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oCOF. OF TIE PROBUM 

The inadequacies of logistic support of new aircraft and 

missiles introduced into Navy fleet units has traditionally been 

the subject of many scathing reports and much soul searching. In 

In the early life, say the first year, of a weapons system (aircraft 

and missiles) our rnilitary supply and maintenance performance is at 

best marginal. And when, as was the case in 1956 and 1957, several 

new aircraft were introduced into the fleet within a short period 

of time, logistic support difficulties were chaotic. 11Logistic 

support" in the sense under discussion, includes supply, maintenance, 

engineering, training and technical documentation. 

At this point it is considered worthwhile to emphasize the 

recognized, but oft overlooked, mutual dependency of supply and 

maintenance in the field of aviation weapons support. Because of 

the critical function of reparable components of a weapons system, 

poor maintenance and repair practices, material failures, design 

changes, improper in-flight techniques, and inadequate 11 know how 11 

and tooling, all will magnify supply support problems far out of 

proportion to their actual responsibility for difficulties encount­

eredo Conversely an inade~uate or untimely supply of materials can 

delay essential maintenance, thereby aggravating maintenance problems. 

Any of these situations of course, ultimately impinge on the ability 
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of a command to meet operational commitments and weaken our military 

readiness posture. 

As in almost every field of endeavor, the technical complexity 

of modern fleet weapons is increasing at an increasing rate. Here­

in lies the crux of our problem. As weapons, particularly manned 

aircraft, are required to fly higher, faster, and further, and to 

operate alternately in tropical and frigid environments from sea 

level to fifty thousand feet or more, and to do so with the capa­

bility of accurately launching a myriad of complex bombs and rockets, 

the Navy finds itself supporting (or trying to support) a weapon 

system that hasn't quite been invented yet. v~'e really can't afford 

to wait for a system to be completely 11 invented 11 , or operationally 

perfected if you will, for if we did, by the time VJe 11 debugged 11 

the majority of our equipments they would be obsolete. Such is the 

pace of today's military weapons race. 

On the other hand, with the cost of militarJ hardware becoming 

astronomical, the United States Navy continues to have ever increas­

ing world-wide c~nmitments that must be met with rela~ively small 

force levels and limited budge~s. In 1956 the conservatively esti­

mated fly-away cost of one F8U fighter aircraft was one million eight 

hundred thousand dollars ! This is a capital investment of more than 

twenty five million dollars for just one fighter squadron ! Today, 

only six years later the cost of a similar squadron of our most re­

cently produced fighter, the F4H, is about thirty five per cent 
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greater. The Navy , then and nm., cannot afford to have such expen-

sive capital investments inoperative for very long periods. 

Historically, the percentage of total Aircraft Out of Cornrr~ssion 

for Parts (AOCP) by moQel has been the primary measure of the effect-

iveness and responsiveness of the aviation supply s;stem. Although 

the 1'-0CP rate reflects in varying degrees certain factors :f:revious-

ly mentioned which are beyond the control of the supply system, 

managers responsible for the support of aviation units still heavily 

rely on AOCP statstics as a valuable control and reporting device .1 

Additional measures of logistic effectiveness vihich are being more 

diligently scrutL~ized by operations, maintenance and supply personnel 

are the percentage of time aircraft are down for maintenance as ex-

2 pressed in the squadron's ZULU reports, and the numoer of nircraft 

Not Fully :2:quipped (Al\Fi.!:) as reported to the Aviation Supply Office 

(the Supply Demand Control Point for aviation material) by various 

activities supporting baval aircr.aft. Al~FE percentages indicate the 

degree to which aircraft, that may be flyable, are unable to perform 

their primary mission. For purposes of this discussion, data on AOCP 

percentages were more readily obtainable and will be used with the 

l 
Commander ~·J • .L. Thorpe, Jr. , SC, USN, "An appraisal of the 

.Gffectiveness of the Section 11 B11 Allowance List in the Support of 
Hodern Carrier Based Aircraft" , 31 October 1958, (Unpublished Pro­
fessional Paper on Supply hanagement) q 

20PNAV Instruction P5442 o2A , Aircraft Accounting System, 
}~ay 1960. 
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Qualifications indicated . 

iiow much has been said aoout the gc 1eral sub~ 8C\, of ina.dequc.1-

cies of logistic support of flee~ aviation . .wet 1 s ;e._, r11ore s~ccif..Lc. 

Until 1956 the peacetline .GCP rate for fleet a.ircraft flucvuated in 

the ransc of five to t~n per cent . ~his rat~ , ~~ile not conaoned, 

"Ias perhaps justifiaole in -che :;_..:_ght of "1'0 funds anci :::f~ort needed ' "' 

reduce the rate to any marh.c,;d degree. ,io .. ever, in 1/56 v'il th tf.e 

introduction of six new sophisticat,'d j c t aircraft , the .,.c,~p rates 

f o r some models soared at tirrLes to fift; per cen L or 1110r~ .... nd on 

c,he average v!ere in the bienty to tiirty p(;rcen" ran~e . 3 hile 

higher than normal A.-CF- rates are to 'oe ex.._ ~;cted in the initial 

phases of introductory flee-c oper ~tions, tH~ inordlna...,ely hit)-1 rates 

continued on these aircr3..ft \vell D1 1958 . 

In li ht of the obvious in3.deouacics of lot;istics su;<·ort 

rendered to fleet a.viation, the 11 :-\.rnol·l 3oard. 11 4 was created in 1957 . 

This board conducted an extensive and searchin~ study of tne support 

policies and procedures for I c.J.val .nviation fro.u1 the ~t.ief of : '.val 

Operations dO'Nrl through loeistic <:n~ oreratinc:; cormnan is to the level 

of fleet squadrons. This study resulted in r,1ar...y constructive recuJ.,-

ITLendations anj gave D1Lpetus to the development of ,nore 2fficien-c ~,r::.tys 

of doing business . Two of the progra.1l.S which received their impetus 

3Thorpe , Op . Cit . , p . 5. 

4 11 Report on the Board convened b.J L..Ll• .~:.,s_'_~tant ,_;ecretarJ of 
the I,av-.r (Eaterial) to study and re, ort U_f:,on the ndequacy of Laval 
.,.viaL.on 3upport 11 , 1'-arcll 1':)58. 
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from the ~rnold Board were the Screening for neronautical aaterial 

( SAI-1) 5 program and the Revised .:.eronautical Support Program (I-tASP) 6 • 

It is emphasized that the author does not consider that the Board 

created these programs , but rather, broughtconsiderable pressure to 

bear on all levels of cormnand to develop and experiment with imagin-

ative support systems to meet the challenge of teclwological com-

plexity. Fortunately, this emphasis and pressure did not dLainish 

with the adjournment of c,he Board . The after effects are still 

evident today , as for exa...'Tiple in the mushroOJiilllg aviation logistic 

support organization of the Bureau of 1\iaval :.eapons Fleet Readiness 

Representatives . To say the least, the Board discouraged the natural 

inclination of many to maintain the status y_uo in the performance of 

logistics support tasks Q 

As might be expected most recommendations received and acted 

upon during this period were tow!lrd improvement of Navy 11 in-house 11 

logistic operations . Fast turn around of reparables, identification 

and more selective management control over the most Luiportant supply 

items of our inventory , reduction or at least tighter control over 

design changes, institution of more responsive mechanized aircraft 

5commander Doyle .• Seldcm, .::;c , USN , 11 Invt;ntory lianagement by 
. .Xception", 8 June 1960 (Professional paper on Supply hanageraent) . 

6BUrt__,E Instruction 4400 . 6, Joint 3UA .P/BUS.~.l~DA Program for a 
rlefined Aeronautical Suuport Program (R.rt3P), 16 February 1959. 
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configuratior1 control recvrds, :.tc.._:tera , _j._ll ~r<_ r .corrunen--ted -;.lld 

adopted in varyinc; degrees. 

In another srhcre of aviation lo[isl-ic SU}-porv re:Ld' :::cl to 

.rnold ~1o .rd recomr::enda "lions, tiLe ,ureau of I :J.val .u) '0I.S ( vl,er< vue 

3ureau of .r.eror.a 'Lies), under tr1e direction of _;nir~:· of ,_ ·vo.l v ---r-

ations , >:as matdn.::; a cuncerted ef ort in conjunction .i Lh Lhe aj_r-

craft irdustrJ L-O reduce substctDticillJ ~L ~ time requiren to brin6 a 

-vreapon fr01,1 ths C'r\.1-··.:.ng bo2.r(. to fulli'lee ... o, .. ro.tinc:.. st:::~.tus. TLi~ 

is the Fleet Introduction .. epl<:..CCJ!t·3r:"' ,. oael ( F .Lnh.) Plan. 7 .in :::. -.J.C..J 

of rapi·~ tecfuwlogic'"'-1 adv.:::...,cc A-r cc.,ncomi vo.n G, r: tyid ou sv.Lesce11C-.; <.,I. 

vreapons, trw advan·tages ~ccrt..ing fru1a a reduct.i<.,n in t.ht' tine re-

qui red to desic:,n, test., levelop, 'V' :J..u:. L...: ::..nd ir1 LororL..;e a "-~Cl.f'On ·, rE. 

oovious. 

intense study .-ritl1 3. viev.' uO sf:orteuir • ._:; :m 1 CCILbiniJl.u hases ',here 

practicable. . t t,Le sc:::.rr.s tir:1e, ei'forts 1ere directed to~·r:.r·d tne 

optimization of aircrc...ft J.•rail·.bility durin,_: _;ontrL..c .. or-.. d.Vj tc'St 

and evaluation rhases ·.r.Cl durin, the eo.r .J..;; st<~ · ·s of -:.ircrrNft 

OJ:era tion in the fle~t en virOlliiiCn v, i. c~ . ~.c • _._eet lntroduc <:,:_en 

PrograJJl ( '.~.P) or Ca:rri ~r .ep.LaCeiitent. .. ir r_~rou~ \ •L:, ·!~~ ~ :rainir- r-ru-

gram . Gther areu.s recuiring improve~nent unoer the f_.uL. ?lan ,.Fere 

the traininr of fle ->t fa .in venance ...:.nd 0f.-8rO.t_:_vnS _I-,f'rSOlli!el, ~n~ in;-

ering and mainter.ance standards, tech .. ic~l c.ata e.ri,, services c..nd 

7 OPtAV Ins true clon Oj 700 . 7, Po.Lic-r for .-..ircra.ft . roduc,'d 
Fleet Introduction .~eyldce;,,ten r.. Lo .i :L ,.ircrc.ft. 

/ 
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material reliability . .11 of these areas sec: .. ted to promise improve-

ment only if contractors v-rere more intimately involved than they had 

ever been before in suoporting -weapons systems at mili1.-ary operating 

sites. 

-.. ith the above in mind, and viith primary regard to the logistic 

support aspects of the FIRd Plan, the Bureau of Naval · ·eapons and the 

aircraft industry developed the "Contractor Support Program118 in 

1958 . The progra111 was promulgated as a ''~ontractor i··J.aterial Jupport 

Document for United States hav-J Contracts. 11 Sul.Jsequently this doc-

ument with minor conceptual revisions, vras superseded and reissued 

as rr/~eapons Requirements, 11 !\umber '""\·m ('.:R-2). 

The remainder of this paper ·.rill oe devotea to a review of 

contractor support i.fith emphasis on the supply aspects and vrith r8-

spect to observed results .ith the first r .. avy vveapon to be supported 

under the Contractor Sut'port Program. ':'his weapon, the F4ri-l, is an 

all -vreather fighter-bomber aircraft manufactured for the Lavy by the 

l'IcDonnell .M.ircraft Corporation. For purposes of this paper, the 

notation SAH 398 ·,-;ill be used to refer to the Contractor Support 

Program. 

In summary, the intricate anu complex weapons of today and to-

morrow, more than ever, require effective and responsive logistic 

8Bureau of Aeronautics Department of the Navy, Special J-.ero­
nautical Requirements, SAR 398, 30 September 1958. 
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support sy~~ems . These sysLems may take ~ne form of iru1ovaLions or 

major changes in the 1\.av-y' s 11 in-house 11 organizational structure, 

techniques and procedures. Gn the other hand, as is argued by in-

dustry, a great deal of logistics functions performed by Service 

organizations responsible for procurement and later staees of de-

velopment are strictly management functions that many lare;e indus-

trial firms are uniquely equipped to perform well and that should 

be delegated to them as prime contractors. 9 Somevrhere betvreen co.-·,-

plete l{iliLary support of a weapons system and complete contractor 

support there is probably an optimumrupport relationshipo Some of 

the possible answers to this moot question vall be explored with 

regard to the F4H-l aircraft. 

9Charles J. Hitch and H.oland 1'1 . r1lcKean, The iconomics of 
~efense in the I\.uclear Age, The Rand Corporation, 1960., p . 229 . 
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CnAPJ..l.'Jrt II 

SAR 398, the Contractor Support Program, as published and lin-

plemented in supporting the F4H-l, zenerally prescribed the proced-

ures,terms and conditions governing the selection, funding, receipt, 

storage, issue, replenishment and disposiT,ion of material necessary 

to support a given -v,reapon system during the t:.est period and initial 

fleet introduction period . 1 In addition, ShR-398 specified the 

terms and conditions governing the furnishing of certain technical 

data and services vvhich v;ere to be provided under the contract for 

supplies. Services not included under Siu(-3.98 'i.rerG those incident 

to training of fleet personnel in maintenance and operation of the 

weapon and those for furnishing of contractor employees to man and 

operate the supply support and technical assistance programs. Though 

intimately related to the perforrnance of the contractor under SAR-398 

and vrithin the term "Contractor 3upportr', all these functions are 

handled under separate contractual arrangements and \·,ill only be 

touched on briefly. 

I. PL.J\·K..::J FL~..ET INT.rtOD1CTIOl\ OF TH.S -i'JAPvl~ 

The contract for development of the F4Il-l ·N"as :;__~t so1,1e seven 

1commander : .• T. Bamet-v, SC, USh, ".l,avy/Contractor Support 
Program", a presentation at the 16th iinnual Aviation Supply Conference, 
26-30 October 1959. 
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anc, one hal.~_ years ago l·;ith the lv~Ci.J0lin8l.L r~ircraft --:or~·,, rd. uiOn • fhe 

f i rst aircraft flight was in npril of 1958 . Initial planning called 

f or introduction of the aircraft into the Carrier heplace ... ent Air 

Group (RCVG) VF-121 , at ~iiraruar l\aval hir Station, California in 

July of 1960 . Because of v-arious slippages and program changes, the 

f irst aircraft diJ not arrive at I·Jiramar until 28 :r)eceiuber 1960. 

Starting on this dc.tc the '3.CIJG introduction program for bot.h th.:: n.L-

l antic 2..r1d Pacific Fleets was colilbined :J.t Liramar for the first four 

months of fleet operations uncer .... J-L.-398 . In April of 1961, -che 

Atlantic Fleet HCVG F4H training rlucleus, v~ - 101 Detachmenc, Alfa , 

s pl it off from the Pac i fic RCVG and returned wit.h five aircraft to 

i ts permanent ducy station, the I. a. val .i.ir Jtation, Oceana, Virginia . 

I n accordance vrith ics miosion , this unit expanded to a full scale 

training operation for htlantic Fleet F4h SC1uadrons . 

The first deployment of an F4L squadron overseas is scheduled 

t o be in Lhe Atlantic Fleet aboard the u.~; . 3 . FCJ:SSTnL in .ti.Ugust 

1962 . This is some four years after the first flight and about 

t went y months after the first. fleet deliveries . 

II . .ti__·,SPGL3IDILI .~_'I...;S CF LAJGLt. p,.fi'lTCih\L i'S 
IL cc~j ...'ic .CTGh sur porn 

The .3ureau of h.eronautics 1rras assigned overall resronsibiliGy 

fo r coordinating an<i directing logistic su1--port of FEu·. Plan air-

craf L.. . lv1ore specific responsibil..L ties ,,j_ th regard to contractor 
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support v;ere : 

l . 'fhe promulgation of plannint:; dati::l. covering eur-1.oyment c:.nd 

depl oymenL plans for thP aircraft d~signated for contractor su~port . 

2 . The designation of those airc~aft to be su':r.;orted by the 

contractor durin£ various r.;hases of' tLe Firll·~ Plan , e . ~ · ,..,eplacement, 

Air Group ':'rainin , includin[ specif.)'in[; L.he len.c_::th of contractor 

support period . 

J . To insure that contracts contain the requirements of Sr~.h-

398 for contractor support . 

4. 'l'o provide as required, coverage for cuntractor assistance 

i n the field of training in all major elements of -t-he weapon (oT-her 

than S.tJ.R-398) . 

5 . To specify an '~ awninister control over funds charged v1ith 

contractor surporT- progrd.ffi costs . 

6 . Providing certal11 equip,'nents anc... mo.terials for contractor 

use , e . g . aircraft engines. 

7. Promul[ate maintenance , repair and overhaul policy for 

ai rcraft ani major components durin _:- contr::tctor and Lav.1 support 

periods . 

B. To arrange for .Jaterial Support Planning Conferences 1N"ith 

t he objective of establishing target dates for all specific aero-

naut ical material support .J.ctions , assi[n primary responsibility 
2 

f or such actions , anu resolFe any support problems . 

2BUA~Ft Instruction l.r.v1._ =t 00 . 7JB, Logistic t·1aterial .Support. of 
Aircraft Produced d.S Fleet Introduction ;i.eplacement hodel Aircr.1-ft , 
23 =-~arch l '-)59 . 

ll 



The n.viat-'..vlJ. Supy~<.i Gffice' F li..LadelplL-::.' is tt navy JUpplj 

Demand Contro::.. Point for ., .. eronautical Haterial. This office is re-

sponsible for providing an adequate range and qu.antity of spare 

assemblies, spare :::;arts, special support equipment, and aaeq_uate 

stocl-cs of general aeronautical rna terials to support all Firtt~_ Plan 

aircraft ;vith the exception of those aircraft anQ equipmen~,.,s desig-

nated for direct cuntractcr support. This doesnot mean that the 

Aviation Su.pply Office (ASG) is not involved in Snu-398. To the 

contrary, it is involved from the earliest plannin~ until the air-

craft is phased out of the lJavy. h.SO participation and direction 

at all stages is extensive for several reasons. Coirtplexi ty, cost 

and administrative considerations, require ~hat there be more than 

one priiTLe contractor involved in developing and supplying major 

equipments which become an integral part of the aircraft. Conse-

quently, as in the case of the F4H-l, though l"~cDonnell coordinated 

supply support though most phases of the FIR.:.t Plan, the source of 

some for-r,y t'vo per cent? of the line items of mater..L-al initially 

procured for 11 contractor 11 support at fleet training sites, and a 

similar percentage at test and evaluation si-r,es, was procured by 

ASO from other prime contracto:r·s such as the General ~lectric 

3:tvlinutes of F4II-l/IF S.L . .t't 400 Delivery Status Heeting, l - 2 
November 1961, Aviation Supply Officer letter ,iSSl-A, 5050 of 17 
I~ovember 1961 with enclosure. 
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Corporation and provided lJO J::t.cDonnell for their use. Technlcally 

speaking, the two material source categories are called Contractor 

Furnished iquipment (CF;.::), mainly the airframe, special support 

equipment therefor and some internal components, and Government 

Furnished ~eronautical ~quipment (GFAE) such as the propulsion 

unit (the J-79 engine), and the fire control radar system. 

ASG in order to appropriately emphasize the integrated nature 

of support actions needed for modern weapons has established an in­

ternal organization, the eapons SystGms Division.4 This division 

manages weapons systems assigned to the ASO in order to assure timely 

and complete logistic sur;port for all Nav-y and Jvlarine aircraft and 

their related systems. Specific duties are: the coordination of "'SO 

logistic actions in support of specific 1-ieapons, analyzing and report-

ing status of weapons systems, providing a central point of contact 

for 1.-1eapon systems information on supply it.ems, providing planning 

data for inventory management purposes, and keeping top management 

advised of weapon supply support status/problems. Each weapon, for 

example, the F4H-l, is assigned to a danager team of one officer and 

one civilian, both of whom will stay with a weapon for a minimum period 

of three years. This team coordinates responsibilities with regard to 

contractor support and transition to l~avy sur;rort that have been assign­

ed to ASG by the Bureau of .--~.eronautics as follov.rs: 

4Aviation Supply Office, .. eapons 1v1anagers .b.anabook, ASO Internal 
Publication of l r.arch 1962 
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1 . Chair .:>upport .,aterial List conferences and revie1tJ Support 

Naterial Lists as submitted by the contractor, making arrangements 

as necessary to provide spares to contractor support sites on con­

tractor v1arehouses for Government Furnished .c:..eronau.tical i.·1aterial. 

2. Zmphasize and monitor early accw1rulation, evaluation and 

analysis of accurat.e and complete usage data from contractor and 

Navy supported operations. This data Lo be used in assisting in 

adjusting procurement actionso 

j. Issue appropriate detailed su:.plemer..tal instructions ana 

guidelines to all concerned regarQing allocation, distribution, 

handling, accounting, etc., of material procured under the contrac­

tor su~port concept . 

4. Schedule provisioning and delivery of spares to facilitate 

transi-LJion from contr<-.ctor support to D.a-.r; support. 

5. ~onduct frequent liaison with all activities involved in 

supporting a program . 

The cont.ractor was given a great amount of latitude ur.tdcr J.~h-

398 in the establishrn,~nt of internal procedures for supporting the 

the weapon during the test and evaluation phases. i-iovJever, the 

following were his specific responsibi~i~ies; 5 

1. Detennination of range and quantity of Contractor-Furnished 

5special ,.,_eronautical ;{equirements, SA.tt 398, Op. Cit . 
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Equipment , Goverllitent- Furnished rieronautica~ ~quipment , special 

support equipment, and general anci standard support equipment re­

quired at various supnort. sic,es. This is the basis for the .:3upport 

1·1aterial Lists menLioned above. 

2. Operation of Cffi1tral storage facilities at each operating 

site , including replenisrunent and distribution of material . 

J. Design of special support equipment as required . 

4. Arrangement for rework of Contr'=!.ctor Furnished iquipment 

and spares . 

5. Provide technical ciata and publications as required under 

the pror:ram. 

6. Submission for t,aV'.f approval of design changes to end 

articles and moriification of materials in store, in use and in man­

ufacture as approved . 

7 . ~stablishmenc, of a 1v~aintenance .Support Plan in con...3onance 

v.;i th :haterio.l Support and Deployrnen t Plans . 

8 . Trainin0 of governrrtenL pcrsonr.el as provided for in c~ll 

contracts. 

Other activities ·involved in the progr8.!!l are numerous and their 

responsibilites need not be set forth here . Commander t~aval Air 

Force, Atlantic and Pacific Fleets, fleet operating anJ test sites, 

overhaul activities, c.he prime equipment codtractors , many subcon­

tractors, Lavy technical staffs, etc., all were involved in varying 

degrees and at varying time periods in the FIRl'l Plan . The variations 
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in themselves are not si611ificant t..u -:, his study. io1·wver , it is 

quite apparent t-h'lt coordination of all possible actions was a very 

difficult and t~ne consllilling task . 

Cnder the tes~ , evaluation and fleet training phases of the 

Fifu~ Plan , aircraft were deployed to seven different sites from 

Hassachuset ts , Haryland and Iirginia on the east coast, to NevJ 

1'-.lex.ico and three activities in California . ,~11 seven of these sites 

we r e supported for varying lengths of time by the contractor under 

SAR- 398. The focal point of supply E~ction was the lk'Qormell ware­

house anJ plant at s-~0 Loui, . At each aircraft operating site the 

contractor had established civilian maintenance and supply support 

teams . Aircraft are still operatin[ at six of 0hese locations. 

McDonnell is contract"'J_ally corrunitte·' for an indefinite period to 

ful l support at four of these activiGies 1r1here aircraft are still 

undergoing test anu evaluation . The remainine b-ro sites, tne l~aval 

Ai r Stations, };:iramar and Oceana, are now primarily supported by the 

l\Javy sup-oly sys-cem, though the contractor is providing assistance on 

a l imited scale in expediting rr1ater::_al requirements . 

As might be expected on the first contract under SAR-398 , there 

were many operating plans ·-md logistic support plans and responsibil­

i tes that required definition. -."here possible these plans and re-
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S}--unsiuili tie;:, were~ .:>pel..Leu out bu ~... it vkJ.;:, "'J.SG obvious ,u.lt ttwrr 

were many grey areas th'lt could not be clearel up until such time 

as experience i·ld.S g._j.ine·~ ir1 Ctay-to-day support. The 3ureau of Aero­

nautics, .~viation Supply Office, NcJonnell J.ircraft ~orporation, 

Fleet .Air Commands, ana. many other rnili ,_,ary and civilian activities 

involved in supportinG Ghe F4r.-l needed to be integrated as a te&~. 

This had been done before and •,!ould be done again. The difference 

in the scheme of things this time v·ras the emphasis on contra.ctor 

support ano responsibili t;y, ,Jhere ill the p2.st, the NcJ.vy had asswned 

the support responsibility alrllost inu11ediately on deliverJ of t.he 

first aircraft,. 
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~,e have reviewed the contractor support program in light of 

general plans and responsibilities. It is now considered appro­

priate to review the program in action at one fleet test site and 

to evaluate, after the fact, the results of the program at ar_ot:1er 

fleet operating site which -vras under SAR-393 but nm·J is under Navy 

support concepts. 

Unfortunately, i\:. appears t..hat no thorough documentation of 

the effectiveness of contractor support has been made at any lo­

cation. The author has visited a fleet test and evaluation site 

of the F4H-l, the t\aval l'iissile Center, Point .!Ymgu , California , and 

a fleet training and introduction site for the weapon, the Replace­

ment Carrier Air Group, JF-121, at the Naval tlir 3tation, .!Yuramar, 

California. At neither locaGion did contractor or Kavy personnel 

have a distinctive measure of effectiveness 1~th regard to contrac­

tor support. Nor does there appear to be an official program of re­

porting and analysis of the worth of the contractor support programo 

For the above reasons, this paper must be limic.ed in scope to 

a narrative dissertation on the methods known to be practiced and 

the effects as observed by participants and as subsvantiated to the 

author. This parochial view may serve to dampen the validity of the 

study . On the other hand, the vievrs expressed are considered to be 
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founded, in fo.cl-, ar1' ~-... er pri::!.C"Licaol. :tl"'..:. consi ~~ed n'-.cessar.~ , 

are docum"'nted though perha9s inferentially . 

'.l_'he earlJ plannint; fo:.c Heplacement -:::arrier _.:,_ir Croup trainin{s 

ca.iled for a fourt en month time span of contractor support coJru,.en­

cing at l''Ura.mar in .-.ugust 1960 and terminating on 1 Cctober 1961 .
1 

l•.lcDonnell personnel arrived at hiramar in August as schedu.led and 

set up a base in ;.,he .·.CJG hangar . Provision vras made by the station 

for storage of material and office space for main0enanc2, su~ply and 

general administration . 1-io·.~ever, as indicated prevlously, the first 

aircraft did not ·~rrive until the end of December 1960. By this 

time hcDonnell ' s total force had built up to about sixty engineering, 

supply, maintenance and adnir1istrative personnel. Gf ~,.,his total , 

thirteen Here employea in the suppl.f support function . 

i uring the contractor support p~riod the .3upr;ly l;epartr: ent of 

~,.,he ~aval 11.ir StC:ttion was not directly involved ln the sur:;po:;.~t of 

the F4 1-l. Hovwv.:;r, ·vt.e Depa.rt:nent did act as a receivinG an·~ ship-

ping agent for contractor represen~atives in the hCVG. 

All material identification r3cords maintain.:;d by the contrac-

tor used the manufacturer ' s part nlL1lbers. This in itsslf is a very 

ll,~inute3 of F4H-l/1F .:3ll.Jc 400 Delivery :.Jtatus heetin£;, Op. Cit ., 
enclosure (2), Page (4) . 
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important advant~be accruing under the contractor 3Upport program . 

fne usc of Federa..L Stock Numbers under a l' avy support concept re­

quires extensive cross reference publications over and above man­

ufacturer's documentation and a concomitant high level of research 

effort just to identify material requirements. 'i'his difficulty in 

achieving a common language between the consumer and producer is 

high-lighted during th , early life of a weapon :rhen design changes 

and part number modifications are rampant. Federal Stock ~wnbers, 

to say the least, are unwieldy and are often insignificant so far 

as maintenace personnel (consumers) and contractors (producers) are 

concerned. In any logistic system t_::ood communications and a common 

language are very important in expediting action and slinplifying 

procedures. Therefore, the advantage gained by the contractor in 

using part numb_rs cannot be overlooked. 

The guide for stocking of aeronautical material vJ~S the ::,up­

port l"laterial List mentioned earlier. This list reflected Navy 

approved contractor estimates of requirements and Has modified by 

usage experience during the support period. It was a key document 

for it resulted in the allocation of scarce aircraft spare parts 

procuremenT, funds to Sh..R-398, which in turn, reduced the amount of 

funds available for the ''initial buy" of havy stocks of the same 

material. Accordingly, the items included in the Support Haterial 

List ·,rerc carefully scrutinized by the I~avy (haterial Inspection 

Service, Bureau of Aeronautics, Aviation Supply Office) to assure 
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optimum range and depth . .l.articular <.J.ttenvion was given L,O "hi- cost" 

i tems of both Contractor anQ Goverrunent Furnished Jquipment. Further 

the Bureau of Naval ;.reapons and its .est Coast Fleet It.eadiness =(e­

presentatives performed a physical audit of items on the List . 

The con-L-ractor representatives in replenishing material or in 

obtaining technical data or in satisfylne; recuests for material noL 

s tocked, used telet.rpe and telephone communications to the bcDonnell 

plant in St . Louis . Air transportation and close control over mater­

ial in transit was the rule . Through individual attention to all 

l ine item requirements , contractor representatives estimated that 

ninety seven per cent of the material requisitioned fro,n St. Louis 

for imrnediiate use was delivered to Liramar vrithin tr irty six hours 

after the rec:uest was submit ted throug1l com:,ractor channels. On the 

r eceiving end of the requ~sLs , the liC~onnell material support organ­

ization used everJ practicable mean3 to provide requirements , in­

cluding, in some cases, the removal of parts from aircraft in pro­

duction . .l.he major difficulty experie~ced in obtaining materials at 

the support sice was apparently for Governr.1ent Furnished 1-1.eronautical 

haterial . 1'he duality of material suppor-t:, sources precluded the con-

tractor from exercisi..n_:: complete control over t.he replenishment of 

backup stocks at his central warehouse in St. Louis . 

One of the prj_me considerations in rt1aintaining an optimum sized 

Support l·~aterial List is the expeditious repair and return to stock 

of reparable items found to be defective and the expeditious turn-
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around of it-ems r'2quirin0 wodifica tlon because of design che:mges o 

On the maintenance side of the pictur8 , it is desirable to develop , 

at an early date, a local fleet and shore facili~y repair and over­

haul capabili~y , particularly for hi-cost reparables . ~he (xisten­

ce of these capabilities minimizes the c,ime required to repair de­

fective items , reduces stock level requirements , and in the case of 

fleet uni-cs , J.evelop:,rnalntenance experience necessary to obtain self 

sufficiency v:hen deDloyed . Contractor and fleet support experience 

at Liramar indicated that , except for electrvnics component repair , 

it is difficult , if not impractical, to optlinize training in fleet 

r epair capability , and at the same time maintain high aircraft 

availability -vrith a relatively small stock level of p3.rts . The 

r equirements of the latter program emphasize rapid repair and turn 

around of reparables , whereas , the repair and overh~ul training 

program? place emphasis on tooline and tL~e consumins learning pro­

cesses which cannot be 3.ccownodated in the heat of maintaining the 

aircraft in an "up:1 status . In this same vein , usage data generated 

under contractor support methods a.ppeared to be St;.spect because of 

t he inclination and emphasis "to keep ' em flying" through replace­

ment of defective components . Therefore , the usage being generated 

was ref~ecting defective components vice defective parts of these 

components . I~ is vmrthy of note that contractor local issues at 

i·.~.iramar reached a peak of approximately two thousana line it,ems in 

the month of September 1961, the last month of operation under SAR-
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398 . Before leaving the subjecc, of local repo.ir it is necessary to 

point out that both the contractor and fleet representatives con­

sidered that chc "]" level fleet electronics re'air capability at 

IvJiramar v;as eminently succassful. 11 0 11 level ma_;_ntenance for elec­

tronics is shop and component repair including servicir16, test or 

operational check, trouble shooting and adjustment, replaceJnent of 

defective parts such as resistors and capacitors, et al. The fact 

that much of this v.JOrk was done for F4h at the station v!as higllly 

significant. because most of the c011plexity in this weapon is c:.ttri­

butable to electronic sub-systems. 

In l~y of 1961, LD consonance with the Maintenance Support 

Plan, 11cDonnell began to rapidly phase out contractor maintenance 

personnel and the Navy assQmed a concurrent increase in support re­

sponsibility . however, fleet maintenance personnel had been inte­

grated v.rith contractor personnel since the start of the 1c~JC progran1. 

The contracto1:· actually reduced the tot.al personnel on board from 

sixty to t 1rlenty over a period of tlr,;o months. ,~s might be expected , 

overall maintenance performance deteriorated during this period but 

subsequentl;y recovered. .:Xpericnce, or lack of it, and contractor 

versus J...avy maintenance technic~ues, undoubtedly contribuLed the most 

to mainvenance transition difficulties. However , there were some 

discussions as to the disparity between maintenance techniques as 

promulgated for Nav-y use in lvJ.clJonnell prepa.red maintenance handbooks 

and actual maintenance techniques practiced by contractor represen-
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tatives unuer SAR-398 . h~re again , vhere is circwast:mtial evidence 

pointing toward the use of exir;ent procedures in order to maintain 

flight schedules. 

as mentioned prsviously, the r.avy Supply JJepartmen t ar hir21nar 

did nov assume responsibility for support of the 'ileapon until l 

October 1961. l:m...-ever, i\aV".r-wide plans for trar1sition to 1.a v-y sup­

port h<1d been jelling for over t·m years and l'.:.irarnar support was 

very Jn.uch a part of these plans . 

Gne significant innovation th~t should be mentionsd at this 

time, Has the establishment of a locally constituteEl F4H Support 

team. This Team was created oy Corunander I\ a val Air Force, Pacific 

Fleet , primarily to provide emphasis on local procedures with re­

gard to overhaul, repair, maintenance and suppl.f support of the 

weapon. The Team was not a duplicate of any team estaolished under 

Bureau of l.aval ~:eapons documentation but vms developed solely to 

coordinate . ·es" Coast support actions. 3ome members of the local 

team were members of lavy wide teams. From a limited analysis of 

the concept, it appeared to be a successful organizational move 

which greatly facilitdted and improved communications betw.cen local 

fleet and contractor representatives and their respective supporting 

groups outside the local area. 

/_ "Supply Item Provisioning Document, Special "·.eronaut..ical 
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Require~ents, I'umber 400 (:.:>lilt- 4u0) 11 , of -"-_'Til l9)o , prescribed 

the terms and conditions governing the furnishing anJ selection of 

materials and services covering the normal 11buy 11 of Navy Supply 

and maintenance requirements. This was the Navy support counter-

part to SAR-398. The Procedural transition from support under one 

document to support under the other was not too definitive for the 

F4H-l even though the channels for obtaining and providinc; part3 

and equir.m.ent were spelled out in detail. Improvements in this 

area are being effected for subsequent aircraft models being intro­

duced into the fleet. 
2 The dis Linct impression vms gained that 

transition supply-wise from Contractor to Navy support was not very 

smooth at the local level. Rather, it seemed to consist of the 

closing of the contractor ''store 11 one day and an opening under 11new 

management 11 the next day with practically no indoctrination. This 

is considered to be a basic defect and was in marked contrast to 

the integration of fleet maintenance personnel into the contractor 

support progr2.i.l from the date of arrival of aircraft at the fleet 

operating site. The main 11 reason 11 for not utilizing fleet supply 

personnel in the contractor support program appears to hinge on the 

belief that the local NaV'J supply system is unable to effectively 

sub-optw.ize support of a single 1r1eapon. Accordingly, the 1\av-.:r pays 

2Aviation SurplJ Cffice Instruction 4000.4, 0ontrac~or Lo 1\avy 
3upport ~ransition Conferences; procedures for, 2 Gctober 196y- ----
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a premimn to privat~ industr~ to exert this sp8ci2l emphasis . .bile 

it is difficult to document the reasor1ing behind this philosophy, 

prac-::.ically speaking, it is based on t-he premises that the sheer 

size of the I~avy logistic operation, iL>S mulviplicity of tasks v>'hich 

result in a mediocre common denominator of performance, and its 

attendant bureaucratic red tape, precludes special emphasis on 

support of a single v:eapon at an operating site . This philosophy 

is considered to be mostly conjecLure since tne havy never has tried 

to provide a complete in-service ~·.:eapo:L support, concept for ar. air­

craft do~~ to the operating level. In this regard , it is believed 

.:,hat supply personnel at che operating site should be as uhoroughly 

integrated into the su~port of the ~eapon from its arrival on board 

as are fleet l.il.aintend.ll.ce personnel. To have done so Ki0h t.he F4H-l 

would have obviated some of the difficulr,ies of transi::.ion, would 

have provided valuable experience I·J'ith regarJ to peculiarities of 

the contractor material support problems and would have established 

guidelinss for local s·cocking and repler isllin mt policies for repair 

parts. .ny such in:,E_::;ra0ion of l.avy personnel ~·muld of course re-

quire the continu~d us8 of informal techniques used by the contractor 

includinr; -;:,hose used for replenishinc; and expedi tint; n.ateria.l re­

quirements. 

At transi~:.ion "Gim~, J.ifficul~,.,ios encountered by the l·~avy supply 

system were centered around tvm areas. First, Ghere were many pro­

blems in identifying and cross referencint; 3AR- J98 and 0AL-4GCJ stocks 
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of J.tiaterial to "eder21...1. Jtuch lJUliloer;; , i . e . pu ~-.~...ca, -~..O!lS .n s c.oc1c 

nwnber changes 1rrere not currenu . Secorwly , there ·,Jc..s slippa.ge in 

the deli·Iery of 3.iH- 400 material 00 Lavy sites v.rith the result thai... 

ninety five per cent) of the s:rar~s, thouc;h shi~ped bJ vhe end of 

Gctober, arrived at th~ station in a verJ short period of tir11e o 

Consec~uently, support 8liiphc:.sis st..ffered ·, hile efforts · ere concen-

trated on assL.ilation, r3cei~Yv ,identification, storage and record-

i ng of assets. Fortunately contr=..ctor technical anl;, service re-

presentatives -were c;vailable on the scene to render ass.ist3.nce . 

In retrosvect , the contractor -.:.'epresE:.ntatives .in a nine montL 

period h:ed supported , in a ver'J specialized and comwendable r;1anner , 

an average of about twelve aircraft at 1~r2.I11ar . The local havy 

support system assumed responsibility for L.vJenty three F4L- l air-

craft on 1 October in addition to nornJ.l support responsibiliuies of 

more vLan t,wo hunC:.red fifty other aircraft representing ten different 

models o Further , in a period of five months subsequent to the Navy 

su pport Ja te , the nwnber of F4H-l aircraft at 11iramar has increased 

t o more th m f <D rty . D· <ring this period the hvCP rate for this air-

cra ft has ranged from seven to fourteen per cent wh,h the average a 

respectable eight per cenv . It is also understood c..hat the AG~P 

r ate f or the F4h-l at tte haval Air Station , Oceana , the other fleet 

3~·linutes of F4P.- l/lF Sllit L.OO Deliver,y Status l'leeting, Up ., Cit ., 
~nclo sure (5) , Page (1) . 
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site , has under I\aVJ support , .Jeen corl!parable to vH<:: rates of oth ;r 

mor e stablized first line aircraft . 

The l\aval lJ.issile Center, 1~oint 1· ugu , California has been 

t esting and evaluating the F4li since July of l96u o In n.pril 1962 

a total of six aircraft 1;.rere actually on board in the custody of 

three activities; Air Development Squadron (I!J.. .. - 4) , Guided Missile 

Unit Seven (G.bU- 7), and one aircraft on i3ailwent to the haytheon 

Compauy . All of these aircraft are early production models , some 

of the first tvJenty six produced, are not configured or soon to be 

configured for fleet operation , and are often cho.racterized as 

11 hand tailored'' aircraft . 

Eaintenance for tn.se -'lircraft througn "C" level (Component 

r epair) capability is performed oy a group of tv·ienty nine enlisted 

men under the direction of the Officer in Ch~rge of G·ili-7 . Tech­

n ical assistance is provided oy i·J.cDonnell representatives and other 

vendor representatives involved in various sub- systems such as the 

en gine and missile systems o 

The supply support techniques e1.11 loyed at Point l'lugu are the 

s ame as those that >:wre employed under SAR- 398 at i·.iramar . A total 

of nine 1'-kDonnell employees are involved in the supply management 

function for the F4H-l . The major difference bet1rreen the concepts 

at the two locations is that the aircraft at Point i.vlugu (as 1.vell as 
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at three other test sites) will re1aain under SA11.- j';h> indefinit.el.y . 

There is a separate Support Eaterial List for Point hU@l , and some 

s ixteen thousand line ite.ns administered oy llcDonnell are stored in 

spaces m.J.de available by the IJlissile Center . The supply department 

of t.he Tl,aval .--1.ir Station only handles aircraft engines , some Govern-

ment Furnished Aeronautical 2quipment and service changes fur the 

vmapon . 

The major deficiency in material support occurred early in 

the pro6ram 1rJhen Government-Furnished support e::juipment arrived 

s everal months after the aircraft . OthE;r·'l!ise the Contractor support 

program is functioning very successfully and material problems are 

minimal . All concerned consider the contractor support program as 

a ne cessary v.ray of life in order to keep these 11 peculiarly configured 11 
o 

aircraft in top condition. The numoer of planes ,\QCP because of 

supply support deficiencies has been n~gligible . 

OTH~t . AC...:T.S O.F' Cuf\JTrUC ( 1 •• SCFPO~cT 

OF 11.-L.: F4H-l 

Though Type Commanders have retained responsibility for over-

all control .:lnci coordinac,ion of supply support of deploy..i..n;; squadrons 

and carriers , the Contractor smpport concept has brougttwith it an-

other 11 firsV 1 ivith regard to the outfitting of carriers scheduled 

i:,o support Ghe F4H . In the past , all repair parts 1<'fere provided to 

aircraft carriers from stocks at t,avy supply activities on either 
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coast . FurL1-::r , the rCJ.Le:_;e and de ptL w..1d been sp-.;;cified u1. Jhe oc.sis 

of Bureau of JL ronautics iillm-.Jancc; Lists prenared by the Avia.tio11 

Supply Gf fice . These .;-\.llo"·ance l....i::;ts were still precared and used 

for the F4H but not in vh- same mannPr. Beca1se of the 11 compressed 11 

nature of the FI.i:-'t... Plan .J.s re:atE..d to spares provisior.ir.[; and de-

liveries, as -,rell &.s contr:1ctor experience during -c,he test , develop-

mcnt an..i RCVG trainin[, it was decided that the contractor ·h'ould 

provide a hundred eighty day stock lev.l of :ontractor- Furnished 

material direct to tl.ree aircraft ca.:::-r.i 3rs . ':'!.is action va::; essen-

c..ially completed in .pril of 1}62 ~.oouv four raonths before the first 

der loymen t . fhe t.av-J supply systc:.ul is providine; the balance of the 

common an~ peculiar materials also predicated on ~ontractor-~avy 

experience an .... or1 a one hun .. reci eicr1t.-,y· d:'ly stock level . Tr1is out-

fitting technicue ·.Ni_:_l be an interestir ... [: subject for further o:::val-

uation in liE:;ht of innumerable sLudi~s TtB.Qe in Lhe past on outfit-

tings and developm:mt of allo-v.ance lis c,s • 

.n. much bro.1der anJ. comprcnensive concepv of 11 Coiltracc..or ..::>ur.-

port" 'ivhich was toucLe0. on earlier must be mentioner, at c.his time . 

This is t.i1e assiguncnt of responsibili ~y ::,o the contractor for prep-

aration anJ. upQaving of docwnentation prescribing procedures for 

maintenance engineerinc:; r.nalyses and identifying progr~n life peri­

odic maintenance re<1_uirements for the we·3.pon4 . Because the F4H 1,vas 

4Department of the ~~av-.t , Bureau of l "ival , eapons , . dlitary 
opecification - eapon jystcrn Periodic i.'1aintenance Recmirements; .r.ir 
Craft , L4'"1ll-'P- l48, 1:cvised 3 June l9ol . 
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the first 1tJeapon un wr ·~ontre:.ctor support , this f.:...c ~ v uf the progrc:uh 

was not fully implemented .:...nd in many areas tLis program is still 

develorin:..· . The present ~"a'ry philosophy in this area is that: 

Under th3 current state of compressed aircraft design develop­
nent, it is :Lnperative that viz;orous maintenance engineering be 
pursued during t-he design development and pror'uction phases to 
a degree not heretofore experienced in the procurement of air­
cra:'t . ~-ell defined , justifiable, prGplannec. requirements for 
both scned1des. and anticipate"' unscheduled maintenance consis­
tent. with the state of desi;n must be identified and provided 
to the aircraft. operator in a s:L1 !1le form, capable of ready ad­
justment to accomodate changes to the aircraft desig1 or ilh­
provements in maintenance practices.5 

.he :ibo7e cnconpasses the reouirement th~· t , v.rLere spec:fied 

i n the concracv, the Contrflctor ...,-ill: ideEtify and defin: ic,ems 

h1.ving m:1intenance significance , determine a c, wi . ...it level o~· main ten-

an.ce repairs can bo performed, promulgate mairLenance manuals and 

s quadron maintenance requiren1ents cards, develot: and s _pecify compon-

~nt replacement factors , etc . 

From this brief reswa~ it. is OL v lous thC:l.t if ic,plernen ted in 

breadth , logistic support responslLilicies of conLracLors mu.y be 

ti_d to the weapon syste1r_ as lonb i:iS it remains in the fleet and 

conversely the :.a.vy rJ.a;>· be tiC3a to 'tldn~r con Lri:ictors for weapons 

s:~stem sur-port procedures fro~ the bir1-h to c,he death of a weapon . 

..:'he llontracto.c support program, both in the teplacem nt Carrier 

5
roid ., para. 1.~ 
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Air Cr:)up a.nd at a Fleet oper< vional t,eSG en eV<ll.Uu.lJion site , Wc..S 

irnplemented with very few difficulties. 1'he ,"linor 1 roblems that did 

occur apr e1.red to be cau.jed by the dichotom;y of supply so .i.rces v.rith 

Goverrunenv-Furnished ..-l.eronautical material periodically not avail­

able to lJhe ConC-ractor .i.n sufficicm ._, c1uanti vy. .:.'his pin poinc,ing 

of responsibility is underst2.ndable in licht of the Gontr2.ctor 1 s 

ability to obtain items from aircraft production lines. .l. basic 

defect in the prot;rc:.m appeared to be a l~ck of definiuive nleasures 

of effectiveness . Other problems 1tlere th0 questionable v~.lidity of 

usage d :.ta e.nd minimal development of fleet repair capability under 

SAR-398. 1~dditional def _ciencies 1.ere noted in the rather discon­

tinuous l-rans~ tion to J.,aVIJ Supply support . 

hll of the above deficiencies are considered to be minor. In 

considera·vion of weapon complexity, the achieved lo't-r AOCP rate for 

the F4;r, anri previous exper lence in vlh:; introduction of fleet air­

craft, ~AR-398 appeared to provide excellent results. Gne of the 

most benefici1.l effects of the program was the emphcisis derived for 

a concentrated tea.Jn efforc by I~avy and Contractor personnel in order 

to optimize aircraft ~vailability in the early stages of fleet 

operation . 

Further ramifications of Contractor support be;yond the scope 

of this paper remain to be evaluated ,fi th regard to carrier out­

fittings and related allo' rc.nce lists and docwnentation concerning 

development of maintenance engineering anal;yses o 

32 



The Uni;_,ed States Air Force in u!1e past has considereu. and 

r ejected buying 11man·1ger~.ent 11 of a 111Je3.pons SJstem . This rejection 

1 was atr .;..bu ted to vhe costs inherent in such a program. Hov1ever , 

present h.ir Force policy on che use of "Contractor support" in a 

narrov'er management sense i5 quite extensive , particularly, for 

suppor0 functions classified by that 3ervice as not being combat or 

direct combat functions . 2 Though the USAF concept provides for ex-

tensive commercial aircraft overhaul and major re~rork capability , it 

does not provide for the rele2se to contractors of logistic functions 

such as organic (fleet level) maintenance , engineering analyses and 

supply for "vi tal" weapon systems such as the F - 11oJ (the 11ir Force 

designation for 0he l'.cJonncll F4:.-l). ln o0iwr ;<ords , 0he .'i.ir Force 

iill no~_, use S.'-1..2-3'18 or atendc.nt contractor support concepts . To 

c.he contrary , the ,1.ir Force logistics requiremenus are to be provid-

ed in accordance ' rl th the followinc; ~1.sic principles: 

The USAF musv be organically capable of managir1e, the entire 
logis-t,ic support program. l'o develop and maint-ain this capa­
b i lity, the h.ir Force must be able ·c,o approve , direct and control 

1 
Space .:.eronautics lJ.agazine , (hdrch 1960), p . 2u. 

2Unit.ed States Air Force regulation humber 25-6 , Use of ~ontract 
Services , 5 Oc0ober 1960 . 

3united States Air Force L.aterial Program Guidance P-64, Volume 
1, Section 1 , Chapter 1 . 
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the entire depot losistic prue;rcuu -tnQ must Keel-' abre.:Lst of utan­
agement anJ. technological advances so thaL it c-=tn effectively, 
and organically, manage ne1-'r systems as the;;r ent-er c.he inventory. 
In addition, this capability mus~,., be established early in the 
research and development s~age of a new system ~_,o insure that 
the Air Force is managerially capable of providing the lot;istic 
support needed to fulfill ~he operational objectives of the 
weapons system.4 

~be fact that the above policy ey~sts for Ghe Air Forces does 

not imply th.::LL iv is the only right policy for the lliliL-a.ry Services. 

Nevertheless, because of cost anci. other military management con-

siderations' i.J does indicate uhat •l-he J~ir Force is not Hilling to 

relinquish control over logistic support to the ext en v of the J. ... avy 1 s 

action on the F4H-l an~'. subsequent aircraft W1der SAh-398. This is 

paradoxical in part, for we in the Navy have always encouraged and 

maintained an 11 in-service 11 capability for overhaul and major repairs 

of weapons, a function the rlir Force has delegated to industry. In 

any event, our pursuit of contrac c.or support has a precedent ,~i thin 

the Air Force which shoulu be looked into before proceeding too far 

down the road to incre:;.sing de_f:endencc on industry. 

On the other nand, the l\avy 1 s -.-,-illingness to experiment by 

giving contractors a greater role in t.he introduction of new lfreapons 

does have obvious advantages ciS already discussed. Further, the 

Navy does not appear to be relinquishing too much control over 

logistic support functions, although there remain some unaswered 

4Ibid. Page l. 
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ques Gi on:s Hi th ·egCJ.rd to the dev8lopm.:m t ..:.nd promulga t-iorl of mair.­

tenance engineerine:; standards an 1 relCJ.ted docwnE.:n~<J.tion . For in­

stance , .here are undoubtedly strong similari~ies b ~t~;een certain 

main t-enancG f mctions of ~ ver-;y 'tlCapon . If the contr·~.ctor actions 

are not carefully coordina ved o.nd con't.roll.::d we vlill develop ·.:l. 

Douglas way, a G-runman v:ay, a l':..cDonr~cll H y, etc ., to rjo vhe same 

function . 

':he COS~ of :.,he .Jr.l?.-_;98 j:'rO,"TJ.m vTi 1.-h all i vS rar:1ifica'Lions , 

i s unknorrm to the v.rri ter and perLaps r.ot to a.nyone else . It is 

knovn that costs have varied v.'ith vhe weapon anc. contr .ct..or and 

t here ,.:.ppa:;.~en _,ly is no dis virJ.c u p~. "tcrr1 on Hhich to base future 

cost trends . 1~t this i:Jrit.ing vhc rov.i.sions of contractor supporu 

hav e bec1. incorporat-ed in contracts .riLh four differ8LL contracwrs 

fo r six differenL weapons . Since :3.n.H-J<;S m_terial at fleet siGes 

r everts to Lhe l.aV'j SUpp.lj system on t.r.:-.nsi viOn uO S.-.J.- 400 , Very 

litt l e of thi r:12. verial is considered to be in the n::,.ture of an 

"exc ess" co::;t to the f.a..r;y . 1· aterial at test and evalua.tion sit-es 

does provide some v·ihSl.t of a different situation because it is no-c, 

available as a Cr..;,rrent- a sse" for support of all fleet aircraft . 

Rather , it is kept for the most p-·.rt , in a. separate conLrc...ctor 

suppl y system primarily for his use . however , even here , selected 

i Lems from these exclusive inventories could be ~~tade available for 

fl eet use in an emergency . ?here have been many discussiorJ.s 1.rith 

r egard to the hie;h "cost" of SA--- 398 and attendant call cor.tracts . 
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It is b~~ieved vhat if ~osts incurr~d under contr~ctor suppor~ ar~ 

higher than the previous introductory programs , said costs are only 

being viewed in light of their effect on this yea1· 1 s bu lget . '1'his 

i s indeed a short range vie-v.- of costing , though ad:rnittedly , one we 

have had to live with under past budgetary constr0..ints . From a more 

pragmatic point of vievr , an::)_ in light of current emphasis by the 

Department. of Defense on Lhe mission oriented Program Packo.ge con­

c ept. for funding 1:reapons , it see,.-ns to be essential tha.t l detailed 

e c onomic .:1nalysis of contractor versus I~avy support l>e conducted . 

It is s o recommended . 

The contractor support concept 'vras developed in an effort to 

obviate lot;istic support deficiencies experienced heretofore in 

connection •.-,-ith the in0roduction of Lighly complex weapons into the 

f l eet . It has been tailored to conforrr, with the "'lleapon sys terrL 

support concept" by melding contrdctor and government personnel into 

a strong logistic Le3 .. m. It. is a ver;{ complex support system invol­

ving coordination of countless personnel at dll levels of bovern­

ment and industry . Concrete measures of effectiveness are not 

available to determine Lte e~,fic.:...cy of u-.e system in relation to 

dollar an,~- time constraint-s . The progr2.1n h<:'s been ver;l successful 

to date on the F4H-l , bovh ir. tl.e Fleet Irtroduction in .-he .i.~VG 

and in the fleet test :.....n~· evaluu. tion phases of th~ FL~·1 Plan. By 

successful, it. is meant th-..L t the ,.CCF rate hc:..s been lm,r ~_nc. aircr~1ft 

availability has been high . Unfortunately , J.leasurint; tnis low AGl.IP 
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rate .ud high ..1ircr.:..:.ft availabilh .. y .. gainst a.r.~..., previous t.- .pon 

introductory program cannot be done 1·iith much validity . ~he ?4L- l 

progra1l1 'P.s in 3. cl1.ss bJ .itsel~· and subjected to individu"'.l em­

phasis b.Y ...:.11 concerned . Fur:..her , t..h.i.s 'lircr ft benefited. in ne:m;y 

areas other thc.n contr ctor support from e.x.p~rience :·1.in 3d vrhen the 

~ avy in.":-roducel i::.s lJ.st ne~. fa,il;; of ~·!e::.tpons ir. l;::>{ ~.,__nu 17)7 • 

..3AR-398 obviously is not r, par .. u.cea for aviation logi~ ..,ic 

ills, but ;::s st-~·ted before, it cert~ ... inlJ has resuli...ed in optimizing 

the efforts of -:.11 concGrnec., in coordir.·t ting sup1--ort. of a ·,~eapon . 

In tot 1 , it. O.J•pears t-:dt su.vport... of the F4r.-l under J.n. -) 1 o C<-nr.ot 

be cri tic.izcd o t..ber tl1-:o.n const!'ucti vely. ."ind ~ven thc.·Y. , r.ot in 

depth. In tnis vein , if cost.. considerJ.tions ::llo.r the t-JY'Oiram to 

cont.inu , it- is suggested d~1-1.t onlJ' on~ ma.Jor improvew n .... be under­

taken if_ ..,he pro;-r::tJ:. . ':'r.is is in .:.he are=. of :re·_tcr ~n._,ebration 

1'1ore S:f. 'c.ificalJ..~, in lieu o ~· a.ssie;-nin,. supplJ' supuorL func Lions for 

the ne· r "''"'apon s t.ricL-lJ· i.JO currt..rr c ~or personn1 l, .ssign t1 esv duties 

from U: ber;innin of t~ e _l .... l.-Y)O; "ro: r"!J£1 to speciall.J ere·~ t..ed 

sur: ply t.. ~~k force o L...~.V'J J>ersonrL.:j_. ·~he task fore · Jo be he .tded 

oy a junior :3upply ~orps officer or -.n - ), ~hief ;.vi~t-ion ...itore-

keeper. ':'he ::,...:.sk force .-Joul 'oE- ass_ s ._,, -, o;y on:; cur.Lt-r ~c t-or p:...rts 

representa t-_;_ve, it- ould follm·.r proceaures sr.. ecifi ed bJ contrr.ctor 

supply or6anizat..ion &nu during .... he tenure of cont-ractor su.port 

,vould report t.o a designJ.ted weapor. pro~0ct officer eithtJr in tl:e 
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.CVG or in t... Ll~;.; . .,...Lr >c~u dron , s suppuJ. t... is 

t ransitioned co the ~Ja>ry under ~n.~-400 the ta.sk force .uuld report 

t o the station Supply Q_"ficer . ·cside fro,t local inventory JuancLt;e­

ment func :-ions this k:.sk force le::.der coula rey;resu u, :::nd be fully 

co gnL;_nt ol' , Jure· u of ~ c:.vc:_l ~c:.pon3/.~vic..ticm 3u:rr.lJ ~...-ffice inte­

r ests of S.'i.;'.-398/~.00 :-olcies an· procecJt..res . 

In :-he are:... o~ minor suggesvions , iv is believed tu .t t ~ere 

i s a need for .l ;ener<:l incre<:sf:C in hav-; effo:cts t.c repu.ir coHtpnnenL.s 

l occ::lly. Local 1\c.v.f efforts could also be effecv.:_vcld used in 

scrutinizing tte c£2:Clerc__ tion u.r1d rcporting of USci[e datE. , 

Frorr. c"ne :~oove it, C<'m be seen tlta t L.bere .:t.re fm! , if any , 

basic differences of opinion ,,-ith respect to l,he resent conce~)ts 

of operation unc.ier s.l.~c-3 /8 . Lather ' it is believ .;:;d tL-.;L t a tighteL­

ing up of l avy/GcnL,ractor integration 11ith w.ore emphasis on Lavy 

su ppl y control c::nd p·,rticip<J.tion in the earl;}' stages is e>ll :,hat is 

ne cessary . Throu;:h t11e above actions , coupled \vi th more stringent 

guidance over } avy Personnel , i u is oelieved that greater entph3.sis 

on Lav-.1 maintenc:.nce 2.r.d repair of comr~onents can d2 derived in the 

fieldo furt.ner it is considered that 1.,he use of l\aV'J personnel in 

..,ne c ontrol of supply funcLions , '.ri~:,h _r:.rivileges of n,aterictl access 

n ow en joyed by contractor supp::;_J representatives cculU. possibl ,f 

s av e f unds , provide 11ore Lavy experience earl.f in the program , fc_­

cil i tate trar.sition L,o i'.E.vy sup-:.:- ort , anJ. provide a more realistic 

a~praisal of usage data [enerated o 
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1-.s c.. fine. -'- recc.nJ.rnendd tion i'"' i c considered L :::cessel,r;;. thd.t. 

future studies be conducted HL.h regdrci to Lhe effica.cy of outfit..,­

i ng procedur·es of aircrafL carriers described in -:;hapLer 3 anci also 

of the value of mainL.enc.nce documentation provided by the contractor o 
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