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. COMPTROLLER GENERAL'S OPPORTUNITIES TO CONSOLIDATE

REPORT TO THE CONGRESS SUPPORT FUNCTIONS IN THE
PACIFIC TO REDUCE MILITARY COSTS
| Department of Defense B-160683 5{

DIGEST

— a— o — —— —

WHY THE REVIEW WAS MADE

It is Department of Defense policy to reduce costs by having one military
service perform support functions for the rest. The General Accounting
Office (GAO) examined the interservice support program in the Pacific Com-
mand to appraise its effectiveness in eliminating duplication.

The review also was undertaken to explore certain conclusions of the Blue
Ribbon Defense Panel in its report on Department of Defense operations.
The Panel felt that there could be improved effectiveness, efficiency, and
economy through increased sharing of logistics functions.

FINDINGS AND CONCLUSIONS

There have been numerous interservice support accomplishments within the
Pacific Command. For example, during the first half of fiscal year 1971,
the value of support--e.g., medical, laundry, maintenance, and procurement
services--provided by interservice agreements was $150 million. However,
more could be done. For example:

--The Army and Air Force both had laundry and dry cleaning facilities
within 22 miles of each other in the Kanto Plains, Japan, area. Clos-
ing the older Air Force facility and transferring the work load to the
Army would save $750,000 a year. The Air Force facility was closed in
December 1971, subsequent to the GAD review. (See p. 8.)

--The Army, Navy, and Air Force each maintain a general hospital in the
Tokyo, Japan, area. A1l are within 30 miles of each other. Each hos-
pital maintains a capability in the same medical specialties. If the
Army hospital in Tokyo were converted to a dispensary, savings of about
$2 mi1lion a year could be realized. The size of the Army hospital was
reduced during the GAO review, and the Department of Defense promised
to consider converting it to a dispensary as soon as the situation in
Southeast Asia permits it. {See p. 10.)

- The Pacific Command should take a more active role in the management of
interservice support. Although the Command has initiated a number of in-
terservice support arrangements which resulted in significant savings, the
primary method of seeking out such arrangements is the Defense Supply
Agency's logistic support program. This program, administered at subordi-
nate command level, has not been completely effective because:

CMAY11,1872
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.sti11 maintains that the Commander's authority needs to be clarified, par-
ticularly with regard to the appeal procedures. Appeals should be permit-
ted only where significant adverse impact on mission capability could be
involved.

MATTERS FOR CONSIDERATION BY THE CONGRESS

In view of recent and anticipated tight budgets, this report shows the
Congress how the military services can reduce costs through more inter-
service support arrangements in overseas areas.
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CHAPTER 1

INTRODUCTION AND SCOPE

The General Accounting Office has reviewed interservice
support in the Pacific. We wanted to ascertain how the U.S.
Pacific Command--a unified command--was administering its
program for prevention or elimination of unnecessary dupli-
cation of facilities and functions., Our specific objectives
were:

-~-To ascertain the policies and procedures of the De-
partment of Defense (DOD) and the Pacific Command
for interservice support.

--To determine if these policies and procedures had
been effective.

--To develop recommendations for improving interservice
support.

This review also was undertaken, in part, to explore
further a recommendation made by the Blue Ribbon Defense
Panel in its July 1, 1970, report to the President on its
study of DOD operations. The Panel was composed of leading
citizens in industry and other fields. One of its objectives
was to study the management of material resources. The
Panel concluded that:

"There is significant potential for improved ef-
fectiveness, efficiency, and economy which can
be realized through increased integration of all
logistics functions,"

The Panel recommended that responsibility for providing lo-
gistical services be consolidated and assigned to a unified
logistics command.,

The Secretaries of the military services have the basic
responsibilities for logistic support of the individual ser-
vices. The Secretary of Defense has certain responsibili-
ties for joint logistics; however, he may not modify a major
combatant function, power, or duty assigned to one of the



military departments without advising the Congress. This
restriction does not apply to supply or service activities.

Application of joint logistics within DOD is accom-
plished by several means.

--Interservice support arrangements at operating levels.

~-Separate operating Defense agencies which support
all services, such as the Defense Supply Agency and
Defense Communications Agency.

--Single manager assignments for certain commodities
and services, such as the Military Airlift Command
and the Military Sealift Command.

Our review was concentrated on operating-level support
functions, such as medical, laundry, maintenance, and pro-
curement services. Interservice support normally is pro-
vided by an activity of one service on the basis of a
written agreement with an activity of another service.

The basic guidance for interservice support is in DOD
Directive 4000.19 dated August 5, 1967, entitled '"Basic Pol-
icies and Principles for Interservice and Interdepartmental
Support.' The general policy is that DOD components should
request and should be provided with interservice support
when capabilities are available or can be made available
and such support is to the overall advantage of DOD.

The authority and responsibility of unified commands
are set forth in the Unified Command Plan and in Joint
Chiefs of Staff Publication 2, entitled "Unified Action
Armed Forces." They are almost identical in outlining the
logistical responsibilities and authority of unified com-
mands.

The Commander in Chief, Pacific (CINCPAC), is the Com-
mander of a unified command responsible for operations in
the Pacific. Thus CINCPAC is responsible for ensuring ef-
fectiveness and economy of operation and preventing or elim-
inating unnecessary duplication of facilities and functions
among the services. In meeting this responsibility CINCFAC
has instituted a number of interservice support arrangements.



For example, during the first half of fiscal year 1971, the
value of support provided by interservice support agreements
was $150 million. The principal method of seeking interser-
vice support arrangements is the Defense Supply Agency's
Defense Retail Interservice Logistic Support Program.

Under this program area coordination groups and sub-
groups were established in the Pacific Command to identify
and develop opportunities for interservice logistics sup-
port. These groups were staffed by service representatives
of all DOD activities in specified geographical areas.
Generally the representatives were personnel assigned pri-
mary duties in a logistics area. Their function as members
of a group or subgroup was an additional duty.

During this review we examined DOD regulations, poli-
cies, and procedures related to the management of interser-
vice logistics. We also considered various DOD studies and
reports on this subject. Our fieldwork was performed from
March through July 1971 at (1) Headquarters, Commander in
Chief, Pacific, (2) the Pacific headquarters of the compo-
nent commands, and (3) subordinate commands in Japan, Korea,
and Okinawa.



CHAPTER 2

INTERSERVICE SUPPORT CAN BE INCREASED

Many opportunities to reduce costs by consolidating
common services through interservice suppoert arrangements
have been missed. Although a mumber of these arrangements
are used, many additional opportunities have escaped be-
cause, under the present program, all potential cases are
not identified, all cases which are identified are not ex-
plored fully, and interservice support arrangements are not
required if one of the parties has some objection.

POTENTIAL INTERSERVICE SUPPORT
OPPORTUNITIES NOT REALIZED

Japan

Duplicate Army and Air Force
laundry facilities

The Army and Air Force have laundry and dry-cleaning
facilities in the Kanto Plains area within 22 miles of each
other. As much as $750,000 annually could be saved if the
older Air Force facility were closed and if the work load
were transferred to the Army's modern facility.

The Army's plant, which employed 62 people, was operat-
ing at less than one-third capacity; the Air Force's plant,
which employed 176 people, also was operating at less than
full capacity. The fiscal year 1971 operating costs for
these plants were $295,000 and $875,000, respectively. The
Army's production was about 65 percent of that of the Air
Force, and operating costs were only 34 percent.

In April 1971 an Air Force employee suggested that the
Army plant handle the Air Force work load. The Army, in a
July 1971 study, concluded that its plant could absorb the
Air Force work load and could save as much as $750,000 an-
nually. During our review the Air Force was gathering cost
information for transporting its laundry to and from the
Army facility.

We were advised that in November 1971 the Air Force ac-
complished an Interservice Supply Support Agreement with the
Army which transferred the laundry and dry-cleaning work load

8



to the Army facility. The Air Force closed its own plant
in December 1971.

We believe that it is significant, however, that this
potential interservice support arrangement was investigated
because an individual employee suggested it. The Pacific
Command had not developed adequate procedures to identify
routinely such opportunities as part of an overall manage-
ment program. This is discussed further on page 18,

Overlapping medical services

The changing requirements for medical facilities in the
Pacific are under continuous review by the Surgeons General
of the Army, Navy, and Air Force and by the Joint Chiefs of
Staff.

We believe, however, that the Army could save a sub-
stantial sum if it converted its hospital at Camp Zama to a
dispensary. This hospital, which was at the 1,000-bed level
in 1969, was reduced to a 500-bed capacity in 1970,

Since the Army, Navy, and Air Force each maintain a
general hospital in the Tokyo area, all of which are within
30 miles of each other, we examined the possibility of con-
verting one hospital--the Army hospital at Camp Zama--to a
dispensary rather than having a full range of medical ser-
vices at all three. For the 6-month period ending May 31,
1971, the average occupancy rate for the Army hospital was
339 beds, or 68 percent of capacity. Only 46 beds or 9 per-
cent were occupied by local patients, and the remaining
beds were used for patients evacuated from Southeast Asia.
During the period of our review, DOD stopped evacuating pa-
tients from Southeast Asia to Japan. We suggested to respon-
sible officials that the Army hospital in Tokyo be converted
to a dispensary and that local patients requiring hospital-
ization be directed to the Navy or Air Force hospitals in
the area.

According to Army officials there would be a complete
demoralization of Army personnel if the hospital were closed
because personnel coming into an area with a large Army pop-
ulation expect an Army hospital nearby. Further, although
the Air Force and Navy hospitals are close in terms of miles,



the 1-1/2 to 2 hours required to travel from Camp Zama to
these hospitals would place an undue burden on Army person-
nel, particularly in emergencies.

We agree that Army persomnnel should have at their dis-
posal medical facilities which are reasonably close by. A
well-equipped dispensary, in our opinion, offering limited
services--especially obstetrics--and a small number of beds
would (1) meet adequately the needs of the personnel served
by the Army hospital, (2) reduce hospital costs, and (3)
release the specialty services offered by the Army hospital
for assigmment elsewhere,

We did not attempt to establish precisely the savings
which would result if only a dispensary existed at Camp Zama.
The operating costs in fiscal year 1971 for a Navy dispensary
in Sasebo, Japan, which serves about the same population as
the Army hospital at Camp Zama, however, were $126,000, ex-
cluding military pay. The fiscal year 1971 operating costs
for the Army hospital were $2.2 million, excluding military

pay.

During our review the Camp Zama hospital reduced the
number of its beds from 500 to 100 while continuing to offer
a full range of medical specialties. This action will re-
duce operating costs, though not to the extent possible by
converting to a dispensary-type operation.

In commenting on our findings, DOD stated that the
Army would reconsider conversion of the Zama hospital to
dispensary status when Southeast Asia base medical support
and contingency expansion missions were reduced to levels
making such a conversion militarily and economically fea-
sible.

Office machine maintenance performed
by Army and Air Force exceeds
contractor's costs

The Navy was contracting for its office machine mainte-
nance, and the Army and Air Force had an in-house capabil-
ity. There appeared to be significant cost differences in
the two methods,
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The Army and Air Force performed schedule preventive
maintenance in addition to repair on an "as required' basis.
All maintenance for Navy equipment was performed by two Jap-
anese contractors on an as-required basis. The costs were
fixed on the basis of the contractors' estimates to perform
various repairs. One contract was for support of Navy units
in the Yokosuka-Yokahama area in Japan whereas the other
contract was for support of Navy activities in the Atsugi-
Kamiseya area in Japan.

The following schedule compares the cost differences.

Average cost

for each

machine

Office machine Service (note a)
Typewriter, manual Army $39.62
Air Force 12.08
NavyP 7.70
NavyD 5.70
Typewriter, electric Army 70.87
Air Force 17.82
Navyb 9.20
Navyb 7.50
Adding machine Army 36.20
Air Force 14,42
Navyb 8.70
NavyP 6.24
Calculator Army 40.01
Air Force 14.26
NavyP 10.80
NavyP 8.20

®Excludes cost of repair parts.

b
Costs for the two Japanese contractors are computed sepa-

rately.
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Although we did not evaluate all the factors account-
ing for the cost variances, the use of contractors appears
to be most economical. For example, in fiscal year 1971,
Army and Air Force office machines could have been main-
tained for about $52,000 less, if the lower of the two con-
tractors' prices were applied.

Korea

Savings available in depot-level
maintenance operations

The Army was performing its own depot-level maintenance
of tactical vehicles and engineering equipment, and the Air
Force was meeting its maintenance needs for similar equip-
ment through Korean contractors or through Air Force sources
in the United States and the Philippines.

Primarily because of a suggestion by a GAO official and
the initiative of an Air Force Chief Master Sergeant, ar-
rangements were made for the Army to perform depot-level
maintenance on the Air Force's tactical vehicles., As a re-
sult annual savings will range from $60,000 to $100,000.
Further, if the Army performed the depot-level maintenance
on the Air Force engineering equipment, as much as $10,000
an item could be saved,

Duplicate procurement offices

The Army's procurement office in Seoul, Korea, which
employs 123 people, purchased common-type services and sup-
plies for DOD activities in Korea. The Air Force's procure-
ment activity at Osan Air Base (about 35 miles from Seoul),
which employs 36 people, purchased similar services and sup-
plies. By consolidating the Air Force office with the Army
office, we estimate that 19 positions, costing $100,000
annually, could be eliminated.

A consolidated procurement office also would offer the
economies associated with bulk, rather than with small-lot
purchasing. For example, the Army procurement office con-
tracted for recapping about 20,000 tires. Concurrently,
the Air Force procurement office contracted with the same
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firm for recapping tires at prices about 40 to 60 percent
higher than those of the Army. This variance resulted be-
cause the Army contracted for fixed quantities, whereas the
Air Force used an open-end purchase agreement having no
minimum quantities specified. Centralized procurement by
the Army would have saved about $3,400 for 1l year.

If the Pacific Command had a more aggressive interser-
vice support program, we believe that potential areas in
Korea, as discussed above, would be readily identified and
would thereby save the U.S. Government substantial sums an-
nually. The type of program required is discussed on
page 18,

Okinawa

Unsuccessful effort to consolidate
33 common logistics functions

In July 1970 the Army identified 33 instances of pos-
sible consolidation opportunities on Okinawa which had esti-
mated savings of $40 million.

After some analysis 11 logistic functions were isolated
as offering the best potential, The responsible commands
were requested to submit position statements on proposals
to consolidate these functions. The commands, however, did
not perform in-depth studies and therefore could not demon-
strate any benefits of the proposed interservice support
actions, For example, a proposal to consolidate facilities'
engineering functions only mentioned that the consolidation
offered significant savings potential but failed to present
any cost figures to demonstrate the savings,

In-depth reviews were not performed because the individ-
uals directed to perform the reviews did so as an additional
duty, and, as a result they were unable to devote sufficient
time to these reviews and still perform their assigned du-
ties. Since in-depth reviews were not performed, responsi-
ble officials were unable to determine the feasibility of
the proposed interservice support arrangements and conse-
quently little was accomplished., (See p. 19.)
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Unused family housing assets

The Army, Navy, and Air Force were responsible for
$18.7 million in family housing furniture and equipment,
These assets were used for both Government-owned quarters
and private rentals totaling about 5,244 and 3,882 units,
respectively. The assets are issued to service personnel
and authorized civilian employees in lieu of shipping their
personally owned items to Okinawa, thereby saving transpor-
tation costs. The Marines obtained their support from the

Army and Navy,

The Air Force restricts its military and civilian per-
sonnel to a weight allowance for each family of 2,000 pounds
or 25 percent of the Joint Travel Regulation Authorization,
whichever is higher. The Army applies the same restriction
to military personnel but not to civilians. Both the Air
Force and Army issue Govermment furniture to those personnel
whose weight allowances have been restricted.

The Navy and Marine Corps authorize both military and
civilian personnel to ship household goods within the full
allowances authorized by the Joint Travel Regulations, 1In
addition, the Navy maintains assets which are available to
those personnel who did not use their full weight allowances.

We noticed that family housing assets of about $2.3 mil-
lion were available but were not being utilized., If the
Navy and Marines imposed the restrictions used by the Air
Force and Army and used Government furniture, there could
be substantial savings, For example, we estimated that 620
of the 970 Navy and Marine Corps personnel on Okinawa had
exceeded the 2,000-pound weight limitation imposed on other
services' personnel. The average overage was about 3,000
pounds., |

It costs about $2,730 for a round-trip commercial ship-
ment of 3,000 pounds of household goods between the conti-
nental United States and Okinawa, On this basis it cost the
Navy and Marine Corps about $1.7 million to ship extra house-
hold goods that would not have been needed for the 620 per-
sonnel if idle household goods on Okinawa were used.
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We recognize that storage and other costs would have to
be offset against this figure, but a potential for signifi-
cant savings appears to exist., The military services agreed
that more detailed investigation was needed.

Various locations

Navy could repair Army boats
at a substantial savings

The Army was contracting with private firms in Taiwan
and Singapore for marine maintenance when the Navy could
have performed the maintenance at its Ship Repair Facility,
Subic Bay, Philippines. If this maintenance were done at
the Navy repair facility, marine maintenance costs for fis-
cal year 1972 could be reduced by about $2 million.

The Navy's maintenance work load for fiscal year 1972
is projected at 6.1 million direct labor-hours. We estimated
the Army's program for the same period to be about 1.4 mil-
lion labor-hours and the average cost to be about $2.35 an
hour.

Navy officials believed that the Army's contracted work
load could be absorbed at Subic Bay without additional ad-
ministrative and clerical staff. The increased work load
would reduce the Navy's costs from $2.01 to $1.81 an hour.

On the basis of projected work loads, this reduction of
20 cents an hour would save the Navy about $1.2 million and
the Army about $800,000, Other benefits also would be real-
ized, such as improved operational efficiency, the avoidance
of contractor delays, and a reduced flow of dollars to for-
eign countries.

In a report to the Secretary of Defense in May 1971, we
recommended that the Army's marine maintenance be performed
at Subic Bay. DOD directed the Army and Navy to study the
feasibility of our recommendation. The Army and Navy have
completed the study; however, DOD has stated that the scope
of the study was not broad enough to permit a decision. The
Army and Navy have been asked to reassess their analyses and
recommendation,
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Meanwhile the savings which could accrue to the ser-
vices are not being realized because the Pacific Command did
not identify this opportunity for savings and because, once
identified, the command did not fully explore the possibil-
ity.

Difference in contractors' charges
for repair of Navy and Air Force
F-4 aircraft

The Navy and the Air Force contracted with different
companies at different prices for repair of F-4 aircraft,
The prices of the Air Force contractor were lower, and it
appears that the Navy could have saved as much as $228,000
in fiscal year 1971 if its maintenance had been performed by
the same contractor.

Air Force F-4 aircraft are at Kadena Air Base in Okinawa
and at Osan and Kunsan Air Bases in South Korea. The Air
Force has an in-house capability to handle nearly all of its
engine overhaul for the F-4 aircraft, For other programmed
maintenance, such as electronics and hydraulics, however, the
aircraft are flown to a contractor on Taiwan. During fiscal
year 1971 the contractor charged the Air Force $2.90 for
each man-hour,

Many of the Navy's F-4 aircraft are at Iwakuni Marine
Corps Air Station in Japan. The major overhaul work for
these is performed by a Japanese contractor in Atsugi, Japan,
about 450 miles from Iwakuni. During fiscal year 1971 this
contractor charged the Navy $3.35 for each man-hour.

On the basis of the 39-cent difference (53.35 minus
$2.90, offset by a Taiwanese 6-cent tax, equals 39 cents) in
the hourly rate charged by the two contractors, the Navy's
1971 work load of 684,000 hours, if performed by the Taiwan-
ese contractor, would have cost the United States about
$267,000 less than the amount paid the Japanese contractor,

This potential saving would be reduced by the added
cost of flying the Navy aircraft to Taiwan rather than
Atsugi, Japan. We were informed that the average cost to
fly an F-4 is about $300 an hour. We estimated, by using
this figure, that it would cost an additional $920 to fly a
Navy aircraft to and from Taiwan.
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On the basis of the 42 Navy aircraft overhauled during
1971, the potential savings was about $228,000, which was
arrived at by deducting the added flying cost of $39,000
(42 at $920 equals $38,640) from the reduced labor cost of
$267,000,

In commenting on this point, DOD stated that, at the
time F-4 overhaul contracts for 1971 were negotiated, the
contractor on Taiwan did not have the capacity to take on
any aircraft repair other than that being accomplished for
the Air Force. Currently, however, the Navy and Air Force
are in the process of developing an interservice support
agreement for the rework and repair of aircraft in Southeast
Asia,

During the review we visited the Air Force contractor's
plant on Taiwan and ascertained that he could absorb the
Navy work load. The contractor informed us that he would
probably have to reduce his personnel if additional work was
not received.

Each of the foregoing cases offered promising potential
for reducing costs through interservice support arrangements.
Such arrangements were not used either because the opportuni-
ties were not identified routinely by management or, if they
were identified, because they were not studied in sufficient
depth.

17



MORE AGGRESSIVE IDENTIFICATION
EFFORT REQUIRED

We believe that a principal area of program improve-
ment would be the development of procedures for the identifi-
cation of potential interservice support opportunities by
geographic area.

Many logistic functions within DOD are susceptible to
interservicing. Therefore a list of these functions should
be developed. For each function there should be a process
to identify and evaluate the interservice support potential.
The following steps, in our opinion, illustrate a possible
approach for identifying and analyzing interservice support
opportunities in a given geographic area.

1. Inventory the existing logistic activities, including
supply depots and service facilities,

2. Analyze the capabilities and work loads.
3. Investigate areas of low utilization,

4, Identify duplication of functions and equipment and
consider pooling equipment and/or maintenance sup-
port.

5. Identify functions performed in-house by some com-
mands and contracted by others and ascertain the
least costly method.

6. Monitor contracts by each command and determine
whether consolidation would lower per-unit procure-
ment and administrative costs and/or prevent
undesirable competition among the commands.

An accurate and comprehensive reporting system to mea-
sure performance also is needed. Although the Defense Re-
tail Interservice Logistic Support Program provides the
foundation for such a system, it should be revised to pro-
vide for reporting all potential interservice support
opportunities by geographic area, function, and actions
taken. Such a system would alert management of program
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weaknesses and would serve as a means of policing the pro-
grams and measuring performance,

MORE THOROUGH STUDY OF
OPPORTUNITIES NEEDED

To achieve economies through interservice support ar-
rangements, a thorough analysis of all potential actions
must be performed. Without in-depth reviews it is virtually
impossible to demonstrate the benefits of the proposed inter-
service support actions, Responsible officials therefore
are not provided with information necessary to make sound
decisiomns.

In the past the individuals responsible for studying
potential interservice support opportunities had primary
duty assignments in the logistics area, and membership in
the study group was an additional duty. We were told that
study groups met infrequently, because it was difficult to
schedule meetings at times convenient to the majority of
the membership. As a result the reviews were inadequate
in that they did not demonstrate or document fully the costs
or benefits involved in proposed interservice actions,

To correct this situation we believe the Unified Com-
mand should ensure that sufficient personnel are available
at the subordinate commands to identify potential areas for
interservice support arrangements, These individuals also
should perform the in-depth reviews required to demonstrate
the feasibility of the proposed interservice support actioms.
Thus responsible individuals would have sufficient informa-
tion to intelligently approve or disapprove a proposed inter-
service support action,

NEED TO CLARIFY AUTHORITY OF
PACTFIC COMMAND

Optimum interservice support within the Pacific Com-
mand is inhibited because, in practice, the Command does
not have clear-cut authority to direct interservice support
arrangements,
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Joint Chiefs of Staff Publication 2 appears to provide
the unified commands with clear-cut logistic authority in
the section that states:

"xx% The commander of a unified or specified com-
mand is authorized to exercise directive authority
within his command in the field of logisties in
order to insure effectiveness and economy *** !

The same publication states, however, that:

""Under conditions short of war, the scope of the
logistic and administrative responsibilities ex-
ercised *** will be consistent with the peacetime
limitations imposed by legislation, departmental
policy or regulation, budgetary consideratiomns,
local conditions ***,"

Since the peacetime limitations mentioned in the above
statement have not been defined, the actual authority of
the commands is uncertain,

In our opinion this uncertainty weakens the effective-
ness of the program, For example, the Pacific Command was
unsuccessful in a recent attempt to direct the Air Force to
take over an Army hospital in Thailand and, in another case,
to direct the relocation of a military school on Okinawa to

Guam,

In each case one of the services objected to the Com-
mand's directive, and, apparently uncertain as to its author-
ity, the Command forwarded the matter to the Joint Chiefs
of Staff to be resolved rather than attempting to compel
the services to take the action desired.

The authority of the Pacific Command, in our opinion,
should be clarified so it can direct authoritatively the
actions required to achieve a more effective and economical
logistic system. As the program presently operates, offi-
cials throughout the Command are reluctant to take strong
positions because, if one of the services objects, the
chances of implementation are remote.
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RECOMMENDATTIONS

The Pacific Command needs to provide effective program
management to optimize interservice support. We therefore
suggested that the Secretary of Defense:

--Establish a full-time staff in the Pacific Command
which will be responsible for administering an inter-
service support program.

--Develop procedures to ensure that the Unified Com-
mand has knowledge of, and gives adequate consider-
ation to, all potential interservice support oppor-
tunities.

--Clarify or revise Joint Chiefs of Staff directives
to provide clear-cut authority for a unified command
to direct interservice arrangements in those in-
stances where an evident economical advantage exists
and the military missions of the services will not
be compromised,

In our opinion appropriate actions along these lines
would obviate, for the present, the need to establish a
unified logistics command as envisioned by the Blue Ribbon
Defense Panel. (See p. 5.)

AGENCY COMMENTS AND OUR EVALUATION

DOD commented on our findings and recommendations in a
letter dated January 21, 1972, (See app. I.) DOD stated
that several actions were under way which would enhance in-
terservice support. DOD directives and manuals are being
revised and updated to improve resource transfers between
services, to require interservice coordination at desig-
nated command levels, and to require the senior DOD mili-
tary commander in a geographical area to conduct continuing
analyses for support opportunities, DOD stated also that
the impact of these actions should increase the extent of
support arrangements and should be responsive to our first
two recommendations.

In response to our third suggestion that the authority
of the unified commander be clarified, DOD replied that such

21



commanders already had the necessary authority to direct
interservice activities in their commands. The reply stated
also that the current appeal procedures to a higher author-
ity--available to the services when they do not agree with
the commander's directives--were considered adequate and
appropriate. They permit a comprehensive review from a
worldwide perspective that is not always available to the
unified commander.

It seems unlikely to us that a worldwide perspective
would be required to resolve the type of interservice op-~
portunities mentioned in this report, In our view the uni-
fied commanders should clearly have the prerogative to make
such consolidations. Furthermore we are concerned that
the presence of the appeal procedure, in practice, results
in a less aggressive approach to the whole program by of-
ficials responsible for identifying and evaluating interser-
vice opportunities.

Therefore we still believe that the authority of the
unified commander needs to be clarified, particularly with
respect to the circumstances under which appeals can be
made by individual services to consolidations proposed by
the unified command. In our opinion such appeals would be
appropriate only in those instances where significant ad-
verse impact on mission capability would be involved.

22



APPENDIX I

ASSISTANT SECRETARY OF DEFENSE
WASHINGTON, D.C. 20301

21 January 1972

INSTALLATIONS AND LOGISTICS

s ’ Oy DEERATIET AW AL a5y
Mr. C. M. Bailey DEST D) SEDTY MMRNARIE
Director, Defense Division

General Accounting Office

Washington, D.C. 20548

Dear Mr. Bailey:

The Secretary of Defense has requested that I reply to your Draft Report
(Code-82812) on the Opportunity to Increase Common Support Arrangements
in the Pacific Command, dated November 23, 1971 (OSD Case #3377).

In November 1971 the Air Force accomplished an Interservice Supply Support
Agreement (ISSA) with the Army, action on which had been initiated the
previous June, which transferred the laundry and dry cleaning workload
being processed in the Air Force plant at Tachikawa Air Base to the Army
facility at Camp Zama, Japan. This transfer was completed on December 31,
1971 and the Air Force facility was closed on that date.

The changing requirements for medical facilities in the Pacific are under
continuous review by the Surgeons General of the Army, Navy and Air Force,
and by the Joint Chiefs of Staff. The Army hospital at Camp Zama, which
was at the 1,000-bed level in 1969, was reduced to a 500-bed capacity in
1970 and is now a 100-bed facility. It is deemed prudent to maintain the
100-bed size for the present and the immediate future, thus providing
readily available facilities for a contingency expansion. Army will recon-
sider conversion of the Zama facility to dispensary status when Southeast
Asia base medical support and contingency expansion missions have been
reduced to levels making such conversion militarily and economically
feasible,

In our October 14, 1971 response to your Letter Report of May 4%, 1971 on
review, findings and recommendations relative to U.S. Army ship marine
maintenance programs in Southeast Asia (OSD Case #3282), we indicated that
we anticipated completing study of your recommendations by December 31, 1971.
Although the Army and Navy have studied the feasibility and implications

of interservice maintenance support for Army ships and watercraft in the
Southeast Asia area, we consider the scope of the study too narrow for a
basis for decision in this critical area. Accordingly, we have requested
the Army and Navy to reassess their analysis and recommendations, and the
results of this reassessment together with our recommendations will be fur-
nished you when available.
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At the time the 1971 P-4 overhaul contracts were negotiated, Air America
in Taiwan did not have the capacity to take on any aircraft repair other
than that being accomplished for the Air Force. Consequently, the Navy
F-4 overhaul contract was negotlated with the Japan Aircraft Corporation.
In the interest of using interservice support where practicable, the Navy
and Air Force are in the process of developing an ISSA for the rework and
repair of aircraft in Southeast Asia. Concurrently, the Air Force is con-
ducting a facility study of F-4 maintenance on Taiwan.

Several actions are underway which will enhance interservice support.
Department of Defense (DoD) Directive 4000.19, "Basic Policies and Prin-
ciples for Interservice and Interdepartmental Logistic Support," is being
revised to improve resource transfers, require interservice coordinators

at designated command levels, and require the senior DoD commander in a
geographical ares to conduct continuing analyses of support opportunities.
Procedural instructions will be updated by the promulgation of a new Defense
Retail Interservice Support Manual. A Jjoint implementing regulation will
also be published following revision of DoD Directive 4000.19. By memo-
randum dated January 15, 1971, the Deputy Secretary of Defense announced
broad-range policy objectives to be sought for continued improvement and
effectiveness of logistical support, while at the same time achieving maxi-
mum economy in common Service-type operations. Of the 21 policy objectives
enumerated in that memorandum, eight have particular application to logistical
operations within Unified Commands, and the Commanders-in-Chief of those
commands have been so advised by this Office. The impact of these actions
should increase the extent of support arrangements and accommodate your
Tirst two recommendations.

With regard to your third recommendation, the Commander of a Unified Command
or Specified Command is authorized to exercise direct authority within his
Command in the field of logistics in order to insure effectiveness and
economy in operations and the prevention or elimination of unnecessary
duplication of facilities and functions among the Service components of

his Command. When such directives are not concurred in by the components
involved, the appeal procedures, first to the appropriate Service and if

not resolved, to the Joint Chiefs of Staff, are considered adequate and
appropriate. These appeal procedures provide a very comprehensive review

of the effect such directives might have on Service responsibilities world-
wide, a visibility that a Unified Command and, at times, even a single
Military Department might not have, The impact of new actlions, strengthened
directives, clarified procedural manuals and reemphasized interserviecing
aspect to our long-range logistic objectives, together with the existing
Unified Command authority, should provide an appropriate expansion of
interservice support.

The opportunity to comment on the draft report is appreciated.

Sincerely,

Ll S o

GLEFN V. 6GIPS0N
Acting Asvi-%ant - . :ziv of Defense
{Instaliations and Legisties),
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APPENDIX II

PRINCIPAL OFFICIALS OF THE DEPARTMENT OF DEFENSE
AND THE DEPARTMENTS OF THE ARMY, NAVY, AND AIR FORCE
RESPONSIBLE FOR THE ADMINISfRATION OF ACTIVITIES
DISCUSSED IN THIS REPORT

Tenure of office
From To

DEPARTMENT OF DEFENSE

SECRETARY OF DEFENSE:

Melvin R. Laird Jan., 1969 Present
Clark M. Clifford Mar. 1968 Jan. 1969
Robert S. McNamara Jan. 1961 Feb. 1968
DEPUTY SECRETARY OF DEFENSE:
Kenneth Rush Feb., 1972 Present
Vacant Jan. 1972 Feb, 1972
David Packard Jan, 1969 Dec, 1971
Paul H. Nitze July 1967 Jan. 1969

ASSISTANT SECRETARY OF DEFENSE
( INSTALLATIONS AND LOGISTICS):
Barry J. Shillito Feb, 1969 Present
Thomas D. Morris Sept. 1967 Jan. 19569

DEPARTMENT OF THE ARMY

SECRETARY OF THE ARMY:
Robert F. Froehlke July 1971 Present
Stanley R. Resor July 1965 June 1971

ASSISTANT SECRETARY OF THE ARMY
(INSTALLATIONS AND LOGISTICS):

J. Ronald Fox June 1969 Present
Vincent P. Huggard (acting) Mar. 1969 June 1969
Dr. Robert A. Brooks Oct. 1965 Feb. 1969
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Tenure of

office

From

DEPARTMENT OF THE NAVY

SECRETARY OF THE NAVY:

John W. Warner (acting) Apr. 1972
John H, Chafee Jan., 1969
Paul R, Ignatius Sept. 1967

ASSISTANT SECRETARY OF THE NAVY
(INSTALLATIONS AND LOGISTICS):

Charles L., I11 July 1971
Frank Sanders Feb, 1969
Barry J. Shillito Apr, 1968

DEPARTMENT OF THE AIR FORCE

SECRETARY OF THE AIR FORCE:
Dr. Robert C, Seamans, Jr. Jan. 1969
Dr. Harold Brown Oct. 1965

ASSISTANT SECRETARY OF THE AIR
FORCE (INSTALLATIONS AND LOGIS-

TICS):
Phillip N. Wittaker May 1969
Robert H. Charles Nov., 1963
COMMANDER IN CHIEF, PACIFIC
Admiral John S. McCain, Jr. July 1968
Admiral U.S.G. Sharp, Jr. June 1964
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To

Present
Apr. 1972
Jan. 1969

Present
June 1971
Jan., 1969

Present
Jan, 1969

Present
May 1969

Present
July 1968

U.S. GAO, Wash., D.C.



Copies of this report are available from the
U. 8. General Accounting Office, Room 6417,
441 G Street, N W., Washington, D.C., 20548.

Copies are provided without charge to Mem-
bers of Congress, congressional committee
staff members, Government officials, members
of the press, college libraries, faculty mem-
bers and students. The price to the general
public is $1.00 a copy. Orders should be ac-
companied by cash or check.









