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- Ovex the years there has been a great deal of discussion about the length and quality of the acguisition pro-
cess. Flans have been developed to improve the management of this complex process, sharpen its focus, amd
shorten the time it takes to complete it. Hasthisattentimcn:eatedab&ttermoqgetmp?. Yes. Is there still

room for improvement? . Definitely yes.
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This article addresses recent attempts to improve the Army acquisit:.ol:l process, the problems associated with
the current process, and suggests that methodolegles exist that cen improve the acgiisition process.” These
methodologies are the Army Streamlined Acquisition Process (ASAP) and the Marpower and Personnel Integration
© (MANPRINT) program. The premise of this paper is that when properly used together, the result will be an

atbreviated yet more efficient tiwe line.

INTRCOUCTTION

"fhe purpose of this article is to present scme
new and immevative ideas for shortening acqui-
sition time." fThis quote is from an earliier
article that addressed the length of the acquisi-
tion process. TUnfortunately, despite the atten-
tion, and years of interest, there still exigte a
nesd for a shorter, stresmlined acguisition
process that works.

Maybe the lack of progress in shoriening the
aconisition process is related to the fact that
the length of the acguisition process is oy one
part of a many faceted cycle. The set of pro-
Blems listed below surfaced after World War IT

Acoisition Problems
o Growing Defense Budgets
o More Camplex Systems
o Decrease in Manpower
o Longer Acquisition Timelines

and still plague koth DoD and industry acqui-
sition procedures. Although - it is generally
accepted that the longer acquisition times imply
a higher end item cost, the cost is not the only
concern.  Excess time in the acguisitien process
also increases the likelihcod that there will be
adjustments in tecdmolegy and/or changes in the
threat hefore the system is fielded., Without
time constraints and adequate information inputs
that address all of the acquisition problems, the
length of the acquisition process will contimie
toinczeasawiththareaﬂtsbeingmorecostly,
less effective systems being fielded. )

A valid approach to streamlining the acquisi-
tion process has to involve more than just. eli-
minating time and activitjes. To be successful,
it must be based on using information that is
available - before program initiation. Knowing,
recording and updatirg data available from fromt-
end analyses will support the stzaamlm:.ng pro—

cess. The ASAP is a good start o shortening the -
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Precess, kut it lacks the integration techniques

to make it a success. MANERINT with
its focus on - egmbining manpower, personnel,
training (MPT), health-safety, and human factors
engineering can supply the missing link to better
define what is needed and when it is needed. The

-balafce of the paper will discuss some attempts

that have been made to shorten system acquisition
and suggest that an integration methodology, like
MANPRINT, is what is needed to make an akbre—
viated cycle work. i ’

WHAT HAS BEEN DONE

Frank Carlucci, as Deputy Secretary of Defense,
set in motion a review of the acguisition process
based on better management techniques. He tasked
industry to contribute by designing the best;,
least camplicated operating and support features.
DoD worked with industry to review instyuctions
and directives that had acomilated over the
Years, so that unnecessary steps could be eli-
minated. - This review of the entire defense
acquisition process culminated in thirty-two
initiatives. Some of the initiatives are high-
lighted hera. .

Actions to Tmprove the
accaisition Process

1. Management Principles

2. Preplanned Prod: Inmprovement
3. Encourage Capital Investment
‘4. Front-End Funding:

5. Standard Operatienat/
Support Systen

6. Funding Flexibility .
7. Goverrment Iegislation

These and the other initiatives suported the

- ddea that the acguisition process needs to be a
team effcrt between DoD ard industry. Carlucci's
. Plan stressed management and operational func—

tions. His veview was based on the realization
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that the increase in the Soviet threat neces—
sitated a rebuilding of basic defense industries,
His initiatives focused  on management, but did
little to shorten the acguisition cycle. The
plan likewise did rot appear to adeguately ad-
dress the design considerations needed to compen=-
sate for operating and maintaining more camplex
systens with fewer, less skilled soldiers.  Thus,
Carlucci's medified acguisition process was a
roint for departure, rather than the final solu-
itd dcess (ASAP

Many of those goals have been carried forward
t5 become the starting point -for the ASAP. The
ASAP as an acguisition methedology expanded on
. Carlucei's plan and defined demanding timelines.
The cbjective of the is to provide indus-—
try with greater flexibility in determining how
best to meet Army ‘materie]l @ recuirements.
Skeptics say that it is just ancther attempt at
modifying the process and will simply disappear,
again with no visible signs of improvement

In defense of the ASAP, ' it uses the Carlucci
plan as the point for departure and contimues the
delecation of management responsibility and ac-
countability. It éncourages managers to foous on
what technoleogy is available or scheduled to be
available vwhen a gystem is Ffielded. They are
encouraged to spend time in the planning stages
defining and clarifying the deficiency before a
program is initiated. The ASAP invites industry
to becane involved mach earlier in the aceui-
sition process and to help solve the problem
rather than just provide a product.

In relation to the Traditional Acqguisition
wodel, the ASAP is able to tailor the previcusly
lock-step acquisition: process. The Acquisition

Process Camparison displays a simplistic compar—

ison of these processes. fThe ASAP ccnsolidates
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the Concept Exploration and Demonstration=-Valida-—
tion into the Requirements/Tech Base
hetivities and Proof of Principle phase. ‘This
approach permits greater ROTE funding flexibility
by removing the artificial barriers {6.22 ard
6.2B funds) between nonsystem and system-related
advanced developmerntt.

Paring Proof of Principle the ASAP gains in-

" sight into the maturity of the technelogy, as

well as the operational concept, when a brass
board prototype system is demonstrated by user
troops. This user test also enables MANFRINT to
assess the impact of the soldier requivements
before a f£inal design is selected., Altexrnative
solutions are still possible at this point in the
acquisition process. The system will not advance
further if a high risk technology,  manpower
shortage, or cother problem is identified dumring
tests.

A successful demonstration of assoclated tech-
nologies and an approvad  requirement document,
e.d., Required Operaticnal Capability (ROC)}, ends
the Proof of Principle rhase. This constitutes a
total ccumitment by the Army to fully fund and

_ field this system and marks the beginning of the

Develcpment—Producticn Brove out phase. Orxe the
system concept progresses this far, all proposed
charxies to the design must be challenged.  Test—
analyze-and-fix (do it now) is key to this phase.
Program stability is yrequived from here to field-—
ing in order to move rapidly towards and

the Production Deplovment phase and deliver the
system sooner to the soldier.

RESULTS THUS FAR - - -

The ASAP iz contimuing to gain mamentum and
Support. Activities within the acouisition
process time constraints with varying levels of
success,



my Stresmlined A

isition Process (ASAP

Requirements/ Proof of .Development— Production=-

Technology Base Principle Production Prove Qut Deployment
Program
Initiation I/1
Document

deficiency speciflic need open requirement NDI design verification . fielding
[ow risk alternatives document prototypes freeze testing
(on-going) (2yrs) {4yrs) {14~2yrs)

Subsection (&) of Section 2434 of title 10,
United States code (as designated by secticn
10l(a) of the Goldwater-Nichols Department of
Pefense Reorganization Act of 1986) stated that
before of a major system, manpower
estimates must be presented to Congress prior to
fill=-scale engineering develcpment or producticn
and deployment of that major system. -

Thesa actions support the that the
ASAP and MANPRINT are making a positive impact on
the acguisition precess.

Saveral concerns remain:

The process 1s still operations oriented
Manpower estimates are not due until after army
commitments to support the system concept is
made, and

The previcusly menticned Defense Reorganization
Act set data requirements. The short-—
fall in the Act is the time pericd required for
the reporting and approval of that data. = Recall
that in the ASAP, thecc:mitmenttnful].}ffurﬂa
system is made at exd of Froof of . Frinciple.
This equates to at least two years' development
time and dollars before the F¥87. Act calls for a
marpower estimate. This can mean a great deal of

- resgrrces expended, and halted, if a major man-—

power impact is reported. Chances are that
after six or more Years into the acquisition
process, ﬂmsystemmﬁardevelopmentmﬂdbe
contimied in hopes the pecple-system would . be
able to cope. -

as with Carlucci's acquisition
modal, is a good idea and can be classified as
either ancther innovative idea or as a pomt for

departure. It ls not the final answer.
Otheyr MANPRINT demains, e.g., safety, human
factors engineering, are not included in- the
Corgressional approval procedure.
Styesml i isition ASAT _R
Requirements/ Proof of Development— Production—- _
Technology Base Principle Production Prove Out Deployment
Program /L~
[nitiation
. Document 1 “ T
deficiancy specific need “ h “ ? requirement NEM design verif}ca‘cion fielding
low risk Lt lIVES document prototypes ireeze testing
{on-going) (2yrs) (ayrs) (13-~2yrs)

WHAT CAN EE DCONE
MANPRINT. Iet the integrating beseline of

MANPRINT start early in the material acquisition

process, prior to program initiation. Right now
MANERINT has the visibility and supportability
that is required to make this happen.

MENFRINT quidance beqins before program initia=-
tion when a deficiency is identified. In most
cases there are either entire predecessor systems
or camponents in which to draw informatien. It
is the MANFRINT mamager that sets up the manage-—
ment plan at this eariy point in the acgmisition
process. Although the answers may not all ke
available, the points of contacts and questicns
are. This period is still within the
ments/Tech Base Activities phase of the ASAP.



During Proof of Principle the def:l.ciency re—
cuirements are solidified. Again MANFRINT is
able to kesp track of MPT, safety-hazard and
human factors enviromment implications that have
been dafined to this point. Testing .and resul-
ting data can be evaluated and used to assist
with the materiel selection process.
point MANERINT  pecple-constraints assist in
defining or eliminating alternative selection
possibilities.

When the regnirement document, e.g., ROC,
developed, high driver (big prublan) Military
Cecupational Specialties can be idemtif
either the predecessor descriptions or by review—
ing available manpower authorization tables.
Utillizing MENPRINT for its integrating values, a
manpower estimate could be made to Congress when
the - Develommert=Production Prove Out phase is
entered. Since alternatiwve solutions are still
beaing considered, this might be a system/manpower
kand rather than a set of single values.

By the end of this phase a much
more definitive mmber ocild be presented for
" Corgressional approval. The validity would be
wach greater than the widely used "MANPOWER esti-
mate = NO IMPACT" statement. Although this
statement. is popular, it is also the cause of
design failures when the system is fielded to a

So vhat can be done? Streamline the acquisi-

tion process with a flewible and tallored metho—
dology.
Overlay an interactive, integrating MPT criented
plan. Then create a system for the soldier that
enables him to maintain readiness and success-
fnlly counter a wartime threat.

SUMMARY
ASAP has the time constraints identified and

defined for a shortened acquisition process. It

iz time for this procedure to be MANPRINTed.

There has been too much talk by both the MET
and weapons systems commnities about the length
of the

2cquisition process. It iz the cuality of the
- resources spent durirg ASAP that need to ke ad-
dressed. The vyouth population decrease and
limitations on highly shilled individuals are now
part of our data bases. If the pecple system is
- inadequately addressed or addressed too late,
there is a chance that a multi-billion dollar,
state-of-the-art weapons system will be fielded
in eight years, and sit unused. Reason: no one
is able to operate or maintain it.

MANFRINT has the potential to offer this
pecple-system inteqration mechaniem. It needs to
ke, as Carlucci foresaw the acguisition pu:owss,
ateameffo:tbetweenDoDandirﬂustzy

acquisition players have all the pieces avail—
able. The factors only need to be identified,
recorded, updated, and fod back into the gystem

(weapons and pecple) develcopment process.
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