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SNAARY

N

~—— Tis% pzoblear invelved in U.8. security planniag hava boooss aatierd

62 ingressing eencara in yecent years. The rescrd, both in tka pudlic prase
ad 18 ths Congrens, 1s replste with exzaxples of iterest in sush patters
a5 the 2ising cost of &afenes, the 4ifficuities of obtadning periorasnse o5
poenised, interssrvice rivaisy, tae technolegies) sese vwith Soviet Russia
&ad dsad time.

_f&:w;;mmsmmmmatmmumm&mm
ozhersene deelsicn waking mpchinery. Dolays in s dxpoxtant prograns,
costly sancallations of others eud the ¢mawgence of Sovied Russis end
Coxzmnict Ching ae dongsrous acmpatitors in the nulesr-rookst-gpast age 21
hove boen chiapged t0 failures of the curzent Raticnal cesurity organd-
gation end the planning aad deoefsien making nmeas.)

/

Walle attentlion has besn fooussd on the fulluims of the existing
orgmisaticn ond tho 5eed for clisigs, €00 14tt18 ime hus been ghvem %0
sem otth@mnnm in which tho plaaner and decioien mnlop wust acy
workaﬁm a2 wagult, o series of gttezpts heve beon msde to chove up end
streagthen existing organiscticn end pmceam without eny roal dofinitica
of tho raquitcments of the plamnsrs end deolsion uakara in this e 27
tcchgo;qgical eaplosion;/‘

.» Bofore new ny oan be devieed or old toole wodified, it would
coen thot the requiremsnts, or pepformanee sbiectiven, must fixgt be gpelled
out. Ao 8 zesult, 1t is the purpose of this paper o dtecuna/h .

(xr om3 of tho corditiont vhich maks ¢the curpent maghinory inmqwm

[ e (})’ /{w tools vhlch oon moet ths nsods of the plannsys end dacision
zakers. \
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HEW TOOLS FOR FIANNERS AND FROCRAISERS

vy
David Hovisk

Tedsy's plasner el dpoicion mekar ¢pesste 1in &1 euvircasent of
unoertainty and change dZaught aboud by the technolegiesl revolution of the
gst dventy years. The eitustica kzs besn eptly fesorided by Li. Csasrel
Sernazd A. Bohwwiever, Cesmgmier, Alr Ressarsh epd Dsvelopment Coamwmnd.

Ceneral Schriaver said gbout & yaes &5

"The major chengs in our 1ife hes been the ehorteaing of ,
¢ime brought about by what has dasen ¢alled the explusicn in
technology. This chenge is dus to & tschuoioglenl govoluticn
that begen in World War YI., Today w3 e3¢ 48 @ tochnoleogloal
wvar in which the battle lines are 4z the loborsteories and 4n
the industrial plents of the United States and the Sgwist Union.

It 43 e wap that wo must win 1f we ave to survivy es & free
nation.

"Mador technical diccoveries cnse cems thousandsy of yoors
enaxt,; snd later vere geparsted by cemturiss, sed then by
é20a800, Todoy swh baesksthsoughs epe ede with gtartling
fogularity 18 every £1e14 in {utervels of culy o fov moaths,

e islcurely quality that ones chewyasterized neaply all)
cur asticas, oven 48 waking pr.oavaticns to dsfend our sountsy
tgainst attsel, 15 gone, peseidbly fovever. Teldey wo work
egndnct the elook in seaxching out new tecbnigues and Qovices
wilch will inszosss cur ecpability to doter aggraceisa.

 "la o situaticn of this Kind o wolatively ezall bLreabethovush
Ty 22 8440 o the othor ¢on ovortuxn the balonsod of power, ¢
meh poase By well depend. In this oxe of vepld slvences &
Wwwwmwtm {8 s lobazatory or & test
AGERSTE 6D eardh.

"o patter hov hord wo worh tovesd now ccusopts, Qovieos
22 tecimdquos, we cannot guormates that they will be diccovered
caly da o ccuntyy o in those vhieh exe frieafly o us., Bub
w0 008 gussenten that cuy elventegs ooousFing ©0 €2 aggrescer
89 8 zeotlt of such & broakethvought will bo terhorexy. Oas

" affeot of the repid gronth in tcohvelopy 46 that no patien
wﬁmex@&u&w;@a&mﬁtswﬂwmmwm“"

T =% vesare the Vings Club, Zow Yootk City, Ovsobar, 1959
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Thyes aze the Sasbs.off 1ife £or both plannesrs and dsolsion makews., b
Wt gakes 130 oven hexder is that the dacimiques of the faotosy, ailitayy
traintng, censtizuaotion sud even dsolsion moking have net veen &dble, a8 yoi,
%9 M2en pase with the labdoratory. As a result, it still tokes wmany yeass
to trenslste nav sedientific discsvories inte fDully operationsl cystens in
e Sands of tha sllitesy.

This seans that deolsicne must be sade nov vhich will affect the
231itery eapadility of tho Undted Ststas, anf its pooiticn in world affaivs,
S5 years o 2093 in the future. Hermen Kolm, in On Thormoauslese War
dagorites the conditions whlch foree et lemst paxtial deocisions pow. He
gadd:

"Rhe leed time for reslly new weapons systems, f£zom the point

vhen the "go sheed” on resserch and dovelopment is given to the

gttalnmmt of sppracisdble aumbers in inventory, ioc closer to

ten op fiftesn yoars, and the gystem itseld ghovld bhave s useful

iife of five or ten yoors mors. That is; o sysbem on which R&D

15 storted toldey will havs 1ts useful 1ife in the envircmmsut of

Ywo to Lour technologienl yovolutions later. Sinee it is impos-

sible for £ollible huans (ond naybe even Ynfallidle ones) to

projeat two to four technologionl revolutions ahood, mich of our

proparation must be mede in a pertial fog."®

Thus the plenrer and dsclsion maker must work in on atmogphere of change
end wisortainty end ot4ld beo gble to make decigicns vhich moy affect the
goourity of the United Stutos for many years.

Howawvay, this is ocaly a port of the enrirenumtsl pioturs. The othars

exe equally aiffioult. The docicion and plamning prosess would bs relativel

sogy 12 thore vere only one directicn in uhiloch to move.

¥ermon Kehn, On Thsmonvslenr Hap, Prizcston Univorsity Iiss, Princeton,
Navw Jeveay, 31980, p. 336
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Arong the chavesceristics of the technologlesl sevoiuntica 4s the larpe
ausber of cholcse offercd by celanse. Rap. George Co Mohon (DTex), chaitmen
of the House Defeise Appropriaticns Subemwittes, degeribing the presswzes to
80 33 @y aifferant divectione &t ens time a8 alwost "ivrasistivie”, 8ald

last epring:

"1t 48 ot en easy chore to pick end choosu eweag sospating
systens, Hevertheless selsetlons smst be mzdau. To tyy %o 8o
everything theoretically possible iz ll direutlons to styepgthen
ouF defense posture during the long-baul sxms rags such as ve are
presently engeged in would b6 esencmfeally dlacebicus. Ths dscle
sions vhlch st bo mele unfaw these olmgumstunces aye moght 44~
ficult, The prodlem ¢s ocmplicated by the aguelegating xate of
technolegleal progress vhieh 1s making wsapon gystene almost
cbsolete or at least ebsolesecnt befare they Legozs eporationsl.
Time has passed by =ony weapoas programs vhioll sppsarsd scound
thea indtisted. Undep these civeumstances, 1t 4s almost insvite
sble that mistakes will be mods, even ecee major mistakes. The
objective zust bo an sdequcte defanse with a minlemm of mistalus.
The gate} miscteke of 400 1ittls and Yoo late wmist rot be w2ds.

Ha sust aloo guard egainet the poasibility thad mistakes wnl
ko ug 89 overly eautieus thab wo retexd essimtial progress. "

In 2d4d%icn to cNoloss 1n havdware, the selactica process st aleo dnclue
alterantive militasy ceasepts for exploying end dgploying Soth the new potene
tiaisas%mt&smzeﬁdmt@woaoﬁar.

Ansthsy equally inportent problexs 1s erdpted by the vastly increased
capabilily of mev oguipmnt. It has besn sald fxoguently that enz fusien
bexd will do moxd dsaegy then the cembinstion of &l derbs dvepped Ly the
United States 1o Wordd Wer IX. Baigedler (enarel Robazt C. Richaxdiaen IIX,
Chiaf of the Long Renge GbSestives Growp, Deputy Chief of Steff, Flons,
Bsodquarters United States Alr Fowse, defincd the situaticn as followss

702 the mony pyodicms that fove the militayy estadlishwent,

SapebiLivy 5o perhepd oue Gf the Bork. ALfEiaie.  The eAjustoimt

is made Increasingly mors burdensoms by the eqully dramatie
impact of the *oost squeezme® upon our sational nilitary postuve.

¥House Appropriatlons Comittee Report on Defense Appropristions Bill,
1961, ppe .7, (Italics eddes)
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The veselt 43 & gvowing {acdelity D2 the mittery to satisty
comitzonis end prcblenmg in the face of xiaing costs znd rolae
tively 2ized pegourses end esueepts.”®

The couditicns described galte obviously requive thef managers of national
security planning end prograxs have svelleble s vide aage ¢ Information
apd dsta. To anticipate the problems which will foge the United States and
to monitoxr existing naticnel seocurity activities, the following ars peefed:

(1) A ccaprehensive gnd correlated flow of infoxmation togethep with
&3 evaluation of both eusrent commitmanvs end projertcd programs.

(2) Date on nev technological davelopments end drecke-throughs end an
evaluation of thelr value in terms of equipment, militavy eoncepts and intere
national comitmente.

(3) Coor@ination of plenning onl an scross-the-23ezd Basis.

(4) A fremework for considering the alternstive use of rezourczs of all
kinds to echieve national gonls.

Resource data ere only & payt of tha infozmation nscled to malkw eitheyr
plans or decisions. Bowaver, vesources constisute both the staxter fo@ and
the brake on the machinery gontrolled by plannces and &eelsion makerw. As &
result, they properly may be gingled out for £irst emphasis.

Bexm2 1d4ea of ths magnitule of the resource data protiem can Ha cttained
from the statewsnt vhich appearsd {n the Havy Camptzollep Review, Decemdar,

1960. It wopoxields

“"Today, vhen an annual budget cycle is ecuploted, the Department
of the Navy supporting budgst date towers &b siR feet, accopding
to a revent estimete nade in the Office of the Comptroller of the

Ravy.

"A total of 15,000 ceplce, encoupassing sams 500,000 pages of
budlget Justifications and associated data sovering each and svery
account flov into the Pentegon Offices of the Assistant Coaptroller,
Direcior of Budget end Reports during esch annual cyclessss®

¥ Raleate fn Consepts,” Ale Unlversity Quarterly Review, Vol. XIT,
Yo £y S » 19600 Pe 8o




This 1s vithout $aking Ints eonsideraticn %ke pages of Getalled documents
generated oy the Army, the Alr Pozus enfl the 0££1ce o€ Secxvtary of Defense.
Obviously thers la something wrtag. Arthup £dthies, Hathaniel Ropes
Professor of Politlcal Econcay &t Harverd Univezsity, 4a & psper submitted
to the subscmnittee on £4iscel policy of the Joint Economis Comatttee (85t%

Congrass, 1st Scasicn, Novesber 1957), sald:

"In the first plsce, the defense budget s not e documart thot
is8 readily understeod. Even the moot asaiduous student of it
would find it impoosidle to ¢tell how fap the budget provides
for a force that will detsP a strategis attack on the United
States, how for it pormits us to carry oud our commitments as
the leading member of HATO oF SFATO oF to support other aspectis
of foreign policy throughout the world., ~Yet tha size of the
budget vitally affects these maotters. A oubt or aa ineresse of
sey ten percent can make a grest difference to the NHation's
mdlitary effectiveness. Yet neither the Congress, the President
nor I suspeol the Seorstary of Defense and the Service Sscretaeries
kop the mfomticn needeﬁ to relate the financial figwme in

age y o t ._f'- 3 eﬁec Tvoness. o ”

Hov this relaticnship oan beet by :stabushe& bag beea the subject of
considerable discussion, sclthough many of the fundemental requirements now
are generally recognized.

WVhat are the key characteristics of o frumeworlt deeigaed to permit
considsration of the aiternative uas of resources of all Xinds to achieve
national security goals?

Time Spans eud Plans
As a starting point, 4t should be noted that plans tend to £all into

three cetegories--shoxt range, middle range and long range. While these
throe time spans are intorrels..., the distinctions between them are useful
for the purposas of our discussion:

(1) sghort rense plannings Here the maim exphasis 43 on projecting in
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greet detail the actividien fop the mext £iscal year: that must be done,
vhen, vhere and by vacn} and what types and quantities of aequipment, nem,
facilitiss and supplios eve t0 be scquired. Short range piauning necessarily
involves stressing edministrative and cammand considerations.

(2) Intermediate range plenning: This inelufes the short renge plans

and then procecds to consider @ tims horizon four op five ysars into the
futurz. Uhile the tasic ingredients include "vhat, vhen, vhere, hov much
and by vhom,” dstail is much less then in short renge plans, In
eddition, as the tizs horizon is extended from the lmzediate future, soue
flexibility is rwailable to conslder alteraativese-c.g., systems of verious
kinds and veristions in thedr employment and deploy=ont,

(3) Igng Rongs Planuing: Long Fengs planning uses (1) and (2) es &
starting point and then proceeds to consider a time borizon extending ten

or more years into the futwre. Hex%,the main goncern {3, or should ve, with
a oritical axomination of brosd alternativeg with respsct to total forces
and saissions and key activities. Clearly wmeertalantles are very great dut
at the same time the possibility of weighing various cholces or alternstives
is far grecter.

Infoxmation Neesde

All thres typer of plans have certsia olements in coxmon. They includs
"end product” sctivities (i.e. missions and systems used to carry out these
missions); time phasing of activities; and pesources yequired to accomplish
end produst activitics--equipsunt, facildittes, persomncl, supplies, cone
tractual services, and the 8oliar ecosts thereof,

thile these fuatorr exe important in eazch $yp3 of plan, the emphasls
changeg as e move from eng $o the othare Althongh each of the thres
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types of plans i3 needed, long range planning is the zost difficult

gnd should be cur major consern. As a matter of fect, tany of the problems
tnherent in current short remge end intermediate zmnge pisns arc directly
traceeble to the fatlures in or shssnce of long gengs projections from
vhich shorter temm plenning chould logleally develop.

In long range plenning, we start or chould start with the national
goals or objectives. These are §spendent, in turn, on the technological
dsveloymnta vhich w111 Ye avatlaosic oo ~*ther vaging var or maintaining
peace. This ismediately brings Into the picture the selentific potentials
cf work now going on.

The altematives svallable from the interactlca of objectives and
potentisl means ave then tyanslated imto the projected taske or miszions in
vhich systems requircments ave identifiea spocificaily. Resource requirs-
pents must be congidered {n these planning possibilities: Pirst, to
provide realistic tronsglations of the impoct or poteatlsl iSmpset of statew
of-tke art changes and, second, to examine the feasibiiity or availsbility
of mesns o expested mosns for attaining these objegtiives.

Resource considevetions at this stegs must b2 in g forn substantially
different from that currently idemtified az "budgeting.® In the long
rongs plenning ares, bdudgeting may be viewed primexily es & resourcs
translation of plans, te be used as a device for asaisting in the cholce
arcng various altermatives availsble to the planners. Resource translatiorns
beeome one test in the determination of vhothep ¢lther plins or cholces
ancng alternatives are feasible.

To mset this requiremsnt an “aggregative” type of Fesource estimating
1s needed. Tuis means the identffication of major Xinds end timing of
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resource demandsw-equipment, installations, personnel snd maintenande and
operating costs. These, in turn, must be "packaped” 43 terms, first, of
the major activity (e.g., generel vor, limited war, syms control, ot cetera)
and, necond, the alternate meang available for accemplishing the activity,

This statexent of future resource Irequirements tmst be time-phaszed
vith end correlated 10 existing short run and interuedlate range plens,

For the short yun, vhile nanagement gotivity 48 based es the long range
plan, it £sy be expressed and implemmted iu administrative sud funetional
torms which need not be significantly different from those which we nov
uses The important point 48 that the detalied g.chedule of progrems and
activities to de unfertates within the pext year or twae be integrated into
the totel long yang® plan.

For the fatepmefilabs objective gll Pesource pequirements of both intere
mediatd and short Fang® plansg should be projecteds However, appro.il need
be given to only t! it part vhich pust be undertalwn witlidn the next year to
sgoure the necessary espadidity 3, &, T, 10 or more yaars in the future,

Hero, flexidility 48 extremely lmportant. Activities must be started
on the prenise of oupy longep tonm objectives and technologicnd potentiais,
Yet, wve must fully gecognize thay uncertaintieg both &8 £0 Fequirements end
technological progress 40 exioteswthat tha 2avw paturg 6f &aternaifonsl cone
flict vill mean that mistakee will De mzde and that we may kave to doth
back track and double ¢rack (use alternate gpproachss)e

Only with o detalling of actions essential ¢0 cdministration of curreat
prograue and & projecticn of the requirements on vhioh they are dased cen
the flexibility sequired Dy gurzend gonditlons de achleved,
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The New Numbers Came .

This then is the goale To achleve 4t yequires a new kind of numbers
game, QOenexral Thomss De VWhite; Alr Force Chlef of Staff, ouzmarized 1t as
follcws:

The true strateglie dmplications will fall in the future in
other arcas such as$

a. Adjustments in types of units,

b. Redisposition of military forces.

¢» The requirement for immediate reaction with its concurrent
need for the necessary forces in being.

d. Constant updating of plans and military concepta to take
into account changing wespon capabilities.

e. A closer understanding and cooperation between all nations
wbo are banded together against a common threat. I
will discuss each one of these briefly and in orxder.

“Pirat, we must consider that some of the improvements in the
quality of weapons can compensate up to & point for reductions in
thelr quantity--without degradation of over-all combat capabilitye.
This, in turm, may require adjustments in the type of combat unita.
He continually must strive to secure the best weapons, but not
necessarily the most. OQbviously, thera will alwveye be a measure of
quantity below which it would be dangerous tQ Operate. However,
the true key to our military security will lie in the proper choice
of the best weapons and, of course, the ready &valladbility of highly
8killed peraonnel t6 operste and maintain then.

"Mhie same principle must be applied to forca Alspoaitions,
Agaln, vweayon performance capabilitles will, t0 a large extent,
dictate the optimum Jocation of combat forces.

"The same factorse-speed, range and increased destructive
capacity also have &ictated--as an absolute requirement--the need
tor constant alertness and an ingtantaneous reection capability
within our armed foraes., Furthermore, the lack of time aveilable
40 change force dispositions or to increase force levels after a
global war has begun, demands that our forces in being be sdequate
to perform the initial vartime tasks. No longer can we depsnd upon
mobilization of either military forces or a nation's indhstrial
potential in time to influencec the decisive phase of a global war.
Moreover, proper forward positioning of strong and suitable shield
forces will serve to further deter any form of aggression.

‘ “In thies sgme coutext, owr plans and mtlisary concepts must
lieep pace with new weapons. We should not ellow sursaelves to fall
into the trap of auteratically sdepting nev vecpons to old strategiss.



Pe2222
ol 0=

"At the reme tima, we rust not lone sight of the fast thad

pur vegpons development progren is in the service of our

over=all policy objectives. Eeoch nev vespon capebility must

P2 measured carvefully ageinst tho =missicn requirements--end

ow plans emended whers raquired. You will recall thst when

the NATO stratogy wes first comgeived, the gword's impect, in

terms of time fxon the United States, would not have besm falt

Yor fiftesn hours or mcre. Todxy, the point of the svord sould

be on the targst within 30 + mimites. Ths diffesance lies in

the cepabilities the propeller~driven homber compared with

those of the cntinental rangs bellistic missile."#

This i & courageous shift from traditional thinking. But steps must
be taken to make the translation intc both new and improved weepons snd
into concepts for their use and deployment,

Bince the resource yequirements will vary not only with the choice of
hardware but with the military conceptsa fop thelr use end deploymnt, a
device is essential for considering the differences in the neture and tim-
ing of resourcs demanda that yresult from possible variations in the choice
of weapons, the quantities to ba assigned to0 jnventories and particularly
the uses to which they will dbe put,

It 1e one thing to considexr alternatives wmerely in terms of phasing
out 0ld equipment and bringling in the news I% 48 quite another thing if
we consider them sgainst the requirements for men, facilities and the
related expenditures to be generntk&.over the years on the basis of such
choices as mobility, dispersal, base hardening and the¢ establishment of
various kinds of alerts. The information needed must be set out in
packages of resources required by years for each of the alternate concepts
we can visualiza.

#PFrom an address by General Thomas D. White, Chief of Staff, U. S.
Air Ferce, before the NATO Parliamentarian Conference, Washington, D. C.,

November 16, 1959.
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The current buldget Loxmal 4s heavily influenced by fHinetional end
orgenizacional censlderations. thile sdminicirative considerations ere ¢be
viously important, such an orgsnization of dats cannot bs used succesafully
for planning purposes partievlarly for 1rag range plens.

tle need t0 Aifforentiato betwuen sesource information to be used ns
en ald in making major sllocation Qecisicns and the Information required
to carry out decinsions end to manage ectivitics as directed *y the Congress
and the Executive.

Cloarly, these two requirvements are different and imply the

nead for two different types of data presentation. For the planner and

decision maker, s format 18 needed which 48 oriented towards end objectives

and tasks requiyed to implement each of g range of alternatives from which

a given plan can be implemented. For edministratore and managers, a

presentation 48 pequired in terms of edministratlve categories needed
for the execution of the individual tasks involved.”

These diffezences 30 not requirs two sepurate documentae=one for
planning and the other Lo» sdmirndstiration. What 1s veeded insteod i3 two

different prescutations of the seme information, 4n wvhich identification

can be maintained through coding devices, by the arraying of {tems by
categories.”” The sunmavics used would be substantlally different fn esch

of the two cases bub the Luformation dasis would de identicele

#5ee David Novick, A New Approach to the Military Budget, The RAND
Corporatizn, Research Memorandum Ri-1759, June 12, 1956, pp. 1h-22, The
Ford Molor Company 48 a good example. This company has several types of
budgets, including an “edministrstive-orgenizatiocnal" Ludget and a budget
presented in terms of "end products" or "product lines": Ford, Thunderbird,
Lincoln, et ceters

#H8ae David Novick, hfficiency and Economy in Government through New
P dgeting and Accounting Procedures, Tha RAND Corporation, Report R-254,

I'ebruary 1, 1954, ppe 37-10L,
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" At present, long wange planalng 46 cnly veguely tied to sesource
roquiverruts. 02 gourse, we 80 look at gome of the activities vhich bave
o future tine impact, when Congressional funling of suthorisation {s zroquired
in the next fiseal year., Howsvepr, cven vhen the uvgent actieon {tems avs
singled out, not enoush ettention iz given to theo total of sesouxces vhich
vill be pequired 40 gotivats end cpexate a glven gystem durlag 1ts long life
fron ecuception 16 phase-cut fre {nventory,

The result &3 that our sesource pluns are inads uate to gee thoe wvhole
pleture for more than e year o g0 at a time, Thic ceastitutes a major
deficiency in oup present effort and leads ultimately to an "agonizing reape
pralsal” or "New Look® dn walch a costly serles of aciions sust be taken %o
Yricg nev weapona capebility, concepts, commitments and resources bagk into
phase,

Under current counditions, 4t is essential to an sfiective planning
proceas that we bave o continucug array of the jong ronge $mplications of
current plens, .

our eurrent short range approach 1s typifled by the Nefense Departmont
budgot format, (Fxhidit I.)

Broakdowns of that surmary provide geparate silitary departmend inforvmas
tion for the Ary, Navy and Alr Foreg, togethep with a minute 8eteiling of
each of the categories: The &nformation 4e sob out in functional classeg and
1s further refined in othep partg of the budget document Into the traditional
object classes.® Daspite the wealth of detall; powhere &s tLe &als gtructured
"""¥The objoot classes aret personal servicess travel; trunaportation of
things; coxmnmication sorvices; rents and utility services; printing end
reprodustion; other sontractual services; supplies and materials; equipmertsy

lands and structures; grants, subsidies, end contributions; refunds, awerds,
and indexmities; taves aud assesaments) investments and loans,
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in termg of the basis missicns &saigned to tho Defenss Departuant or to the
"packaget? of resources and sotivitizs requized 10 earry out thege assigne
mente,

The budget 48, of course, presented £or & peried of three yecraespast,
current and one future $iscal year. In temms of obiligational asuthority, such
of the procurement money reders t0 {tems vhich will boe delivered two, three
or more years in the future. Howgver, this future impact 15 over mpde
really clear and the dudget petaing its skoxte-range orientation.

As a Tegult, the buldget document is not a very useful tool for elther
the planner op decision or pollcy maksr. It hes already been noted that
effective planning and programming rsquire a full understanding of the
long range implications of &ecisions to ellocate resources. Many types of
major items included in the budget in eny fiscal yeer as past of the "buy"
progrem imply definite further investments in futwre years. They will also
require subgtantial recurring annual outlsys to operate ond maintuin the
given gctivity or system for a long pericd of years.

To be more specific, most military systems generate a "life cycle"
funding pattern ovez o period of years. Three principal phases occur in
the life of each systems They are: {1) research, development, test and
evaluation (RDT&E); (2) investmeat for introduction into the cambat luvene
tory;” and, (3) operation and malntenance of the eystem, once introduced
into the forve.

thile a doclsion to start system RDT&E does not necessarily imply a
decision to procure the system for the forces, a procurement decision
once made goeg fay beyond the scope of a decision to buy a given quantity of

¥Ihat 18, 12 the system L5 notually prooured for the active forces
Not all, sys“-ws that have becu developed e¥e intyoduced into the gombtab

Inventory.
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hardvares The implications of such & @ccioion include: fPacilities, initlal
training aud ecquisition of personnel, housing of persconel, support equip=
ment neede.d to maks the hardwere operational, ag well as a whole host of other
activities all of which mug% be pa@% 02 and all of vwhich mmst be time-phased
1f the pystem is to become operaticnal on schedule.

Equally a decision to procure gutematically implies e decision to
incur recurring annual operating costs 8o long as the system remains in
inventory, The annusl operating cost implications o a proposed investment
progran I8 an example of the type of "future" considerations which must be
teken into eccount by those making major regource ellocation decisions as well
as those engaged in the budgetary review of those decisions.

A full identification of what the decision to acquire s quantity of
hardvare meens in temms of supporting equipment; training of people, and
their support, and the timing and cost ¢f these requirements 4s essential to
fuil understanding of the resource impact of @ given decision. As a result
end-product orientation rather than functions {as in the present tudget) is
o "mugt.®

Hone £ the foregoing should be construed as a recommendation for
changing or lengthening the eppropriation grontss. Actual paking of spprow
priations should probadbly Ye continued in the currvent "incremental” tashion.
However, the making of sppropriations oughy to be in tho context of long
Tange activity projsctions, with full knowledge of prebable budget implie
eations orising from the decisions now being made. IL 1% 414 nothing else, ”
Congress would have & far bYetter grasp of military planning and programeing
problems and would not be Meurprised" by the poriodic veprogrammings which
8¥3 roquired becausw 0ng zuXvige or ancther suddenly runs out of arpropristicas

and 48 foxv * %0 alip OF cance) otharwise woxthwhile projests.
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The lcng zange budget sequivensnts @stimates fop this purpsse need ot )
(208 43 pa y cases canuot) dbe xiaf;\seue« In 208t {nclances &b 1s
sutfielent ¢o Imow that va sppaopriaticn £or X ailllcs dollers in o
partioular getivity, commits us to Y mtllicms of dollaxs (plus or minus
15-20%) eanuolly fo@ o nder of years {n the future.

Ono Proposal

Cne way of errayiag mdlitavy objestives, the tasks luvelved 4n each,
axd thely zesource dudgets over @ pexiod of ten yeexr s shewn in Fxhivit II,
The gesourss summavies under gach tesk shoulld be dsveloped 15 packmges
2elated to each specitied activity.

As &3 exanmple, Getexzonss gystem pookeges @ight dnclvde: Polerds, R-~52
DikeeZous, Brevs, Atlas, e% eatera. Obviously, the desigagtion and a-lection
of syoters cnd congepts 18 a military responsidility. However, interpretaticn
of Iaterngtional security objectives is & Bilitaryopolitiesl function. a=3
gogource tronslation of gystens 42 e cscnsmis o bulgst Sunction. Final
golectica of policy aud bulgets 45 the peepsasibiiity of the Presldent and
Congresse



- - e -

Exhibit II
SILUSTRATIVE ERAMCLE OF FORMAT POR AR

| Bxper

Projected Porce Strustuse
{No. of Units) Research and Development

Activiey Tdentificatlon ¥Y'62 . ee | ‘70 ®Y'62] '63| 4. | '70
CENTRAL VAR MISSTON “

B=52 System (inci. ASM's)
Polarls System

NWike-Zeus System

ICBM Systems

Snrtelllita Recon, System
Er2ly W-rning System
Com?and rud Control System

ate.
Non~system Activities
Total Central Wer Misalon

PERTPHPRAL WAR MISSION

F-105 System
VIOL System
grerier Task Porces

Combat Divisicns
Anpbibious Task ponemy)

ete.
Non-system Aetivities
Tetal Peripheral Wer Mission

ARMS CONTROL MISSTOR

Inspecticn System (Alr)
2nsgection System (Ground)

.
*

ete,
Non=system Activitles
Total Arms Control Mission

NON-MISSION ACTIVITIES

MATS
MSTS !
Generrl Support:
Besla vaserrch and explovetory
devalopment
Operating cost of herdquarters,
schools, centors, atc,

fPoce

ete,

GRAND TOTAY,

*For brackdown of major categorfes see pages %3 end JA.
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9 ACTIVITY!ORIENTED BULGEF !

andituresd (oP Obligational Authority) in Mililens of Dollars

F Total R4&D Invectmant
1% Invegtment Annual Operating | and Annual Operating
Y [ FY'625—963] ot '70 1PY¢62 ] *63] .. | 701 FY'62] ‘63| .. | '70

cr— et el -

-
e v eme
-
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It 49 net the purpose of this paper €0 establish the pzeaiaa Sormat
ox doted lthat ghowld bo Zncluled 2n leng ramge projecticas. Howeves, the
folloving pages will sexve a3 an 41lustraticn ef the sstivities vhieh mush
b2 conoldexed vhon o decision is made to stert & system 4n ROTER ox to
naks o investment in the system Sor {nventory.

In genoral, the pookage Sop &y gstivity shewll hava the Sollowing

chegasteristicess

(1) The set should be as alleinclusive ss posoidle go as to help
peecivde the omission of gignificent resource elemonts then
estinmating the cost of & gpecificd cystanm or force strusturs,
(The ¥cheok 135" charncteristic.)

{2) The eategories showld be gtructured in e way thet will fasili.
tate determingtion of those eleamonts of the wnit of militasy
cepability under consideretion vhish have the greatest ime
pact on total cost, end vhich ave most sensitive t0 changes
in havdvare cheracteristics end/or veriations in system
oporational concept. (The "sensitivity® charasteristic.)

(3) Provision chould be made for gegregating teotel cost fnto the
threo major system phasess? (a) Research, developmsnt,
test and evalustion; (b) Initiation into the eotive invene
tory; end (¢) Operation over o peried of yeers efter
fuitiol phase~in. (“Life eycle™ or "phosing® chavesteristie.)
The most genoral or agpregated fozm of iten categories night be as
£ollovss

RESEARCHE, DEVELORMERT, TRST & EVALUATION

Syotens RUDES
Nensystem setiviting
.
Ingtollations
Boudymants
Prirsy doslcn
#niigpoalnldnelites
Crgandzaticand

T ¥These . ascs also correrpond to the thyee basic types of milisery
decisions: R&D, proourcmeat, end opormbicus.
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Bteokss
Mitial stesk lsvals
E‘?mt spaves & gpave parts (dnitiel)

Thitial ¢2aining
Mlaeallenscusy
nitind traasportotion
n1sdal txavel

Intsemedists & suppost major commsed
LIaveatzaat cost

ANHUAL OPERNTING

Bquigsant eng dnstallsticas sepinsczomts
Priscey :dosicn equignaat .

Pay end Adeswrmces

Training

Puels, lubzicents gnd propolionts:
Primaxy siosien equipzent
Buppoxt equipzont

Borvicos &2 missodlevsnus:
Treasportaticn
Travel
Othoy

ntemmndiats and owpsst oajor comnmi s
operating cosb

Swpporting ata breoklown xby be visuslined by singling eut the fiem
given $hwce stors sbove. It s
Spoatalined equipment, This category iusludss those Stouws of guppord
ogudrznt ok ese opeotalized to the primsyy wigsicn oguigssat. For
goxy ftvwe ayutems (ospecially bellistis alosile emd exdellite aymtens)
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1% moy be the dargest ocingle element dn totdl system investuent eost.

Potal s £op specislized equipmen® vary by type of system. Three
esseples exe glver belows

(3) Bpecialised equipment for & high perfcimanse intexceptor
alxeratt systoms
Alxeraft servicing equipment
olal tyusks snd tratlers
s nispile geavieing equipment
Shop oghinery and test equipmant
ghop tools and equipment
Bage suppert equipment
Speclaliced simiation equizment

(2) Speetelized equipment for @ baliistie missile system:
Lawnching
Hiasile handling
Contxol
Cheoltout \:
Pover gnd pressurizetion @
Cabiing emi commumieaticns
Speciad tramsport wehicles {mobile systems only)
Epecial medntensnee equipment
Speoial simulaticn equipment {Lox training pusposes)
Hiscellonoous

(3) &peecialized equipment for & satellite recomnadssonce system:
Lamehing
Thegkout
Trogking
Readout
Maintonenee

Coommteations sie-in netwerk
is00linncons

Tais Xied of informaticn on speclalised equipment and eash of the other
1isted eategories provides a romowork for ldentifying estlea items at ench of
the thaoo points o2 possible change--RDILE, investmeat end annunl opsgating cut-
igys--onge o decision has been talen. It pemmits evelusticn of the rasource signi-
fistnoe of change both in curzont ond future planuing estivities. A decision to
gtext RDRGE Yy its very meture fmplies @ basic uncertainty as to the potentlal
gucsess of tho projast. A dstexminatica to fmtroduse oguipmont inte the coz-
bat inventory 20 longer meeng that the equipment will be used g2 originally
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plamsd eisse beth our ov sisd ous potentied eumy's solence end techmalogy

ere aivessiag 60 sepldly. Even currest oyeraticus must be ecotituedsly zee
visvid oiuse the gresant vate of cboolascense is nmost ropla.
Conalusdon

Tha Govelopment of naw tools of the type hore Gesoribed ehouwld go &
leng vy tovards easing the current bundon en plannsrs and dccisicn mukers
in the satdontl sgourity arca. WHhile in 2o sengo a panansen, masting the
dota raquivenants cutlined; should fasilitato dsaling with the wnesstainty
with respect 40 ubat 4o requimed in the way of dsfense fimds 4n ths nuslsare
200ke0=5p209 200

Wath @ full pletuze of potential Geoision points evalledle together
vith ¢ing-phensdl sesounce inpacts of nov gystems, it shounld bo possidvle
to evold the neeessity of ov ot least yeduse the 1{Xelihood of
delxya dn m&m pmggﬁ, and of the nseonpity for eomtly ;ucolmﬁu
of otharseen ctumed acouryence in receat yoars. ,



