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KEEPING PACE WITH CHANGE
"DSMC 957 and the Acquisition Environment

e had to use one word to charac-
terize the acquisition environ-
ment during the past sewveral
vears, the word would be

"change.” In the late 19805, we saw
the streamlining effect of the Defense
Management Report (DMR) on ac-
quisition organkzations. We withessed
the start of the end of the Cold War to
a status sometimes referred o as the
“Cool War." In tmumn, this warming
trend has had a major impact on ac-
quisitton by lowering defense bud-
pets, shrinking the defense industrial
base, and reducing the acquisition
workiorce,

In another major change to acqui-
gitiom, Congress in 1990 passed the
Defense Acquisition Workforce Im-
provement Act (DAWIA) which pro-
vided structure to the acquisition
waorkdorce by creating the concept of
an acquisition corps, and establish-
ing minimum training and educaton
requirements for program cxecutive
officers (PEQs), program managers
(PMs) and deputy program managers
(DPMs). Implementation directives
and manuals followed, such as DoD
5000.52-M, "Career Development
Program For Acquisition Personnel.”
These provided detailed training ne-
quirements for the acquisition
workforce.

Mr. Bahnmaier Is the Project Marn-
ager of "DSMC 95" and Professor of
Svstems Acquisition Management,
Principles of Program Management
Department, at the College.
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A third area of chanpe which has
gained momentum in late 1993 and
early 1994 Is the Acquisition Reform
Initiative of Secretary of Defense Wil-
llam J. Perry. Along with comcepits
such as simplifying the solicitation
process, ralsing the threshold of the
simplified acquisition threshold to
5100000, and use of commercial
products and services, this initiative
places great emphasis on a highly
trained and effectlve acquisition
workforce.

One of the signiflcant fallouts from
this initiative has been the decision
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by Mrs. Collecn A. Preston, Deputy
Under Secretary of Defense (Acquisi-
tion Reform), to separate the curment
20-week Program Management
Course (PMC) inta two parts. Part | is
aimed at program management and is
targeted “for 12, not o excesd 14,
weeks in length unbess the Acquisi-
tion Manapement Functional Board
dpproves a longer course.” Pam 11 is
approximately four weeks in length
and is aimed at PMs; iLe., senior civil-
ian and military officers selected to
major system PM and DPM positions.
Topether, these two courses satisfy
the same DAWIA requirements as
the current PMC. However, they
should be looked upon as two sepa
rate (but integrated) courses rather
than two parts of one course.

The effect of the first set of chanpes
has been (o start causing a reduction
in student thruput requirements for
the Defense Systems Manapement
College (DSMC). However, the sec-
ond and third sets have done the
opposite. They have resulted in a sig-
nificant increase In student thruput
requirements as the Department of
Defense (Dol implements a leaner,
but more professional workforce.

Becauze of the uncertainty associ-
ated with these events, Brig Gen (5el)
Claude M. Bolton, Jr., USAF, DSMC
Commandant, chartered Project
"DEMC 95" in August 1993, [0 exam-
ine the impact of the environment on
how the Collepe provides its educa-
tional, research, consulting and Infor-
mation products. The thrust of the
charter is to ensure the College oper-
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ates more efficiently as resources are
reduced in the 1990s,

The Charter
The following tasks were defined
in the charter:

— Identify student thruput requine-
ments as the defense establishment
downsizes.

— Obtain Levels 1, 11 and 111 work-
force competencies from the caneer
path functional boards.

— Deflne core courses that DSMC
should sponsor. This includes the
courses horizomtally in each career
field, and wertically across or com-
mon o several career fields.

— Determine the optimum cur-
rculum deslgn and presentation me-
diums that best support the defined
core COLrses,

— After synthesizing data provided
by the environment, core course
analysis, and curriculum design
teams, provide recommendations for
adjustments in the DSMC orpaniza-
tlon and staffing to best meet future
customer educational needs.

— Develop processes for continu-
ous updating of competencies in co-
ordimation with the functional boards.

— Develop processes for institu-
lionalizing customer assessments; Le.,
how well are we meeting customer
needs?

Early Activities

One of the first activities of amy
project is to determine the product of
the project and, working backwards,
lay out a viabbe program structure, In
this case, the product Is a report to the
Commandant, giving options for his
decision regarding the taskings shown
above.

The next activity was to define the
acquisition environment, develop an
organization to accomplish the
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FIGURE 1. DSMC 25 Aclivilies
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project, and form a plan with project
activities. Of course, no DeD project
has ever been staned without a logo,
so the one shown at the beginning of
this article was agreed upon. How-
ever, the project manager Inslsted we
would not have coffee cups imprinted
with the logo!

To keep things simple, the basic
charter would contain, among other
guidance, tabs depicting the project
organization and initial plan, and the
tabs would be updated, as needed,
during the project execution. As a
project management scheduling tool,
the project team selected a commer-
cially avallable software package
based on the Program Evaluation
Review Technique (PERT). This pack-
apge keeps the baseline schedule vis-
ible, but allows updates to the sched-
ule being executed. At the press of a
computer key, it also ranslates the
PERT network chart into an easy-to-
read milestone chart. Project person-
nel also came up with a top level
activities chart (Figure 1) referred to
as "animated PERT."

The project was organized by Inte-
grated product teams (IPTs). Each
IPT was assigned a specific product
for the overall project. These products
lined up with the taskings above, much
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as in a work-breakdown structure.
For example, one team is responsible
for determining the optimum organi-
zation and staffing for academic year

1995 and the near-term following years.

The project does not have full-time
personnel, but is supported from the
DSMC-matrixed, functlonal faculty
and staff, who continue to perform
their primary educatlon, research,
consulting and Information roles while
working on the project. This organiza-
tional approach has some obvious
drawbacks; e, faculty members not
always avallable for DEMC 95 activi-
ties. However, its strong point is that
it keeps team members close to the
educational process, reinforcing their
judgment and ability to make sound
recommendations.

The project organization as of 15
April involves about 100 faculty and
staff im various subprojects. Because
this is one out of four people on cam-
pus, project momentum and syner-
gism has been bullding as the project
progresses.

Execution to Date

The project manager's report for
the Commandant is scheduled for
Aupust 1994, To date, the following
activites have been accomplished:
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FIGURE 2.The Education Continuum
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YEARS OF SERVICE -

— Career path competencies have
been identified and scrubbed against
the material in DSMC courses. Com-
men core competencies which cross
career paths have been provided by
the Defense Acquisition Liniversity
(DALY Core Curriculum Working
Group. These competencies have been
scrubbed apainst courses that are In-
tended to be mandatory for several
career fields. The competencies are
the most significant part of the “re-
quirement”; i.e., what we teach.

— Based on the competency scrub,
deficiencies have been identified and
are being filled as curricula is devel-

oped.

— The horizontal (within career
fields) and wertical (across career
flelds) courses that DSMC egither
teaches, or will teach, have been iden-
tified In the FY 1995 academic calen-
dar. An example of the integrated PM
carcer fickd courses and their come-
sponding workiorce levels is shown In
Figure 2. The courses shown in the
figure are sometimes referred to as the
DSMC core courses since they repre-
sent the core business/products of
DSMC. For the first time at DSMC,
these four courses are being designed
as integrated courses where each
builds on the material of the course
before It Reading from left to right,
the courses ane: Fundamentals of Sys-
tem Acqulisition (FSAM)Program
Management Training (PMT) 101,

Program Monager

Intermediate Systems Acquisition
Course/PMT 201; Program Manage-
ment Course A (PMC AVPMT 3014
and Program Management Course B
(PMC BYPMT 301B.

The acronym PMT is a DAL desig-
nation shown in the DAL course cata-
log. Based on late-breaking informa-
tion, the revised PMT 101 and 201
will be redesignated as Acquisition
(ACQ) 101 and 201, respectively, be-
cause they will be DAL Core courses;
i.e., mandatory for several carecr
fields. Also, in the future, PMC A will
be known as the Advanced Program
Management Course (APMC) or PMT
302 and PMC B will be known as the
Executive Program Manager's Course
(EPMC), or PMT 303.

— A thruput model has been de-
veloped by the Office of the President,
DALL The model needs further refine-
ment, but for now it indlcates that the
current DAWIA "bow wave”™ may start
receding about 1996, Thruput ks one
half of the “requirement” (the other
being competencles), and it will im-
pact heavily on determining future
workload and stafiing levels.

— In February, work began on
curricula design. Based on the com-
petencies, lesson topicsiesson blocks
were developed along with lesson
objectives, desired leaming outcomes
(DLOs), Lesson Assignment Sheets
{LASs) and schedules for PMT 101
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and 201. Approaches for PMT 301A
and 3016 also were agreed upon. The
concepts for all four integrated DSMC
PM career fleld courses were briefed
and approved by the Acquisition
Management (AM) Functional Board-
The PMT 101 is targeted for nine vice
the cument five days; PMT 201 is
targeted for four weeks which is the
same as the current course. The re-
vised PMT 101 and 201 are also
planned to fulfill fundamental and
intermediate course requirements,
respectively, of several other carcer
flelds.

—_ Same basle decisions made o
date are:

— Eight hundred forty studenis
per year in PMT 301A (at least in FY
1995]

— Two PMT 301A offerings per
year in the beginning

— HNominal 30 students per sec-
tion in all courses (some exceptions,
such as PMT 3016)

— The two DAL core courses (PMT
(01, PMT 201) will be prerequisites
for PMT 3015

— Two out of 14 secthons will pilot
PMT 301A im PMC 95-1

— Upgraded PMT 101 stars pilot
in late August 1994; upgraded 'MT
201 stants pilot in October §1994; PMT
301A stans pilot in March 1995; and
PMT 30156 starts pilot in July 1994

— As part of the development of
the revised PMT 101 and 201 courses,
DSMC is conducting close liaison with
other DAU Consortium schools which
will be weaching those courses, In or-
der to have the best available mate-
rial and teaching methods for each
course. In fact, in some cases, other
Consortium schools are responsible
for specific lesson development. For
courses sponsored by other Consor:
tium schools, but taught by DML,
this process works in reverse.
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— Some initial work has been done
on deslgning and staffing an orpani-
zation to support DSMC education,
consulting, research and information
products. But that work Is low priority
as DSMC works on developing the
products — particulardy educational
products. The key here is that the
educational products will be the key
driver in any organizational and staff-
ing concept. In any event, the DSMC
organization and staffing will changpe
as little as possible during the transi-
tion to the new courses. Changes, if
required, will follow the transition to
the new products — probably some-

time around mid-1995. The rationale
is that there will be enough turmoil
without trying to implement organi-
zational changes along with newne-
vised courses,

The Future

The hard work 5 ahead. During
the next 10 months, the faculty must
write detailed lesson plans and lesson
assignment material, and then the
teaching faculty must be brought up
o speed on the new maieral. Some
courses will be implemented sooner
than the others. For example, the first
pilot offering of PMT 3018 will be

given to a group of 10-15 prospective
PMs In Juby-August 1994, The PMT
301A will not be piksed until March-

June 1995,

The DSMC is coping with change
by owverhauling the education, con-
sulting, research and information sta-
tus qua. The DSMC 95 model shown
in the deplovment flow char In Fig-
ure 3, captures that process. It can be
repeated in the future as we keep

pace with change.

FIGURE 3. DSMC 95 Aclivilies
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