DOCUBENT RESURZE
06223 - {B1506633)

Deteraining Requirements foz War Reserve Spares and Bepair
Paxts: Impcrtance of the Wartime Planning Pcocess. LCD~78-407A;
B-133396. June 6, 1978. 49 pp. ¢ 3 arpendices (7 ppo).

Report to Sen. John C. Stenris, Chairran. Senate Committee on
Appropriations: Defense Subcoamittee; by Elmer B, Staats,
Corptroller Generai..

Issve Area: Balance of War Reserves, Prepositicned Stocks, and
the lrdustrial Base. (806j.

Contact: Logistics and Communications [iv.

Budget Function: Maticnal Defense: Derartment of Defense -
Militory (except procuresent § ccntracts) {(051).

Orgqanization Concerned: pDepartuent of Defense; Department cf the
Air Force.

Congressional Relevance: House Committeée on A:led Services;
Senate Committee ¢n Armed Sectvices. Sen. John C. Stennis.

Departaent of Defense (DOC) invecsiments for aircraft
loqzstzcs cost billions c¢f Jdollars annually. Logistics support
requires adequate numb:ors and various kinds of mainteneance
reople, facilities, and spare and repair parts to keep aircraft
orerationally ready in peacetime aud capakle of meeting sartinme
needs. The Air Force's total war reserve requireament for
secondary ivem spares and repair parts zmounts to about $2.8
billion--$1.7 billion in assets and $1.1 billicn to Le funded by
fiscal year 1983. PFindings/Conciusicns: In order to deteraine
war reserve parts requiremeunts, proper planning, cooxdimation,
and analysis are needed. The Office of the Secretary of LCefeansc
needs better coordination within, betveen, and among the
services. The Air Force needs better coordination cf uartise
planning within its own derartasent, especially among and within
the major commands. The Air Force has not conducted
comprehensive studies to find out the true wartime capability of
the C-5 or other aircraft. Wartime mission planning for
noncombatant aircraft should also have more careful analysis.
The Air Force has recently changed attriticr rates for six
tactical fighter aircraft, but overall attriticon rates fcr the
fighters seea to be tco low based on experience in past wsars.
Recokcmendations: The Secretary of Defense should strengthen
coordination of wartime planning activities and require the Air
Force to: reevaluate the ability of all aircraft+ to meet their
vartise aission before comamitting money for reserve parts,
training, and other logistics support items; assess the ispact
Of the reduced strategic airlift wuissicn or other services which
depend on certain aircraft to move comtat ecquipment; take steps
to ensure that non-<ngaged aircraft bhave specific sission plans
during wartime; reevaluate the assumption that aircraft lest by
attrition will be immediately replaced by non-engaged aircraft;
incorporate the new attrition rates for strategic airlift
aircraft, reduce var reserve parts requirements for C-5s and



C-141s accordirngly, and raassess attrition rates for other
coabat aircraft; and reassess the feagidbility of modifying
wartine requirements planning procedures using acre realistic
approaches for computing needs for war reseive parts and giving
ccnsideration to using sorties aud type of mission as a Lasis
for requirements. The Congress should regquire the Air Force to
submit detailed plans on futuTe war reserve rejuests fox
strategic airlift. (HTWH)
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_Importance Of The Wartime Planning
Process

This report deals with the Air Force's coordi-
nation of overall strategic wartime planning
with logistics support and operations, and the
planning tactors involved which significantly
affected materiel requirements for war. |t
points out that a numrber of the underlying
planning assumptions need to be reassessed
and changed to improve the effectiveness of
wartime logistics support.
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COMPTROLLER GENERAL. CF THE UNITED STATES
WASHINGTON. D.C. 20348

B-133396

The Honorable John C. Stennis
‘“hairman, Subcommittee on Defense
Committee on Appropriations
United States Senate

Dear Mr. Chairman:

-A Senate Appropriations Committee report (95-325, July 1,
1977) cont~ined a request asking us to review the Depairtment
of Defense’‘s war reserve procurement program. Th2 report
mention~d that this study will build on previous GAO reviews
of this subject.

In discussions wi:h representatives from your office in
August 1977, we adgreed to review certain aspects of each
service's war reserve program separately, rather than evaluate
the entire program all at cnc time. It was agreed that this
course of action would respond to the Committee's 1equest for
GAO assistance in t' is area.

This is the unclassified version of our SECRET report
(LCD-78-407). It deals with the Air Force's coordination of
overall strategic wartime planning with logistics support and
operationns, and the planning factors involved which signifi-
cantly affected materiel requirements for war. It points out
that a number of the underlying planning assumptions ..eed to
be :eassessed and changed to improve the effectiveness of war-
time logistics support. Since most of the classified material
deleted involved statistics, it does not detract from the
message and readability in this version.

As you requested, we asked the Department of Defense on
March 13, 1978, to provide official written comments on this
report. We requested that the Department furnish comments
within 45 days. As of the date of this report, Defer.se com-
nents have not been received. However, we met with Air Force
officials and Lave made changes in the report, where appro-
priate, reflecting their comments.



B-133396

As arranged with your office, we are sending copies of
this report to the Secretary of Defense; the Secretary of the
Air Force; and the Director, Uffice of Management and Budget.
We will also provide copies to the HYouse Committee on Govern-
ment Operations, the Senate Committee cn Governmental Affairs,
the House Committee on Appropriations, and the House and
Senite Committees on Armed Services. Copies will also be
arailable to oth:r interested parties who reqguest them.

Sincerely yours,
A I « /’ !

Comptroller General
of the United States



COMPTROLLER GENERAL'S REPORT DETERMINING REQUIREMENTS FOR

TO THE SENATE COMMITTFE ON WAR RESERVE SPARES AND REPAIR

APPROPRIATIONS FARTS~~-IMPORTANCE OF THE WAR-
TIME PLANNING PROCESS

Defense investments for aircraft logistics
cost billions of dollars annually. Logis-
tics support requires adequate numbers and
various kinds of maintenance people, facili-
ties, and spare¢ and repair parts, so chat
aircraft are operationally ready in peace-
time and able to surge to wartime streng:hs.

This report deals with the Air Force's $2.8
billion requirement for aircraft war reserve
spare and repair parts--referred to here as
war reserve parts. The Congress has funded
$1.7 billion for this requirement and the
Office of the Secretary of Defense has
recommended full funding of the Sl.1

billion defircit by 1983.

Wartime planning involves a series of as-
sumptions and related factors which the
Office of the Secretary of Defense and

Air Force Headguarters analyze and trans-
late into a total wartime flying hour pro-
gram. The Air Force Logistics Command, in
turn, converts the flying hour program
into specific wartime logistics support re-
gquirements. Decisions made at t:e beginn-
ing of the planning process ~aucse the
enormous logistics support requirements,
including the $2.8 billion for Air For-<e
war reserve parts.

Proper planning and coordination, keen
analysis, and clearcut decisions are neceded
to determine war reserve parts requiiements
accurately, because many subjective assump-
tions are used to measure aircraft wartime
capabilitiei. The planning process and a
number of uiderlying assumptions need to be
reassessed, and changes need to be made to
impr . ve the accuracy and effectiveness of
wartime logistics support planning.

. U moval, the report % - -
cover %a e c“.ogl‘aﬂb.: no::d h.reoon'_,o 1 LCD-78~407A



The Office of the Secretary of Defense needs
to better coordinate its wartine planning
within, between, and among the services.

1t does not have a focal point to coordinate
wartime planning so each service can benefit
from a comparison with wartime assumptions
of other services and related factors, which'
impact on war reserve parts. The Air Force
also needs to better codrdinate its wartime
planning in its own department, especiclly
among and within its major commands. 1Its
Military Airlift Command and Logistics
Command use different attriticn rates to
estimate war reserve reduirements and mis-
sion capability for the same aircraft. The
Military Airlift Command assumes minimal
maintenance in computing the wartime capa-
bilitv of its aircraft, but assumes maximum
maintenance in coimputing a wartime mainten~
ance personnel shortage for the same air-
craft. (See p». 7 to 9.)

The Air Force should make sure that ‘each
aircraft can attain its wartime mission
by thoroughly enalyzirg its aircraft plan-
ning assunptions. The C-5 strategic air-
lift 2irzc; 4ft cannot meet the planned
wartime 1lying hours becausa Rir Force
assumptions did not take some important
factors int: account. This significantly
oveistates the (-5's war reserve parts

and other logistics support requirements,
including aircre': craining, because the
conputation is bas=d on estimated flying
hourz. <he Air Force has no: done any
compréhensive studies to find out the true
wartime cavability of the C-5 or any other
aircraft. The Air Force should at least
apply the basic wartime planning assump-
tions and related factors to all aircraft
to see if the wartime flying hour programs
can be met. !See pp. 13 to 23.)

Wartime mission planning for noncombatant
aircraft deserves more careful analysis
because flying hours for training and other
nonccmbat missions comprise a large part
of the total wartime flying hour program.
For example, a large percent of the A-7D,
F-4D, F-4E, and F-15A aircraft will
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continue to fly noncombat missions at
peacetime rates during the initial stages
of a conflict. (See pp. 24 to 27.)

The Air Force should revise its wartime
attrition rates for all aircraft. Recently,
the r: tes were changed for sir tactical
fighter aircraft, but at*riticn rates ex-
perienced in past wars suggest the overall
attrition rates for these fighters are tco
low. Air Force officials are planning

to incorporate attrition rates for C-5

and C-141 aircraft, but have no plans

to revise attrition rates for other air-
craft. A comprehensive attrition study
should be undertaken as soon as possible

for all aircraft and flying hour procranms,
and war reserve parts requirements should

be adjusted accordingly. (See pp. 34 to 36.)

The Air Force could further reduce wartime
locgistics support reguirements for main-
tenance personnel, facilities, and parts,’
if more realistic methods for computing
requirements were used. One alternative
method would be to compute these require-
ments on a sortie and type-of-mission basis,
rather than by flying hours. Air Force and
contractor studies confirm that this method
is more realistic. Miliions could be saved
and better logistics support provided if
this method were used or if other methods
were considered. (See pp. 41 to 46.)

RECOMMENDATIONS

To simplify the large task of coordinating
the key assumptions and related factors
affecting war reserve reguirements, the
Secretary of Defense should strengthen
coordination of wartime planning activi-
ties at the Office of the Secretary of
Defense, Air Force Headguarters, and majnr
commands. The matters discussed in this
repo:t on wartime logistics factors may
ve Oof 1nterest to otner wilitary cervices
anu may ultiwately lLirpact their planning.
(see g. 10.)
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The Secretary of Defense should also require
the Air Force to:

--Reevaluate the ability of all aircraft,
especially the strategic airlift aircraft,
to meet thoir wartime mission before com-
mitting latge sums of money for war re-
serve parts, aircrew training, and other
logistics support items which may not be
needed. (See p. 28.)

--Assess the impact of the reduced
ccrategic airlift mission on the other
services which depend on airccaft like
the C-5 to move combat equipment. This
reduced mission capability could in-
crease the use of sealift and the pre-
positioning of war reserves materials,
(See p. 28.)

--Take steps to ensure that non-engaged
aitcraft have specific mission plans
during wartime, because these aircraft
affect the war reserve parts requirement.
(See p. 28.)

--Reevaluate the Air Force's assumption
that aircraft lost by attrition will be
immediately replaced by non-engaged
aircraft, because the alternatives
woul | seriously affect war reserve
parts requirements. (See p. 39.)

-~Incorporate the new attrition rates for
strategic airlift aircraft and reduce
the war reserve parts requirements for
C-5s and C-141s, accordingly. 1in addi-
tion, attrition rates for all other com-
bat aircraft other than the six tactical
fighter aircraf: should be reassessed as
soon as possible, so the Air Force can
adjust the war reserve parts requirements
before these parts are purchased. (See
p. 39.)
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--Reassess the feasibility of modifying war-
time requirements planning procedures to
recognize more realistic approaches for
computing war reserve parts requirements.
This task shonld begin with seriously
considering using sorties and type of
mission rather than total flying hours
as =~ basis for these regquirements, be-
cause for certain aircraft the require-
ments can be substantiaily reduced without
affecting mission capability or degrading
readiness, and better logistics support
can be provided to other aircraft. (See
p. 49.)

RECOMMENDATION TO THE CONGRESS

The Congress should require the Air Force
to submit detailed plans on future war
reserve requests for strategic airlift.
This data should help the Congress decide
which weapons systems need logistics sup-.
port funding the most. If tune Congress
determines that the Air Force has not real-
istically defined the capability of stra-
tegic airlift from the data presented, it
should defer further logistics support fund-
ing requests for these aircraft until the
Air Force adequately dces so. (See p. 29.)

AGENCY COMMENTS

In a March 13, 1978, letter, GAO asked the
Secretary of Defense to comment on this
report with.n 45 days. Defense officials
said the draft report contained highly
complex issues which impact the whole
gstructure of Air Force war:ime support
planning. Because of the wide implica-
tions involved, the Air Force has been
tasked to develop a cdetailed analysis

of the issues presented For these
reasons, Defense felt it needed more time
to provide GAC with an adequate response.

As or r1he date of this report, Defense

comment.s have not been received. To meet
the Committee's needs, GAO is issuing

A



this report without Defense's written com-
nents. However, GAO met with Air Force
officialc and made changes in the report
refiecting their comments.
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CHAPTER 1

INTRODUCTION

The Department of Defense (DOD) annually invests bil-
lions of dollars procuring war reserve materiel for its
Armed Forces. War reserves are required in addition to
peacetime assets to support planned wartime activities until
wartime consumption can be satisfied from production. DOD
buys this materiel so that it will have enough onhand to
support any military actions necessary to protect the sec-
urity or vital interests of the United States.

The Air Force plays a large role in strengthening
the security of our Nation. Logistics support for aircraft
during peacetime is necessary to ensure that key weapons
systems are always combat ready. During wartime, they must
be able to surge to higher levels if those aircraft expect
to act as an effective strikeforce. Therefore, accurate
logistics support planning must be treated as an integral part
of the Air Force's planning and program development. Many
wartime planning assumptions are made which affect the level
of wartime flying activity required to combat the predicted
threat. The level of activity is used for c¢stimating log-
istics support requirements, and, therefore, any assumptions
made about it affects these requirements and funding requests
for war reserves.

This report deals with some of the Xey issues the

Air Force must fully consider in determining requirements
for war reserve materiel. We directed our work at deter-
mining (1) the major wartime factors which affect Air Forre
war reserves, (2) how realistic they were, and (3) the ex-
tent to which they affect the war reserve requirement. This
report illustrates the importance of coordinating strategic
wartime planning with logistical support and operations at
both the DUOD and Air Force level. It identifies areas where
improvements in these processes could provide more effective
use of vartime resources.

APPRCTRIATIONS FUR SPARES
AND REPAIR PAR1TS

-

The Air Force's total war reserve requirement for
secondary item spares and repair parts amounts to about
$2.8 billion--$1.7 billion worth in assets and a $1.1 bil-
lion worth to be funded by fiscal year 19383, based on the
fiscal year 1979 budget. The Air Force, as part of the
total U.S. and North Atlantic Treaty Organization (NATO)



forces, must be able to defend REurope against the Warsaw Pact,
zind participates to a lesser degree in other worldwide
scenarios.

The Air Force allocates available funds oun ‘a priority
basis. Peacetime operations are funded first, War Readiness
Spares Kits (WRSK) and Base Level Self Suff1c1ency (BLSS) re-
quirements are funded second, and other war reserve require-
ments are funded thlrd. The latter category is normally
referred to as the "sustaining" portion of war reserves,
and includes those requirements necessary to sustain wartime
materiel use after the first 30 days, until production equals
consumpticn.

The following table shows the amounts of peacetime and
war reserve funds received and/or requested in recent years
for these types of spares.

Fiscal year Amount

(millions)

1976 $ 553.8
a/191Q 122.1
1977 842.7
1978 796.0
1979 (est.) 681.7
$3,196.3

a/Three ncnth transition period prior to adoption of new
Federal tiscal year beginning on Oct. 1, 1970.

Funaing request data is shown on the following page for
key aircraft tor fiscal year 1978.



fiscal year 1978
Aircraft Peacetime Sustaining
type operations WRSK/BLSS war reserves Total

millions of dollars

A-7 $ 7.0
C-S 17'8
C-141 6.0
F~15 163.6 o
F-111 36.5 CELELED
Common/other

(note a) 329.9

Total $560.8 $204.0 $ 66.5 $831.2

a/These dollars represent procurement of t'iose items applicable
to more than one weapon system, and also 1nclude weapon
systems with low dolliar value regquirements.

Most WRSK/BLSS and sustain1ng war reserve funding will
be used to reduce deficits in war reserve stocks caused by de-
ferral of such procurement in prior years.

SCOPE OF REVIEW

We made this review to assess the Air Force's coordina-
tion of overall strategic wartime planning with logistics
support and operations, and tlhie planning factors involved
which significantly affect materiel requirements for war.

To the extent we could, we reviewed pertinent wartime
policies, procedures, and practices relating to strategic
planning.

We also obtained and reviewed various briefing documents
and studies on aircraft attrition and on alternative ways to
compute maintenance requirements. We discussed these matters
with Joint Chiefs of Staff, DOD, and Air Force officials.

The primary locations visited during our review included:

--Joint Chiefs of Staff, DOD, and Air Force Headquarters,
Washington, D.C.



~--Air Force Logistics Command, Wright-Patterson Air
Force Base, Ohio.

--Military Airlift Command, Scott Air Force Base,
Illinois.

--Tactical Air Command, Langley Air Force Base, Virginia.

To understand their role in the wartime planning process
as it relates to computations for war reserve requirements,
we also talked to various item managers located at the Warner
.Robins, Georgia, and San Antonio, Texas, Air Logistics Centers.

The Air Force did not provide us with certain informa-
tion relating tc its ability to meet wartime flying hour rates
for strategic airlift, Therefore, we could not completely
evaluate the capability of these aircraft and their impact
on war readiness materiel. We did, however, arrive at our
best estimate of this capability from the limited data
available.



CHAPTER 2

MAJOR ISSUES AFFECTING PLANS

FOR_WARTIME LOGISTICS SUPPORT

The Air Force must assess the important issues which can
and do impact on its wartime logistics requirements, and deter-
mine whether reasonable options have been considered for meet-
ing various threats and mission objectives, while operating
within current funding constraints. These considerations
are not only important to the Air Force but also affect the
other services, which will depend on the Air Force for tac-
tiral, strategic, and logistics support. The capability of
military airlift to transport troops and equipment to any
potential conflict source in the world, and the services'
reliance on it for this support is an illustration.

A high degree of planning and coordination is needed
among various Air Force activities responsible for deter-
mining how to best meet the proposed threat. Without the
proper planning and coordination, it would be difficult for
the 2ir Force to determine where to apply its available funds
to support and maintain the weapons s,stems neediny them the
most. The planning and coordination »f logistics suwport
must be every bit as thorough as other important analyses,
such as threat assessment and wargaming. Hard decisions must
be made and logistics plans carried through realistically so
that requirements are adequately determined and funds are not
wasted.

With all the many facets involved in Air Force logistics,
intense planning and coordination at all Air Force levels be-
comes paramount. The reasonableness of wartime planning assump-
tions themselves can have a3 major impact on Air Force war
material requirements. Appendix I shows what is involved in
planning for wartime logistics support.

KEY ISSUES AFFECTING
WAR RESERVE REQUIREMENTS

Undoubtedly, there are a multitude of assumptions and
related factors, too numerous to mention, which can have an
effect on how much materiel the Air Force needs for war.
Alihough it was rnot practical for us to examine all of the
pertinent factors affecting requirements, we did look at a
number of key issues which need to be fully addressed if
wartime planning and coordination is to be effective. They
are discussed on the following page.



--Aircraft attrition in wartime reduces the number of
aircraft during any conflict., Although it is dif-
ficult to predict with certainty what attrition
rates might be in future conflicts, this factor
shouid be fully evaluated to realistically deter-
mine the optimum level of war reserve spares during
wartime, and to reflect an increase in spare parts
requirements based on the anticipated wartime surge in
flying hours per aircraft.

--Serious questions remain unanswered on whether cercain
aircraft, namely airlift aircraft, will pe able to meet
the projected wartime flying hour rates necessary to
sustain their wartime role. This factor can substan-
tially impact on how much logistics support would be
necessary to maintain such aircraft in a ready condi-
tion. Any aircraft not available on D-Day decreases
the total number of hours and sorties which can be
flown, and, therefore, reduces wartime depot mainten-
ance needs, including spares and repair parts, planned
for those aircraft.

--For high surge aircraft, such as the C-5 and C-141,
adequate consideration must be given to various condi-
tiors which could prevent such aircraft from meeting
their utilization rates. To attain these rates, the
Air Force must realistically assess certain factors,
particularly how much time is required to on-load
and off-load supplies and materiel, to refuel, and to
mairtain the aircraft on the ground. Further, will
the necessary NATO Lases, aircrews, and maintenance
crews be availabl2 when needed in the required rumbers?
Has adequate att:ntion been given to plans to stretch
the C-141 aircratt from fiscal years 1980 through 1982,
and to modify the C-5 wing structure which also reduces
aircraft availability?

~-Maintenance requirements during wartime are computed
on the assumption that, as flying hours increase, the
need for spares and repair parts increases proportion-
ately. This assumption seems unrealistic since parts
do not, in reality, fail proportionately to these in-
creases. Air Force studies and logistics models -sug-
gest that other alternatives, such as using engineer-
ing estimates and sorties, are better and more real-
istic for computing maintenance requirements. Savings
in reduced requirements for war reserve sparer and
repair parts could be achieved if these types of real-
1stic approaches were considered and adopted.



Many other factors cculd be considered when requirements
for war rcserve spares and repair parts are computed. They
include:

Mission types Budgetary constraints
Mission priority Failure rates

Mission delay time Direct repair time
Number of sorties Repair crew size

Sortie length Inspection frequency
Sortie leadtime Battle damage

Aircraft type Spare parts availakility
Flight size Weather history

Launch time

The above illustrates the many different factors which
could logically impact on requirements for war reserve ma-
teriel. Adeguate consideration of these factors in the
planning process, together with coordination at the responsi-
ble Air Force level, is essential to estapolish realistic
requirements for war reserves.

IMPROVED COORDINATION NEEDED
IN WARTIME PLANNING

Coordinating the many facets of wartime planning which
impact on war materiel requirements is not a simple task.
When differences and shortfalls exist in the service's
planning process, estimates for wartime logistics require-~
ments may rot be reliable. Strengthening coordination at
all levels would greatly enhance the reliability of the
Air Force's and other services' estimates for war reserves—-
a problem which the Office of the Secretary of Defense (OSD)
has recognized for some time.

We identified several areas in the Air Force's wartime
planning process which need improved coordination. The major
Air Force commands, for example, use different planning
assumptions and factors for estimating logistics reguirements.
Certain key planning factors, such as the use of different
aircraft attrition rates, were not fully coordinated. We
found that:

--Tne Air torce Logistics Command and Military Airlift
Command used different attritiorn rates in planning
different segments of wartime support for the same
strategic airlift aircraft. The Logistics Command,
at the direction of Air Force Eeadquarters, used



DELETED rate for estimating depot
maintenance and war reserve requirements for the
C-5 and C-141 aircraft. On the other hand, the
Military Airlift Command planning group, based on
the Saber Hall 1/ cttrition studies used DELETED

rate in computing mission

capabilities of the same twc aircraft. Attrition
rates affect the number of aircraft available for
logistics support. If the Logistics Command is using
the correct rate DELETED then the Airlift
Command is understating the fleet capability of the
aircraft. If the Airlift Command is using the correct
rate DELETED then the Logistics Command is over-
stating depot maintenance and war reserve requirements.
Chapter 4 contains a discussion on using.different
attrition rates and the impact on war reserve materiel
requirements,

--The Military Airlift Command intelligence group was
not asked to provide input to the Saber Haul studies
even though they have practical experience and valu-
able expertise in threat assessment of the airlift
mission. In addition, the intelligence group was
not aware that studies were made in this area even
though the Airlift Command planning group used the
studies in computing mission capabilities for the
C-5 and C-141.

-=The Tactical Air Command, Military Airlift Command,
and Logistics Command, used different methods to
project wartime logistics support requirements. ‘the
Tactical Air Command projects wartime maintenance
requirements based on number of sorties. The Mili~-
tary Airlift Command and Logistics Command base their
wartime maintenance requirements on flying hours.

If the Tactical Air Command is using the most accurate
method, then tne Military Airlift Command and the
Logistics Command maintenance requirements could be
overstated. If, on the other hand, the Military
Airlift Command and Logistics Command are using the
most accucate method, then the Tactical Air Command
could have understated their requirements. Chapter 5
contains a discussion of flying hours and sorties as

a basis for projecting wartime maintenance manhours.

1/Saber Haul is a series of C-5 and C-14, attrition studies
done by the Air Force Headquarters Studies and Analysis
Group.



--Wartime »lanning assumptions differ between com-
putationis for war reserve materiel requirements and
computations for wartime maintenance personnel require-
ments, The Logistics Command computes war reserve
materiel on mission essential items o~ly; therefore,
it assumes that only mission essential maintenance
will be accomplished. The Military Airlift Command.
however, assumes that all maintenance done in peace-
time will be done in wartime and, therefore, could
overstate its wartime maintenance personnel require-
xments.

~-Within the Air Force, assumptions differ between the
group responsible for C-5 and C-141 aircraft mission
planning and the group responsible for planning below
depot level maintenance support for the same aircraft.
Mission planners assume DELETED
will be done when computing the ability of these :ir-
craft to meet a 12.5 average daily flying hour surge
rate. Maintenance planners, on the other hand, assume
DELETED will be done when estimating
DELETED wartime personnel shortage. Either the
aircraft capability or tte maintenance personnel require-
ments will be affected depending upon which assumption
is correct.

--The Logistics Command projects they will have a
DELETED depot maintenance personnel shortage
by the DELETED conflict. This
means the Air Force depots will DELETED
of the aircraft. The

Military Airlift Command does not consider this when
computing the ability of C-5 and C-141 aircraft
to attain wartime utilization rates. The impact of
this and®any other shortfall should be evaluated be-
fore determining what is needed for an aircraft to
meet its wartime mission.

These examples are intended to point out the difficulty
in fully coordinating something as subjective and complex
as wartime planning. They illustrate that improved coordina-
tion is essential in identifying and resolving these types
of issues and in establishing a more accurate and c.."prehen-
sive estimate of wartime requirements. Stronger actions are
needed to strengthen coordination of wartime planning activi-
ties. More details of these coordination actions are brought
out in the remaining chapters of this report.



RECOMMENDATION

To simplify the large task of coordinating the factors
which affect war reserve materiel estimates, we recommend
that the Secretary of Defensc strer~then coordination
activities within OSD, Air Force "cadquarters, and the
major commands of the Air Force.

Strong coordination would help to
~-strengthen the planning process,
--emphasize the importance of wartime planning,

~-improve the reliability and accuracy of the wartime
logistics requirements estimetes,

--put all of the identified shortfalls into perspective
so that the most critical could be funded first,

--enable the services to more effectively relate war
reserve expenditures with readiness, and

--provide a catalyst for the services to take advantage
of each other's wartime planning methodologies.

The matters discussed in this report on wartime logistics

factors may be of interest to the other military services and
may ultimately impact on their planning.
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CHAPTER 3

. e Gt e e e S et e

AIRCKAFT MISSION PLANKNING AND THE

ABILITY TO MEET WARTIME FLYING HOUR PROGRAMS

Flying hour data used to estimate wartime logistics
reguirements is developed jointly by OSD, Air Force Head-
guarters, and the operating commands such as the Tactical
Air Command and the #ilitary Airlift Command, and is approved
by T°h, The operating commands n1se the approved flying hour
data to estimate below-depot maintznance reguirements and
aircraft mission planning, while the Air Force Logistics
Command uses them to estimate depot maintenance and war re-
serve requirements. Anything which affects the number of
flying hours affects war reserve reguirements estimates.

KELATIONSHIP_BETWEEN FLYING HOUR
ACTIVITY AND WAR RESERVE REQUIREMENT

«s8 discussed in chapter 2, total flying hours for each
~ircraft in the war and mobilization plan is the culmination
7t the wartime planning process. The number of flying hours
d.pends on an accurate assessment of the threat and an ac-
curate determination of the number of sorties necessary to
combat that threat. The chart on the following page is an
example of the war and mobilization plan which translates
wartine missions for cach type of aircraft into total fiying
hours to be supported.

11



utilization rate ( DELETED

Misaion:
Total aircraft
inventory
Non-engaged aircraft
(note b)
Training aircraft
Other aircraft
Afircraft engaged in
conflict (note c)
Activity of engaged
aircraft:
Sorties (note d)
Cumulative sorties
Attrition
cent of sorties)
Cumulative attrition
Flying hours:
- Non-engaged aircraft
hours/air-
craft/day)
Engaged aircra:t
hours/

per-

socrtie)

Total flying-hours
per month

War _and Mobjilization Pl

an_for

a_Sample Aircralt
Reactive

status

N-day

(note a) Month 1

DELETED

a/M-day is mobilization day and precedes the actual day hostilities beqin (D~day).

Q/Non-enggged aircraft are those which will not be flying combat missions.
These ajrcraft will be used for training and replacement of lost aircraft.

c/Engaged aircraft acre those which will be flying combat missions.

d/Generally, a sortie is equal to one flight (take-off to landing) of an aircraft.

The total number of non-engaged aircrafc, times the

equals the total non-engaged hours.
sorties flown by the -engaged aircraft, times the sortie length

(

LDELETED

hours), equals the total engaged hours.

The total number of

The

Month 6

hours/aircraft/day x 30 days),

bottom line--total flying hours--is the basis for estimating

war reserve requirements.

Therefore, flying hours for both

engaged and non-engaged aircraft affect war reserve require-

ments.

The underlying assumptions of this process are:

--Non-eng«aed aircraft, including traininc aircraft,
will continue to fly at peacetime rates.

--The wartime flying hours are reasonable and accurate.

--Attrition rates are realistic.

--There is a direct relationship between flying hours

and war reserve requirements.

12



A change in any of these assumptions would affect the
total flying hours, and therefore the war reserve reguire-
ments. T™e validity of attrition rates and of basing war re-
serve requirements on flying hours is discussed in chapters 4
and 5 of this report. The opera:ing commands must have well-
coordinated comprehensive mission plans for each aircraft to
assure that the aircraft will be able to meet its wartime
mission; they must identify and plan for any problems or con-
straints that may be encountered in trying to meet a wartime
mission,

WARTIME MISSION PLANNING
FOR ENGAGY¥D AIRCRAFT

We selected the C-5 and C-141 aircraft strategic airlift
mission for detailed review because (1) we have in previous
studies questicned the ability of these aircraft to attain
the planned wartime utilization rate, (2) the mission of
these two aircraft is a high priority in the North Atlantic
Treaty Organization (NATO) scenario, and (3) war reserve
deficits for these two aircraft represent about DELETED
percent of the Air Force's total war reserve requirement for
all aircratt. We recognize that the mission and planned war-
time utilization rates for these aircraft are among the most
stringent and difficult to attain. We believe lessons learned
in mission planning for these aircraft can be applied to other
aircraft.

DOD officials consider additional airlift deployment
capability critical in preventing initial enemy advantages,
and especially in deterring the actual outbreak of hostili-
ties. Because of the need for additional airlift capability,
the Air Force and the Jcint Chiefs of Staff decided to in-
Crease the wartime utilization i~tes for the C-5 and C-141.
On the surface, increased utilization appears to be an
excellent way of increasing our airlift capability.

The Air Force contends that all they need to do is buy
more spare parts and train more aircrews in order to attain
the increased wartime utilization rates. 1In our view, how-
ever, there are more constraints than war reserves and air-
crews. In addition, neither the C-5 nor the C-141 aircraft
has ever been able to attain DELETED
the daily peacetime utilization rates of 1.8 and 3.25 flying
hours, respectively. Some Air Force officials guestion
whether the C-5 and C-141 can surge to seven and four times
the daily peacetime utilization rates under their projected
wartime mission.

13



It is essential to make well-coordinated comprehensive
mission plans for these as well as all aircraft, to ensure
that they can meet their planned wartime missions. This is
especially important for the C-5 and C-141 aircraft. If
they are unable to meet their planr2d mission, alternative
methods of strategic mobility suct as prepositioning and
sealift must be examined. Also, the Air Force plans to
spend §$364.4 million for additional war reserves and
$196 million for additional aircrews for the C-5 and C-141.

C-5 and C-141 strategic
airlift mission planning

According to Air Force war and mobilization plans, the
entire fleet of C-5 and C-141 aircraft should surge to an
average 12.5 hours per day for the first 45 days of a con-
flict, and then sustain a 10-hour-a-day rate after 45 days.
This would be nearly 7 times ithe currently funded peacetime
rate of 1.8 hours for the C-5, and abcut 4 times the rate of
3.25 hours for the C-141. Wartime flying hour »rogr.ms are
based on total hours per month by type of aircraft. For
exanple, the entire engaged fleet of 7C C~5s is expected to
fly 26,250 hours in the first month of a conflict, or an
average of 12.5 hours a day, leaving the remaining 7 non-
engaged for training and replacement. The 234 engaged C-141
aircraft are expected to fly a total of 87,750 hours in the
first month, or an average of 12.5 hours a day, leaving the
remaining 37 C-141s non-engaged. Factors affecting the
average daily use for these aircraft include

=~the number of aircraft available for operation when
the war begins,

--assumptions regarding wartime attrition,
--assumptions regarding the downtime for repair,

—-the round trip distance from the United States and
the average speed of the aircraft,

--assumptions regarding time to load and offload,

—--assumptions regarding refueling time,

--assumptions regarding the ability of the airfields in
Europe to handle the expected volume of air traffic,
and

--any unforeseen problems.

14



Air Force Headguarters and Military Airlift Command
officials were unable to explaiu the basis for the average
daily use rate of 12.5 hours. Rather, the increased -tiliza-
tion rate was established by 0SD. 1In addition, we could find
no comprehensive study which demonstrates the aircraft's
ability to attain the high 12.5 hour-a-day utilization rates.

The Air Force has initiated studies which address scme
of the potential constraints listed above. However, since
they were not complete, we could not consider them in our
evaluation. More specifically, they related to (1) studies
done by the Military Airlift Command showing maximum utiliza-
tion potential for C-5 and C-141 aircraft, (2) an Air Force
Headquarters' airfield survey demon.trating the ability of
the airfields in Europe to handle the large number of air-~
craft, and (3) a ground time study done by Air Force Head-
quarters with input from the Military Airlift Command for
the C-5, which projects how long the aircraft will be on the
ground during a typical strategic airlift mission. Air Force
officials said because of the task's complexity, the studies
will take some time to complete.

Availability of aircraft

The Air Force assumes that 70 of the 77 C~5s and 234 of
the 271 C-141ls will be available for wartime operations.
Although there are 7 C-5 and 37 C-141 aircraft which are
either training or nonoperational and may be used during
wartime, we believe the number of aircraft the Air Force
assumes will be available is overly optimistic.

Under wartime conditions, the number of flyable aircraft
can be substantially increased through maximum maintenance
effort and bty compressing aircraft out oi the depots. Air
Force officials believe an April 1977 maintenance exercise
showed that the number of operationally ready aircraft can
exceed peacetime numbers. For example, the exercise demon-
strated that 21 out of 25 C-5s, or 84 percent, were opera-
tionally ready, as opposed.to the normal peacetime rate of
62 percent.

On an average day, about 17 C-5s and 26 C-141s are in
the depots for repair and overhaul. Air Force officials
estimate they can compress these 43 aircraft out of the
depots at the rate of LELETED aircraft avter DELETED
days, DELETED aircraft after DELETED days, and all
43 aircraft after 34 days. Even using the Air Force's
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figqures, the number of C-5s and C-14ls which will be avail-
able is substantially less than they projected.

The following chart shows the maximum number of aircraft
which could be avallable at various stages of mcobilization,
including training and nonoperationally active aircraft, using
the Air Force's operationally ready rate and depot compression
schedule. These numbers were obtained by taking the total
number of aircraft in the inventory and subtracting the number
remaining in the depot during each 5-day increment. The
difference between the two is then multiplied by the opera-
tionally ready rate for each type aircraft to arrive at the
number which could be available at each stage of mobilization.

Number of Aircraft Available
For Wartime Umse (note a)

Days after mobilization beginsa

Ist month
M-day M+5 410 M#15  N+20  M+25  M+30 average

Max imum number
available:
Cc-5 DELETED
C-141

Air Force projected
number available:
c-$ 70 70 70 70 70 70 70 70
c~141 234 234 234 234 234 234 234 234

a/Using Air Force data not verified by GAO.

This means the available C-5 and C-141 aircraft would have
to average DELETED hours, respectively, if
they are to attain the total hours required in the early
stages of a conflict. )

Strategic airlift attrition

The various planning groups are inconsiscent in their
assumptions regarding aircraft attrition (see ch. 4 for a
complete discussion of attrition r.tes). The Air Force cur-
rently assumes that DELETED aircraft will
be lost during a conflict, and uses this assumption in deter-
mining maintenance and wa:- reserve material requirements.
The Air Force Studies and Analysis Group has done a compre-
hensive examination of airlift aircraft attrition in its
Saber Haul studies completed in September 1972 and update1
in November 1976 and December 1977. Based on the 1972 study
(the only study available to us), the Air Force could lose
be tween DELETED C-5 aircraft and DELETED
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C~141 aircratt in the first 30 days of a conflict. We were
denied access to the 1976 and 1977 study updates because the
Air Force claimed the studies did not represent official Air
Force positions.

If the Air Force DELETED rates in deter-
mining C-~5 and C-141 capability, it would fur“her impact on
the ability of these aircraft to attain the planned wartime
utilization rates--there would be even fewer aircraft to meet
the same total flying hour program. Subsequently, it would
affect their estimates of maintenance and war reserve ma-
terials needed to support these aircraft. The following
chart shows the maximum number of aircraft which could be
available at various stages of mobilization, if attrition is
included in addition to unavailable aircraft discussed in the
previous section.

Number of Aircraft Available for wartime
Use After Incorporating Attrition (note a)

Days after mobilization begins _
1< month
M-day M+5 M+10 M+20 M:-30 average

Maximum number
available:
C-5 DELETED
C-141

Air Force estimates:
Cc-5 70 7.0 70 70 70 70
C-141 234 234 234 234 234 234

a/Attrition rates taken from "best estimate" in 1972 Saber
Hanul study.

The Air Force also plans major modifications of both
the C-5 ana C-141 aircraft between 1978 and 1987. The plans
include modifying the C-5 wing structure and stretching the
C-141, plus adding an air refueling capability to the C-141ls.
As a maximum, 12 C-5s and 30 C-141s would be undergoing
modification and would therefore be unavailable for wartime
use. The Air Force estimates, however, that about 5 C-Ss and
10 C-141s could be recovered from the modification lines
should a war break out. This number limits the rnumber of
airccaft available.
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As the number of aircraft available for wartime operations
decreases, the average utilization rate becomes increasingly
difficult to attain. The daily utilization rates are already
high, and we have noi yet considered downtime for maintenance,
time to onload/offloal and refuel, and unforeseen problems.
After considering the number of aircraft still in the depots,
rot operationally ready, undergoing modification, and lost
under combat conditions, there would be an average of

DELETED C-5 and DELETED C-141 aircraft which would
be available to fly wartime missions during the first 30 days.
The <-5s would have to average DELETED flying hours
daily and the C-141s DELETED hours daily, to attain
the projected wartime flying hour programs during the first
month. The Air Force contends that DELETED

there would be enough replacement

aircraft (7 C-5s and 37 C-141s) so that at least 70 C-5 and *
234 C-141 aircraft would be available. This is obviously
not the case.

Wartime ma‘ntenance

If the C-5 and C-141 aircraft are to fly the maximum
hours possible, they will require large amounts of below-
depot and depot maintenance. The Air Force currently esti-
mates these requirements at DELETED million and

DELETED million maintenance hours, respectively, for
both of these aircraft for the first 30 days of a conflict,
assuming a 12.5-hour daily flying rate can be achieved.
This means that DELETED personnel at the support
bases and DELETED personnel at the depots will work
fulltime on these two aircraft. As shown below, we do not
believe it is possibie to do DELETED million hours of
maintenance on these aircraft in 1 month and still fly
them an average 12.5 bonurs per day. Either the projected
maintenance hours oz tne flying hours are wrong.

Peacetime and wartime maintenance will differ greatly.
Only repairs necessary to keep the aircraft flying will be
done. During the early period of a conflict--surge period--
noncritical maintenance will be deferred and depot personncl
will be compressing aircraft out of the depots as quickly as
possible. During the next phase--sustained period--zs the
level of intensity of the conflict decreases, deferred main-
tenance will be accomplished. 1In addition, maintenance per-
sonnel will not work as many hours in the sustaining period.
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As a result, the aircraft are able to achieve a higher
utilization rate or surge rate during the early stages of
a conflict, and a lower utilization rate or sustained rate
later in the conflict.

The Air Force estimates the C-5 and C~141 will have to
spend about 17.0 and 3.5 hours, respectively, at their home
bases, undergoing maintenance for each round trip from the
United States to Central Europe and back. Based on th.s and
the increase in average daily utilization rates caused by
unavailable aircraft and attrition discussed in the previous
two secticns, it appears the total flying hour program for
the DELETED

Furthermore, we have
not yet allowed for onload/offload time, refueling time, and
other unforeseen delays.

Ground times and unforeseen problems

The Military Airlift Command estimates that the round
trip flying time for the C-5 and C-141 from the United States
to Central Europe and back will take approximately 19.5 hours.
They estimate both the onload in the Unitcd States and off-
load in Central Europe will average about 7.0 and 4.1 hours,
respectively, and both type aircraft will have to take on fuel
at a European recovery base for an average 4 and 1.4 hours
ground time, respectively, during the round trip. Based on
average onload, offload, and refueling times, each round trip
will require about 11 hcurs of ground time for the C-5 and
5.5 hours for the C-141.

Cnload/offload times may be constrained by not having
the right material-handling equipment on the base where it
is needed. The Military Airlift Command is studying this
problem bu. has not yet drawn any conclusions. The Command
did not provide us with the information being developed
because the study had not been completed. However, its
impact on onload/offload times should not be overlooked in
developing a comprehensive mission plan for strategic airlift
aircraft.

The C-141 aircraft will not have an air refueling
capability until it undergoes the "stretch" modification.
The C~5 aircraft always had an air refueling carability.
Air refueling saves time and allows the aircralt to take off
with a larger payload and less fuel. If the eircraft is re-
quired to carry enough fuel to fly nonstop to Tentral Europe,
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it will decrease the amount of cargo that can be shipped.
At the time of our review, the Military Airlift Command
could not include air refueling in its contingency plans,
partly because the C-141 aircraft dces not yet have this
capability, and DEI.ETED

Other problems may be caused by saturation of bases in
Central Europe and subsequent through-put at those bases--
the ability of the cargo aircraft to guickly get ont-. the
airfield, find ramp space, unload its cargo, and take off.
If a NATO conflict does breakout in Central Europe, there
are relatively few bases available to support all of our
strategic and tactical aircraft and all the other NATO coun-
tries' aircraft as well as our strategic airlift aircraf:.

The Air Force has initiated studies intended to address
each of these problems; however, they are not yet complete.
Since they were incomplete, the Air Force was reluctant to
prcvide vs with their interim data or conclusions, and we
were unable to include them in our evaluation. The results
of these studies should be considered in determining the
impact on ground times and the capability of the airlift
aircraft--what is the maximum utilization rate which can be
attained by the C-5 and C-141 aircraft.

Abjlitv to attain the utilization rates

Air Force planners may be overly optimistic on attaining
an average 12.5-hour surge rate and a 10.0-hour sustained rate
for the C-5 and C-141 strategic airlift mission, even if the
additional aircrews and war reserve spares are obtained.

Based on the most recent information and glanning factors
available to us and interviews with various officials at

Air Force headquarters and the Military Airlift Command, the
following table depicts the maximum achievable surge rates
after taking all factors into consideration.
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Utilization Rates for C-5 and C-141 Aircraft
for the Flrst 30 Days of Mobillzatlon

c-5 c-141

Total number of aircraft

Average number unavailable during
first 30 days (note a)

Average number lost due to attrition
(note b)

Total not uvailable for support
Total remaining for support

Average round trip flying time
(note c¢)

Average .nload/offload time

Average refueling time at recovery

station
Average downtime for waintenance DELETED

Average total ground time pe.
round trip

Average total time required for
one mission

Percent of time flying for
one mission

Total hours available for
mission (number of air-
craft x 24 hours/day
x 30 days)

Total flying time for mis-
sions (percent x total)

Maximum attainable daily utiliza-
tion rate (note 4)

a/Based on Air Force factors for the average number of aircraft in the depot,
compressed out of the depot, and unavajlable due to not operationally ready

supply.
b/Taken from Air Force Saber Haul Charlie study "best estimate.”

c/FPigures in this section are Air Porce factors for average cycle times,
in hours.

d/This is the averaye daiiy rate which could be expected for a total of 70 C-5

and 234 C-141 ajrcraft--the number the Air Force assumes would he available
for wartime operations.
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Based on our analysis, it appears that under optimum
conditions, the C-5 will not be able to attain the 12.5-hour
wartime surge rate, but the C-141 may.

If we consider the upcoming C-5 and C-1%41 modification
programs, which will affect the C-141 between 1978 and 1982
and the C-5 between 1978 and 1987, the maximum attainable
daily utilization rates are DELETED and DELETED
respectively. These utilization rates are the maximum attain-
able under optimum conditions. Any number of unforeseen prob-
lems or delays could occur which would further impact the air-
craft's ability to meet their wartime flying hour programs,
such a: (1) saturation of the Centrai European air bases,

(2) a shortage of material-handling equipment, (3) a decrease
in the operational ready rate, (4) an increase in the rate of
attrition, and (5) inability of the depots to compress all
aircraft out within 34 days.

IMPACT OF LOWER UTILIZATION RATES ON
WAR RESERVE MATERIAL REQUIREMENTS

If the C-5 or C-141 aircraft are unable to attain the
Air Force's planned utilization rates, the estimated number
of aircrews and war reserve materials needed will be signifi-
cantly decreased.
DELETED

Since funding is limitcd, however, it is
esser.tial that we not spend our resources on stockpiling war
reserve mat2rials or training aircrews which will never be
needed. In addition, the Air Force's airlift capability
could be overstated by DELETED tons in the first
30 days. "his will have serious implications for those
organizations planning to use airlift for deployment.

War reserve requirements, as the Air Force computes
them, are a function of the total flying hours per month to
be supported. Any decrease in the utilization rate--total
flying hours--will also decrease tic war reserve material
and other requirements. The following graph demonstrates
the impact of a change in utilization rates on dcllars of
war reserve materials.
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RELATIONSHIP BETWEEN UTILIZATION
RATES AND WAR RESERVE REQUIREMENTS FOR C-5 AIRCRAFT
DOLLARS IN MILLIONS

DELETE

UTILIZATION RATE
(AVERAGE HOURS PER DAY FOR 70
C-5 AIRCRAFT)

The chart shows if the utilization rate is constrained
by the factors discussed in this section, and the C-5 air-
craft can only attain a DELETED surge rate, the war re-
serve requirement could decrease from DELETED million
to an estimated DELETED million. 1/ As of June 1977,
the Air Force had $172.2 million in war reserves on hand for
the C-5 aircraft.

WARTIME USE_OF AIRCRAFT NOT
ENGAGED IN THE CONFLICT

The war and mobilization plin for each fleet of air-
craft, such as A-7D and F-15 aircraft, contains a number of
engaged and non-engaged aircraft. The engaged aircraft are
those which will be flying combat missions, and the non-
engaged are those which will remain as reserve or training
aircraft.

l/Estimated decrease assumes sustained rates will decrease
proportionately with surge rates. Dollar decrease in war
reserve requirements is based on estimates due to the com-
Plexity and cost of running actual statistics tt 1gh the
Air Force's computation system.
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Using tha war plan for our sample aircraft in the
previous section, estimated flying hours for the first month
of a conflict are DELETED for the non-engaged aircraft,
and DELETED for the engaged aircraft. The total of
these two categories is used to estimate w:r reserve
requirements-~the increase from 1,500 peacetime flying hours
to DELETED wartime flying hours. The DELETED
flying hours for the non-engaged aircraft, or DELETED per-
cent of the total flying hours for the first month, affects
the war reserve computation. As shown in the example on
page 12, the Air Force computes war reserve requirements by
the difference between the 1,500 total peacetime flying hours
and the DELETED total wartime flying hours.

To illustrate the impact of supporting non-engaged
aircraft durirg wartime, we looked at the war plans for four
tactical fighter aircraft, the A-7D, F-4D, F-4E8, and F-15A.
The following table shows the projected number of aircraft
engaged and non-engaded at the end of the first month for
each of these aircraft.

war Plan for Engaged
and Non-engaged Aircraft

Planned Percent of
Lse A-7D F-4D F-4E F-15A  Total total

Engaged
Non-engaged

DELETED
Total

The above table shows abcut DELETED pecrcent of these air-
craft will not be flying combat missions. The Air Force as-
sumes these aircraft will continue flying at their peacetime
rates. The following graph illustrates the impact of this

on total flying hours and war reserve reguirements.
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! NONENGAGED AIRCRAFT
ON WAR RESERVE L.C JUIREMENTS

ERVE [COUIREMEN
FOR FOUR AIRCRAFTY

DELETED

NOTE: THE AIRCRAFT USED IN THIS ANALYSIS WERE THE A-7D, F-4D, F-4E, AND F-15A.

Since the Air Force assumes there is a linear relation-
ship between flying hours and war reserve requirements, the
shaded area represents the additional increment of war re-
serves from including non-engaged aircraft in the total
flying hour computation. Since essumptions regarding the
wartime use of non-engaged aircraft affect war reserve re-
quirements, the Air Force should take steps to ensure that
specific wartime plans are made for these aircraft, rather
than simply assuming they will continue to fly at peacetime
rates.

DELETED

The following table shows the relationship of
these training aircraft to the total remaining fleet in the
first and sixth month of the war plan.
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Total remain- Training Percent of

ing aircraft aircraft total
A-7D:
' First day
Sixth month DELETED
F~-4E:
First day

Sixth month

It appears that the number of A-7D and F-4E training
aircraft could be reduced to DELZTED respectively,
in the sixth month, and still maintain a DELETED

of training aircraft. Similerly, wartime missions
of other non-engaged aircraft should be analyzed in greater
detail to determine if their missions are essential.

CONCLUSIONS

The Air Force plans wartime flying hour programs for its
aircraft, and these are the bases for estimating war reserve
requirements. Total flying hour programs are made up of air-
craft flying combat missions (engaged aircraft) and other
aircraft not flying combat missions (non-engaged aircraft).
Missions for both engaged and non-engaged aircraft can affect
war reserve reguirements and, therefore, should be accurately
planned.

Aircraft mission planning is an inteqgral part of the
overall wartime planning process. Like all other facets of
planning, it must be as comprehensive and well coordinated
as possible to assure that we are spending our limited funds
where they will do the most good. We selected the strategic
airlift mission to examine in detail and believe the basic
planning concepts we used can be applied to cther aircraft.

Several of our reports in the past have expressed concern
over the planned wartime utilization rates of the C-5 and
C-141 aircraft and their subseguent impact on airlift capa-
bility, maintenance requirements, and war reserve material
requirements. 1In this review, we have not evaluated the
ailrlift requirement. We recognize the important role of
strategic airlift in a NATO conflict. We are, however,
qguestioning the ability to achieve the strategic airlift
requirement with C-5 and C-141 aircraft--the ability of the
existing aircraft to meet the wartime flying hour program.
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DELETED

The Air Force should know the capability of the C-5 and
C-141 aircraft before spending $364.4 million for additional
war rcserves and $196 million to train aircrews which may
not be fully needed. It is unrealistic to spend funds to
support a w-:-:ime flying hour program which DELETED

The Air Force should assure that all of the other air-
craft, as well as the C-5 and C-141, included in the war and
mobilization plan, can attain their wartime flying aour pro-
grams. The matters discussed in this chapter for the C-5
and C-141 should be considered in these evaluations.

RECOMMENDATIONS

we recommend that the Secretary of Defense direct the
Secretary of the Air Force to:

--Reevaluate planned wartime use of non-engaged aircraft
in view of their impact on war reserve requirements,

—-Reevaluate the capabiliity of strategic airlift air-
craft to meet its wartime flying hour recuirement
before committing large sums of money for war reserves
and aircrews which may not be fully needed.

--Study the impact of this capability on requirements of
the other services which depend on strategic airlift
to move the necessary combat troops and equipment to
the conflict area.

~-Reevaluate tl~ capability of all other aircraft with
a planned wartime use to ensure that they can meet
their wartime flying hour programs.

The Secretary of Defense should be prepared to devise
plans, if necessary, which could assist military aircraft in
meeting airlift requirements, or reduce the burden placed on
them by considering other viable alternatives, such as in-
creased use of sealift capapility or greater prepositioning
of supplies, equipment, and other material.
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RECOMMENDATION TO THS CONGRESS

The Congress should require the Air Force to submit
detailed plans on future war reserve requests for strategic
airlift. This data should help the Congress decide which
weapons systems need logistics support funding the most. 1If
the Conaress determines that the Air Force has not realis-
tically defined the capability of strategic airlift from the
data presented, it should defer further logistics support
funding requests for these aircraft until the Air Force
adequately does so. '
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CHAPTER 4

THE IMPORTANCE OF KEALISTICALLY

ESTIMATING AIRCRAFT ATTRITION

Attrition reduces the number of aircraft available tu
provide support and tends to reduce the amount of war reserve
material needed. Therefore, realistic attrition estimates
are important in estimating war resevve requirements. The
Air Force has revised attrition estimates for selected air-
craft and plans to revise attrition estimates for two
strategic airlift aircraft. Air rforce officials said at-
trition estimates for other aircraft are satisfactory.

The Air Force bases attrition estimates on the planned
number of sorties to be flown. The attrition rate is mul-
tiplied by the number of sorties to estimate how many air-
craft will be lost. A l-percent attrition rate means one
aircraft will be lost for each 100 sorties flown. (See
table on p. 12.)

vhile attrition estimates are highly subjective and de-
pend on the assumptions made, we believe a realistic assessment
of attrition is important to ensure that logistics support
is properly aligned for each type of aircraft. Air Force
officials also stress the importance of not overestimating
attrition because they feel it is better to have too many
war reserves than not enough.

RELATIONSHIP BETWEEN ATTRITION AND
WAR RESERVE REQUIREMENTS

In general, attrition affects the number of aircraft
remaining to provide support and, therefore, affects the
amount of war reserves which will be needed. However, the
impact of attrition o1 war reserves is more complex than
this, because of two Air Force assumptions

--attrited aircraft wili be immediately replaced by
non-engaged aircraft and

--in some cases, if replacement aircraft are not
immediately available, the remaining aircraft may
be avle to fly more combat sorties and still ac-
complish the same level of wartime activity.
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A change in attrition rates would not affezt war reserve
requirements unless (1) the Air Force runs out of replace-
ment aircraft or (2) the remaining aircraft are unable to
increase their rates to compensate for attrited aircraft.
The accuracy of attrition rates, therefore, becomes more
critical for a large percentage of aircraft engaged early
in the conflict, because this leaves fewer aircraft avail-
able for replacement. 1In addition, attrition rates be-
come most critical when the entire fleet is engaged at
maximum utilization. The effect on war reserve require-
ments for fleets having a low and high percent of air-
craft engaged but having the same attrition rates is
illustrated below:

IMPACT OF ATTRITION ON
WAR RESERVE REQUIREMENT ESTIMATES

HOURS HOURS
(IN THOUSANDS) {IN THOUSANDS)
5 HIGH PERCENT OF
WAR 5 M WAR AIRCRAFT ENGAGED
RESERVE RESERVE
REQUIREMENT , REQUIREMENT 4
ESTIMATE - LOW PERCENT OF GSTIMATE
(FLYING HOURS) AIRCRAFT ENGAGED (FLYING HOURS)
3 _ 3
2 _ 2
NO MORE
:g::gg:MENT REPLACEMENT
1 AIRCRAFT 1 AIRCRAFT
0 0
T T T 1T T 1T
1 2 3 & 5 6 1 2 3 4 )
MONTHS OF WAR MONTHS OF WAR

WAR RESERVE REQUIREMENT ESTIMATE CONSIDERING ATTRITION

cmmcane WAR RESERVE REQUIREMENT ESTIMATE |F NO ATTRITION WERE
CONSIDERED
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For example, aircraft with a high percent engaged may
run out of replacements in the first month of war, while
aircraft with a low percent engaged may not run out of re-
placements until the fifth month. The WRSK/BLSS portion
or the estimated war reserve requirement will not be af-
fected by attrition until there are no more replacement
aircraft, since kits are stocked for engaged aircraft
only. The sustaining portion of the war reserve reguire-
ment is, however, affected by any fluctuation in attrition
rates, because it is based on total flying hours which
includes engaged and replacement aircraft.

Estimated war reserves for aircraft with a high percent
engaged will, tierefore, be more severely affected by any
change in tne attrition rate because theore are fewer replace-
ment aircraft. CELETED

BASIS FOR ATTRITION RATES

Because it is important to accurately estimate attri-
tion, we wanted to determine the basis for the attrition
rates and demonstrate their impact on war reserve require-
ments. In addition, we researched attrition in past wars,
reviewed attrition studies, and spoke with military attri-
tion experts to determine the recasonableness of the rates
used.

Attrition rates are established for each aircraft based
on past experience, special studies, and computer modeling
techniques. Estimates of attrition are affected by assump-
tions regarding

--war scenario,

--capability of enemy forces,

--combat tactics,

--frequency of operations (number of sorties flown), and

--weather conditions.
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Attrition rates for each aircraft are listed in the

Air Force's wWar and Mobilization Plan, and average from

DELETED 'percent for the B-52 bomber and other strategic
aircraft, to DELETED percent for most tactical fighter
aircraft such as the A-70 and F-15, to DELETED percent
for support aircraft such as the C-5, C-141, and KC-135
tanker. Since these rates have remained relatively unchanged
for the past several years despite changes to the abovs
assumptions, we wanted to determine if ithey should be re-
fined. We examined in detail the basis for and the reason-
ableness of attrition rates for tactical fighter and airlift
iircraft, because of their critical missions in the surge
vortion of the conflict.

Tactical fighter aircraft

We reviewed aircraft attrition statistics from past
wars, including the Yom Kippur, Vietnam, and Korean Wars,
and World War II. we also reviewed aircraft attrition
studies by the Rand Corporation and the Air Force Studies
and Analysis Group.

The Air Force had traditionally used a DELETED
percent attrition rate for all combat sorties flown for
nost aircraft. Past experience seems to indicate that the

CELETLD percent rate is a reasonable average. However,
it may vary substantially depending on the intensity of the
conflict at various stages of the war. Based on experience
gained in the Yom Kippur War--thought to be the experience
most applicable to an intense war such as the "NATO"
scenario--it appeared that higher attrition rates may be
experienced early in a conflict. 1Israeli aircraft attri-
tion f.uctuated between DELETED percent and DELETED
perceat during the first 7 days of the Yom Kippur War. An
independent study done for the Air Force indicates that
attrition for ground attack aircraft--a-7, A-10, F-4, and
F-11l--may average DELETED percent during the first
20 days of a NATC conflict.

Based on these studies and interviews with officials
of the Tactical Air Command, we felt that while a DELETED
percent attrition rate is probably reasonable, stratified
attrition rates--higher for the first part and lower for the
later stages of a conflict--may be more realistic. This
would also help the Air Force better align logistics support
for these aircraft.
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During our review the Air Force refined attrition
rates for six aircraft--the A-7, A-10, F-4, F-15, F-16, and
F-111-~to reflect the intense air war expected in the first
few critical days of a conflict. These new attrition rates

range from DELETED rercent for the first 7 days,
DELETED percent for the next 23 days, and remain
at about DELETED percent for the last 5 months.

Although the revised attrition rates are substantially
higher early in the conflict, the average attrition rate
over the 6-month scenario will actually fall below DELETED
percent--the old rate. For example, the average 6-morih
attrition rate for the A-7D, FP-15A, ond F-4E aircraft are

DELETED percent, respectively, down
from DELETED percant. The overall rate may be too low
according to oxperience gained in past wars. World War II
and Israeli War statistics 1/ showed an overall attrition
rate of DELETED and DELETED percent, respectively.
It is not clear what impact the new rates will have on war
reserve requirements. The Air Force is currently realign-
ing WRSK/BLSS and sustaining war reserve recuirements to
reflect these new attrition rates.

The Air Force has made significant progress develop-
ing more realistic attrition rates for tactical aircraft
for the early part of a NATO conflict. The new rates
were based on input from various attrition studies and
expert panels organized to evaluate each aircraft. They
should, however, assure themselves that they have not under-
estimated attrition for the latter part of the conflict.

Attrition rates should be adjusted for all the other
aircraft with a planned wartime mission, because attrition
affects total wartime flying hour activity which is the
basis for estimating war reserve requirements.

In addition to refining attrition rates for aircraft
engaged in combat, another important aspect which :hould
be considered is the extent of losses which could occur
on the ground irom sabotage activity. Providing security

1/While this experience data may present the best historical
data, it should he recognized that the Warsaw Pact has
"state of technology" weapon systems and aumerical super-
iority. Therefore, loss rates would undoubtedly be much
higher than any historical data base now used.
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for air bases involves host nation support agreements

for U.S. military activities in Europe. However, the U.S.
Air Force, Europe (USAFE). had been considering request-
ing additional U.S. Air Force security forces for rear
area protection.

USAFE recently concluded that local ground defense
of its air bases DELETED

With these critical shortfalls, the chances for losses
of tactical and strategic airlift aircraft increase.

Alrlift aircraft

In past and present planning cycles, the Air Force
assumed that support aircraft, such as the C-5, C-141, and
KC-135, CELETED In previous
GAO reports, based on the Joint Chiefs of Staff strategic
mobility study and the Air Force's Saber Haul attrition
studies, we recommended that attrition be incorporated as
a planning factor in computing logistics support ruquire-
ments,

The Air Force 1is now reexamining attrition factors for
the C-5 and C-141 aircraft and plans to incorporate an at-
trition rate in the next war planning cycle. The Air Force
is, however, undecided over what rate to use. The rate
will pe based on the Saber Haul studies.

The original Saber Haul study on airlift attrition was
completed in September 1972. The study was updated in
November 1976 and again in December 1977. As previously
mentioned, the 2ir Force denied us access to either of
the updated studies so we were forced to use the 1972 rates.

The attrition rates in the 1972 Saber Haul study reflect
only airlift aircraft destroyed on the ground while loading
or unloading. The following table is based on the 1972 Saber
Haul study and shows the expected numker of aircraft lost
by attrition for the first 90 dayv= <I conflict. The study
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includes a low rate based on favorable conditions, a best
estimate based on the most probable conditions, and a high
estimate based on unfavorable conditions.

Estimated Attrition Losses
For Airlift Aircraft

Favorable Probable Unfavorable
Days conditions conditions conditions
of war C-5 cC-141 c-5 C-141 C-5 (C-141

10

20 DELETED
30

90

Total

The lowest estimate is based on all cargo deliveries

DELETED

The study tried to determine potential combat attrition
levels for strategic airlift aircraft in a 1978 Central
European conventional war. Study results were used for a
portion of the Air Force's input to the Joint Strategic
Objectives Plan for fiscal years 1975 and 1982. The study
shows that the C-5 and the C-141 will be subjected

DELETED

IMPACT OF ATTRITION ON WAK
RESERVE REQUIREMENTS

During our review, the Air Force revised attrition
rates for tactical fighter aircraft. It is now using higher
rates for the first 7 days of a conflict, and lower rates
for the remainder of the war. For example, before the

revision the Air Force projected a DELETED percent at-
trition rate for the F-15A and A-7D aircraft, The revised
rates are DELETED and DELETED percent, respectively,
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for the first 7 days; DELETED percent for the next 23 days;
and DELETED percent for the remaining 150 days. Overall,
these rates fall below DELETED percent for a 6-month
period.

The following table shows the change in estimated war
reserves for the F-15A and A-7D aircraft caused by varying
attrition rates, assuming each aircraft tries to achieve
the same level of activity. The three attrition rates used
are (1) the revised rate--less than DELETED percent over
6 months--currently being used for planning, (2) the old
rate DELETED ’ used in previous planning cycles,
and (3) DELETED selected arbitrarily for compara-
tive purposes:

Impact of Attrition on War Reserve
Requirements for Two Tactical Combat Aircraft

War reserve requirement at various
attrition rates (note a)

DELETED
Aircraft Revised rate O0ld rate percent rate
F-15A
A-7D DELETED
Total

a/Estimates are based on fiscal year 1978 war reserve re-
quirements and assume a proportionate relationship be-
tween flying hours ard war reserve dollars.

As attrition rates increase, fewer aircraft are availeble
to be supported (assuming none are replaced) and, therefoure,
aircraft would fly fewer hours. The above table shcws that
the war reserve regquirement for these two aircraft would
be reduced by about $117,394,000 if the old rate DELETED

were used rather than the revised rate.

war reserve requirements for the C-5 and C-141 air-
craft are currently based on DELETED attrition rate.
The Air Force plans to incorporate DELETEL
rate in future planning cycles but is undecided about
what rate to use. Incorporating DELETED rates
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for these aircraft will substantially reduce war reserve
requirements, particularly for the C-5, because (1)
DELETED

The following table shows the estimated reduction in
war reserve material requirements which would result when
incorporating the estimated low, best, or high attrition
rates from the 1972 Saber Haul study.

Impact of Attrition on Airlift
Aircraft War Reserve Requiremeats

Reduction in war reserve reguirement
at_various_attrition rates (note a)

ircraft Low estimate  Best estimate High estimate
C-5
C-141 DELETED
Total
reduc-
tion

a/Due to the complexity and cost of running actual calcula-
tions through the Air Force's war reserve computation
system, these reductions are estimated.

Although more C-141 aircraft will be lost than C-5s,
the dollar impact is much less for the C-141s, because its
computed requirement, based on flying hours, is almost

DELETED times less (see p. 48). Also, a much higher
proportion of C-141s are available for replacement. There-
fcre, the C-141's inventory would not become as severely
depleted as that of the C-5, and its war reserve requirements
would be less affected.

CONCLUSIONS

Attrition rates affect the number of aircrac* remairing
to provide support and consequently affect war reserve re-
quirements estimates. The Air Force has made significan*-
progress in refining attrition rates for six tactical fighter
aircraft. However, past wars indicate that the overall rate
may be too low. Air Force officials said they plan to
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incorporate DELETED rates for the C-5 and C-141
airlift aircraft once they decide on DELETED

We believe this will result in better
attrition estimates and will help the Air Force determine
war reserve requirements more accurately.

Air Force officials indicate they have no immediate
plans to revise attrition rates for any other aircraft.
We believe attrition rates should be studied for each
aircraft with a planned wartime use. War reserve require-
ments should be based on these revised attrition rates.

RECOMMENDATIONS

Because attrition rates are important factors in ac-
curately determining war reserve requirements for each
aircraft, the Secretary of Defense should direct the
Secretary of the Air Force to:

--Determine whether immediate replacement of attrited
aircraft is a feasible concept. 1If not, there should
be an offsetting factor for attrition in computing
war reserve requirements.

--Ensure that, in revising attrition estimates for the
six tactical fighter aircraft, attrition for the
latter months of conflict are not underestimated.

--Reassess attrition rates for all aircraft with a
planned wartime use.

--Reassess the impact that strategic air)ift attritvion
could have on the C-5 and C-141 wartime flying hour
nrogram, on the capability to 1ift the necessary
troops and equipment with reduced numbers of air-
craft, and on reduced regquirements for war reserve
Materiel.
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MORE REALISTIC APPROACHES

FOR_COMPUTING WAR RESERVE REQUIREMENTS

The total Air Force estimated war reserve requirement
for fiscal year 1979 is over $2.8 billion. Of this amount,
they estimate that about $1.1 billion, or 40 percent, will
be unfunded. The Air Force bases this estimate on he
increased flying hours during wartime, by assuming a direct
relationship between parts requirements and flying hours.
In this chapter we examine the reliability of usi' : sorties 1/
instead of flying hours to estimate war reserve requirements.

Using the number of sorties and mission types instead
of simply flying hours may improve the accuracy of these
requirements estimates. If the Air Force assumes correctly
that requirer:..cs are directly proportional to hours flown,
then for a given part, the failure rate per flying hour
for a given aircraft (for example the F-15) would be the
same regardless of sortie duration. However, studies in-
dicate that parts failure rates tend to decrease as sortie
duration increases for comparable missions. Since Air Force
statistics indicate that nearly all aircraft are to fly
sorties of greater duration in wartime, war reserve require~-
ments estimates may be overstated. This analysis must be
tempered, however, by the difference in wartime missions,
the effects of increasing sortie rates, and the potential
destruction of war reserves in the combat area.

Using the sortie method for computing war reserve re-
quirements could reduce the Air Force's investment in these
types of spares and repair parts considerably, without
degrading wartime readiness.

IMPORTANT FACTORS AFFECTING
THE_COMPUTATIONS

Many complex factors and assumptions affect the amount
£ war reserves to be stocked as determined by the require-
ments computations. Some of these include

1/While there are varying definitions of a sortie, in
this report a sortie is generally considered to be one
takeoff and landing.

40



--the rate at which parts fail in peacetime,

--the wartime flying hour program,

--the essentiality of the item to mission accomplishment,
--the length of time to repair an item during war,

--the time it takes to resupply a base,

--the various safety levels of stock,

--the logistics requirements relationship to flying
hours, and

--the time needed for a manufacturer to supply items
in war.

Further, the actual computation process is an involved,
detailed computer program, which integrates all of these

and other factors and assumptions to develop a war require-
ment. We recognize the extreme 1mportance of this calcula-
tion because it impacts on the Air Force's $2.8 billion war
reserve requirement. We are currently reviewing the computa-
tion process and related factors and assumptions as part of
a separate audit.

This report focuses on the use of flying hours to deter-
mine logistics requirements. We investigated the alternative
of using sorties of the aircraft as an indicator of require-
ments.

STUDIES ON THE RELATIONSHIP BETWEEN SORTIES
AND MAINTENANCE _ REQUIREMENTS

The Air Force, as well as independent agencies such as
the Rand Corporation and the Boeing Aircraft Corporation,
have extensively examined the relationships of sorties and
flying hours to maintenance requirencents. Generally these
studies indicate that the number of sorties are more reli-
able than flying hours in predicting maintenance require-
ments. The following is an examination of findings and
conclusions from some of these reports and includes our
opinions.
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--Rand Corporation Memorandum RM-4049-PR, Trends in
Aircraft Maintenance Requirements, June 1964. This
study covers 8 months (Jan.-Aug. 1962) of data
for 16 B-52G aircraft .%th a flying hour sample
of 7,300 hours. There +2re two types of sorties
flown; 326 training mission sorties for approximateiv
2,700 flying hours, and 194 considerably longer air-
borne alert missions for approximately 4,600 hours.
Traditional method dictates that the 4,600 flying
hours should produce 70 percent more maintenance
problems than 2,700 hours, but in reality 39 per-
cent fewer occurred. This is partly because cer-
tain parts are not scheduled for use on airborne
alert missions and there were fewer sorties. But
for other parts, the number of malfunctions reported
were the same for both types of missions, in spite
of the much longer duration alert mission. There-
fore, the length of the sortie (flying time) was
not closely related to workload reqguirements.

—-Rand Corporation Memorandum RM-5701-PR, The Rela-
tionship of Flight Line Maintenance Manhours to
Aircra.t Flying Hours, August 1968. This study looks
at the relationship between unscheduled flight line
maintenance hours (which is predominant in wartime)
and aircraft flying hours. The results indicate
that unscheduled flight line hours are at pest only
slightly related to flying hours, while sortie
length appears to exert a definite influence on hour
production. For some aircraft (F-4C, F-5A, F-102)

a negative correlation between flying hours and
various maintenance factors is identified. This
indicates a relationship of decreasing maintenance
requirements per flying hour for longer sorties.

--Air Force Logistics_Command Pamphlet, AFLCP 800-3,
Logistics Performance Factors 1n Integrated Loylis-
tics Support, April 1973. Results in this study in-
dicated that 1n some instances, sorties are a more
definitive performance measurement than flying hours
for selected hardware. It also showed that logis-
tics requirements (manhours, spares, etc.) Jo not
increase proportionally with increases in flying
hours, and a specific factor such as maintenance
hours per flying hours used as a constant and
directly applied to increased flying hours will
tend to overpredict requirements. In a comparison
of C-130E aiccraft flown by MAC and TAC, MAC flew
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three times as many hours as TAC, but experienced
only about 58 percent as many failures per 1,000
flying hours. The primary consideration here was
that MAC flew about half as many sorties as TAC.
This clearly illustrates the effect of sortie
length and freguzncy upon maintenance requirements.
In Southeast Asia, B-52D aircraft flying 4-hour
sorties experienced 43 percent more maintenance
failures per 1,000 flying hours than those flying
12-hour sorties. The following chart reveals the
number of failures for three different systems on
the B-52D aircraft. These figures indicate that
failure rates per 1,000 flying hours decrease
steadily as sortie length increases.

Number of Failures Per 1,000 Flying Hours

4-hour 8-hour 12-hour

System sortie sortie sortie
Instruments 288 146 133
Auto pilot 93 4v 29
Bomb navigation 520 246 226
Total 901 432 388

—— ——

If the requirements computation currently used by the Air
Force is correct, and maintenance requirements are directly
proportional to flying hours, the number of failures for

any one system would be the same regardless of sortie length.
This traditional computation, when graphically displayed as
number of failures per flying hour, should display a single
line. Yet plotting the total actual failures pcr flying

nour reveals three distinct rates, depending on sortie
length.
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--AFLC Technical Report No. 76-7, Logistics Impact
of Sortie Oriented Air Crew Training, April 1977.
This study lcoks at F-4 aircratt operational and
maintenance data, which reveals that the length
of a sortie has little effect on the number of
maintenance actions following that sortie. There-
fore, an increase in the number of sorties with no
change in total flying hours would generate addi-
tional maintehance actions. The study also con-
cludes that the aircraft's mission is one of the
factors for determining maintenance requirements.

--AFLC_Technical Report No. 76-16, Logistics Impact of
Longer C-5 Missions, May 1977.  This study shows C-5
aircraft flying 230 sorties with an average sortie
length of 1.2 hours required about four times the
number of maintenance actions per flying hour as
those flying 370 sorties with about a 2.9 hour aver-
age. This is contrary to the results expected using
the Air Force computation process, for which the C-5s
with longer sorties flying 3.8 times as many hours
(1,059 versus 276 hours) should have experienced a
greater maintenance workload. The following conclu-
sions are made in the report:
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(a) The number of maintenance actions per flying hour
generally decreases as flight length increases.

(b) The number of sorties results in a given number of
maintenance actions regardless of the length of the
sorties.

The summary of the C-5A study commented that:

"Most, if not all of the referenced reports
infer that the traditional approach ol fore-
casting logistics support based on flying
hours is subject to considerable error.
While unanimous agreement as to the

'ideal' forecasting model does not exist,
most knowledgeable authors conclude that

the number of sorties and the type of
sorties flown has an impact on logistics
support.”

COMPARISON USING EORTIES TO ESTIMATE

e

Traditionally, peacetime aircraft maintenance data has
been kept on a flying hour basis and used to fcrecast wartime
logistics requirements. Typically, the ratio of peacetime
flying hours to wartime flying hours for each type of air-
craft is the primary factor used in calculating wartime
materiel requirements. Peacetime use rates for individual
parts are multiplied by this flying hour ratio to determine
wartime needs. For example, if an aircraft flew 100 hours
per month and required five radios to suppcrt the peacetime
program, it would need ten radios to support 200 flying
hours each month during war.

Under this philosophy, the Air Force spends many mil-
lions of dollars annually to stock parts for projected war-
time use. This tradition persists, despite the fact that
several detailed studies (including those previously men-
tioned) indicate that other factors are more reliable than
flying hours in deterinining wartime logistics requirements.
We believe that aircre¢ft with wartime missions, differing
substantially from peatetime missions, could require dif-
ferent levels of supp~rt than that predicted by the flying
hour computation.

To test this theory, we ootained the Air Force's projec-
tions of wartime flying hours and the number of sorties for
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several aircraft. Using this information, we wanted to show
the impact that changing from a flying hour base to a sortie
base could have on war reserve requirements. We compared
wartime surge rates based on flying hours with wartime surge
rates based on the number of sorties fur six key aircraft.
This involved determining the average monthly peacetime
flying hours and sorties flown, and compar ing them to the
average monthly wartime flying hours and sorties flown,

to obtain the wartime surge rates. The graph on page 47
depicts the difference in surge rates between flying hours
and the number of sorties for the same six aircraft.

The graph shows that surge rates based on the number
of sorties are generally less than surge rates based on fly-
ing hours. This is because the length of wartime sorties
(flying hours) for most aircraft are expected to be longer
than peacetime sorties.

Since most aircraft will surge at a higher level of
activity and fly a longer sortie than they did in peacetime,
they will not require as many parts per flying hour for war-
time use, thereby reducing war reserve requirements based
on flying hours. Simply put, an aircraft needing five
radios in peacetime to support 100 sorties lasting an hour
each (100 flying hours) would only reguire ten radios to
support 200 scrties lasting 2 hours each (400 flying hours).
Under the Air Force's current requirements methods, the same
aircraft would require 20 radios to support the fourfold
increase in flying hours. Howevei. as explained on page 40,
differences in wartime missions, increasing sortie rates,
and other factors such as increased flying hours
could cause somewhat of a variance in the requirements.

Using sorties for computing wartime reguirements, we
estimated the reduced savings available from using this
method instead of the total flyi.g hours method. The sav-
ings were computed using the follo wing formula:

Surge rate based on Curr 'nt $ war reserve
flying hours _ = reguirement
Surge rate based on
sorties X

The graph cn page 48 shows a $594.8 million potential
savings due to this change. It depicts current war reserve
material requirements for the C-5, C-141, F-15, B-52, A-7,
and KC-135 aircraft, and what these figures might be if
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requirement calculations were based on sorties. These
six aircraft account for over 42 percent of the total $2.8
billion Air Force war reserve requirements.

Studies show that the relationship between the numbers
of peacetimc sorties and wartime sorties is a more accurate
indicator of war reserve requirements. Although using sor-
ties may not be the only answer to improving the war reserve
requirements computation, the Air Force cannot afford to over-
look this method in view of the potential savings--$594.8
million for the six aircraft we examined.

If we apply this concept to the C-5, C-141, and B-52
aircraft--three of the six aircraft we examined--in addition
to the flying hour constraints and attrition factors discusset
in chapters 3 and 4, the resulting war reserve requirements
for these aircraft would be less than the amount already on
hand. The deficit for these three aircraft woula therefore
be eliminated. 1he Air Force should consider these and
other approaches when it estimzles wartime support.

CONCLUSIONS

Although the Air Force has responded to the Office of
the Secretary of Defense's requests for streamlining their
war reserve requirements, they could do more. We reviewed
a variety of studies which indicate that the current method
of computing wartime maintenance requirements could be
improved. The studies and our own work confirm that more
realistic approaches should be given high consideration,
because they could substantially reduce war reserve require-
ments and still have no adverse effect on the total number
of hours and sorties which need to be flown. Thus, wartime
readiness would not be degraded at all.

RECOMMENDATION

We recommend that the Secretary of Defense direct tue
Secretary of the Air Force to determine the feasibility of
modifying wartime requirements computation procedures to
recognize more realistic approaches for computing war
reserves. Using sorties rather than total hours flown,
for example, could substantially reduce and in some cases
eliminate tne deficit for war materiel regqguirements without
affecting or degrading wartime readiness.
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THE WARTIME PLANNING PROCESS: WHAT IS INVOLVED?

The cdbjective of logistics support planning is to meet
~specific operational support goals at minimal total cost.
Support planning should emphasize operational readiness,
responsiveness to potenti~ . wartime requirements, and peace-
time efficiency, in that srder; but continual effort must

be made to provide logi ., ics support more efficiently.

To support and maintain their military equipment and
weapons systems during wartime, the military services need
'a proper mix of people, facilities, equipment, and spare
parts. If a war actually occurred between NATO and the
Warsaw Pact, the overall military power of the United State's
tactical and strategic air forces would be substantially
capable of helping ground forces deter enemy attacks.

Translating overall war planning concepts into log-
istice plans and programs is an extremely complex task.
The assumptions and related factors affecting war reserve
requirements, which enter into this process, are yaried
and complicated too. In essence, these factors involve
many subjective judgments of what might occur should a war
break out.

For example, someone must first determine which war
scenario is most likely to occur. Second, someone must
estimate the size and type of threat that will be encountered,
the enemy's resources, and the combat tactics the enemy will
use. Third, scmeone must determine our resources and how
they can be effectively deployed to counter the threat.
Finally someone must estimate the logistics support to meet
that level of activity.

Following is an explanation of bhow materiel defense
policies are translated into programs and budgets, and a dis-
cussion of some of the complexities involved. It suggests
that all facets of wartime plans and programs should tie
together 'ith logistics plans and operations, and that the
assumptic. s should be realistic in view of the most current
data available.

DOD'S PLANNING, PROGRAMMING,
AND BUDGETING SYSTEM

The Secretary of Defense is responsible for develcping
all requirements for military items and support materiel
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_ needed during a contingency, including requirements for
war reserves. The Secretary, however, delegated this
responsibility to the military services which, in turn,
individually develop their own needs for these items.

The Secretary's annual Policy and Programming Guidance
Memorandum is the basic policy and quidance document which
the military services use to determine their overall logis-
tics requirements. DOD's Planning, Programming, and Budget-
ing System translates national policy objectives into
specific defense programs, including programs for funding
war reserve materiel requirements.

The planning cycle begins with the Joint Chiefs of Staff's
views on military strategy and the forces necessary to ac-
complish this strategy. Their views, however, are developed
without overt ‘consideration of fiscal constraints; therefore,
their plan may be too expensive because it is not constrained
by fiscal levels.

Based on the Joint Chief's views, the Office of the
Secretary of Defense prepares the defense policy and planning
qgquidance. Specific scenarios, for which U.S. forces must be
available, and broad fiscal guidance are defined in this
document. Thus, a document is developed which spells out
the DOD strategies as well as the dollars available to sup-
port them. ’

From this gquidance, the services are required to develop
their programs for the next year. They can introduce new
programs, but must tailor the mix of new and already approved
programs to6 stay within the specifi=d fiscal levels. Sub-
sequently, the Secretary of Defense decides on program adop-
tion and informs the services. From nere the system moves
into the budgeting cycle with the objective of getting all
program decisions consolidated into one approved program,
known as the Five Year Defense Plan.

The budgeting cycle is rcther standard in that it em-
phasizes ircorporating programs into the correct budgeting
format, making normal budget cuts3, and keeping the total
size of the budget within prescribed preliminary budget
leveis. However, many decisions in the planning and pro-
gramming cycle are changed when the budgeting phase is
finally reached. This can be caused by changes in dollar
ceilings, in congressional attitudes towvard specific programs,
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and in th=: direction of many programs established early in
the process.

As mentioned before, the relationship of strategic
wartime planning with logistics support and operations is
a critical factor in this overall process. All important
aspects of planning or programming must be adequately and
completely analyzed, or defense budgets provided to the
Congress might not show the optimum Picture of what is needed
to sustain military operations.

AIR FORCE'S PLANNING PROCESS

‘The key ingredient for successfully transporting the
necessary supplies and equipment, maintaining air superiority,
and_ attacking strategic and tactical targets during war is
the number of .hours each engaged aircraft expects to fly
for the planned duration. Supply support and maintenance
experience data are expressed in terms of quantities of
material and maintenance manhours for each flying hour.

The Air Force's war and mobilization plan coiatains war-
time flying hour programs for each aircraft. The accuracy of
flying hnur programs is important for good estimates of
facilities, people, equipment, and spare parts. During
the war mobilization planning process, other factors can
logically impact on flying hour requirements, and therefore
should be fully evaluated when support for wartime objectives
is being determined. Such factors include aircraft combat
attrition; downtime for repair; frequency of repair; time
to load and offload material: refueling capability; and avail-
ability of aircraft, tlight crews, and maintenance crews.

The methods, p:ocesses, and data used by war planners
to determine logistics requicements for supporting operational
scenarios are shown in figure 1 on the following page. The
elements depicted are, naturally, interdependent and mutually
constraining on each other, and require accurate data so
that planning throughout this process is effective.

The Air Force'’s Planning, Programming, and Budgeting
System allows for all the various logistics elements described
above and must accommodate them within the fiscal constraints
imposed by DOD, the Office of Management and Budget, and the
Congress. Since the Air Force translates DOD's guidance (de-
scribed on page 51) into policies and programs which ultima.ely
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drive requirements for support of war, it determines re-
quirements for war materiel based on a series of subjective
estimates and assumptions. Therefore, decisions made
auring the initial stages of the planning cycle, if based
on inaccurate assumptions, could have a tremendous dollar
impact on total logistics requirements for war, including
requirements for personnel, repair parts, and facilities.
The following chart illustrates how the defense guidance
translates into war logistics requirements.

AIR FORCE WARTIME

AFFEC E m% :&OGISTICS SUPPORT

JOINT INTELLIGENCE
ESTIMATE

{

DEFENSE GUIDANCE

| PROGRAM PLANNING AND
I ARMY GUIDANCE MEMORANDUM (PPGM) I- NAvY
c o

AIR FORCE

'

[;ROGRAM OBJECTIVE MEMORANDUM (POM)

.

WAR AND MOBILIZATIO!. PLAN (WMP)
FLYING HOUR PROCRAI S

i

MAJOR CON MANDS

&

I WARTIME LOGI®TICS REQUIREMENTS

I 1 , 1

PEOPLE REPAIR PARTS J FACILITIES

SUPPORT FOR WAR
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PRIOR GAO REPORTS CONCERNING AIR FORCE

REQUIREMENTS FOR SPARES, REPAIR PARTS, AND RELATED MATTERS

1.

10.

System for Buying Spare Parts for Initial Support of
New Military aircraft Needs Substantial Improvements
(B-133396, Jan. 31, 1972).

Need To Improve Accuracy of Air Force Requirements
System for Reparable Parts (B-146874, Sept. 13, 1972).

Reduced Requirements for Modular Electronic Egquipment
for Aircraft (B-133396, July 3, 1973).

Information on the Requirement for Strategic Airlift

(PSAD-76-148, June 8, 1976).

Air Force Could Reduce War Reserve Requirements of
Combat-Ready Units For Spares and Repair Parts (LCD-

Determining Requirements for Aircraft Maintenance
Personnel Could be Improved--Peacetime and Wartime
(LCD-77-421, May 20, 1977).

The Air Force Can Reduce Inventories by Eliminating
Unneeded Stock Levels (LCD-76-425, June 17, 1977).

[}

Alternatives Available for Reducing Requirements for
Spare Aircraft Engines (LCD-77-418, Oct. 12, 1977).

Need to Strengthen Justification and Apprnval Process

for Military Aircraft Used for Training, Replacement,

and Overhaul (LCD-77-423, Oct. 28, 1977).
Air Force Maintenance Depots--The Need for More Respon-

Siveness to Mobilizatiou as well as Peacetime Efficiency
(LCD-78-403, Nov. 23, 1977).
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PRINCIPAL OFFICIALS RESPONSIBLE

FOR ADMINISTERING ACTIVITIES

DISCUSSED IN THIS REPORT

APPENDIX III

DEPARTMENT OF DEFENSE

SECRETARY OF DEFENSE:
Dr. Harold Brown
Donald H. Rumsfeld
James R. Schlesinger

ASSISTANT SECRETARY OF DEFENSE
(MANPOWER, RESERVE AFFAIRS, AND
LOGISTICS):

Dr. John P. White

Dale R. Babione (acting)
Frank A. Shrontz

John J. Bennett (acting)
Arthur I. Mendolia

SECRETARY OF THE AIR FORCFE:
John C. Stetson
John C. Stetson (accing)
Thomas C. Reed
James W. Plummer (acting)

ASSISTANT SECRETARY OF THE AIR
FORCE (MANPOWER, RES®WRVE AFFAIRS,
AND INSTALLATIONS):

Antonio H. Chayes

Richard J. Keegan (acting)
J. Gordon Kapp

Frank A. Shrontz

(947308)
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Tenure of office

From To
Jan. 1977 Present
Nov. 1975 Jan. 1977
July 1973 Nov. 1975
May 1977 Present
Jan. 1977 Apr. 1977
Feb. 1976 Jan. 1977
Mar. 1975 Feb. 1976
June 1973 Mar. 1975
Apr. 1977 Present
Jan. 1977 Apr. 1977
Jan. 1976 Jan. 1977
Nov. 1975 Jan. 1976
July 1977 Present
Feb. 1977 July 1977
Mar. 1976 Jan. 1977
Oct. 1973 Feb. 1976





