ra ted  on  i nmed ia te
p rob lems  and  n6a r - te rm so lu t - i ons  usua l l y  assoc ia ted  w i th  i nd i v id -

ua1  p rog ram con t rac t  ac t i ons ,  ove rs igh t  does  no t  adequa te l y
address  p rog ram in i t i a t i on  and  concep t  deve lopmen t ,  o r  t he

b r o a d e r  i s s u e s  o f  o v e r a l l  a c q u i s i t i o n  s t r a t e g y  a n d  l o n g - r a n g e
p l a n n i n g .

c .  Accoun tab i l i t y  f o r  pe r fo rmance  i s  no t  su f f i c i en t l y
e m p h a s i z e d .  T h e  a c q u i s i t i o n  s y s t e m  t e n d s  t o  c r e a t e  p a r a I I e I

o r i an i za t i ons  o r  p rocesses  ra the r  t han  demand  pe r fo rmance  f rom

t h ;  r e s p o n s i b l e  o r g a n i z a t i o n s  a n d  i n d i v i d u a l s '

d .  s ta f f s  a re  i napprop r ia te l y  engaged  in  p rog ram managemen t
a c t i v i t y .  S t a f f  a c t i o n i  w h i c n  o c c u r  a n d  a r e  o f t e n  d u p l i c a t e d  a t

e a c h  l e v e l  o f  t h e  a c q u i s i t i o n  o r g a n i z a t i o n  h i n d e r  p r o g r a m

e x e c u t i o n ,  c o n f o u n d  a c c o u n t a b i l i t y ,  a n d  d i v e r t  m a n a g e m e n t
a t ten t i on  and  resou rces  f rom the  p r imary  task .

e .  I n s t a b i l i t y  c o n t i n u e s  t o  a d v e r s e l y  e f f e c t  s o u n d  p r o g r a m

m a n a g e m e n t .  P r o g r l m  r e v i e w  a n d  m a j o r  m i l e s t o n e  d e c i s i o n s  a r e  n o t

e f f e l t i v e l y  l i n k e d  t o  t h e  r e s o u r c e  a l l o c a t i o n  p r o c e s s .  T h e



plannlng,  prograrnnlng and budge€lng eysten operates para l ler  to ,
not  ln  conJunct lon wi th ,  the acquis i t ion eystem and produces
long - te rm p lans  fo r  acqu is l t l on  l nves tmen t ,wh ich  o f ten  l ack
consls tency and real ism.  Shor t - term decie lons dr lven by forces
ex t raneous  to  the  acgu is i t l on  p rocess  resu l t  l n  l ns tab l l i t y ,
program st retchout ,  and unnecessary cost .

A XETI ORDER

These  f l nd ings  re f l ec t  an  acqu ie i t i on  eys ten  cha rac te r i zed  by
dup l i ca t l on ,  l ne tab l l l t y  and  i ne f f i c l en t  dec i s lon -n rak ing .  Wh i l e
many of  the problems contr ibut lng to  these f lnd lngs emina. te  f rom
ou ts ide  the  A i r  Fo rce ,  t he re  a re  s teps  we  can  take  to  s ign i f i -
cant ly  improve the system. To th is  end the panel  proposes a
re -o rde r  o f  ou r  acqu is i t i on  sys tem based  on  the  new ly  de f i ned  A i r
Fo rce  Acqu is i t i on  Execu t i ve  Sys tem,  rev i s ions  to  the  acqu is i t i on
process and changes in  management  approach

The  new o rde r  env i s iona  cen t ra l i zed  acqu is i t l on  po l i cy
deve lopmen t  and  ove rs igh t ,  decen t ra l i zed  execu t i on ,  de leg l t i on  o f
au tho r i t y  t o  t he  l owes t  respons ib le  l eve l  con6 is ten t  w i th  e f fec -
t i ve  ove rs igh t ,  managemen t  by  excep t i on ,  regu la r  commun ica t i on
w i th  a  fu l l  and  open  f l ow  o f  i n fo rma t ion  up  and  down  the  cha in  o f
respons ib i l i t y '  a i i a  accoun tab i f i t y  f o r  l nd i v idua l  pe r fo rmance .

The  reconmenda t ions  ou t l i ned  i n  the  nex t  sec t i on ,  t aken
co l rec t i ve l y ,  w i l l  encourage  the  spec i f i ca t i on  o f  a f fo rdab le
sys tems  requ i remen ts ,  enhance  managenen t  ove rs igh t ,  c rea te  a  more
stable env i ronment  for  program management ,  and permi t  e f fect ive
dec i s ion - rnak ing  by  fewer  peop le  l n  l ess  t i ne .  we  be l l eve ,  w i th
these changes,  the average t ime to acqui re a weapon system can be
shor tened  by  two  to  th ree  yea rs  and  the  acqu ls i t i on  work  fo rce
reduced  6ome 15  to  20  pe rcen t .

RECOI{ITENDATIONS

The  pane l r s  recommenda t ions ,  p resen ted  i n  th ree  b road
ca tego r ies ,  es tab l i sh  the  A i r  Fo rce  Acqu is i t l on  Execu t i ve  Sys tem
(AFAES) ,  rev i se  the  acqu is i t i on  p rocess  and  mod i f y  t he  managemen t
approach .  Spec i f i c  ra t i ona le  and  de ta i l  a re  p rov ided  i n  the  body
o f  t he  repo r t  and  the  append ix .

The  A i r  Fo rce  Acqu is i t i on  Execu t i ve  Sys tem:

.  i ppo in t ,  t he  A i r  f ' o r cg  Acqu is i t i on  Execu t i ve  (AFAE) .  The
Assls tant  Secretary of  the Ai r  Force (ResC--Eh,  Oevelopnent  and
Log is t i cs )  [SAF , /AL ]  has  been  appo in ted  the  AF ,AE.  fn  tha t  capac -
i t y ,  h e  s u p e r v i s e s  t h e  A i r  F o r c e  a c q u i s i t i o n  s y s t e m ,  e x e r c i s e s
d i r e c t  o v e r s i g h t  o f  s e l e c t e d  p r o g r a m s ,  a p p o i n t i  p r o g r a m  E x e c u t i v e
O f f i c e r s ,  c h a i r s  t h e  A i r  F o r c e  S y s t e m s  A c q u i s i t i o n  R e v i e w  C o u n c i l



(AFSARC),  and representg the Ai r  Force on the Jo int  Requi rernents
and l, lanagement Board (JRttB).

b.  $ lgnate Execut ive Programs.  Execut ive programs are
those ov i rect  overs i i t r t .  They are
se lec t  p rog ram chosen  because  o f  t he i r  na t i ona l  s lgn l f i cance '
large resource conni tment  or  management  cornplex i ty .

c .  Appoint  Program Execut ive Of f icers.  The Program Execu-
t i ve  O f f i ce r  (PEO) .ma in ta ins  an  e f fec t i ve  p rog ram managemen t
envi ronment  and asaures program obJect ives are achieved.  He is
the  p rog ram manager t s  p r i nc ipa l  adv i so r  and  l i nk  to  the  acqu is i -
t lon Commander and AFAE. The PEO revlews or approves program
p lans  and  s t ra teg ies ,  a l l oca tes  resou rces ,  f ac i l i t a tes  commun ica -
t i on ,  and  con t ro l s  s ta f f  l n te rac t i on  w i th  the  p rog ram managemen t
team.

d.  Reta in Commander involvement .  The Commanders of  the
acqu is i t  i s i t i on  sys tem in  coo rd ind -
t ion wi th  the AFAE. They develop and i rnp lernent  acquis i t ion
po l i cy ,  a l l oca te  command  resou rces ,  adv i se  and  ass i s t  t he  AFAE on
execu t i ve  p rog rams  and  p rov ide  d i rec t  ove rs igh t  o f  a l l  o the r
programs under  the i r  command.

The Acquis i t ioJr  Process :

a .  Adop t  a  l ong - te rm v iew  o f  acqu is i t i on  i nves tmen t .

( f )  C rea te  a  l ong - te rm acqu is i t i on  i nves tmen t  p lan
p roduced  and  upda ted  i n  con junc t i on  w i th  o the r  l ong - range
p lann ing  ac t i v i t i es  i nc lud ing  n r i ss ion  a rea  ana lyses ,  i nves tmen t
roadmaps,  .gnd AFSC T S Vanguard.

( 2 )  U s e  t h e  a c q u i s i t i o n  i n v e s t m e n t  p l a n  t o  g u i d e
c r i t i c a l  d e c i s i o n s  a n d  r e s o u r c e  a l l o c a t i o n s ,  e . 9 . ,  J R I I B  a n d
AFSARC dec i s ions ;  SAF gu idance ;  and  the  F i ve  Year  De fense  P lan
a n d  E x t e n d e d  P l a n n i n g  A n n e x .

(3 )  Es tab l i sh  an  o f f i ce  o f  deve lopmen t  p lann ing  and
resources wi th in  SAF/AL to manage investment  s t ra tegy and
r e s o u r c e  i n t e g r a t i o n  a c t i v i t i e s .

b .  Res t r
ooeratioff i

( f )  O r i e n t  t h e  S t a t e m e n t  o f  O p e r a t i o n a l  N e e d  ( S O N )
toward  m iss ion  de f i c i enc ies  ra the r  t han  sys tem so lu t i ons .

(21  De lega te  au tho r i t y  t o  va l i da te  SONs  to  the  ope ra t i ng
commands .



(3 )  T rans fe r  respons ib i f i t y  f o r  admin i s t ra t i ve  p roces -
s ing of  SONs to AF/XO. El iminate the Requi rements Assessment
Group and d iscont inue the Requi renents Review Group (RRG) rev iew
of  new SONs.

c .  D isc ip l i ne  the  p rocess  fo r  l n i t i a t i ng  new acqu is l t i on
programs.

( f )  Assure a va l idated SON accompanies each program
Dec is ion  Package ' (PDP)  documen t ing  a  p rog ram new s ta r t .

(2 )  E lnphas i ze  the  ' t t i l es tone  0 "  dec i s ion .  Submi t  t he
Jus t i f i ca t i on  fo r  l , t a jo r  Sys te rn  New S ta r t  ( JMSNS)  w i th  suppor t i ng
PDP and  SON (on l y  the  PDP and  SON fo r  l ess  than  ma jo r  p iog rams)
for  AFAE rev iew pr ior  to  ent ry  in  the p lanning,  prograruning and
Budget ing System (  PPBS )  .

d .  Svs9emat i ca l l v  eva lua te  a l t e rna t i ve  so lu t i ons  du r ing  the
concep t  hases .

( l )  Fos te r  compe t i t i on  among  a l te rna t i ve  so lu t i ons .

(21  Encourage  requ i remen ts  t rades  w i th in  and  among
a l te rna t i ve  so lu t i ons  to  op t im ize  sys tem capab i l i t y  w i th
deve lopmen t  cons t ra in t s  .

( 3 )  F o c u s  t h e  d e c i s i o n  t o  s e l e c t  a n  a l t e r n a t i v e  s o l u t i o n
fo r  f u r the r  deve lopmen t  ( i l i l es tone  I  and  I I )  on  need  sa t i s fac t i on
and  p rog ram a f fo rdab i l i t y .  cance l  p rog rams  wh ich  do  no t  sa t i s f y
t h e s e  c r i t e r i a .

( 4 )  I n s t i t u t e  a  p r o c e s s  f o r  r e v i e w i n g ,  v a l i d a t i r g ,
documen t ing  and  upda t ing  requ i remen ts  t rade -o f f s .  cha r te r  a
g roup  to  ove rsee  th i s  requ i remen ts  ana lys i s  and  t rade -o f f
p rocess .  Documen t  ma tu r ing  requ i remen ts  and  ope ra t i ona l  concep ts
in  a  new documen t  the  S is tem Opera t i ona l  nequ i remen ts  Documen t
( s e e  p a r a g r a p h  f .  ( a )  b e l o w ) .

€ .  Improve  p lann ing  and  ove rs iqh t  o f  weapon  svs tem supoor t .

(1 )  I den t i f y  t he  AFLC Sys tem Prog ram Hanager  (SpM)
be fo re  the  weapon  sys tem comp le tes  fu l l  sca le  deve lopmen t .
Requi re the sPl , t  and Program Manager  to  c losery coord inate the
t rans fe r  o f  p rog ram managemen t  respons ib i l i t y  t o  APLC.

(2 )  Ho ld  the  p rog ram o f f i ce  respons ib le  fo r  i n i t i a l
suppor t  o f  t he  sys tem un t i l  des ign  s tab i r i t y  i s  ach ieved  and
o r g a n i c  s u p p o r t  c a p a b i l i t y  i s  e s t a b l i s h e d .

( 3 )  E x t e n d  t h e  A F A E S  c o n c e p t  t o  w e a p o n  s y s t e m  s u p p o r t .
M a n a g e  i n d i v i d u a l  w e a p o n  s y s t e m s  o r  s i g n i f i c a n t  l o g i s t i c s  e f f o r t s
( f o r  e x a m p l e ,  s p a r e s )  a s  e x e c u t i v e  p r o g r a m s  a n d  a p p o i n t  t h e  A i r
L o g i s t i c s  C e n t e r  C o m m a n d e r  p E O .



( 4 )  C o n s o l i d a t e  P E M  r e s p o n s i b i l i t y  f o r  m o d i f i c a t i o n s  i n
e i t h e r  A F I R D  ( f o r  C l a s s  V  m o d i f i c a t i o n s  r e q u i r i n g  r e s e a r c h  a n d
d e v e l o p r n e n t )  o r  A ? / L E  ( f o r  a I I  C l a s s  I V  m o d i f i c a t i o n s  a n d  C l a s s  V
mod i f  i ca t i ons  no t  ass igned  to  AF , /RD) .

f .  fmDrove  weaDon  svs tem deve lopmen t  and  suppor t  dec i s ions
t h r o u g h  a n  i n t e r r e l a t e d  s e t  o f  s t r a t e g i e s  a n g  p  .  ' I n e  D a s l c '

a tegYr  P rog ram
Managemen t -  D i rec t i ve ,  P rog ram l ' l anagemen t  P lan ,  Sys tem Opera t i ona l
Requ i remen ts  Documen t ,  Requ i remen ts  Cor re la t i on  l l a t r i x ,  P rog ram
B a s e l i n e ,  a n d  W e a p o n  S y s t e m  M a s t e r  P l a n .

( f )  C r e a t e  a n  A c q u i s i t i o n  S t r a t e g y  w h i c h  i s  a  c o m p r e h e n -
s i v e  p l a n  t o  a c h i e v e  p r o g r a m  o b j e c t i v e s .  T h e  A c q u i s i t i o n
S t r a t e g y  a n t i c i p a t e s  s i g n i f i c a n t  m a n a g e m e n t  i s s u e s  a n d  d o c u m e n t s
b a s i c  p r o g r a m  d e c i s i o n s .  I t  a d d r e s s e s  t h e  t h r e a t ,  n e e d ,  o b j e c -
t i v e s ,  c o n s t r a i n t s ,  c o s t ,  f u n d i n g ,  s c h e d u l e ,  r i s k  m a n a g e m e n t  a n d
con t rac t i ng  app roach .  P repa re  the  i n i t i a l  s t ra tegy  fo l l ow ing
Prog ram Dec is ion  Hemorandum (pOU)  s igna tu re .  AFAE approva l  o f
t h e  i n i t i a t  A c q u i s i t i o n  S t r a t e g y  a u t h o r i z e s  f u n d s  r e l e a s e .
U p d a t e  t h e  A c q u i s i t i o n  S t r a t e g y  i n  r e s p o n s e  t o  s i g n i f i c a n t
p rog ram changes  oEr  a t  t he  m in imum,  to  suppor t  m i l es tone
d e c i s i o n s .  U s e  t h e  A c q u i s i t i o n  S t r a t e g y  a s  t h e  p r i m e  o v e r s i g h t
too l

( 2 )  D i r e c t  p r o g r a m  e x e c u t i o n  u s i n g  t h e  P r o g r a m
l , l a n a g e m e n t  D i r e c t i v e  ( P H D ) .  R e s t r i c t  p r o g r a m  d i r e c t i o n  t o
d e f i n i n g  o r  d e s c r i b i n g  t h e  j o b  ' W h a t  t o  d o r ' v e r s u s ' H o w  t o  d o
i t . '  E l i n i n a t e  ' b o i l e r p l a t e '  a n d  r e p e t i t i o n  o f  p o l i c y  p r o v i d e d
in  regu la t i on .  Ho Id  P t ' lD  coo rd ina t i on  to  the  abso lu te  m in imum.

(3 )  Use  the  P rog ram Managemen t  P lan  (P l . tP )  t o  documen t
t h e  r n a n a g e m e n t  a p p r o a c h  f o r  i n t e g r a t i n g  t h e  f u n c t i o n a l  a c t i v i t i e s
n e c e s s a r y  t o  d e v e l o p  a n d  f i e l d  t h e  w e a p o n  s y s t e m  ( o r g a n i z a t i o n
a n d  s t a f f i n g  ) .  P r e p a r e  t h e  i n i t i a l  P M P  u p o n  r e c e i p t  o f  f o r m a l
p r o g r a m  d i r e c t i o n .  U p d a t e  t h e  P M P  i n  r e s p o n s e  t o  s i g n i f i c a n t
p r o g r a m  c h a n g e s .  S u b m i t  t h e  i n i t i a l  P t ' l P  a n d  u p d a t e s  f o r  P E O
a p p r o v a l .

(4 )  C rea te  a  Sys tem Opera t i ona l  Requ i remen ts  Documen t
( S O R D )  w h i c h  d o c u m e n t s  m a t u r i n g  s y s t e m  r e g u i r e m e n t s .  P r e p a r e  t h e
i n i t i a t  S O R D  f o r  e a c h  a l t e r n a t i v e  s o l u t i o n  p r i o r  t o  i t i l e s t o n e  I
a n d  u p d a t e  t h e  S O R D  f o r  s u b s e q u e n t  m i l e s t o n e s .

( 5 )  C r e a t e  a  R e q u i r e m e n t s  C o r r e l a t i o n  M a t r i x  ( R C M )  t o
d o c u m e n t  t h e  r e l a t i o n s h i p  b e t w e e n  s y s t e m  r e q u i r e m e n t s ,  t h e
d e v e l o p m e n t  s p e c i f i c a t i o n s ,  a n d  t h e  o p e r a t i o n a l  t e s t  a n d
e v a l u a t i o n  c r i t e r i a .  A t t a c h  t h e  R C M  t o  t h e  S O R D .  E l i m i n a t e  t h e
B a s e l i n e  C o r r e l a t i o n  M a t r i x .

( 6 )  S t r e n g t h e n  t h e  b a s e l i n e  p r o c e s s .  T h e  P r o g r a m
B a s e l i n e  i s  a n  a g r e e m e n t  b e t w e e n  t h e  P r o g r a m  M a n a g e r  a n d  h j - s



acqu is l t l on  execu t l ve  rega rd lng  expec ted  pe r fo rmance l  i . € .  1
program cost r  schedule and technica l  content .  I t  re f lects  both
overa l l  acquis l t lon lnvestment  and ind lv idual  program st rategy
and  l s  a  fundamen ta l  t oo l  f o r  es tab l i sh ing  p rog ram s tab l l l t y .  I t
gu ides the program decis ion and resources a l locat ion processes.
Some programs should be cost  capped and fenced in  the PPBS.
Submi t  t he  i n l t i a l  base l i ne  w i th  the  upda ted  SORD and  RCM fo r
AFAE approval  a t  Mi lestone I I .

(7)  Create a l {eapon System Master  Plan (WSt ' tP)  to
docurnent  the to ta l  sy i ten suppor t  requi rements for  the weapon
system l l fe-cyc le af ter  Program l lanagement  Responsib i l i ty
Transfer  (Pt t {RT).  The in i t ia l  WSMP is  prepared dur ing - the FSD
phase and approved pr ior  to  t r l i les tone I I I .  Subrn i t  the t {St ' tP for
approval  by the AFLC PEO to whom program management
r e s p o n s i b i f i t y  w i l l  b e  t r a n s f e r r e d .

The l lanaqement Aoproach

6. Improve-qgll lods for providing ma
per forma

( 1 )  E s t a b l i s h  a  n o n t h l y  P r o g r a m  l l a n a g e r r s  S t a t u s  L e t t e r
to  the AFAE for  execut ive programs.

(2 ' )  Deve lop  a  se t  o f  managemen t  i nd i ca to rs  to  t rack
pe r fo rmance  and  i den t i f y  cond i t i ons  requ i r i ng  more  de ta i l ed
repo r t i ng .

(3 )  Res t ruc tu re  the  p rog ram rev iew  p rocess  to  rep lace
SAFPAR and LOGPAR br ie f ings wi th  mi lestone and program rev iews as
desc r ibed . i n  DoDD 5000 .1 .  Use  p rog ram rev iews  to  reso l ve  i ssues
o r  p resen t  i n fo rma t ion  to  sen io r  execu t i ves .  L im i t  p rog ram
rev iew  p reb r ie f s  t o  the  PEO,  acqu is i t i on  Commander ,  A i r  Fo rce
C o u n c i l ,  a n d  A F A E .

b .  S t r e a m l i n e  s o u r c e  s e l e c t i o n  p l a n n i n g  a n d  d e l e g a t i o n
a c t i v i t i -

( 1 )  Conduc t  t he  Bus iness  S t ra tegy  Pane l  (BSP)  rnee t i ng
under  the chai rmanship of  the PEO. Assure appropr ia te head-
q u a r t e r s  s t a f f  p a r t i c i p a t i o n  i n  B S P  a c t i v i t i e s .

(21  Recommend  the  Source  Se lec t i on  Au tho r i t y  (SSA) ,  t he
Source  Se lec t i on  Adv i so ry  Counc i l  (SSAC)  cha i rman ,  and  the  SAF/AL
rep resen ta t i ves  to  the  SSAC as  an  ou tcome o f  t he  BSP.  Submi t
th i s  reconmenda t ion  ove r  PEO s igna tu re  d i rec t  t o  t he  AFAE.

(3 )  Rev iew  and  coo rd ina te  the  Source  Se lec t i on  P lan  on l y
th rough  the  SSAC members .

( 4 )  M a i n t a i n  a  m a s t e r  s c h e d u l e  o f  s o u r c e  s e l e c t i o n
a c t i v i t i e s  a t  U A J C O M  l e v e l .



( s )
t he  PEO.

Delegate author i ty  to  approve Acquis i t ion Plans to

o  De lega te .  con t rac t i ng ,app rova l .and  wa ive r  au tho r i t v  t o
lowes t  app rop r ia te  o rgan iza t  j . ona t  t eve t .

( f  ) Authority to award in face of protest from AF/RDC
He AFLC and  HO AFSC fo r  p ro tes ts  aga ins t  award  o f  t he i r

the

respec t i ve  con t rac ts .

(z', t  Auttrority to defer contract palments from sAF,/Ft ' t  to
HQ AFLC and H0 AFSC.

(3 )  Au tho r i t y  t o  reques t  vo lun ta ry  re funds  fo r , spa res
and  suppor t  equ ipmen t  f rom AFLC/CC and  AFSC/CC to  A i r  Log is t i cs
Cen te r  and  P roduc t  D iv i s ion  Conmanders .

(  4  )  Au tho r i t y  t o  reques t  o the r  vo lun ta ry  re funds  f rom
SAF to AFLC,/CC and AFSC/CC.

( 5 )  A u t h o r i t y  t o  a p p r o v e  m u l t i - y e a r  i n i t i a l  f i n d i D g S ,
va l i da t i ons  and  recu r r i ng  cos ts  f rom AF /RDC to  H0  AFLC and  H0
A F S C .

( 6 )  A u t h o r i t y  t o  u s e  t h e  o r g a n i z a t i o n a l  c o n f l i c t  o f
i n t e r e s t  c l a u s e  f r o m  H Q  A F L C  a n d  H Q  A F S C  t o  c o n t r a c t i n g  o f f i c e r s .

( 7 ' )  A u t h o r i t y  t o  w a i v e  u s e  o f  t h e  o r g a n i z a t i o n a l
con f  l i c t  o f  i n te res t  c lause  f  rom SA 'F  to  AF , /RDC.

( 8 )  A u t h o r i t y  t o  w a i v e  o r  t a i l o r  M I L - S T D - 1 5 6 7  f r o m
SAF/FM to  the  PEO.

d .  C o n t r o l  s t a f f  i n t e r a c t i o n s  w i t h  p r o g r a m  o f f i c e s .  S t a f f
i n t e r a c t  t h e
p r i n c i p a l  e x e c u t i v e s  o f  t h e  A F A E S .  T h e  A F A E ,  a c q u i s i t i o n
C o m m a n d e r s  a n d  P E O s  e n s u r e  t h a t  t h e  b r i e f i n g s  a n d  r e p o r t s
r e q u i r e d  o f  p r o g r a m  o f f i c e s  a n d  t h e  i n s p e c t i o n s  a n d  a u d i t s  o f
t h e i r  p e r f o r m a n c e  a r e  n e c e s s a r y  a n d  a p p r o p r i a t e .

( r )  E s t a b l i s h  a  p l a n  f o r  m a j o r  p r o g r a m  b r i e f i n g s  w h i c h
m i n i m i z e s  t h e  n u m b e r  o f  p r e s e n t a t i o n s .  S u b m i t  t h e  p l a n  f o r  A F A E
approva l .  Task  the  PEO to  con t ro l  changes .

( 2 1  C o n s o l i d a t e  t h e  r e p o r t s  s u b m i t t e d  b y  p r o g r a m  o f f i c e s
i n t o  t h e  m i n i m u m  s e t  n e c e s s a r y  f o r  e f f e c t i v e  o v e r s i g h t .

( 3 )  C h a n g e  m a n a g e m e n t r s  v i e w  o f  p r o g r a m  i n s p e c t i o n s  a n d
a u d i t s .  S t r e s s  c o n s u l t a t i o n  r a t h e r  t h a n  c o m p l i a n c e .  R e i n f o r c e
t h e  o r i g i n a l  c h a r t e r  a n d  f u n c t i o n s  o f  t h e  P r o g r a m  M a n a g e m e n t
A s s i s t a n c e  G r o u p  ( P I ' I A G )  .  E l i m i n a t e  t h e  A F / I G  S y s t e m  A c q u i s i t i o n
M a n a g e m e n t  I n s p e c t i o n  ( S A M I )  a n d  A F S C / I G  p r o g r a m  i n s p e c t i o n s .

to



( { ) C o o r d l n a t e s c h e d u l i n g o f s l g n i f l c a n t p r o g r a m
br le f lngsr ' f " "p" " i lon"  and aud i ts  to  avo id  over lap  and dup l ica-
l ion .  Fu | f l sh  the  echedu le  and task  the  PEO to  cont ro l  changes '

Ltmit  v is i ts by other DoD personnel  to program off ices and
c o n t r a c t o r  f a c l l l t i e s .

Consol idate res n s i b i l  i t for  a u i s i t i o n

f . Conso l i da te  ma ement  of  the sc ience and technol

€ .

( 1 ) D e v e l o p a s i n g l e i n t e g r a t e d p o l i c y f o r w e a p o n s y s t e m
acquis i t lon.  Documint  the in tegrated pol icy  iT .  pyrarn ida l  set

; i - ;A ; i i t i on "  w r i t t en  to  l eve1 l  o f  de la i l  va r i ous l y  app roPr ia te

fo r  sen io r  manager ,  m idd le  managers ,  and  techn ic i s l l s .

( u  E s t a b l i s h  a n  o f f i c e  o f  a c q u i s i t i o n  p o l i c y  w i t h i n

SAF, /AL to  manage the pol icy-making funCt ion and evaluate pol icy

e f f e c t i v € D € S S .  I n t e g r a t e '  i n  t h i s  o f f i c e ,  t h e  a c q u i s i t i o n  p o l i c y

func t i ons  o f  t he  sAF  and  A i r  s ta f f  i nc lud ing  such  ac t i v i t i es  as

ah ;  compe t i t i on ,  s t reamt in ing  and  re l i ab i l i t y , /ma in ta inab i l i t y
advoca tes .

base  Droq rams .

(  I  )  Es tab l i sh  sc ience  and  techno logy  as  a  s ing le

Execut ive Prograrrv i th in  the context  o f  the AFAES and appoint  the

DCS/Scien" .  
" id  

Technology (HQ AFSC/DLl  Program Execut ive

O f f i c e r .

(2 )  Conso l i da te  the  sc ience  and  techno logy  base  p rog ram

in to  a  l i n i t ed  nu rnbe r  o f  b road  techno logy  a reas .  Pub l i sh  a

roadmap for  each area which in tegrates lhe technology ef for ts  in

the 
" t - .a  

and prov ides rat ionale ior  funding.  L ink these roadmaps

w i t h  t h e  a c q u i s i t i o n  i n v e s t m e n t  p l a n '

(3 )  Des igna te  the  commander  o f  each  techno logy  cen te r

IA i r  Fo rce  wr igh t  Ae ronau t i ca l  Labora to ry r  Rome A i r  Deve lopmen t

Cen te r ,  Space  i echno logy  Cen te r ,  A i r  Fo rce  A rmament  Labora to ry '
t . . o " p " " e  M e d i c a l  D i v i i i o t  l  ' P r o g r a m  M a n a g e r "  f o r  s p e c i f i c

techno logy  a reas  respons ib le  to  the  PEO'

( 4 )  E s t a b l i s h  a  s i n g l e  i n t e g r a t e d  o f f i c e  o f  s c i e n c e  a n d

techno logy  repo r t i ng  to  the  SAF/AL  to  pa r t i c i pa te  i n  t he

deveJ.opment  o i  the tc ience and technology base program and to

prov id i  overs ight  based on the technology area roadmaps.  Use

ier iod ic  progr im rev iews and other  per formance feedback to

iep lace  i nO iv idua l  t echn ica l  p rog ram p lan  rev iews .

(5 )  Ass ign  P rog ram E lemen t  l , t on i t o rs  (peus )  f o r  Bas i c

Research  (  6 .1  )  ,  E ip lo ra to ry  Deve lopnen t  (6  ' 21  ,  and  Advanced
D e v e l o p m e n t  ( 6 . 3 a )  p r o g r a m s  t o  H Q  A F S C / D L '

( 5 )  D e l e g a t e  r e p r o g r a m m i n g  a u t h o r i t y  w i t h i n  t h e  6 . 1 ,  6 . 2

a n d  6 . 3 a  b u d g e t  a c t i v i t i e s  t o  t h e  P E o .



Gr.  Rest ruc ture  t !e_SAF and A l r  S ta f f  acquts i t ion  func
in  a icor

(1 )  I n teg ra te  the  acqu is i t i on  func t i ons  o f  SAF, /AL  and
AF/RD (exc lus l ve  o f  SON respons ib i l i t y ) .  Cons ide r  i n teg ra t i ng
the acquls i t ton funct ions per formed by SAF/FM, SAF/ t l I '  AFISC'
AF/ tet  AF/XO, AF, / IN,  AF, /SG, and AF/PR in to the rest ructured
SAF/AL.

(2 ' ,  i t a ln ta in  l ndependen t  ove rs igh t  capab i l i t y  by  re ta in -
i ng  a  sma l l  g roup 'o f  t echn ica l  adv i so rs  i n  t he  SAF/AL  s ta f f .

(3 )  C rea te  a  new pos i t i on  w i th in  SAF/AL  equ iva len t  t o
t h e  p r i n c i p a l  D e p u t y  t t t l e  D i r e c t o r  o f  A c q u i s i t i o n .  T h e , D i r e c t o r
o f  Acqu is i t i on  shou ld  be  a  3 -s ta r  pos i t i on  respons ib le  fo r
d i r e c t l y  n a n a g i n g  t h e  a c q u i s i t i o n  s t a f f .

( 4 )  Dur ing  l n teg ra t i on ,  o r i en t  t he  AF /RD weapon  sys t .en
d i rec to ra tes  toward  m iss ion  a reas .  Sugges ted  n r i ss ion  a reas
i n c l u d e  s t r a t e g i c ,  t a c t i c a l ,  a i r l i f t / s p e c i a l  o p e r a t i o n s  f o r c e s '
space ,  command ,  con t ro l r  commun ica t i ons  and  i n te l l i gence ,  and
elect ronic  war fare.  AF/RDC, AF/RDI,  and AF, /RD-D should be
res t ruc tu red  based  on  the  recommenda t ions  to  conso l i da te
respons ib i l i t y  f og  acqu is i t i on  po l i . y ,  conso l i da te  managenen t  o f
sc ience  and  techno logy ,  and  c rea te  a  new o f f i ce  o f  deve lopmen t
p lann ing  and  resou rces .

THPLEtrENTATION

Successfu l  lmplementat ion of  these recommendat ions depends on
seve ra l  key  e lenen ts .  F i r s t ,  t he  reconmenda t ions  mus t  be
d i rec ted  by  the  Sec re ta ry  and  suppor ted  by  sen io r  l eade rsh ip  i n
bo th  the  c i v i l i an  and  rn i l i t a r y  s ta f f .  Second ,  t he  recommenda-
t i o n s  m u s t  b e  t r a n s l a t e d  i n t o  p o l i c i e s ,  d i r e c t i v e s  a n d  r e g u l a -
t i o n s .  A  s e n i o r  o f f i c i a l  s h o u l d  b e  g i v e n  t h e  r e s p o n s i b i l i t y  f o r
pub l i sh ing  the  recommenda t ions  and  ensu r ing  tha t  t he  necessa ry
c h a n g e s  t o  t h e  s y s t e m  a n d  p r o c e s s  a r e  a c c o m p l i s h e d .  T h i r d ,
pe rsonne l  reduc t i ons  comp lemen ta ry  to  the  s t reaml in ing  mus t  be
accompJ . i shed .  Recomnenda t ions  wh ich  reduce  t ime  and  peop le  a re
iden t i f i ed  i n  t he  body  o f  t he  repo r t .

CONCLUSIOH

The  pane ls  reconmenda t ions  a re  des igned  to  make  an  a l ready
e f f e c t i v e  s y s t e m  m o r e  e f f e c t i v e  a n d  e f f i c i e n t .  A  c o n s e q u e n c e  o f
these  reconmenda t ions  fo r  a  new o rde r  w i l l  be ,  i t  i s  hoped '  t he
deve lopmen t  o f  qua l i t y  weapons  i n  a  sho r te r  t ime  a t  l ower  cos t .
Wh i l e  the  pane l  be l i eves  these  reconmenda t ions ,  i f  adop ted r  dF€  a
g o o d  s t a r t  t o w a r d  g r e a t e r  e f f i c i e n c y  a n d  e f f e c t i v e n e s s ,  t h e y  m u s t
b e  c o n s i d e r e d  o n l y  a s  a  s t a r t .  B e c a u s e  o f  t h e  d y n a m i s m  o f  t h i s
d i s c i p l i n e  a n d  t h e  e x t r a n e o u s  f o r c e s  b y  w h i c h  i t  i s  c o n s t a n t l y
b e s e t ,  t h e  a c q u i s i t i o n  c o m m u n i t y  i t s e l f  m u s t  c o n d u c t  c o n t i n u i n g
s e l f - e v a l u a t i o n  a n d  s e l f - i m p r o v e m e n t .

1 0
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DEC 2 3 1eB6
o f a r c c  o f  r H f  a s t r 3 T ^ t Y  3 € c l € T A i t

HEilORANDUM FOR THE SECRETARY OF THE AIR FORCE

SUBJECT: Acquis i t ion Streaml in ing -  ACTION MEMORANDUI' I

Pursuant  to  your  memorandum o f  l0  Ju ly  1986,  I  es tab l i shed two pane ls  to
examine our  acqu is i t ion  sys tem.  The resu l ts  o f  the i r  work  were  br ie fed  to  you
on 26 November 1986.

The Acqu is i t ion  St reaml in ing  Pane l  conducted  a  comprehens ive  eva lua t ion  o f
our  acqu is i t ion  sys tem,  deve loped the  A i r  Force  Acqu is i t ion  Execut ive  Sys tem
(AFAES) and prepared a report  and reconmendat ions for streamlining act ions.

The AFAES concept paper (Attachment l )  descr ibes a management system that
c o m p l i e s  w i t h  N a t i o n a l  S e c u r i t y  D e c i s i o n  D i r e c t i v e  2 1 9 .  I t  e s t a b l i s h e s  s h o r t ,
d i rec t  l ines  o f  conrn*n ica t ion  be tween the  A i r  Force  Acqu is i t ion  Execut ive  and
Program Di rec tors ,  J€ t  makes bes t  use  o f  our  es tab l i shed acqu is i t ' i on
s t ruc ture .  I t  app l ies  to  a l l  p rograms and prov ides  fo r  d i rec t  overs igh t  o f  a
se lec t  number  o f  Execut ive  Programs by  the  Acqu is i t ion  Execut ive .

T h e  S t r e a m l i n i n g  P a n e l ' s  r e p o r t ,  S t r e a m l i n i n g  t h e  A i r  F o r c e  A c q u i s i t i o n
System, presents a set  of  reconrnendat ions to improve the acquis i t ion system.
The Execut ive Sunmary f rom that report  is  at  At tachment 2.

T h e  S u p p o r t  F u n c t i o n s  P a n e l  e v a l u a t e d  t h e  o r g a n i z a t i o n s  w i t h i n  A i r  F o r c e
Sys tems Conmand to  de termine wh ich  organ iza t ions  b /e re  essent ia l  to  the
a c q u i s i t i o n  p r o c e s s  a n d  w h ' i c h  o r g a n i z a t i o n s  m i g h t  b e  t r a n s f e r r e d  t o  o t h e r  A i r
Force  conmands.  A  br ie f  surmary  o f  the  Pane l ' s  f ind ings  and recommendat ions
a r e  i n c l u d e d  i n  A t t a c h m e n t  3 .  l , l e  a w a i t  y o u r  d e c i s i o n  r e g a r d i n g  w h i c h
organ iza t ions  shou ld  be  t rans fer red  f ro rn  AFSC to  o ther  cor rnands.

He a lso  looked a t  reorgan iza t ion  under  the  Go ldwater -N icho ls  Ac t .  I
b e l i e v e  a  c o n s o l l d a t e d  a c q u i s i t i o n  o r g a n i z a t i o n  s u c h  a s  i s  n o t i o n a l l y  s h o w n  i n
A t t a c h m e n t  4  w i l l  c o n t l n u e  t o  p r o v i d e  i n d e p e n d e n t  c i v i l i a n  o v e r s i g h t  o f  t h e
a c q u i s i t i o n  s y s t e m ,  m a i n t a i n  a  p r o f e s s i o n a l  m i l i t a r y  s t a f f  c o r n p o n e n t ,  a d v i s e
the  corpora te  s t ruc tu re ,  and suppor t  the  Ch ie f .  I  a lso  be l ieve  we shou ld
ach ieve  the  reduc t ions  the  law requ i res ,  15  percent  in  our  s ta f fs  and 10
percent  in  the  acqu is i t ion  conrnands 'management  headquar te rs ,  by  I  0c tober  1987
-  a  year  ear l le r  than requ i red .  8y  do lng  so ,  we w l l l  enhance the  benef i t s  o f
the  s t reaml  in ing  recommendat ions .

T H O I / 1 A S  E .  C O O P E R
A s s i s l a n l  S e c r s t : r y
h e : . e a r c h ,  0  :  ; : t o p m e n t

a n d  l . o _ i s . , i s
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HEH0RAI{DUil FoR SAF/AL

SUBJECT: Acqui sl t l  on Streaml i ni ng - ACTION l.tEil0RAt{DUM

I  was p leased to  rece ive  your  b r ie f ing  on  our  ln i t ia t ' i ves  to  improve the
Ai r  Force 's  acqu ls i t ion  sys tem.  The A i r  Force  Acqu is i t ion  Execut ive  Sys tem
(AFAES)  ach ieves  our  ob jec t ive  o f  improv ing  carmun ica t ions  and dec is ion .mak ing
whi le maintaining our proven acquis i t lon cormand structure.  The Execut ive
Sunmary of  the Acquis i t lon Streamlining Panel 's report  lays out a good game
plan for achievlng substant lve system improvements.  I  want to press forward
w i t h  t h e s e  i n i t i a t i v e s  a n d  a s k  y o u  t o  t a k e  t h e  f o l l o w i n g  a c t i o n s :

a.  Implement the Air-  Force Acquis j t ion Execut ive System.

b. Designate Execut ive Programs and Program Execut ive 0f f icers.

c.  Implement the recormendat ions of  the Acquis i t ion Streamlining Pane' | ,
as  you deem appropr ia te ,  r i th  coord ina t ion  o f  appropr ia te  s ta f f  e lements .

d .  Take i rmed ia te  ac t ion  to  t rans fer  respons lb i l i t y  fo r  l { i l fo rd  Ha l l
l ' ledi cal Center to Ai r Trai ni ng Conmand. Transfer the Ai r Force Satel I i  te
Cont ro l  Fac i l i t y  and hos t  base respons ib i l i t y  fo r  On izuka A i r  Force  Sta t ion  to
Air  Force Space Cormand upon complet ion of  the data systems modernizat ion
p r09 ram.

t lh i le  I 'm no t  p repared to  make a  f ina l  dec is ion  on  s ta f f  reorgan iza t ion  or
headquar te rs  s ta f f  reduc t ions ,  I  unders tand your  v iew tha t  our  acqu is ' i t ' i on
organ iza t ion  shou ld  cont inue to  p rov ide  independent  c iv i l ian  overs igh t  o f  the
acqu is i t ion  sys tem,  maln ta in  a  p ro fess iona l  mi l i ta ry  acqu is i t ion  s ta f f
component,  provlde advlce to the corporate structure and support  to the
Chie f .  I  r i l l  cons ider  these v iews as  I  eva lua te  op t ions .

These act lons are a major step forward in our ef for ts to implement the
recormendat lons of  the Packard Cormission, Nat lonal  Secur i ty Decis ion
Di rec t ive  219,  and the  Go ldwater -N icho ls  leg ls la t ion .  t {hen comple ted ,  they
wi l l  s ign l f i can t ly  improve acqu is i t ion  management  and our  capab i l i t y  to  p lace
operat ional ly sul table weapon systems ln the f ie ld faster and cheaper.

tu
E. C. Aldridge, Jr '

Secretary of the Air Force
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