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ABSTRACT

This thesis examines the transition policies, procedures, and outcomes of the Joint
Theater Logistics (JTL) ACTD. It evaluates the current Department of Defense ACTD
transition guidelines against the JTL program through a series of literature reviews and
individual interviews. It also looks at what, if any, correlations there are between the
transition policy of the ACTD program and that of the Future Naval Capability Program
of the Office of Naval Research. This thesis is focused on whether the participants in the
JTL ACTD were able to effectively plan for and execute a transition strategy by
following the current guidelines. Finally the thesis gives recommendations on how the
transition policies and procedures could be better designed to support software ACTD

programs.
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I. INTRODUCTION

In 1994 the Secretary of Defense initiated the Advanced Concept Technology
Demonstration (ACTD) Program under the auspice of the Under Secretary of Defense for
Acquisition and Technology (USD A&T) now known as the Under Secretary of Defense
for Acquisition, Technology and Logistics (USD AT&L). The purpose of the ACTD
program was to:

...exploit mature and maturing technologies to solve important military

problems...expedite the transition of maturing technologies from the

developers to the users. The Advanced Concept Technology

Demonstration (ACTD) program was to help the DoD acquisition process

adapt to today’s economic and threat environments. ACTDs emphasize

technology assessment and integration rather than technology
development.1

The popular push for the ACTD program was the intended transition of mature
technologies to the war fighter in a more expeditious manner than that of the current
formal Department of Defense (DoD) Acquisition Process. Architects of the ACTD
program envisioned a successful ACTD being able to jump into the acquisition cycle as
far as Milestone II or what is now Milestone B. The acquisition cycle has been revised
since the inception of the ACTD program and is now governed by DoD 5000.2R,
Acquisition regulations. The new DoD 5000.2R was updated to include the ACTD
process as an avenue for the Program Manager (PM) to expedite the fielding of
acceptable material.

Demonstrations based on mature technology may lead to more rapid

fielding. Where appropriate, managers in the acquisition community shall

make use of non-traditional acquisition techniques, such as Advanced

Concept Technology Demonstrations (ACTDs), rapid prototyping,

evolutionary and incremental acquisition, and flexible technology
insertion.2

1 “ACTD Introduction”; http://www.acqg.osd.mil/actd/intro.htm
2 DoD 5000.2R, Para 2.7
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By studying the ACTD process, barriers to transition, budgetary constraints, and
the DoD formal acquisition cycle this thesis will attempt to answer the following

questions:
1. What have been and are now the major barriers for ACTD transition?

2. What is the current business model for an ACTD and its respective

transition plan into formal acquisition programs?

3. What can be done procedurally, doctrinally, and philosophically to
enhance the ability of the ACTD programs to transition?

4. Finally, is there a better model for DoD to facilitate ACTD programs

and the transition of emerging technology into the formal acquisition cycle?

This thesis encompasses the studying of the Joint Logistics and Joint Theater
Logistics ACTD programs to analyze process models as well as the transition plan for
both programs. The thesis also will briefly look at the Office of Naval Research’s Future
of Naval Capabilities (FNC) program to compare any similarities in transition barriers or
to identify any process that may enable better transition for the ACTD programs or vice

versa.

As a reference for the formal acquisition cycle the thesis will utilize the DoD
5000 series. The recommendations and opinions expressed in this thesis will only serve
as another view of how the Evolutionary Acquisition Programs (ACTDs, FNCs) available
to the Department of Defense can expedite the fielding of mature technologies to the war

fighter.



II. ADVANCED CONCEPT TECHNOLOGY DEMONSTRATION
PROGRAM

A. BRIEF HISTORICAL STATISTICS

The current ACTD process model is very simple in concept. However there are
many challenges that face an ACTD program that must be addressed from the outset in
order to provide a “recipe for success.” It is imperative that the reader understands some
background on the ACTD process before we go further. Since the inaugural set of
ACTDs were approved and initiated in FY 1995, there have been 84 total programs
initiated, 40 programs that have completed demonstration, and 31 programs that have
completed the residual periods. From those 84 programs, 48 have produced 108
products. Table 1 below shows a breakdown of all ACTD programs by fiscal year. The
data was taken from a DUSD(AS&C) ACTD Briefing.

FY95 | FY9 | FY97 | FY98 | FY99 | FY00 | FYOl | TOTAL
ACTD 11 12 9 14 11 12 15 84
Initiated
Demo 11 12 6 7 4 0 0 48
Outbrief
Complete
Residual 11 9 4 5 2 0 0 31
Complete

Table 1.  ACTD Fiscal Year Breakdown “After Ref. [6].”



ACTD Products

ACTDs
Producing
Products
48

Total ACTD
Products
108

Figure 1. ACTD Product Breakdown “After Ref. [6].”

B. ACTD FORMULATION AND CANDIDATE SELECTION PROCESS

The ACTD selection process will generally start by the identification of a
significant military need.  Operational, acquisition, or commercial contracting
communities may do this. The process is closely linked to initiatives defined within Joint
Vision 2010. Those initiatives are dominant maneuver, precision engagement, focused
logistics and full dimensional protection. The priority for the ACTD program should be
the short-term response to validated military needs. Unlike the formal acquisition cycle,
the ACTD program utilizes an evolutionary acquisition approach. This approach,
although still management intensive does not force the same amount of testing and
rigorous controls as a formal acquisition program. Hence, the successfully demonstrated
ACTD should be able to move to the war fighter or into an ongoing acquisition program

much faster than through the normal acquisition cycle.

The gathering of mature technology to answer the near-term military needs is a
jump off point for ACTD candidates. The end goal of an ACTD is to provide a prototype
of a technology that will meet or exceed its military need during the military utilization

testing. Throughout the program lifecycle the user can expand the broad statement of

4



need that was prepared early on into a set of operational requirements that can support a

follow-on acquisition program.

Candidates can be Service specific capabilities; however, the focus of the
Department of Defense is turning more to the “purple” or joint capabilities arena. In fact
another major goal of the ACTD program is to promote the “purple” or “joint” system

capabilities that will cross Service specific lines.

Overall oversight responsibility of ACTD programs fall under the auspice of the
Deputy Under Secretary of Defense (Advanced Systems and Concepts), DUSD (AS&C).
Each ACTD candidate which is approved will have a corresponding Point of Contact
within the DUSD (AS&C) office for monitoring purposes.

The basic “roadmap” of the ACTD selection process is very simple in theory.

However, in practice the process is very complicated and time driven. The basics are set

forth below.
CINC Sponsor
Developer Lead Service/Agency
Y CINC
ACTD DUSD (AS&C) Rep Conference
Technology Inputs Review “Early Input”
Services Concept
Needs Agencies .
Industry
Allies

A

Implementation  (USD(AT&L) Briefing/ Service Briefing/
Directive + Assessment/ po o otion  Assessment

VCJCS) Prioritization

Figure 2. ACTD Development Process Flow “After Ref. [6].”
Typically candidates are proposed by the Research and Development community

for capabilities that can possibly be fulfilled with developed technologies. The



capabilities may be fulfilled by new technology, new operational concepts, new
organizational structure, or a combination of the three. The ACTD responses to needs
must be affordable, sustainable, interoperable, and capable of evolving with technology
and changing threats. Candidates can be in the form of hardware, software, or a
combination. The candidate must be able to address a wide range of issues relating to

each stated capability need statement.

There are currently three categories or classes of ACTDs. The figure below will

describe each class and its possibility of transition and residual probability.

Post ACTD Transistion Phaze
Class

EMD Production Field Prototyper=s)

| .
Softwarettiork station RES|d ua I YeS

Communications

an erter eth .
I haze
Wigapon, Senzar, or C4SR ReSId u al Yes
System

[} an enter eithe
System of Systems phaze

Residual Yes

Figure 3. ACTD Class Breakdown

Timelines for evaluating the military utility of an ACTD is typically 2-4 years.
The military utility of an ACTD candidate should be able to be defined as: (a)
effectiveness in performing the mission, (b) suitability for use by the user, and (c) the
overall impact the proposed capability has on a conflict or military operation.” This
timeline does not allow for new technology development during the ACTD process. A
user, or military beneficiary, is identified and agrees to be intimately involved with the
process from inception to completion. A lead Service/Agency will be selected and that
Service/Agency must show funding established to support the ACTD process above that
which is funded by the DUSD (AS&C). All known, and to the very extent possible, all

3 DUSD (AS&C) website. http://www.acq.osd.mil
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possible risks are identified, addressed and accepted. Finally, the candidates if approved
by the DUSD (AS&C) staff are briefed to the “Breakfast Club”. This is a council of
senior DoD officials who will review and recommend candidates to the Joint Warfare
Capabilities Assessment (JWCA) and the Joint Requirements Oversight Council (JROC)

for further review, prioritization and final approval.

One major issue for ACTD candidates in the funding responsibility required to be
accepted by the Service or Agency tasked with leading the program. Currently the OSD
supplemental funding covers approximately 10-15% of the overall cost of an ACTD
program.4 Throughout the interviews that were conducted with senior executives and
military leaders involved in the ACTD program a single barrier repeated itself. That was
that funding levels for Science and Technology are at such a low level in the Services that
it is nearly impossible for them to sponsor ACTDs without more funding support from
DUSD (AS&C). This will be addressed later in the thesis as a possible solution to a very

critical transition barrier.

The final processes involved prior to a ACTDs final approval are the drafting of
an implementation directive and the development of the ACTD management plan. The
implementation directive is a key document to the ACTD cycle because of it’s
overarching coverage for the initial “stick and rudder” for the ACTD. Key signatures are
required on this document that in principle stands for a dedication to see the program
through to completion. This is yet another barrier that will be discussed later as needing
possible improvement. The management plan is the final document that will be prepared
prior to the ACTD beginning full bore. This too will include signatures from key
individuals in the Service/Agency leading the ACTD, DUSD (AS&C) and USD (AT&L).
Guidelines for the preparation of these documents can be found in the revised Acquisition
Deskbook or the DUSD (AS&C) website.

C. OPERATIONAL PHASE

1. Transition Planning and Preparation

Transition planning and preparation is an integral step in the ladder to creating a

successful ACTD. The overall goal of ACTD Program Managers (PHs) is to have their

4 DUSD (AS&C) website. http://www.acq.osd.mil.
7
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program either be fielded in a rapid prototype model for the war fighter, or to have the
program transition into the formal acquisition cycle as a stand alone item or a component
of another ongoing program. During an interview with the Military Deputy to the Deputy
Under Secretary of Defense for Advanced Systems and Concepts, Navy Captain Mike
Knollmann, I was given a much broader definition of what can be deemed a successful
ACTD program. Capt Knollmann said that his branch considers any ACTD which
proves a certain technology incompatible with a military need to be a success as well as
any ACTD which can transition even parts of the program into other ongoing programs.>
The bottom line seemed to be that the transition “baton” should start as soon as possible

after ACTD approval and continue with a dedicated team until completion.

The Office of the Secretary of Defense (OSD) maintains that the overall transition
process is a task of the ACTD Manager and is governed by DoD 5000.2R.6 The OSD
maintains that there are eight possible major barriers to the successful transition of an

ACTD program. Those are:

a. A contracting strategy to motivate the contractor for best value into

Low-rate-initial-production (LRIP)
b. Ensuring interoperability with existing systems
c. Supportability of the system

d. Early and continuous cooperation with the test and evaluation

community for the system
e. Affordability through a Cost as Independent Variable (CAIV) strategy
f. Proper funding resources

g. Evolving mission needs requirements into a formal Operational

Requirements Document (ORD) by completion of the ACTD

h. Maintaining proper acquisition documentation needed for an acquisition

decision to be made.

5 Interview; Capt Mike Knollmann; Military Deputy; Office of DUSD (AS&C); December 19, 2001.
6 OSD website; http://www.osd.mil.
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These eight barriers are not all encompassing nor should they be thought to be
situational either. Planning early in the ACTD process is still the backbone to ensure a

successful transition.

A major planning document for transition is the ACTD Management Plan. This
plan, which is signed by all major players in the ACTD program, is the initial building
block for which the transition plan is hinged. Some of the major role players in the
process that are assigned in the Management Plan are the Executing Agent, User

Sponsor, Lead Service, Demonstration Manager, and Operational Manager.

The Executing Agent (EA) is the Service or Agency that is tasked with the

planning, coordination, and direction of all activities tied to the ACTD.

The User Sponsor is an operational level unit in support of an ACTD. This is
normally a Service or Commander in Chief (CINC). This entity coordinates with the
Executing Agent and allocates resources that the EA may need to support the project.
The military utility assessment used by the JROC is the responsibility of the User
Sponsor. Operational issues concerning transition and execution are brought to the

attention of the Demonstration Manager and Lead Service by the User Sponsor.

The Lead Service is responsible for the transition areas of organizing, training and
equipping. It will give feedback to the DUSD (AS&C) on several possible options for
the ACTD. These options can be:

...termination, additional technical concept development, or a proposed
acquisition strategy for a potential program.?

The ACTD Demonstration Manager (DM) is designated by the EA, and is
responsible for the planning, coordination, and activities of all development in the ACTD

project. The DM supports the Lead Service in transition planning as required.

Finally the Operational Manager (OM) is designated by the User Sponsor to
control all activities for the ACTD program within the scope of the user activities. The
OM would normally be a vital link in the military utility assessment portion of the

ACTD.

7 OSD website; http://www.osd.mil.
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The transition strategy should be determined during the early planning phase of
the ACTD and incorporated into the Management Plan even though transition will not
occur until successful military utilization for the specified requirement is demonstrated.
The main thrust for the transitional manager (XM) should be to get the ACTD into the
LRIP cycle upon completion of the military utilization. However the entry point into the
acquisition cycle can vary and for that reason the XM should always consider
contracting, supportability, interoperability, affordability, and definition of requirements
for the particular entry point for that ACTD.8 The earlier that the transition strategy is
determined (what is the ACTD progression if it shows successful military utilization,
means there is more time to plan the contracting, supportability, interoperability,
affordability and requirements definition for transition process. This will ensure the

filling of any gaps in these areas that may occur during the lifecycle of the ACTD.

OSD calls for a Transition Integrated Product Team to be formed if an ACTD is
deemed to be in need of a “... significant level of transition preparation.” I think that we
can safely say any ACTD that will create or augment a ACAT I program will be
considered requiring a significant level of transition preparation. Examples of significant
transition preparation may include but are not limited to incorporating the ACTD as a
major change to an existing program, integrating the ACTD into a “Family of Systems”,
or placing the ACTD into the Acquisition cycle at the LRIP phase of an ongoing
acquisition program.

2. System Engineering Integration and Testing (SEI&T)

SEI&T objective is to integrate mature technology that has already been
developed into the current ACTD:

...by means of system engineering and system integration to create a
desired technical capability which, when combined with appropriate
CONOPS [Concept of Operations] results in a new or improved military
capability. Testing is required to characterize system performance and
verify everything is working before demonstrating the system in an
operational environment.10

8 OSD website; http:/www.osd.mil.

9 OSD website; http://www.osd.mil.
10 ACTD Manager’s Guide

10
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Military utility will be the focus of the SEI&T stage of the ACTD. It is
imperative that the TM has a firm working knowledge of project management,
engineering, and information technology. Individuals who possess the qualities
mentioned above so that they may serve as the “duty experts” for the TM and the rest of

the ACTD team should form the TIPT.

Although not required by the ACTD guidelines, Work Breakdown Structures
(WBS) are used to assist in coordinating activities in the SE&T phase as well as the entire
ACTD program structure. The majority of planning for the SEI&T should still take place
prior to the actual approval of the management plan (MP). Examples of areas requiring
initial planning for the SEI&T phase are contract management, scope of the system, and

budgeting for SEI&T activities.

It is of no coincidence that the roles of the TM and OM are not altogether
different from that of an Acquisition Program Manager (PM). The TM and OM are
responsible for the presentation and hopefully acceptance by the operational users of the
ACTD to go forth with acquisition. Again the operational user that is trying to be “sold”
this system may be a Service, acquisition command, or an independent command. To be
successful the ACTD Manager’s Guide states that

...implemented a balanced system engineering and testing approach that

qualifies the system to enter LRIP without encumbering the ACTD with

extensive process and paperwork that has evolved under the formal
acquisition procedures.11

Extensive operational user support and participation may be and in deed is highly
encouraged through the OM. This participation allows for the continuous feedback loop

from the Operational User to the TM, OM, and XM.

The final obstacle of the SEI&T phase of the ACTD process is a Demonstration
Readiness Review (DRR). The ACTD Manager’s Guide requires this review for the
following purpose:

It is extremely important to confirm dependable system operation before

committing to a field demonstration event such as an exercise that
includes large numbers of operations and planning personnel. There

11 ACTD Manager’s Guide
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should be no need to trouble shoot either individual equipment
malfunctions or subsystem interfaces in the field where time and resource
pressures are severe. 12

The end-to-end test of the DRR is usually graded against the minimum and
maximum expected functionalities of the system. This testing value will be of further
importance during the CONOPS production by the ACTD Managers.

3. Military Utility Assessment

This is in itself the ultimate objective of an ACTD. Does the program or system
fulfill the requirements that were identified as requirements by the operational users? Per
the ACTD Manager’s Guide, a MUA:

...1s a judgment of the military worth of a proposed capability. The

assessment is performed by evaluating performance measured in an

operationally realistic environment against critical operational issues. The
assessment considers operational effectiveness and suitability in
performing the assigned mission (can it do the job?) and overall

importance to the success of military operations (so what?) in judging
military worth.13

During this phase of the ACTD the OM should have already had a significant
level of support and cooperation from the Test and Evaluation community. T&E support
should be considered very early in the ACTD program. The T&E community both
Developmental Testing (DT) and Operational Testing (OT) can be instrumental in the
successful planning and execution of an ACTD. Examples of some of the critical
elements that T&E personnel can assist with are gaining access to testing assets,

developing scenarios, and data collection plans.

The results of the MUA can range from significant military utility to provides no
military utility. In any outcome though the results must be able to hold up to
scrutinization by the operational user, acquisition commands, Services, and higher
headquarters. The role of the ACTD OM in the MUA stage of the SEI&T phase cannot
be over stated. It is the responsibility of the OM to ensure coordination with all

participants, planning for, conducting and reporting from the MUA, and all user

12 ACTD Manager’s Guide
13 ACTD Manager’s Guide
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participation during the SEI&T phase of the ACTD. One important document that the
OM is responsible for is the ACTD Assessment Plan (AP). This “living” document will
be a task to undertake early in the ACTD process to identify possible costs, schedules and

performance outcomes of the MUA.

At the conclusion of the MUA the TM, OM, and XM will produce an Assessment
Report (AR). This report will be provided to the Oversight Group and the User,
Technical and Transitional Sponsors. This report will form the basis for the final MUA
output report: the Transition Recommendation.

D. RESIDUAL OR TRANSITION PHASE

Upon completion of the AR, the ACTD will be ready to enter its transition phase.

As discussed early, there are three major transition decisions that can occur:
1. Transition to a formal acquisition program and field residual system(s)
2. Field residual system(s) only
3. Terminate the ACTD Program

Should the determination to transition to an acquisition program occur prior to the
two-year mark in the ACTD program, the ACTD Managers will be required to pass the
knowledge of the program on to the acquisition command. Should the decision to
transition take place after the two-year mark, the operational unit using the residuals will
be responsible for passing on the knowledge of the program. Although the participation
of the OM is required in the transitional phase, the cooperation of the TM, XM, and OM
throughout the process is vital to the success of the transition phase. The transition phase

is broken down graphically in figure 4.
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Figure 4. Transition Phase Graphic “After Ref. [27].”

The key element in transition planning is the early assignment of a XM, and the
early and continuous coordination between the OM and XM. One possible goal of the
XM and OM can be to perform an Extended User Evaluation (EUE) as shown in Figure
4. This is accomplished by turning the ACTD residuals over to the Operational User for
a period of usually two years. During this time the Operational User will evaluate the
residual prototype against real world needs of that unit.

E. ACTD FUNDING AND PAST PERFORMANCE SYNOPSIS

As discussed earlier, the DoD 5000 series is the governing regulations for
acquisitions within the Department of Defense. When a formal acquisition program is
initiated the PM has very stringent guidelines that must be followed with regards to
budget and monetary constraints. Each portion of the program is governed by a line item
in the Presidential budget. ACTDs on the other hand are not constrained by Congress or
the same regulatory guidelines as formal acquisition programs. Currently approximately
10% of the overall funding of an ACTD comes from the Deputy Under Secretary for
Defense (Advanced Systems and Concepts).!4 This funding is sometimes referred to as

supplemental funding.

This supplemental funding is programmed by DUSD (AS&C):

14 Interview; Mark Peterson, Senior Program Analyst, Office of DUSD (AS&C); 19 December, 2001.
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...1s for (1) integration of the technologies with existing systems for the
demonstration, (2) providing multiple copies of system elements where
that is critical to the user’s evaluation of military utility, and (3) technical
support of the residual capability, during which time the user will continue
to evaluate the concept during routine training activities and will continue
to mature the concepts of operation.15

DoD research labs and/or Services will provide the majority of the remaining
funds required for the ACTD. The funds that are used for ACTDs usually come from the
Research and Development(R&D) 6.3 fund category. The full breakdown of the DoD
(R&D) funding is shown in Table 2.

Numerical Code Code Definition

6.1 Basic Research

6.2 Applied Research

6.3 Advanced Technology Development

6.4 Demonstration and Validation

6.5 Engineering and Manufacturing Development
6.6 Management Support

6.7 Operational Systems Development

Table 2.  R&D Budget Categories
It should be noted that although the ACTD Programs do not fall directly under the
oversight of normal acquisition regulations, it is imperative for the OM and XM to
maintain some coordinated effort to meet certain formal acquisition regulatory goals to
ensure a successful transition. The ACTD Manager’s Guide states that:
Funding for follow-on acquisition must, at some point, be included in the
Lead Service POM. Scheduling MUA to provide emerging results at

critical points during the POM cycle will provide added justification for
essential programming and budgeting actions.16

15 ACTD ‘Guidelines:. Formulation, Selection, and Initiation;
http://www.acqg.osd.mil/actd/euidelns/formulat.htm; October 2001.

16 ACTD Manager’s Guide
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Coordination between the Lead Service’s Acquisition Agency, the OM, and XM
is crucial to this funding success.

F. TRANSITION MANAGEMENT ISSUES

The similarities with the ACTD process and the formal acquisition process are
maybe not as blurred as first thought. Both programs expect and in deed encourage the
use of IPPDs for planning. Both programs require an experienced management team
with a broad range of expertise from program management, contracting, and technical.
Tailoring of reports and requirements for documentation are yet more similarities in the

two programs.

Oversight for all ACTDs will evolve from the DUSD (AS&C) office. Then the
JROC will recommend a Lead Service who will usually assign an OM and XM. The TM
will more than likely be assigned through one of the DoD’s research laboratories or
commercial research facilities participating in the program. The sheer fact that there are
so many managers in the ACTD program makes it absolutely essential that those
individuals support the ACTD Management, Implementation and Transition Plans in full.

These documents are the “stick and rudder” for the entire program.

The ACTD program is built under the theory of maximum flexibility for the
ACTD Team with minimal reporting and documentation requirements. Currently there
are only two documents that require Executive level review: the Implementation Plan and
the Management Plan. Periodic reviews of the programs are conducted by oversight
groups (usually semi-annually or as required), and milestone updates and reports are
provided to the DUSD (AS&C) by the ACTD Managers.

G. CONCLUSION

The ACTD Process was designed to rapidly insert mature technology into the war
fighter with the least amount of acquisition oversight. The development of new
technology was not a factor believed to be in keeping with the goal of the ACTD
program. Millions of dollars are spent each year on ACTD programs that may or may
not provide the military utility that is required of the program to succeed. However,

without assertive, knowledgeable managers who understand that early planning and
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coordination will enhance a programs ability to transition the program is doomed for

failure from the start.

The second phase of the ACTD process concludes with a Military Utility
Assessment by Operational Users. This data is crucial for the preparation and submission

of the final AR by the OM to the ACTD Decision authority.

The management of an ACTD program is complicated more by the coevolving of
three managers each of whom depend upon the others to perform independently as well
as a team. Formal Acquisition program skill sets enable the ACTD managers to utilize
some of the same skill sets as needed within the formal acquisition process. These

include but are not limited to IPPDs and Project Management principles.
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II1. JOINT THEATER LOGISTICS ADVANCED CONCEPT
TECHNOLOGY DEMONSTRATION

A. BACKGROUND FOR JOINT THEATRE LOGISTICS (JTL) ACTD

In August 1990 the United States and Allies from around the world undertook one
of the greatest logistical build-up operations since perhaps Vietnam and in some respects
larger than ever seen by a military force. The nature of that build-up is one which the
United States does not foresee ever happening again in the dynamic world environment
that our military is operating in today. In 1999 Army General John M. Shalikashvili,
Chairman, Joint Chiefs of Staff, signed and thereby approved Joint Vision 2010. This
document was to layout the concept of how America’s military would build, train,
sustain, and fight in the year 2010 and beyond. The major theme of the document was an
increased presence in the “joint” or “purple” war-fighting world. The document also
forged four major tenets to the success of the military in these future years:

...to develop four operational concepts: dominant maneuver, precision

engagement, full dimensional protection and focused logistics.l7 See
Figure 5.

Dominant Maneuver
e
Precision Engagement
) |
Coalition
Partners

BT oz I
"§ 2 Forces

Focused Logistics

Figure 5. JV2010 Emerging Operational Concepts “After Ref. [31].”

17 Joint Vision 2010 Publication; Joint Chiefs of Staff; June 1999.
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The concept of focused logistics is what prompted the formulation, initiation and

management of the JTL ACTD.

The J4, Joint Chiefs of Staff, and JV2010 describes the operational concept of

focused logistics as:

...as the fusion of logistics information and transportation technologies for
rapid crisis response; deployment and sustainment; the ability to track and
shift units, equipment, and supplies even while en route, and delivery of
tailored logistics packages and sustainment directly to the war fighter.18

The JTL ACTD set out to address three specific military needs as they were
assessed against the context of JV2010:

1. Operations/Logistics C2 processes, operators, and communications channels
are separate and disparate. A capability to couple operations and logistics, in a virtual

collaborative environment is needed.

2. Logistic planning processes are time consuming and resource intensive.
Automated support, which will assist in rapid generation of logistical plans and tasks, is

needed to speed the overall operation.

3. Information sources are outdated and inaccessible. Both logisticians and
operators need automated assistance to track critical items, events, and support

relationships of interest during an operation.19

The goals of the ACTD were to be accomplished by utilizing existing mature
technologies from the Defense Advanced Research and Projects Agency (DARPA),
government off the shelf (GOTS) software and commercial of the shelf (COTS) software.

These “tool sets” would be originally broken into three areas:

1. OPSLOG Collaborative Planning Tool (Operations/Logistics collaborative

capabilities)

2. LOG Analysis and Plan Development Tool (Logistics resource allocation and

tasking capabilities)

18JCS,J4 http://www.dtic.mil/jcs/j4/projects/foclog/execsum.html
19 JTL ACTD Management Plan. Pg 6.
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3. Log Watchboard Tool (Logistics situation tracking capabilities)20

To achieve the three above capabilities, the ACTD was to focus on three major

focus areas:

1. Common User Interface. Compile a web-based, computer assisted planning
capability that would be compatible with the current Global Combat Service Support
(GCSS) Family of Systems that was mandated by JV2010. This interface would further
be integrated with the applications, information and collaborative capabilities of the

operator’s staffs.

2. Enhanced Collaboration and Analysis. This would demonstrate near real-time

operations/logistics collaboration capabilities.

3. Total Logistics Awareness. This would demonstrate the near real-time
monitoring of the logistics situation and time-based status of critical items, events and
trends. This would utilize emerging technologies, predictive modeling and simulation,

and agent-based assembly of relevant information.21

The breakdown of the Organizations, Roles and Responsibilities of those

participating and overseeing the JTL ACTD is broken down as follows:
1. Lead Agency. Defense Information Systems Agency (DISA)

2. Executing Agent. Advanced Information Technology Services Joint Program

Office (AITS-JPO)
3. DARPA. Provide PM and resources laid out in Implementation Directive.

4. CINC Sponsor. Commander in Chief, US Atlantic Command
(CINCUSACOM)

5. Supporting CINC. US Transportation Command (USTRANSCOM)
6. JTL ACTD Oversight Group. Detailed by the DUSD(AS&C)

7. OM. Provided by USACOM, J4

20 JTL ACTD Management Plan. Pg 6.
21 JTL ACTD Management Plan. Pgs 7-8.
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8. TM. Provided by DISA

9. XM. Provided by DISA. The JTL ACTD Management Plan stipulated that
the XM and TM would be same person responsible to the GCSS Chief Engineer to guide

integration and transition.
10. Operational User. US Joint Forces Command (USJFCOM)
Finally the focus again of the JTL ACTD is:

...on tightly coupled integration of J3 and J4 tools for near real-time
operations/logistics management into the GCCS and GCSS 4.0/5.0
architectures and systems.22

B. JTL OPERATIONAL PHASE

1. Transition Planning and Preparation

Section Five of the JTL ACTD Management Plan detailed a transition strategy
and schedule. The MP is written to be flexible as the ACTD progresses so as to be able
to be changed should the scope of focus of the ACTD change. The AITS-JPO
Independent Verification and Validation (IV&V) was tasked to be the monitor and
oversight agent for the JTL ACTD transition. Their main goal was to ensure that the
ACTD met minimum guidelines for the Defense Information Infrastructure Common
Operating Environment or DII COE. The version that JTL was supposed to achieve was

4.X and 5.X. It was determined that each year another capability would be:

...put on the JTL ACTD Web site and then the source code,
documentation and any other materials that may be required will be turned
over to [IV&V and GCSS integration.23

Figure 6 depicts the proposed JTL ACTD transition schedule.

22 JTL ACTD Management Plan. Pg 11
23 JTL ACTD Management Plan; pg 24
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Event FY QTR Month

Implementing Directive 99 2 Mar-99
Management Plan 99 3 Jul-99
BAA 99 4 Aug-99
Exercise Schedule Sep-99
_---
Transition Plan Dec-99
Begin OPSLOG Collaborative Planning ToolDevelopment 00 1 Dec-99
Contract Negotiations 00 2 Jan-00
Contract Award 00 2 Mar-00
Assessment Plan 00 3 Jun-00
Demonstration of OPSLOG Collaborative Planning Tool 00 4 Sep-00
Begin LOG Analysis and Plan Development Tool Development 00 4 Sep-00
Begin Log Watchboard Tool Development Sep-00
_---
Demonstration of LOG Analysis and Plan Development Tool Jun-01
Complete OPSLOG Collaborative Planning Tool Development 01 3 Jun-01
Complete LOG Analysis and Plan Devel Tool Develop Sep-01
_---
Transition OPSLOG Collaborative Planning Tool Dec-01
Transition LOG Analysis and Plan Development Tool 02 1 Dec-01
Demonstration of Log Watchboard Tool 02 1 Jan-02
Complete Log Watchboard Tool Development 02 4 Sep-02
Military Utility Exercise 02 4 Sep-02
.
Transition Log Watchboard Tool 03 1 Dec-02

Figure 6. JTL ACTD Transition Schedule “From Ref. [17].”
Section 5.1 of the MP stated that the XM would be responsible to the GCSS Chief

Engineer for the integration and transition of JTL ACTD technologies. The residual

capabilities from the JTL ACTD were to be software and documentation only. There

would be three such software residuals according to the MP.

GCCS Programs within DISA.

Section 5.2 passed responsibility for the ACTD on to DISA and the GCSS and

development of the JTL ACTD that has placed additional obstacles to transition on the

23
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ACTD. Several interviews that I conducted at DISA yielded the following recurring

themes:
1. Lack of resources (personnel & money); did not match requirement.24
2. Communication between DISA (GCSS) and DARPA was strained.25
3. XM assigned late in ACTD process by DISA (Not until 3" year).26

4. No clear guidance from DISA to developers of baseline technology to build to

in order to have a successful transition into the GCSS Family of Systems.27

According to the JTL IP and MP, the sole purpose was to complete a set of tools
that built on to the technology that was demonstrated by the JL ACTD. The transition
strategy should have been, in my opinion, to compliment the transition process also used
in the JL ACTD; however, there was a lack of early planning on the part of the Executive
Agency to ensure this occurred. There was a clear need for a Transition Integrated
Product Team (TIPT) given the very nature of the ACTD. Software integration into a
known Family of Systems under the GCSS program was and still remains a very
problematic process.

2. System Engineering Integration and Testing (SEI&T)

The JTL ACTD System Engineering Integration and Testing (SEI&T) work

Breakdown structure is pictured in figure 7 below.

24 Interview with Jackie Hubbard, XM, JTL ACTD, DISA, 19 December, 2001.

25 Interview with Jackie Hubbard, Kathy Kaseman, and JTL ACTD Lou Mason, 19-21 December,
2001.

26 Interview with Jackie Hubbard, XM, JTL ACTD, DISA, 19 December, 2001.
27 Interview with Kathy Kaseman and Lou Mason, 19 & 20 December, 2001.
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Figure 7. JTL ACTD SEI&T Work Breakdown Structure
Page 27 of the JTL MP called for several documents to be drafted in regards to
the SEI&T portion of the ACTD. Those documents were the a) System Engineering
Management Plan, b) System Integration Plan, and c) Configuration Management Plan.

28

The System Engineering Management Plan (SEMP) was to be used to give
direction to the refinement of system requirements once the developers received the
validated user requirements. Also it would serve as the principle roadmap for the
development of the functional and physical architecture, interface design specifications,
and finally optimization of the system through alternative, formal tradeoffs, and
prototyping.

The System Integration Plan (SIP) was to be used to be used to maintain system
integrity compatible with that of the system compliance verification plan. It would also

detail the testing of system integration within the JTL ACTD as well as that of JTL to

feeder systems.

The Configuration Management Plan (CMP) would be used to develop and
manage system level configuration. It would lay out standards for the developers while

building subsystems and components to the ACTD.

The SEI&T plan called for a progressive nearly annual approach to Integration

and Testing which would culminate each year with a deliverable of a portion of the JTL

28 JTL Management Plan; pg 27
25



tool set. Figure 8 depicts the planned start and end schedule for the JTL ACTD tool sets
which would coincide with a yearly demonstration of the current tool set. The final
Military Utility Assessment was scheduled for FY 02 in conjunction of the completion of

the Lo