FACE-TO-FACE

JTI?’V: THE FORMUILA FOR
MARINE CORPS ACQUISITION

SUCCESS

Says Commander, MarCorSysCom

rogram Manager recenthy inter-
viewed Major General Caral A,
Mutter, LUSMC, Commander,
Marine Corps Systems Com-
mand (MARCORSYSCOM). General
Mutter assumed command of the
Cuantico, Virginia-headquartered or-
ganizatiom, which Is responsible for
developing and producing Marine
Corps ground acquisition systems and
equipment, in Tune 1994, Her bio-
graphical sketch follows this inter-
view

Program Manager. What guid-
ance and vision am: vou giving the
people of the Marine Corps Systems
Command?

Maj Gen Mutter. I have come up
with an acrormvm. You can't be in this
business for more than 30 minutes
without having an acronym. Mine is
the acromym JTI*V, or [TI-squared-V,
The "I” stands for Joint, jointness from
mwo different aspects. The first Is the
perspective that we want to work with
the other Services and be joint In
developing our programs and systems.
The other is that we must remember
that Marine Corps systems need to
work in the joint environment once
they're deployed. We don't do amy-
thing that isn't joint these days.

Program Manager thanks DSMC
professors Wilbur D, Jones, [r., Acgui-
silion Policy Department, and Lt Col
Philip A. Young, USMC, Principles of
Program Managemen! Depertment, for
conducting this inferview.

Frogram  Manager

Major Genenad Carod A, Mutler, LISMC, Commander, Marfne |:-".'|r]'|.1 Systems Commard
(HARCORSYSCOM). makes a point as she &5 inferviewed by Program Manager's represenio

tive, L4 Cod Philip A '|'-L1ur.'H, LISMC

The “T* stands for teamwork. There
are a lot of dimensions of teanmwork.
First, 1 emphasize tcamwork intemal
to the commiand because we are some-
what matrixed in our organization;
wie rely on each other and are trying to
lessen the stovepipe effect which can
lead to “reinventing the wheel.” Team-
work also plays heavily with the re-
gquirements folks owver at the Marine
Corps Combar Development Center
(MCCDC) Because we ane co-located
here at Quantico with the Marine
Corps’ requirements command, we
have an advantage the other Services
don't have. Also, the Marine Corps
Operational Test and Evaluation Ac-
tivity, MCOTEA, is here. S0, the syn-
.:rg:.; of being able to work as a team

throughout the whole developmeni
process gives us a tremendous advan-
tage.

The requirements people at
MCCDC are the spokesmen for the
Fleet Marine Force (FMF), the users
of our systems and equipment.  We
work as a team with them and also
with the FMF directly. MCCDC brings
the mission area people in to find out
what the fleet needs. We are also
closely connected with the Deputy
Chief of Staff for Installations and
Logistics (DC/S (1&LY) at the Head-
quarters Marine Corps and with the
logistics base at Albany, Geargia. Al-
bany s heavily involved in lite cycle
management of our systems and
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equipment. 5o there are a kot of di-

menslons Lo our approach to team-
wiork.

The “I"-squared stands for inven-
tiveness and innovation. It pets to the
crux of total quallty leadership (TQL).
TQL empowers our people o do the
things they need o do o get the job
done, and helps us identify roadblocks
and get them out of their way. We
encourage not doing the same old
thing in the same old way, because
it's a different world now. “We have
different requirements. We hawe less
money, less people. We have o in-
vent new, innovative ways of doing
the job.

The "V" stands for value, There are
a couple of dimensions to value: get-
ting the best value for the dollars we
spend, and also emphasizing core
values. Our Marine Corps values of
honor, commitment and courage ap-
plv w all Marines whether we wear
chvillan clothes or a uniform, whether
we are in garrison or the fiekd, whether
we are In wartime or peace. Those
core values apply equally across the
board: they require a basic integrity In
how we go about our business.

Program Manager. \What are the
biggest challenges facing Marine
Coms acquisitlon?

Maj Gen Mutter., Certainly the
bigpest is budpet constraints. Another
ks keeping up with advancing tech-
nology. Technology is moving so
quickly, and changing so fast. Our
traditional way of doing business was
taking 5-10 years or more o develop
a system, which nowadays would be
two ar three penerations behind tech-
nology by the tme Is felded. Our
challenge now is In the acquisition
reform anena o come up with ways of
developing our software and com-
puter systems faster, bul also do them
in a structured way 10 ensure we are
making the right decisions, and can
support the syetems in the long term.
W need to continue to look at stream-
lining. We have transitioned almost
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We have transitioned
almost all our

programs (o
evolutionary programs,

but the rules for going
through the milestone
decision process are
not well suited for
evolutionary
development.

all our programs o evolutiomary pro-
grams, but the rules for going through
the milestone decision process are
not well suited for evolutionary devel-
opment.

Another blg problem is commer-
cial off-the-shell ftems. We are polng
to have a lot more off-the-shelf sys-
temms, eqguipment, software, ete. Our
programs then became more integra-
thon programs than development pro-
grams, intcgrating various pieces and
maybe developing a small portion 1o
customize it for & particular applica-
tlon. However, the defined DoD ac-
quisition process doesn't necessarlly
lend ftsell to that, especially the op-
erational testing rules and repulations.
We need 1o relook at those things and
come up with a more streamlined way

of doing business adapted to the new
warys of systems development.

Program Manmager. Do you see
the Marine Corps' required participa-
tion with other Services on many of its
programs as a constralnt?

Maj Gen Mutter. Mo, not at all,
The Marine Corps manages no Acqui-
sition Category 1 (ACAT) programs
itself, except for the Advanced As-
sault Amphiblous vehicle (AAAV) pro-
gram. The AAAY Program Manager
reports directly to the Assistant Secne-
tary of the Nawvy (Research, Develop-
ment and Acquisition) (ASNIRDMA)D,
Ms. Nora Slatkin. All our other major
programs are elther joint- or other
Service-led.

An aspect with the “I7 in JTI®,
which overlaps into the "T." |s that we
always work closely with other Ser-
vices. The Marine Corps is small. We
rely very heavily on the ather Ser-
vices: on the Army for the develop-
mentl of tanks and wehicles, for ex-
ample. We work clasely with the Mawy
for many computerized command and
control systems. And, on occasion
the Marine Corps s designated as the
lead Service inm some joinl programs
Some examples Include the Tactical
Alr Operations Module (TAOM]. the
Air Force s follow Service; the Anti
Personnel Obstacle Breaching Sys-
tem (APOBS), the Ammy s follow Ser-
vice; and the Position Locating Re-
porting System Communications
Enhancement (PLRS-CE). the Nawy
is follow Service.

Program Manager. Regarding
amphiblous warfare and the basic
Marine Corps mission of “from the
sea,” and the continuing talk and stud-
ies and reviews about roles amd mis-
sions, how would you answer the
question of why the Marine Corps
needs a separate air force?

Ma] Gen Mutter. The Marine
Corps is unigue because of our role in
operational maneuver from the sea.
We have to operate in a naval env-
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ronment and be able (o transition
from sea to shore and then operate in
a land environment. That takes a very
special kind of alr capability, or air
witg, to be able to practice and oper-
are on a routine basis In a multide of
settings, We must be able to operate
on board ship as well as in an am-
phiblous assault or any other opera-
tkon ashore using dedicated close air
support. Probably the most complex
of combal operations is the amphibi-
ous operation. That close relation-
ship of working with our cwn aviation
assets has always been imporant.

Program Manager. s the Army's
rale inm prepositioning overlapping with
the Marne Corps’ role in preposi-
tioning? [s there a paradipm shift?

Maj Gen Muotter. Don't forget the
Army has thelr misséon o worry about
as well, and that bath the Acmy and
Marine Corps have complementary
missions. The Armv peeds a way o
get thelr very large amounts of equip-
ment and supplies w0 wherever they
might e emploved. In the past the
most likely places of employment were
few and well known., They could
preposition things in those few places.

fow that the world is looking a llimie
more dangerous in a larger number of
places, and not knowing where we
might have D0 go. everyone recog-
nizes the need for a different approach
on how the Ammed Forces get their
supplies and equipment where they
need it quickly. The Marine Corps
does not pretend o be a lange ground
army. We are the enabling force that
may go in first and secure the airport
or port facilities where a larger force
could po in later.

The Marine Cofps’ mission for over
200 vears Is probabhly even more ol-
evant in todav'e wordd than In the past
because of the likelr places of employ-
menk: in the litomls and danger spots
of the world, Operatlonal maneuver
from the sea and global forwand pres-
ence is right up our alley, and invohes
the same kinds of things that we have
been doing for many years.
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The Marine Corps’
mission for over 200
years is probably even
more relevant in
today's world than in
the past because of the
likely places of
employment: in the
littorals and danger
spots of the world.

Program Manager. Given that
our moles and missions are secure,
whai are the Marine Corps’ acquisi-
tion prlorities to support them?

Maj Gen Mutter. Our two big
acquisition priorities are the V-22
Osprey aircrafl and the AAAN pro-
gram. The V-22 is run by the Naval Air
Svstems Command (MAVAIR), and 1
have no responsibllitles for it. Of
course, we have Marines over there
working with NAVAIR. [ do provide
matrix support 1o the AAAV for con-
tracting. bogistics support and varlouws
other things. 50, [ do get imolved
with the AAMN,

Those fwo programs are our key
capahilitics to execule our operatlons
from the =ea, They replace systems
that are very old and very obsolete,

the CH-46 helicopter and the LVT
amphibious tractor. We need not only
to replace those platforms, but also o
upgrade and update them with now
technology that will be around a while.
We arc having some real budgetary
difficulties getting the V-22 and AAAY
on board quickly emough in order 10
replace those old systems.

On the AAAV, the discussion has
centerad around the current vehicle’s
age. If we slip the AAAV and start it
after the current POM [program ob-
[ectives memorandum] cycle, the new
AAAY system woukd be in place at
about age 47 for the current vehicle.
Then you're talking about stretching
something out to a point where It
becomes almost nonsupportable —
vou'ne looking at 19505, Korean War
technology to take the Marine Corps
with amphibious operatlons Into the
battlefield of the 2ist Century. This
does not seem like a prudent thing o
do. The other primary thing is that the
AAAN i not that expensive. We're
talking on the averape of about S60-
A0 million a vear in R&D funds. So
cutting out or stretching that program.
or delaying it. doesn’t save Dol that
much money.

Program Manager, The Marine
Corps’ reputation is one of being re-
sourceful. Where is the Marine Corps
now with downsizing of personnel
and restricted budgers?

Ma) Gen Mutter. [t reminds me of
the saving “We've done 20 much with
g0 little for so long that pretty soon we
can do evenvthing with nothing.” We
ane secing some remendous challenges
in being able o meet the minimum
requiremenis with the numbers of
people and the available budgets. 1t ks
getting o be extraordinarily difficult,
which is why the innovaton of new
ideais and jointness, and cooperation
and teamwork, ane s0 important

[n the POM-9% priortization pro-
cess, it was primarily Ol systems  that
came to the top of the procunement lEL
That is & legacy from Southwest Asia
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where a lot of lessons leamed have
been fed into the process. And for the
bast several years we've been empha-
sizing the C'1 area to try to get more
Interoperability communications-wise,
the ability o talk f© one another, and
more automated intel battleficld  infor-
mation dissemination © decksion mak-
ers at the various [evels,

Program Manager. “We under-
stand you have a background in com-
puters and data systems,

Ma) Gen Mutter. Yes, | do have
experience in computers and the data
systems world as far as how our data
systems support our command and
contral, decision making, intelllpence
systems and communications sys-
tems, I've been involved in computer
systems off and on for 11 vears, both
on the business and tactical sides.

1 know Mrs. Colleen Preston
[Deputy Under Secretary of Defense
(Acquisition Reform)] and the acqui-
sithon reform folks are looking for ways
o streamline. This is a candidate.

The biggest problem in computer
software B that technology is moving
s0 fast. You kmow how fast we've
coimie fromt a 280 o a 386 w a 486 to
a pentium computer. If we arc mot
developing a svstem with open sys-
tems architecture so we can put it on
a different plece of hardware (o take
advantage of the faster processing
time, use reusable code, and keep our
systems llexlble. then our systems
will be irrelevant and incapable for
what the user needs in a timely fash-
ion. We are working with the
ASMIEDA) and others providing nec-
ommendations on Ways W Can
streamline. The end result is doing
things im a thmely but structured way,
looking at real alternatives, making
the right decisions, and petting the
system on the street.

Program Manager. Other than
the AAAY, an ACAT 1 program, all
Marime Corps acquisition programs
are ACAT Iis, Tils and Vs, Is the

Frogram Monoger

We are working with
the ASN(RDA) and
others providing
recommendations on

ways we can
streamline. The end
result is doing things
in a timely but
structured way, looking
at real alternatives,
making the right
decisions, and getting
the system on the
street.

Marine Corps tailoring its programs,
or is the Dol 5000 Serdes of directives
restrictive?

Ma] Gen Mutter. The way we
[nterprer the Dol 5000 Series can be
restrictive. Some of our problems ane
self-inflicted within the Marine Corps.

When you po through the mile-
stone process, Wl have o answer o
all of the staff people and decision
makirs who are going to ask If you've
done things a cenain way to make
sure they are legal, defensible. make
sense, and that we are not wasting

money. [n answering those questions
a certaln amount of rgor has been put
into the process for even the ACAT 11-
II-IVs. [ believe that rgor 1s pood up
to a point. But, Mr. [R. MNoel]
Longuemare [then Acting Linder Sec-
retary of Defense (Acquisition and
Technologyll recently signed out a
memo emphasizing the tatloring pro-
cess. The Marine Corps is small
enough o that we can get our arms
around a lot of things the other Ser-
vices cannot. We have zome good
Ideas on how o taikor.

Back to technology again. Tech-
nology ks moving so fast, it's difficult
to mowve quickly enough with deas at
the same time we're trying to develop
your systems. We have a unlfied build
program where all our command and
control systems are being looked at
for potential reusable code. For ex-
ample, why have every sysiem de-
velop its ocwn mapping system for its
display, or buy separately off the sheli?
We have come up with one or maybe
two standard mapping, message han-
dling, and database management sys-
tems. We have found that from 45 to
A2 percent of the code in each of our
command and control systems is func-
tionally similar o other Marine Corps
command and control systems. There
i5 a remendous amount of oppomu-
nity for reusabilicy of code with life
cyele management support implica-
tions. We are fielding so many auto-
mated systems that o pay Internally
ar an contract for someonc Lo main-
tain the code becomes very expen-
sive. A large amount of reusable code
would cut back on the money pe-
quired for post-deployment software

support.

Program Manager. Do you think
changing the requirements for wsing
military specificarions and standards
will help the Marine Corps field sys-
tems qulcker?

Ma)] Gen Mutter. There is a lof o
be pained by relooking at specs and
standards and petting rid of those
which are out of control. We have tied
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the hands of contractors, and the red
tape requiring hundreds of CDRLs
[contract delivery requirements lists]
on every contract, adding unnecessary
costs not In the povernment’s best inter-
ests. 1 have seen a lot of computer
systams developed whene we produced
documentation that is ten feet high,
and nobody ever looks at it 115 of little
benefit in petting us o where we wanl 1o
go. Standards are wsually developed
because something went wrong some-
where, or somebody wasn't sman
enough 1o cateh it or didn't have the
expertise on the evaluaton ream, or the
contractor took advantape of the pov-
emment. There’s a ceraln amount of
risk vou must accept.

But, we may not have the technical
contract expertise to evaluate con-
tractor proposals. Specs and standards
help us bound that problem. YWe need
to keep some specs and standards,
while getting rid of the ones that tle
the hands of povernment and con-
fractor in coming up with cheaper,
more reliable solutlons,

Program Manager. How [s the
health of the Marine Corps acquisi-
flon worklorce?

Ma) Gen Mutter. We have looked
at what the acquisitiom workforce
should be, both on the military and
civilian sides, and how we want people
to progress in thelr careers. Wi have
made great strides since [ was here
WO Years ago.

We assign a “specialty” to Marine
officers as an additional dury, not as
a primary duty. One of the strengths
of the Marine acquisition workforce is
that we have people who rotate out
inte the FMF and are actual wsers of
the equipment and systems we de-
wvelop., They come back with a good
operational perspective and contacis
0 they can stay in touch with the
necds aof the users. That's a tremen-
dous advantage w our process, burt it
does make It difficult for a person who
rotates In and our of acquisitlon busl-
ness o be able to get back 1o the FMF

Program Monoger

We have looked at
what the acquisition
workforce should be,
both on the military
and civilian sides, and
how we want people to
progress in their
careers. We have made
great strides since 1
was here two years ago.

1o progress in his or her primary spe-
cialty. This 1s not an impossible task.
We have had people who have done
this. bath on the aviation and ground
sldes, but It 1= getting harder 1o do
because of the experience and educa-
tion mequirements.

We see the emphasis being placed
at the highest levels of the Marine
Corps, recognizing the importance of
the work acquisition people do. There
is every reason o believe both the
millitary and chvillan members of the
workforce will continue to progress
and have an Important niche In the
Marine Lorps.

Program Manager. What is your
strategy for training the workforce
across functional lines?

Maj Gen Mutter. We have a heavy
emphasis on education and training,.
It's the key element to the work fonce.
Because we have so many ACAT IV
programs, we have as project manag-
ers many junior mapors, captains and
i some cases warrant officers or stafl
MCOs filling captatns’ billets, We have
had to be appressive 1o get them into
schools, because some school houses
believe their classes should be for
field grade officers or above, | had a
good conversation recently with Colo-
nel [Claude M.] Boltom [Comman-
dant] of DSMC about this, DSMC has
had e emphasize ACAT [ programs
because of the law requiring all ACAT
[ Phs to cycle through the school to
operate legally in major program bl-
lets. They hawve had to concenirate on
getting everyone educated across the
Services, Mow the schools are seeing
they can change their education and
malning to nclude folks working the
ACAT 11 and IV as well as continuing
1o focus on the ACAT [s and 1ls.

W have overcome that inltial bow
wave of training. That's something we
fought for a long time because the
Marine Corps didn't have too many
people in that initial bow wave. Mow
wi are able to et our folks into train-
ing much easier. We have also brought
instructors in and trained a large num-
ber of folks at one time In aneas that
are important o us.

We also developed our own project
managers course, 50 that every one
who reports aboard gets a 4- to S-day
course at Quantico that says how the
Marine Corps does business. We in-
clude the Marine Corps requinsments
folks and test and evaluation person-
nel. We have programmed instruc-
tion texts on computer with a manual
that people can use to come up bo
speed and pick and choose the aneas
they need. Those coming into matrix
jobs can choose those areas they wish
e speclalize in. This has been under
development for the last three years.

Program Manager. What s yvour
relationship to the ASN{RDA), the
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DCASLAvation), and the Commander,
MCCDC?

Maj Gen Mutter. [ answer (o the
Commandant for the things that 1
develop. and o the ASM{EDA] for
how | develop them and in making
sure we go through the right processes.
[ have two bosses,

My relationship with MCCDC is
very close. [Lieutenant] General [C.
E.] Wilhelm [Commanding General,
MOCDC] and [ try to set aside ai keast
an hour a week to discuss whatever
has come up, Things happen on a
daily basis. We schedule time to talk
routinely. We work on a eo-equal
plane. His people provide the require-
ments, the doctrine, the training, the
studles, etc., to support what we de-
velop. They give us the requirements
document and we develop the equip-
ment solution. But it's usually never
just a single solutlon. The equipment
solution also requires training and
doctrine, alweays a combination, Our
folks are working topether constanthy.

We have the same kind of relation-
ship with DC/S for Aviation. Awviation
works through NAVAIR with regard
to aircraft and associated equipments,
but there are support equipment and
engineering equipment associated
with aviation that we are responsible
for. There is some overlap and inter-
face with communications equlpment
that goes into both air and ground
systems, such as the [TIDS. Some alr
systems are the sources of intelligence
information o our ground systems,

The MARCORSYSCOM has high-
level quarterly program reviews which
my predecessor Lt Gen [lames Al
Brabham set up where our different
Marine Corps claimants, swch as DO
S(Aviation) and DCS (1&L), at the
general officer level participate in pro-
gram reviews. We ask, which systems
would vou like to talk about? We
can't review hundreds of programs
every quarter; so we focus on those
where there is current Interest and
need,

Frogrorm  Monoges
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