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EXECUTIVE SUt’MARY

Forci ;,: ‘ i l i t .~ry Sales rroq roi ‘ l ’v (’ v I anaqeriient aspects beyond

t he ele irents cci i i r  I, ti* ‘ . 1  ocquis it ion process. The record shows

that these elements are often not initially considered and as a result many

of the same problems repeatedly pla gue programs .

Th is article distills current experience to provide prog ram managers

insight into some of the common problems areas. The objective is not to

provide a deta i led checkl i st but rather to st imulate cons i dera ti on of

factors duri ng the formulat i on phase wh i ch wi l l  a i d i n the def i ni t i on of

real istic programs . Pttent ion is given to the boundaries cf the EMS manage-

nient system - the environment , the players , the mot ivations , and the manage—

merit elements that take on disproportionate importance in the EMS arena.

The common thread i s that our norms , standards , and m oti vat i ons are

insufficient to define many FMS situations. The best approach is not to

assum e hut to seek recent experience .

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~
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Foreign Military Sales is where the action is - the new frontier

for program managers~ If dollar volume is your measure , FMS has it.

New agreements in Fiscal 1976 for $8.6 billion raised the DOD to-be-

del ievered total to $31.7 billion. (5 ,12) 1 To put th is in perspective ,

the total fiscal year 1976 DOD procurement authcrization was $21.4

billion (13,256), Bus iness Week reported that more than 2O~ of the US

aerospace industry ’s total yearly income now comes from foreign sales

(4 ,34), and US News estimates that every bill ion dollars of sales abroad

generates 31 ,000 direct American jobs. (1,25)

The management of a FMS program is based on the fundamental princi-

ples that govern all development and acqu isition efforts . In addition ,

however , there seem to be considerat ions that take on special si gn if icance ,

attract high level visibility , generate a disproportionate number of

problems , and thus require a great deal of extra program manager effort

and attention. The reccrd shows that intu ition is apparently not a very

good gu i de and that many of the same problems or circumstances p lague

numerous programs .

This article highlights some of these considerations. It is based

on experiences in one of our major middle east customer countries which

were gained from a vantage point outs i de the normal administrative

structure that allowed cand id observation of the Military Assistance

Adv isory Group (MAAG), indi v idual programs , contractors , and espec i ally

‘This notation will be used throughout the paper for sources of
quotations and major references . The first number is the source listed
in the bibliography. The second number is the page in the reference.

1
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the customer ’s interfacing infrastructure. The observations reflect

real events and situations that caused serious problems . They are

certainly not all inclusive and have vary ing degrees of applicability

for other settings. There is no pretense to provide the approved

solution - the objective is to stimulate questions which will help

program managers operate in the EMS arena.

KNOWING THE RULES

The voluminous set of Public Laws , DOD di rectives and instructions ,

and service regulati ons form the basic guidance within which the program

manager must function. These documents , however , cover only one perspec-

tive and are only a fraction of the tota l “rules of engagement ” that

openly and subtly constrain the FMS interaction.

The basic question is WANT vs NEED - do we provide the system ,

support , and training exactly as and on the schedule requested or do we

exercise judgment as to what our experience would indicate to be best

for the cash paying customer? The answers to these questions are often

not clearly stated nor understood even by the key MAAG personnel and
2

thus cause major physiological debate on the structure of a EMS program

throughout the review and approval chain and can detract from an efficient

implementati on effort.

A part of this defini tion problem is caused by the relatively short

tenure of MAAG personnel and the frequent shifts of incountry operating

policy the turnover generates . Enthusiasm , initiative and the GI “can

do” spirit on the part of MAAG personnel can play a strong rol e for or

2
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against a program. Learning their biases and channeling their energy

are musts for the program manager.

The most fundamental and important facet of the US policy definition

problem is that the basic prerogative doesn ’t belong to the D0D~ The

Department of State is the keeper of the master plans and the Ambassador

and his country team the front line defenders and implementors . The two

departments may have different objectives and interpret the situation

differently but the State Department’ s foreign policy position is certainly

the departure point and should be prior knowledge for the program manager

before he attempts to put together a sales package or sell it through

the Ambassador.

The second phase of “knowi ng the rules ” is passing the word . The

effectiver ?nfidence , and especially the morale of the incountry

personn ‘ ement the program - be they MAAG , program advisors , or

contr . is strongly related to how wel l they understand their

mission and their limitations or bounds . They should know the objective ,

how much latti tude they have , and if there are testrictions . The things

they can ’t do, subjects they can ’t talk about , the capabilities of the

system they can ’t reveal or services of the US they can ’t offer - should

be specifically spel l ed out. This is very basic management and elemen-

tary advice but nevertheless a serious recurring problem . An OSD audit

survey of incountry FMS personnel showed that more than 75f. felt that

they weren ’t properly briefed and didn ’t know their objective and

prerogatives .

3
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THE BUYERS OBJECTIVE

The request or requir ement rece ived from the fo re ign buyer i s the

basis for definition of the program . There are however , several addi t ional

fac tors mos t p robably not co n ta i ned in the formal reques t that ca n be

extremely valuable i n sco pi ng the effo rt and ant i c i pating potential

problems .

Why does the buyer want the equ i pment or sys tem? Of cou rse the

majority of i tems contribute to a military capability but that may not

be the total or even the primary purpose for the acquisition . Nation

building and technology transfer are two catch phrases that cover a

family of activities and objectives that may be very pertinent to an FMS

case. Many of our current customers - especially in the middle east -

are involved in massive transformation efforts where near term oil

revenue is being used to establish an economic base that will provide

lon g term industrial and social stability . One of the major elements of

th i s effort i s the trans iti on of the nat~ional popula ti on , much of wh i ch

may be illiterate and small village orientated , into a modern industrial

work force. The mob ilization , training, and relocat ion ca pab i li ty

inherent in military service can be effectively used to quickly funnel

large numbers of people through this process . Likewise military units

can be sent to areas where new development is desired much more quickly

than mobility can be induced in the civilian sector. Many of our current

EMS programs are being used to satisfy both of these development objectives

and are be ing manned la rgely w ith recru i ts and be i ng emp loyed at new

bases and posts establ ished in sparsely populated regions. Providing a

4
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system to an existing unit on an e~ ist inq stat ion is a com pletely differe nt

oroq ro r than providing the sairie equip ment to either new men or a net~

location . They are so different , in fact , that schedules , the type of

contract w i th  the US producers , s u p p o r t  a r ra rcc r ’e n ts , and I

r , ar~ins should be varied to fit the situation.

Ehat about co—p rc cuc tion? If industrial devel opment is a buyer

aoa l he r a y  very cell later be intereste d in at least a selfsuff icient

ra intenanc L if not a foll prcd uction capability. Althoug h this ray rot

be part of the initial case , if the buyer has previousl y shown this

tendency , the program manager should include that factcr in his early

planning and program ’ structure.

The des ire for self sufficiency can also come from another source.

fri; s dealer , includin a the US , have taught their customers scme very ha rd

lessons. Euyers may have strong fears of embargo and parts unavai lat i l ity

which manifest themselves as very rapid delivery rates and l arge initial

spares lay in . If possi b le the pro crar manaqer should separate these

delivery concerns from; the incountry imple m entation schedul e . (The

current F~S case is structured around a unit build up rate twice that

used by the US frey when they converted to the new system front one of

its earlier models. This is inspite of the fact that tne EMS employment

is to newly forr ed u n i t s , composed of nev’ recruits , and deployed to new

locations constructed as part of the prociran . The significant point is

that when the incountr y program fell badly behind schedule the buyer

still refused to allow a slow down of hardware deliveries despite an

offer of later items free the production line at no inc rto se in cost and

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ ~Mv~uflt iL~~~,T.



the need to place the i tems in substandard storage. Obviously delivery

and dep l oyment were separate buyer objectives but unfortunately the US

program manager incurred substantial cost and “wasted” c ri t i call y scarce

US advisors trying to keep them connected.

Interfaces are another cr i t ical ly important baseline. The buyer

may align his military functions differently than we do. The US is

currentl y delivering US Navy aircraft and US Army air defe~’:e systems to

the Air Force and US Navy helicopters to the Army of one of our EMS

customers . The problem of country to country transfer is thus compounded

by interservice differences . Conceptual differences in training methods ,

tech data format , logistics ordering procedures , and maintenance c~ icept

must be resolved . Fitting a US Navy aircraft into a logist ics ar

maintenance system based on US Air Force concept while retaining the

capability to interface back into the US Navy supply system can require

a significant amount of effort. Nonstandization between different US

se rv i ce system s , as i n these cases , i s however tame compared to the

problems of interfacing with non US equipment and systems .

DIRECT SALES V S EMS

Purchase v i a the dir ect sale or EMS method i s a tradeoff for the

customer , the contractor , and the US. The sale of arms is competitive ,

lucrative and risky . Variable costs and unpredictable business environments

temper the selection of the procurement mode .

A Direct Sale i nvolve~s an Amer i can con trac tor who w it h the permi ss i on

but not the assistance of the US government enters the free market.

6
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There is no Armed Services Procurement Regulation (ASPR) to guide ,

protect or constrain; bus i ness rules may vary greatly; the buyer and

selle r must both beware. The di rect purchase method also has definite

advanta ges for both parties. It can provide a system quicker and at

l ower cost without the burden of US government bureaucracy and can

resul t in greater contractor profi ts. These advantages account for the

fact that from 1970 to 1975 close to 20% of US arms deliveri es to foreign

countries were accomplished via the Direct Sale mode. (5,16) The

International Securi ty Assistance and Arms Export Control Act of 1976

which requires all sales for major items over $7 million or with a total

program value over $25 million to be EMS , will l ower this percentage but

not totally remove the motivation to use the Direct Sales mode . (7,4)

The direct approach i s wanting when something dev iates from the

expected . The success of a di rect venture is highly dependent on how

well the program is defi ned and understood by both parties . Unfortunately

the l edger is full of cases where the undertaking was neither detailed

or comprehended. Unhappy customers and expelled , unpaid contractors

often drag the US government into a mess after the fact to protect

pol i t i cal and nat i onal i nterests .

The EMS procurement mode reduces many uncerta inties . The EMS

system make the US a prime contractor and a guaranteer to both parties .

The customer makes its agreement with the US. The US service department

then implements the program by placing a contract and imposing our

normal acqu isition policies and controls. Collecting from the customer

7



becomes a government to government obligation and payment of the contractor

a US government obli gation .

The major disadvantage of EMS is the requirement for large numbers

of military and govern ment civilian personnel to administer , implement ,

and provide continuing long term support for the cases .

FUNCTIONAL BALANCE

US service acquisition procedures are characterized by checks and

balances . The appetites and weaknesses of the operational , engineering

or development , and log istics cormunities are -ioderated by their interaction

at many level s of our management structure . The result normally being a

balanced program with viable objectives and minimum risk. If we choose

to accept an inbalance to achieve a particular goal the shortchanged

function at least has knowledge of the handicap and can concentrate on

acti ons which will minimize the problem .

Observing the acquisition processes in EMS customer countries

brings a greater appreciation for the value of functional balance. In

many cases the FMS requirement is operational or is pushed by a technology

appetite or is a political decree. It usually doesn ’t reflect a balanced

military staff position , may often be without the knowledge of the

military organization which will operate the new system , and almos t

always is wi thout adequate logistical cons i deration .

The program manager must very carefully evaluate a requ i rement and

its origin. As much as possible known inadequacies in the customer

system should be compensated for during the preparation of the proposed 



case. Additionall y the program manager ’ s task may vary significantl y

dependemt on the user ’s knowledge and competence in the subject area .

CRITICS AND CONSULTANTS

An EMS case is a government to government agreement. Therefore

once the proposal has cleared the service and OSD (DSAA/ISA) it needs

only satisfy the other government. Wrong There are many different

players on the receiving end with various types of expert know l edge and

as many different motivations , loyalties and positions of influence.

The official US representatives - the MAAG and the country team - carry

important votes . If the proposal doesn ’t consider and acconinodate their

concerns or if they perceive it to be nonresponsive - knowing that a

better capability or option exists but not understanding why it isn ’t

being offered - objections may come back through the US chain of comand

or may be informdliy passed to the customer government. The sc~pport and

loyalty of the US i ncountry personnel is very important and can not be

taken for granted. They must be informed on the product and sold on the

proposed management approach .

The customer government representatives may be low on the acquisition

learning curve , not familiar with US rules and procedures , and accustomed

to a different set of business practices but they will almost certainly

have in their hire individuals - many of them Americans - who know the

business. The proposal must comunicate to the customer and thus span

any language and/or know ledge barriers but it must also stand the critique

of experts . Services have suffered considerable embarrassment and loss9



of credibility because they responded directly to an incomplete requirement

and then were criticized by the customer - prompted by American consultants -

for proposing an i l logical and unsound business proposit ion. Prop osed

cases , if they don ’t present a complete and sound package , should state

assumpt ions or document and make recommendations about the missing

elements . T he macro view is as important as the necessary detai ls.

TH E BUYERS DECISION ST RUCTU RE

An unders tanding of the chains of command and decision structure

within a customer country is very helpful in both defining and admini stering

a program. The point is made because the mechanisms encountered often

have characteristics quite different from our own.

The prime disti nguishing fa ctor is usually central izat ion . All

important decisions are made or require ratification at the top. The

organization also probably has very few layers between the acquisition

representative and the top level . This can mean that program information

enters at a high government level where it is viewed in a broad perspective

of international and general financial policy . This type of structure

can be difficult because it in effect eliminates middle level managers

and divides all problems into two categories - very little and very big.

Relatively simple actions may go undone because individuals at the

working level don ’t have or won ’t exercise the authorit y to make things

happen but don ’t want to raise it as a problem exposing their impotence.

On the other hand even the smallest problem suddenly becomes very hi q

and can take off in any direction when it is put into the hands of the

top level . 

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ ~~~~~~~~~~~~~~~~~~~~ .~~~. ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~



A small number of management layers and individuals with ready and

regular access to the top decision maker also provides a very fertile

change environment. An improvement , additional feature , or program

change once sold to a key individual can quickly go straight to the top

wi thout filtering or lateria l coordination . A decision made or change

directed in this way is usually extremely difficult to turn around .

With this volatile situation marketing activity by the contractor must

be monitored very carefully.

The compartmenta lization and segmentation of forces is a~iother

characteristic that generates unfamiliar relationships and atypical

decision structures . For political , traditional , patronage , family or

other re~~ons the military forces may be segmented by service or region.

Operational comanders may be virtual warlords and organizations such as

a joint staff powerless. The decision and command line may informally

jump s..~veral layers on the formal organization chart. Additionally, it

is not uncommon to find parallel systems with little cross service

cooperation even though considerable economies could be achieved by

consolidation or coordination.

CULTURAL FACTORS

All of us are aware that cultural differences exist and that not

everything can be viewed through a set of eyes calibrated to the American

way , yet the degree of impact and the subtle ways programs are impacted

seem to be a continuing surprise. The debrief of an EMS manager doing

business even in Europe but especially in the mi ddle or far east will

almos t always contain this factor near the top of his problem list.

11



The mention of an frerican work ethic usually brings smiles. The

exposure to a culture where such a r .ctiv ati on does not operate , however ,

can be quite sobering. We have bas ica lly been ingrained wi th the concept

that ha rd work brin gs i t rewa rd and i s therefo re honorable and desirable.

Doing business in an environment where it is m ore honorable tc gain a

reward by not wo rk i ng than by work ing chan ges the perspective considerably.

Respo nsibility is another aspect of behavior we take for granted.

We expect to have i t , act i vely se ek i t , and couple it with authority tm

make things happen at a succession of management levels. Am erican

mana gers - espec ially m i l itary manag ers - a re p rob lem or i entat ed , are

schooled to v iew a problem ; as an opportunity , and tend to f i x so met hi ng

that is wrong. This attitude does not apply to all cultures. Cften

problems not only a ren ’ t sought hut ar~ avoided . Personal responsibility

is dis4ained. Decisions are made orally by groups so that individual

res ponsib i li ty i s diluted and bla me not easy to f i x . Mana gers ten d to

wait for things to happen rather than cause things to happen. Concurrence

may no t be real ag reement hut in stea d a mi x of defe rence and d i scret i on

rot to directly confront the idea . Actions other than a smile and

nodding head are necessary to indicate goal acceptance and commitment.

Mot ivation is learned out ~f a different book. rot .ive-goal—hehavior

patte rns don ’t follow the rules we expect. Family ties and pressures

for exam ple are extremely strong and in many cases would come at the top

of a middle-east motivation list . Failure also casts a heavy shadow and

is itself a strong niotivator. Pisk avoi dance is common because of the

soc ial as well as professional implications of faUure.

12
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CONTRACTORS

The behavior of US contractors seems to be more extreme or at least

less constrained in the foreign areas. Cost plus percent of cost proposals ,

double dipping on expenses , assignment of contract obligations to subsi-

diaries registered outside the US to avoid liability , and exorbitant

rates were all observed in a sing le country . Th is shouldn ’ t suggest

that all contractors are unscrupulous but that an unconstra i ned prof i t

motive is very strong and many markets very permissive. These practices

are more excess ive in the direct sales arena but, ASPR notwithstanding,

they are certainly not absent from EMS operations. The absence of

aud itor assistance and a lessened concern associated with someone

else ’s money can even cause laxness among US adm inisteri ng personnel .

Market ing is a very active contractor function. Grumman , for

exampl e , keeps a staff of ninety in Teheran and Hughes Aircraft maintains

offices in nearly a dozen foreign capitals (2,45 ) Many contractor

representatives have taken up residence in the foreign country and by

v i rtue of previous position and longevity gain considerable prestige and

influence .

RESPONSIBILITIES OF AN AGENT

FMS procedures are based on the principle that a general and conceptual

government agreement is made so that the acquisition expertise of the US

government can then be used to contract for the desired product. The US

agency or department becomes the agent or broker. The responsibilities

clearly associated with an agents ’ function in the US business community

13
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are unfortunately sometimes not fully carried rut in i r pl ci rer t tin q the

EMS p rocess. It sho u ld be quic kl y added that in a n y  inst arces the

problem is not cne ~f neg liner ce but of irr uffic i ent ‘anm ow e r . ~
‘ust as

p rogram manage rs are caut i oned aga i nst know ing ly taking on an impossible

or grossly unde rf unded develo pm en t effort , the admonishment here is for

ne i ther a program manag er nor se rv i ce dep artment to undertake EMS programs

they are not prepare d to a nd ca pab le of su ppor ti ng . The sho r tco m ing s in

cases where tha t has happened a re read i ly visi b le to the custo er ard

are measured in units of trust and im age ~ ar ‘ ore valuable than dollars.

The statutes that gcvern EMS (9,254), POD postur e statri ents (13,185),

testimony before Congrtss (6,448) and other var icus m rli cy p~’nriruncer er .t

all emphasize that the justification for this business is the increase

of stability and furtherance of ~‘at i o naT Secur ity Ptjectives via strencithered

relations with the foreign customers. The economic and industrial

benef it s are purely col lateral and secon dary .

Unfort unately the f i le i s f u ll of ex am p les where responsibilities

we re not fullf i lled , the c usto mer shor tcha ng ed or ove rchar ged , and the

relationship tarnished.

SuPPORT IMPLICATIONS

P’S transactions are not cash and carry . The development and lonq

tern support implications are considerable . In fact, as reported by

Deputy Defense Secretary Pobert [1lswer th , duri nci the Fiscal 19~h-75

time period (~fl of the total arms for fnrei on countri cc t i l l  was for

support services and support equipm ent su(h as spare rar t .~ (f ,I1).

14
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The requirement for the long term commitment of people is not only

a mi litary manpower problem but now also a policy matter that has received

considera b le media and Congressional attention. The Humphrey Foreign

Ass i stance Subcomm i ttee of the Senate Foreign Relations Comm i ttee re ported

that there are currently 24 ,000 US advisors and members of their families

in Iran alone and that the number may rise to as high as 60,000 by 1980.

(14,23) Iranian business currently represents approximately one fourth

of the EMS to be delivered account. Even though support ratios may vary

greatly, the number of personnel needed to s upport the other three

fourths wh ich is going to sixty-six other countri es could become very

lar ge. The supply of personnel qualified to support many of the specific

items is quite limited and may not satisfy all of the needs. The demand

fo r some techn i c i ans has alrea dy dr iven the contract askin g price to

over ~14O ,OOO for a n a n year .

Spa res are the second half of the long term su pport p rob lem .

Follow on spares support is one of the major motivations a foreign

customer has for buying via the EMS procedures. Likewise , i ts the US

reputa tion for support that has distinguished us from other arr:s sources

especially the French and Soviets who have a notoriously poor followup

record. Cur rood serv ice , however , doesn ’t come without considerable

effort free the program manager. A concept — j oint purchase and stockage ,

consol idated buying, direct ordering from the contractor , or sor;e other

arrangement must be determ ined. Leadtimes for procurement and steckaqe

must he planned for , and I ’S forces/EMS customer priorities trust to

established. ~lthough some econom i es m ay hi rncili zed font in~~ easc’d let
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s i zes on common it em s the EMS r e q u i r e m e n t s  are usually placed on the

US logistics system as an extra burden or additional duty . retailed

pr ogram ma nager attent i on i s requi red to i ns u re that the necessary

su pport a rrangemen ts are p lanned , activated , and then operated eff ect i vely.

ACCO M MODATIONS A ND S E R V I C E S

A progra rt manager is normally rot co~icerned with the housing,

feeding , and support of his people. P’S is an exception ~ Accommodat i ons

for the incountry administration and support personnel can he a major

cos t dr i ver , rr ora le fac tor , and co n tract negot i at ion i ssue. Early

considerat i on of the su pp ort factors a nd def ini t i on of how they w i ll be

accomplished is prudent since the basic feasibility of incountry support

concepts w ill be strongly influenced by the availabilities and restrictions.

It i s imp ortant to remembe r tha t whe ther the case i s implemente d by

m i li ta ry , g overnment c i vil i ans or contractors , they all work directly

for the US in i ts role as the “pr ime contractor —not for the buyer

qovernment and therefore the cond it ions of their ernp loynient are a proo rar ;

manager concern and m ust be def i ned i n h i s contrac ts.

Agreements with the customer country , the MMG and Embassy , and the

implementing contractors involved are necessary to define accommodations

and se rv i ces. The ag reeme nt w i th the buye r - reflected di rectly i n the

EMS case or a separate document picked up by reference - is the baseline.

Su bjects that need to be covered ca n be ide nti f i ed by check ing w i th  a

program manager or contractor currently doing business in the country .

~lo rrally the list includes (1) housing - its cost , location , cicvernr’ent

11



provided or on the economy , and its degree of ‘Uesterness ” ; (2) len cth

of tour—travel /m oving allowances , extens ion tonu re~ , ccc t  of ea r ly

departure and replacement; (3) custom s and im port allowances — how m uch

can he brought i r , excluded i tenis , fi rean;.s , taxes , i ncountry resale ,

and assistance in delivery and bureauc ratic processing; (4) cars and

drivir e - drivin g privile ges , insurance requirements , diplomatic immunity

or limi tation of lia b ility ; (5) personnel — standards of conduct , travel

benefits , us income tax offset , dependents , restr ic t ions on backoround ,

fa i th , or origin; and (C) liability - implications of duty and off duty

accidents , misconduct, or damage. The second major agreement is w i th

the VS incountry authorities — the M,4/\G and Embassy — on the  r e s t r i c t ic n s

they im p o se and the services they provide. The key issues are usually

related to ccr itr ctor personnel access to US mail , commissary , dependent

school , medical , and retail sales operations. An important s’ bset is

retired military working for contractors . The retiree ’s “right” to

these serv i ces in forei gn areas i s dependent on the local commander ’ s

determination of av Jlab ility . This is becomin g a sensitive policy

i ssu e s i nce i n some EMS areas the se rv i ce t o ret i rees /contra ct ors excee ds

that tc the “ac ti ve duty ’ 115 government personnel they were established

to support.

The th ird agreement—the contract with the u S contractor(s) is easy

if the details have been worked out n ,ith the cust omer and ItS authori~ies.

The n aj c ’ i pro blei ;c occur when a orcoral;’ na naq er aerren tm an i ton assun m e

it will he provided incountry or al lows a pr ic irn assumpti on that indirectly

i t~V ( k r S  pri vii our ’ .
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CONFIGURAT I ON

Configuration documentation and control take on more than norma l

importance in FMS. Long supply lines , a fertile change environment ,

security considerations , and the US image are just a few of the fac tors

that make i t ve ry important to def i ne the product , kee p i t under control

and teach the customer the virtue of such disci p line.

The first step is strategic rather than administrative. It needs

to be made very clear what capability and configuration is being offered .

Promp ted by a comb i nat i on of Av i at i on Week and co ntrac tor market in g the

customer very l ikely has a good i dea of the present and even of potential

future system performance. An offer of less than the total wi thout some

good rational and high level coordination has resulted in problems .

Even worse is the case where the customer thinks he ’ s gett i ng the whole

package but a cryptic and undefined set of references on the Letter of

Offer actually promise something less. It’ s very interesting and frustrating

to compare the several pages of specifications necessary to define an

article in US acquisition circles with the meager line or two that often

appear on the FMS case to describe a multimi ll ion dollar EMS ar t ic le.

The biggest portion of this hurdle is intra-DOD coordination and release

clearance. Sometimes service department separation or functional isolation

results in policies that have poor logical basis. In one case the Navy

and Air Force each cleared one set of data formats while restricting

another. The actions , however , were 1800 out of phase - what the Navy

restricted the Air Force released and vice versa. In another cases

after ECM pods were made available the threat data necessar y to set them
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for entployment was restricted - even though the foreign customer had

participated in the intell ig ence collection effort.

The difficult log istics support problem can be aided or impacted by

the ECP policy . Of course, the more des i rable is to lock the FMS configu-

rat ion to its US counterpart and the easiest time to sell that concept

is as part of the initial program package.

THE BOTTOM LINE

The positive factors that are distilled from wa tching the successes

and failures are not surprising to a good manager. Assumpt ions are very

critical and must be based on the right facts - intuition can be mislead-

ing. The myraid of factors , long leadtimes , and the shorta ge of perso nnel

make detailed planning and a sensitive control feedback system extremely

important. Bad news doesn ’t get better with age , nor does an amb ig uous

contract achieve a difficult task. Contractors need to be given specific

tasks but i t may be more im por tant to spec i f icall y docume n t , descr ib e ,

and schedule the tasks to be accomplished by the customer. The real

impact of “GEE” failures in manpower input , construct ion , local procurement,

and tra ini ng i sn ’t read ily apparent if the requirement is waffled. The

concepts of Total Packa ge Procurement and Integrated Log ist i cs could

have been designed to solve FMS problems - it is the support aspects

that are overlooked , cause problem s , and require the greatest effort.

The s i ngle most valuable a i d fo r a program manager fac ing a new EMS

program is recent experience . The fool repeats h i s mi s takes ; the

common man lea rns from his mistakes ; the wise man learns from the mistakes

of others .
19



VIB L IO G RA PHY

1. “Ame n ca on Top Amon g World ‘ s Ar ms Peddlers ,“ MS hews and t~nrd report
Vo l. 78, 13 January 1975 , pp. 2 4 — 2 5 .

2. “9natoiny of the Arm s Trade , Mewsweeh, Vol. 88, 6 Septe m ber 1976 ,
m p. 39—42 .

3. “Arms Peddling, ” The Mew Republic, Vol. 175 , No. 14 , 2 October 1976,
pp. 7-10.

4. “Casualt ies of a Cut in Arms Sales Abroad ,” Bus iness Week, No. 2480,
25 Apr i l 1976 , pp. 34-35 .

5 . Foreign Mi litary S ales and Mil i tary Ass is tance Facts, Computer DSAA ,
Decem ber 1976.

6. Habib , Philip C., Department Tes ti f i es on Propose d Mi litary Sales to
Foreign Governments ,’ Depar tment of State Bulletin , No. 75,
11 October 1976, pp. 447-451.

7. Inte rnational Security Assistance and Arms Control A ct of 1976-1977,
Report of the Comm ittee on Fcre ign Relations United States Senate ,
Wash ington , GPO , May 1976.

V . “Justifyin g Foreign Military Sales , ’ Av iation Week and Space Technology,
Vol.  104 , 19 Apri l 1976, p. 11.

9. Legislation on Foreign Relat ions, Committee on Internati onal Pelations
US House  of Representatives , Committee on Foreign Relations Unit ed
States Se nate , Wash inqton , GPO , Apr i l 1976.

10. “Mondale Attacks Arms Sales Policy ,” Av iation Week and Space Technoi oc~Vol.  105 , 6 September 1976 , pp. 44—45.

11. “Navy ’ s Foreign Military Sales Burqeon ,” Aviat ion Week and Space
Technology, Vol . 106, 31 January 1977 , pp. 126- 133.

12. “New Perils in A rm s Sales to ni deast ,” US News and World Report , Vol. 18,
16 August 1976, p. 47.

13. Report of Secretary of Defense Donald H. Rurrsfeid to the Congress on th~FY 1977 Budget , 27 January 1976.

14. US Mil i tary Sales to Iran, A Staff report to thm Subco m mit tee on Foreic :n
Ass istance of the Committee on Foreign Polat ions,  V ni t ed States
Se nate , July 1976.

20

~ 

~~~~~~~~~~~~~~~~~~~~~ ~~~~~~~~~ --  - . . -
- - -~~~~~~

. 
~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~


