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ABSTRACT

The Army maintains a very proactive,
leadership  position implementing  Acquisition
Reform initiatives. The ability to modernize our
weapon systems by procurement of new systems has
been reduced by the decreasing procurement budget.
As the inventory of deployed weapons become older
we must find alternative methods to modernize these
aging systems. Leveraging O&S (Operation and
Support)  funds  expenditures to  achieve
modernization objectives is one of these methods.
The Army is reviewing every spares procurement to
determine the optimum acquisition strategies and
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maintenance concepts that will allow the Army to
reduce its overall cost of ownership of the products it
manages. The Army has named this new initiative
"Modemization Through Spares" (MTS). We need
to maintain or enhance warfighting capability and
need to meet the Digital Battlefield challenges.
Secretary Cohen said at a press conference, "The
Military's ability to use information to dominate
future battles will give the United States the key to
victory for generations to come.” The actual
domination of the information will put us in a
position to maintain superiority over any other force
for the foreseeable future. Technology holds the
potential for us to have this great leap of superiority.
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“We can't achieve superiority solely by development
and procurement of new weapon systems. We must
also think MODERNIZATION.” Achieving a
modern and superior warfighting capability by
providing new technologies through all types of
procurements. Today, the army is addressing the
critical issues that affect Army's ability to maintain
an effective warfighting capability. The Army's
strategy to modernize must leverage spares
procurement funds. The strategy emphasizes the role
of acquisition managers in life cycle management.

Modernization
Through Spares
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TECHNOLOGY REVOLUTION

Rapid technology change and reduced
market share combine to make the Ammy
modernization challenge a critical issue and requires
a new look how we procure and support our weapon
systems. Today, new technology (the Technology
Revolution) effects all of our lives. From our car's
electronic ignitions systems, to digital TV, to the
Internet we are experiencing a continuation of the
technology revolution. Similarly, our weapon
systems are effected. This revolution can be seen
most clearly in the electronics industry. The number
of parts in a typical radar system has decreased by
50% in the last 10 years as a result of large integrated
circuits. This revolution has resulted in increasingly
frequent introduction of new technology. The
frequent introduction of new INTEL chips will make
"older" PCs obsolete. The combined effect of
increased commercial demand for integrated circuits
and the decreased defense demand has resulted in
decreased military share of the IC market. Only 10
years ago the defense industry market share was
10%. Today it is less than 1%.
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LONGER SYSTEM LIFE

Army's procurement budgets preclude
operational weapon systems from being replaced at
their normal retirement age. Therefore, the average
age of weapon systems is increasing along with the
associated maintenance costs. The way in which
defense programs have evolved in the past are not
representative  of how we must now manage
programs. Our acquisition strategies must change.
Today, our systems must last longer while
maintaining effectiveness. They must last longer
because of decreased new system procurements while
system inventory requirements remain nearly
constant. The net result is increasingly older systems
that are expected to meet new battlefield demands.
The equation doesn't balance. Aging systems result
in increased failure rates, more obsolescence and
increasing maintenance costs.

THE MODERNIZATION CHALLENGE

The MTS challenge is to provide Army
soldiers with equipment having capabilities superior
to potential enemies, thus supporting Force XXI.
The challenge presented by this environment of
declining new programs and older existing
equipments is the MTS challenge. MTS will provide
technologically advanced, more reliable weapon
systems at lower support costs. These superior
equipments combined with advanced tactics are
major contributors to achieving the objective of
Force XXI.
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MTS LEVERAGE PORTION OF O&S COSTS

Army's annual spares buy is a small but
powerful tool which can provide leverage to achieve
modernization. The Army's O&S budget offers a
funding mechanism to execute the MTS initiative.
Army's annual spares procurement budget represents
approximately 10% of the total Army O&S budget.
The objective of MTS is to leverage the spares
procurement budget to achieve the modernization
objectives of Force XXI. MTS combined with
OSCR, VE and others offer powerful leveraging tools
which we must apply to our entire battleforce. (1)(2)
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MODERNIZATION THROUGH SPARES
DEFINITION

Another way of describing modernization is
to look at it as a process. Use of Performance
specifications in spares procurements will encourage

technology insertion and use of commercial
processes. MTS requires the Army in an
environment of continuous change. The result is
lower maintenance costs, increased battlefield

capabilities and an expanded defense industrial base.
MTS requires reconsideration of basic elements of
the program'’s acquisition strategy. One element is the
government's strategy regarding maintenance and
sparing levels. As shown, the sparing level, primarily
determined by maintenance planning, must be re-
evaluated based on acquisition reform concepts.
Decisions to change to performance based
specifications must make good business sense and
must include review of all program strategies. All
Army weapon systems have their own support plan
consistent with logistic requirements. Provisioning is
one element of the support plan. Typically, programs
include various levels of sparing, a continuum from
piece parts to major subsystem.  This broad
continuum must be examined. Program managers
must reconsider their basic acquisition strategy
elements such as:

e The point in the spares continuum at which
government configuration management will
be applied.

¢ Use of contractor maintenance support

These considerations must receive Program Manager
attention and must be based on a "business decision".
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STRATEGY DEVELOPMENT APPROACH

In recognition of the need to modernize
Army's warfighting capabilities, an MTS workshop
was held at AMCOM, Huntsville, Alabama, in May
of this year. An OIPT was, subsequently, chartered
to define and formalize an MTS process. This OIPT
has developed the Army Strategy for MTS. The
document defines MTS and provides guidance on
how MTS should be integrated into development and
operating support program phases. The Army has






