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ture costs that should rise or fall, based 
on changes in other DOD organiza-
tions’ use of them.

So when results are disappointing, what do 
we blame?

•  Bad plans?

•  Wrong programming, analysis, or 
promises?

•  Inadequate budget?

•  Poor execution of great plans and 
budgets?

Unless the same organization is the basis 
for the planning, programming, budgeting, 
and operational/budget execution, there 
can be no accountability for delivering 
promised results. Instead, we have a budget-
focused process with incentives to over-
promise on performance and fully spend 
every penny budgeted.

The DOD’s reliance on PowerPoint and 
seat-of-the-pants decision making, with 
planning, programming, and budgeting by 
different organizations and managers, yields 
no accountability and poor cost-effectiveness. 
Decisions made and “documented” via a 

PowerPoint briefing do not leave a usable 
“scorecard” to compare plans and promises 
to results. A weapon system doesn’t operate 
on its own, and the mishmash of new ac-
quisition programs, old program elements, 
and operating organizations yields confu-
sion and cover.20 It’s an ideal system for 
avoiding blame. One organization plans, 
others acquire equipment and systems, an-
other office does the budgeting, and then 
different operating units execute the budget. 
Combining this diffusion of functional and 
operational decision makers with the lack 
of a standard, consistent spreadsheet por-
trayal of “this is what you promised to do / 
this is what you’ve actually done” allows 
perfect deniability. Former DOD officials—
including Anthony Cordesman, now with 
the Center for Strategic and International 
Studies—note that the department “has 
been locked into a ‘liar’s contest’ at the level 
of defense contractors, program managers, 
every military service, and the Office of the 
Secretary of Defense where no one is really 
held accountable.”21

Many pieces of a capabilities-based man-
agement system for the DOD are develop-
ing, but without CDGs and an overarching, 

Figure 3. Chain of accountability
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