United States General Accounting Office

GAQO

Report to the Congress

November 1988

RESERVE
COMPONENTS

Opportunities to
Improve National
Guard and Reserve
Policies and Programs

GAO/NSIAD-89-27



GAO

United States
General Accounting Office
Washington, D.C. 20548

Comptroller General
of the United States

B-222994
November 17, 1988

To the President of the Senate and the
Speaker of the House of Representatives

This report on the Armed Forces’ management of the National Guard and Reserves is one of
a series of GAO management reviews of federal departments, agencies, and functions. Our
purpose was to assess management actions being taken to address key issues facing the
National Guard and Reserves. The report discusses opportunities to improve policies,
programs, and the management of financial and information systems affecting the reserve
components.

We are sending copies of this report to the Director, Office of Management and Budget; and
to the Secretaries of Defense and Transportation, and the Army, Navy, and Air Force.

DL, A, ekl

Charles A. Bowsher
Comptroller General
of the United States



Executive Summary

Purpose

Background

Results in Brief

The reserve components—the National Guard and Reserves—are criti-
cal to the U.S. national defense and may be mobilized and deployed in
the early days of a national emergency. Under the Department of
Defense’s (DoD) Total Force policy, the reserve components are to be as
equally prepared for immediate response, on and off the battlefield, as
their active counterparts. GAO examined DOD’s management of reserve
component activities to determine whether management could be
improved to enhance reserve force capabilities. GAO’s review focused on
programs and policies that senior defense managers identified as being
important to reserve component force capability.

The seven reserve components are the Army, Naval, Air Force, Marine
Corps, and Coast Guard Reserves and the Army and Air National Guard.
GAO focused its review on the Ready Reserves, which will augment the
active forces in the event of a national emergency. The Army National
Guard and Reserve account for about 65 percent of the 1.6 million ready
reservists and about 52 percent of the $19.8 billion fiscal year 1988
reserve component budget. The Ready Reserve is composed of the
Selected Reserve and the Individual Ready Reserve. The approximately
1.2 million members of the Selected Reserve drill one weekend a month
and have an annual 14- or 15-day active duty training period, while
members of the Individual Ready Reserve are not required to drill
regularly.

The reserve components are integrated into the management structure
and systems of their respective services. During peacetime the Army
and Air National Guard elements are supervised by DOD but are under
the control of their respective state governors.

The reserve components are at an important juncture after taking on
additional mission responsibilities and with the Selected Reserve grow-
ing by 283,000 personnel since 1980. Defense managers are working to
ensure that the reserve components are capable of performing these
expanded combat and combat support responsibilities and are assessing
whether they should be given additional ones. However, capability con-
cerns do exist. In fiscal year 1987, 25 percent of reserve component
units required additional resources or training to perform their wartime
mission due to personnel shortages, lack of skills required for duty posi-
tions, and equipment shortages.
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GAQO’s Analysis

GAO’s review showed that improvements to management systems and
practices in the areas of personnel, equipment, and training can assist
DOD in achieving its capability goals. Ga0’s review also showed that
defense managers are generally aware of the problems facing them in
improving reserve component capability. DOD has specific initiatives
either planned or underway to address these problem areas. However,
opportunities exist to build on these initiatives by filling gaps in policy
guidance and instituting new management practices and procedures for
key programs. Providing guidance for the factors to be considered is of
principal importance when deciding which missions to assign to reserve
components and for ensuring that resources are linked to those deci-
sions. Other actions that are needed include improving guidance and
management controls for personnel, equipment, and training programs
and correcting long-standing financial and management information sys-
tem deficiencies.

Force Mix Guidance
Needed

In addressing current budget constraints, bOD managers will be seeking
alternatives for reducing defense expenditures while maintaining an
effective defense force. One alternative is to give greater responsibilities
to the reserve components by increasing personnel and missions. How-
ever, DOD managers are not fully prepared to assess this alternative
because DOD has not provided guidance for deciding what portions of the
force—force mix—will be in the active and reserve components and
what missions the reservists should perform within that mix. Although
DOD has recognized since 1984 that such guidance is needed, it has been
unable to complete the guidance because it has had difficulty developing
the methodology to do so.

Reliance on the reserve components continues to increase, particularly
in the Army, where about 50 percent of the force are reservists. Future
force mix decisions should be made using uniform criteria that
addresses cost, force capability, training and recruiting requirements,
and personnel availability.

Improving Personnel
Management

The Individual Ready Reserve and full-time support are important man-
power programs within the reserve components. Gao found that oppor-
tunities exist to improve the management of both these programs.
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The Individual Ready Reserve’s 474,000 members will be a key source
of personnel in time of national emergency. However, DoOD has had long-
standing problems in maintaining up-to-date personnel information that
is necessary to train and mobilize this force. Even though pop has taken
recent actions to correct these problems, Gao found the following:

The accuracy of personnel information, although improved, continues to
be a problem. For example, in fiscal year 1987 about 100,000 reservists
did not attend a required one-day program to update personnel data.
Accurate information is essential to determine whether changes in
reservists’ physical condition or employment has made them ineligible
for mobilization.

Training requirements have not been determined because the skill quali-
fications of members have not been assessed. Further, the services are
generally only training those individual ready reservists who volunteer
for training rather than targeting training to those with the greatest
need.

GAO also found that the capability of a large number of individual ready
reservists is questionable. This is because personnel who had not per-
formed satisfactorily in the Selected Reserve are being transferred into
the Individual Ready Reserves without adequate screening.

A critical factor in maintaining reserve capability is having an effective
group of full-time personnel to assist in training and administration.
Each service has different full-time support personnel programs, which
in general appear to be working well. However, Gao found that no Dop
guidance exists in the key management areas of determining personnel
requirements and utilizing and training personnel. The Congress, while
granting full-time personnel increases, has raised concerns in these
areas. Such guidance is essential to ensure that personnel resources are
utilized in the most effective and efficient manner. DOD officials are
developing this guidance but are having difficulty achieving agreement
among the services. GAO believes DOD needs to establish milestones to
help ensure the timely completion of this guidance.

Improving Equipment
Management

DOD and the Congress have taken actions to improve reserve component
equipment status in recent years. However, equipment shortages still
exist and are a major factor affecting capability. Due to budget con-
straints and the relative priority of reserve component requirements
within DOD, it is unlikely that these shortages will be eliminated in the
near future. However, effective management of reserve component
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equipment procurement and distribution can ensure that available
resources provide the maximum benefit. GA0 found that opportunities
for improvement exist in both these areas.

In 1982, the Congress initiated a special Guard and Reserve Equipment
appropriation to reduce equipment shortages in the National Guard and
Reserves. However, the increases in equipment procurement intended by
the Congress have not been fully achieved. For example, in fiscal year
1986, the Congress appropriated an additional $1.5 billion for reserve
component equipment. However, equipment procurement actually
increased by only about $700 million because the services reduced their
own programmed procurement of reserve equipment by $800 million.

GAO also found that the Army Reserve has experienced problems in pro-
curing equipment using the special Guard and Reserve Equipment
appropriation funds because equipment requirements, in some cases,
were not integrated into the services’ procurement actions. For example,
items needed to meet wartime missions could not be procured because
procurement plans had not been developed. As a result, the Army
Reserve was unable to use all its available fiscal year 1986 and 1987
funds for mission-essential equipment because only 46 percent of the
needed equipment was available for procurement. Equipment could not
be procured because it was not in production, had been replaced by
another item, could be procured only in future years, and/or was
uneconomical to buy.

The fiscal year 1987 Defense Authorization Act required DOD to submit
separate budgets for reserve component equipment to increase oversight
of expenditures for reserve component equipment. DOD has not complied
with this requirement, but has presented an alternative for providing
oversight, while keeping reserve equipment requests an integral part of
the equipment request of their respective services. The alternative
would establish a minimum amount for reserve equipment expenditures.
GAO believes that this approach can prevent the problems DOD has expe-
rienced in implementing the special Guard and Reserve Equipment
appropriation and provide visibility over equipment expenditures.

DOD's basic management policy for distributing its equipment resources
gives priority to those units that will be deployed first—First to Fight,
First to be Equipped. Gao found that certain Army National Guard and
Reserve equipment distribution practices appeared to be inconsistent
with DOD's overall equipment distribution management objective. GAO
found that Army National Guard and Reserve equipment distribution
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practices were resulting in the capability of some higher priority units
being reduced. Closer management oversight of equipment policy prac-
tices is needed to correct this situation.

Improving Individual
Training

A military member’s individual military skill refers to the specific occu-
pation that the member is trained to perform. Each service has specific
requirements for its military occupations, which must be met before per-
sonnel can be considered qualified for the positions to which they are
assigned within units.

Ensuring that 1.2 million selected reservists are fully trained in their
individual skills represents a significant management challenge. About
277,000 of these personnel do not have the required individual skills for
their positions. This condition could affect the capability of units when
deployed. The Reserve Forces Policy Board reported in February 1988
that next to personnel shortages, individual military skills of reservists
was the most critical factor limiting mobilization readiness.

Defense managers face significant constraints in providing individual
skill training to members of the Selected Reserve—the most important
of which is limited training time—38 days a year. While the military
services have taken a number of recent actions to improve the quality
and availability of training, boD also needs to consider management
actions to address systemic reasons for individual skill qualification
problems. The actions include correcting long-standing weaknesses in
unit training management, assessing whether mission requirements are
consistent with training constraints, and assigning full-time personnel to
perform highly technical duties.

Improving Financial and
Management Information

The reserve components are generally well integrated into their respec-
tive services’ financial and management information systems. However,
GAO also found several key areas relating to these systems where
improvements are needed.

The Army, Navy, and Marine Corps have had long-standing accuracy
and timeliness problems with their reserve pay systems. These types of
problems can adversely affect retention and morale. The services are
working on projects to correct these problems; however, project comple-
tion milestones have frequently slipped. In the Navy's case it is ques-
tionable whether the redesigned system will address a key reason for
pay errors.
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Matter for
Congressional
Consideration

Recommendations

Agency Comments

The Army, since 1979, has been working on a project to automate
reserve component mobilization, management, and administrative infor-
mation systems. The project has experienced significant management
problems and slippages in planned implementation dates. Although the
project has received increased management attention, it is not scheduled
for implementation until 1991.

The Army National Guard continues to maintain financial and manage-
ment information systems which are parallel to those used by the active
Army and Army Reserve. Although the Army maintains that it is work-
ing to fully integrate these systems, the progress has been slow.

GAO believes the Congress should consider discontinuing the requirement
for DOD to separately budget for National Guard and Reserve equipment
and instead establish within each services’ equipment authorization and
appropriation a minimum amount for reserve equipment expenditures.
This would provide visibility over reserve equipment expenditures and
would better integrate the reserve components into their respective ser-
vices’ planning and budgeting process.

GAO recommends that the Secretary of Defense take a number of specific
actions to (1) improve the comprehensiveness and specificity of policy
guidance, (2) improve program implementation and management con-
trols, and (3) correct financial and management information
deficiencies.

DOD generally concurred with most of Ga0’s findings and recommenda-
tions, and particularly with GAO’s suggestions to develop guidance for
(1) force mix and mission assignment decisions and (2) administration of
the full-time support program.
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Chapter 1

Introduction

Management Structure

The Armed Forces Reserve Act of 1952, as amended, identifies the seven
reserve components: the Army National Guard, Army Reserve, Naval
Reserve, Marine Corps Reserve, Air Force Reserve, Air National Guard,
and Coast Guard Reserve. The first six are part of the Department of
Defense (DOD) and the seventh is part of the Department of Transporta-
tion during peacetime. The reserve components are vital to our national
security because they will provide combat and combat support units and
personnel to augment the active forces during a national emergency or
war. However, the Reserve Forces Policy Board reported that in fiscal
year 1987, 25 percent of reserve component units required additional
resources or training to perform their wartime mission due to personnel
and equipment shortages and personnel lacking duty position skills.

The command and management organizations of the reserve components
are an integral part of the pob and Department of Transportation struc-
tures. One unique aspect of reserve component management is the Army
and Air National Guards’ dual state-federal status. During peacetime,
National Guard units are under the control of the governor of the state
where they are located and have state missions for the protection of life
and property and for the preservation of peace and public safety.

DOD’s peacetimc ..1anagement structure for the reserve components is
designed to integrate them into their respective services and to provide
reserve input in the Total Force management process. The structures for
achieving this integration within the Office of the Secretary of Defense
(0sp) and within the services are described below.

Office of the Secretary of
Defense

The Assistant Secretary of Defense for Reserve Affairs is charged with
“specific responsibility for exercising overall supervision of reserve
component matters in the Department of Defense.” One of the Assistant
Secretary’s main roles is to provide policy guidance, oversight, and input
on reserve issues in the various policy and decision-making forums in
0sD. Even though this office has principal responsibility for reserve mat-
ters, other 08D offices are also involved in matters affecting the reserve
components. This is because other 0SD elements have functional respon-
sibilities, such as manpower or health affairs, which affect the Total
Force.

The Reserve Forces Policy Board, which was made a permanent part of

0sD by the Congress in 1952, is an additional player in the 0SD structure.
The Board, acting through the Assistant Secretary of Defense for
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Reserve Affairs; is the principal policy advisor to the Secretary of
Defense on matters relating to the reserve components. The Board is leg-
islatively required to provide an annual report on reserve component

programs to the Secretary for submission to the President and Congress.

Service Management
Structures

P P .4 PR T PR LV s Voo R
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Secretary for Manpower and Reserve Affairs, and a Chief or Director of
its reserve component. These positions have been legislatively created to
provide adequate management attention to reserve matters, but they are
not the only offices involved. As in 0SD, the services manage issues along
functional lines. Consequently, other service secretariat and staff offices
also guide and oversee issues affecting the reserve components. In the
Coast Guard, the official responsible for reserve matters is the Chief,
Office of Readiness and Reserves, who is on the staff of the Coast Guard
Commandant.

Below the service secretary/chief of staff levels, the DOD reserve compo-
nents are organizationally aligned to their respective active component
structures.

All National Guard units are under the control of the state governors
and receive supervision from the Chief of the National Guard Bureau,
who reports to the Army and Air Force Chiefs of Staff.

Army Reserve units are under the control of the Commander in Chief,
Forces Command, who reports to the Secretary of Defense and to the
Army Chief of Staff.

Naval Reserve units are under the control of the Commander, Naval
Reserve Forces, who is also the Director, Naval Reserve, and reports to
the Chief of Naval Operations.

Marine Corps Reserve units report to the commanders of the 4th Marine
Division, 4th Marine Air Wing, and 4th Force Service Support Group, all
of whom report to the Commandant, Marine Corps.

Air Force Reserve units are under the control of the Commander, Air
Force Reserve, who is also the Chief of the Air Force Reserve and
reports to the Air Force Chief of Staff.

The Coast Guard Reserve provides individuals to augment active units.
The units report to district offices that in turn report to area offices.
Area commanders report to the Commandant of the Coast Guard.

"The designation of Forces Command as a specified command does not change its role regarding the
Army Reserve, since it also retains its status as a major Army command.
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Reserve Component
Personnel Categories

Reservists are legislatively separated into three categories that define
the nature of their military obligation.

1. The Ready Reserve consists of the Selected Reserve, the Individual
Ready Reserve (IRR), and the Inactive National Guard. The Selected
Reserve includes individuals assigned to units, trained personnel
assigned to active organizations, and individuals who have not com-
pleted initial training. Members of the Selected Reserve usually partici-
pate in 48 drills and at least 2 weeks of active duty annually. The
Individual Ready Reserve is composed of persons who have served in
the active components or the Selected Reserve and who mostly have
some period of obligated service remaining. Individuals in the IRR may
voluntarily participate, with or without pay, in training for retirement
or promotion credit. They are usually not required to attend active duty
training. The Inactive National Guard consists of national guardsmen
who are temporarily unable to participate in training. They are in a non-
pay status and cannot receive retirement credits. The President may
mobilize as many as 200,000 Selected Reserve members for up to 90
days without declaring a national emergency and up to 1 million mem-
bers of the Selected and Individual Ready Reserve for as long as 2 years,
after declaring a national emergency.

2. The Standby Reserve primarily consists of ready reservists who are
temporarily unavailable for immediate recall because they have been
designated key civilian employees or suffer from a temporary physical
disability or hardship condition. They usually do not participate in
training programs and are not in a pay status. However, they may train
for retirement credit. Mobilization of the Standby Reserve can occur
only after the Congress declares a national emergency.

3. The Retired Reserve is composed of individuals placed in a retired
status after completing the required years of service or for physical dis-
ability. They are available for call-up only in a declared war or national
emergency.

Table 1.1 shows the number of persons in each category by reserve com-
ponent for fiscal year 1987.
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- _____________________________________________________________________ |
Table 1.1: Fiscal Year 1987 Reserve Personnel Strength

[ PN |-t DV [y I . PN Fen
Inaivigual neaay

Reserve component Selected Reserve Reserve Standby Reserve Retired Reserve Total
Army National Guard 451,858 10,2852 b g 462,143
Army Reserve 313,638 287,459 391 179,115 780,603
Naval Reserve 148,096 78,429 11,223 89,371 327,119
Marine Corps Reserve 42 253 44 580 1,410 8,264 96,507
Air National Guard 114,585 ¢ b b 114,505
Air Force Reserve 80,415 48,288 24,479 100,570 253,752
Coast Guard Reserve 13,287 4775 373 776 19,211
Total 1,164,142 473,816 37,876 378,096 2,053,930

Reserve Component
Missions

2Army National Guard members temporarily unable to participate in training are assigned to the Inactive
National Guard instead of the IRR.

bThe National Guard does not use a standby category. Nationa! Guard retirees are included in the Army
and Arr Force Reserve retired category.

“The Air National Guard does not use an Inactive National Guard category.

Selected Reserve personnel strength grew steadily between fiscal years
1980-87, increasing by about 283,000 people, or 32 percent, while the
active components increased by about 134,000, or 7 percent, during the
same period. In fiscal year 1988, Selected Reserve personnel strength is
programmed to increase by approximately 22,000, while active compo-
nent strength will decrease by about 36,000.

poD’s Total Force policy was announced in the period marked by the end
of the draft and the creation of the All Volunteer Force. Under this pol-
icy, reservists, rather than draftees, will be the initial and primary
source of personnel to augment the active forces in military emergen-
cies. According to the Reserve Forces Policy Board, the Total Force pol-
icy means that the “‘reserve components are to be equal partners, on and
off the battlefield, and must be as ready as their active counterparts.”
The impact of this policy is illustrated by the degree of dependence on
the reserve components in the military services’ operational contingency
plans. For example, some National Guard and Reserve units are to be
mobilized and deployed within 30 days from the outbreak of a conflict.

The military services rely on the Selected Reserve to different degrees to
supplement their personnel strength and to perform various missions.

The Army National Guard and Reserve provide almost 50 percent of the
Army’s personnel strength. They contribute 36 percent of the Army’s

Page 15 GAOQO,/NSIAD-89-27 Reserve Components



Chapter 1
Introduction

combat divisions, 45 percent of its armored battalions, and 57 percent of
its armored cavalry regiments.

The Naval Reserve provides about 20 percent of the Navy’s personnel
strength and contributes 16 percent of Navy frigates, 35 percent of mar-
itime air patrol squadrons, and 65 percent of mobile construction
battalions.

The Marine Corps Reserve provides about 17 percent of Marine Corps
personnel strength and provides a division/wing team with combat,
combat support, and combat service support forces.

The Air National Guard and Air Force Reserve provide 24 percent of Air
Force personnel and 33 percent of tactical fighters, 60 percent of theater
airlift, and 38 percent of air rescue elements.

The Coast Guard Reserve provides about 26 percent of Coast Guard per-
sonnel strength and 56 percent of port safety and security forces.

Funding

Reserve component appropriations increased from about $8 billion in
fiscal year 1980 to about $19.8 billion in fiscal year 1988 and their share
of DOD’s budget has grown from 5.3 percent to 6.8 percent. During the
same period, funding for the Coast Guard Reserve increased from
approximately $45 million to $63 million. In poD’s proposed fiscal year
1989 budget, reserve component appropriations are programmed to
decrease by $1.1 billion dollars, but would still represent 6.4 percent of
DOD’s budget. Table 1.2 shows the reserve components’ funding by
appropriation account for fiscal year 1988.

Table 1.2: Fiscal Year 1988 Reserve
Component Appropriations

Dollars in millions

Appropriation account Appropriations
Guard and Reserve personnel $8,909
Operation and maintenance " 6,673
Procurement ' 3,608°
Military construction o ‘ 573
DOD total o $19,763
Coast Guard Reserve 63
Total  $19,826

2The Congress has provided an additional appropriation specifically for the procurement of National
Guard and Reserve equipment. The service budgets also include funds for reserve equipment: this
figure includes both amounts

Figure 1.1 shows the allocation of fiscal year 1988 appropriations by
reserve component.
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tions. Specifically, we reviewed the processes used to decide when to
dbblgu new or increased mission IEprIlblUlllLV to the reserve compo-
nents and the management of key Ready Reserve program areas. We
concentrated our work on DOD’s reserve components since they represent
99 percent of the Ready Reserve force. However, we gathered informa-
tion on Coast Guard Reserve programs that was consistent with the

focus of our work.

The primary focus of our work was examining program areas. The areas
we reviewed were identified by defense managers as high priorities to
them and as being essential to ensure a capable reserve force-—the IRR,
full-time support personnel, equipment procurement and distribution,
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and individual skill training. We also examined pay systems and auto-
mated management information systems required for administration
and mobilization. We gathered information on the capability of the
reserve components as reported by bop, but we did not attempt to verify
the accuracy of this data or evaluate the adequacy of the reporting
systems.

Our approach to examining the program areas focused on systemic prob-
lems while acknowledging service differences. Consequently, we concen-
trated on problem areas on a service-by-service basis. For example, we
found the greatest concerns about management information systems
required for administrative and mobilization requirements in the Army
National Guard and Reserve, so that is where we focused our efforts.

During our review, we

interviewed the current and former Assistant Secretary of Defense for
Reserve Affairs; the Deputy Assistant Secretaries of the Army, Navy,
and Air Force for Manpower and Reserve Affairs; the Chiefs/Directors
of the 7 reserve components; the Chairman of the Reserve Forces Policy
Board; and 107 individuals in the Selected Reserve;

visited 112 reserve component headquarters and units throughout the
country;

reviewed 169 prior studies and reports by GAO and others;

reviewed and analyzed relevant laws, regulations, documents, and other
data relating to the activities under review; and

formed a consultant panel of retired general/flag officers and former
Assistant Secretaries of Defense to advise us on issues and review our
findings (see app. D).

We conducted our review between September 1986 and March 1988 in
accordance with generally accepted government auditing standards. We
did not attempt to comprehensively review the internal controls associ-
ated with the activities we reviewed. However, in those instances where
internal control weaknesses were observed, we made specific recommen-
dations to correct deficiencies. DOD provided written comments on a
draft of this report. Its comments are presented and evaluated in chap-
ters 2-7 and are included in appendix II. The Department of Transporta-
tion’s written comments noted that the draft report contained no direct
comments about the Coast Guard Reserve that required response. It also
stated that it concurred for the most part with our findings concerning
the reserve components in general (see app. 11I).
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Opportunities to Improve Policy Guidance

Defense Policy and
Strategic Planning

Improving Policy
Guidance

Strategic plans and policies relating to reserve component composition,
utilization, and resources are integrated into overall defense strategic
plans and policies. We found that additional policy guidance is needed in
several key areas that affect the reserve components. There is a special
need for guidance on the factors that should be considered when decid-
ing active and reserve component personnel strengths, which bob refers
to as force mix, and mission responsibilities within that mix. This guid-
ance is important because defense managers will be considering
increases to reserve component strength as one alternative for reducing
defense expenditures. Other issues relating to policy guidance are
addressed in the context of specific programs in chapters 3-5.

Developing policies and plans for national defense is a highly complex
process, which begins with the President providing national security
objectives to the executive branch. Reserve component policies and
plans begin to emerge even at this high level. The President’s 1988
National Security Strategy emphasizes the importance of the reserve
components to U.S. defense capabilities and describes the need to “‘exer-
cise care to avoid fundamentally altering the nature of service in the
reserves, or imbalances [in] the reserve/active force mix.”

Based on the President’s guidance, the Secretary of Defense issues guid-
ance that incorporates, among many others, those strategies and policies
pertaining to the reserve compornents. For example, the Defense Guid-
ance may contain an objective that the readiness levels of active and
reserve combat and support forces be consistent with their wartime mis-
sions. This guidance is used by the military departments and defense
agencies to develop detailed programs and budgets.

In recent years, and particularly since the establishment of the Office of
the Assistant Secretary of Defense for Reserve Affairs in 1983, 0sD has
provided policy guidance on a number of key reserve component issues.
This guidance includes revising directives on mobilization of the
National Guard and Reserves, contributing to the preparation of the bob
Master Mobilization Plan, and developing the Individual Ready Reserve
one-day screening policy. 0sp offices also have provided policy guidance
on such key issues as equipment distribution and medical readiness.
However, our review of prior studies and congressional testimony shows
that 0sp guidance is needed on the factors to consider when making
force mix and reserve mission assignment decisions.

Page 19 GAO/NSIAD-89-27 Reserve Components



Chapter 2

Opportunities to Tmprove Policy Guidance

Force Mix Policy Lacking
y

How the Total Force is divided between the active and reserve compo-
nents and which missions the National Guard and Reserves will perform
are critical decisions affecting the reserve components. The Assistant
Secretary of Defense for Force Management and Personnel is responsible
for providing guidance in this area,

pob and our prior studies have addressed various aspects of the force
mix and mission assignment procvesses and have noted the lack ot and
need for overall guidance on making force mix decisions. In 1979, we
reported that available bob gnidance on this issue was vague and incom-
plete, did not realistically acknowledge constraints, and generally
addressed only segments of the Total Force at any one time.!

- The Assistant Secretary

of Defense for Manpower, Installations and
Logistics, in a 1983 1(.‘1)mt to the Senate Committee on Appropriations,
noted the “paucity of policy concerning the mix of forces within the
active and reserve components” and stated further that “clearly, nop
should make policy about the active/reserve force mix more explicit.””
The Assistant Secretary also raised the same concern in 1984 hearings
when he testified betore the House Committee on Appropriations that
foree mix policy was inadequate.

Further, studies by the Reserve Forcees Policy Board and the Logistics
Management Institute found the force mix management process to be
flawed and cited a growing dependeuce on the reserve components.” The
studies cited continned coneerns ahout the effectiveness and efficiency
of Total Force implementation and recommended that osp provide policy
guidance for making force mix decisions. Although the Board’s study
was heavily criticized by certain osp offices about its technical accuragy,
some offices supported the need for such policy guidance.

Congressional Concerns

ln lls( 11 yoeuar 198( dnd 1()88 bud;,ct hee nm;,s um;.,w.ssmlml members
and Dob witnesses expressed concern over the lack of policy to ensure
consistency in making force mix and mission assignment decisions, Dur-
ing hearings held by the Subcommittee on Defense, House Committee on

’l)()D |(lhll l oree \l.m.u,: ment - Facet or l(hvtm i ((x/\()/l‘l’( D 78 82),.Jan. 24, 19749,

“I'he Guard, Re serve and Active Components of the Total Foree, prepared by OSD (Manpower, Instal-

lations and Togistics), June 30, TOR3, and Fob. 15, TO84, Supplement.

FActivesRoserve Foree Mix Report. Reserve Forees Policy Board. Office ol the Secretary of Defense,
Dee 1984 and Total Foree Compaosition, improving the Foree Mix Management Process, Logisties

Management Institute, Feb. TH84.
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Appropriations, it was noted that ** . . . no directive has been issued to
implement the process,” and questioned DOD’s ability to ensure that cost-
effectiveness and readiness factors are adequately addressed in the
force mix decision process. During the fiscal year 1988 Senate Commit-
tee on Armed Services hearings, similar concerns were raised following
discussions on capability concerns and imbalances in the Army force
structure. The Commander in Chief, U.S. European Command, stated
that many of the reserve combat service support units that will rein-
force his command are undermanned, underequipped, and unable to per-
form the tasks for which they were formed.

Factors Currently
Considered

Each service uses its own procedures and criteria for determining the
appropriate mix of active and reserve forces and mission assignments
within that mix. These decisions are generally made as part of the
budget process.

Army force mix and mission assignments are developed through the use
of the Total Army Analysis, which considers whether an active Army
unit can be replaced by an Army Reserve or National Guard unit with-
out impacting mission capability. Some general considerations in the
process include (1) whether there are existing units that meet the
needed capability requirements and (2) whether a unit can be estab-
lished that will ultimately meet capability requirements. Despite the
systematic analysis, however, an Army official explained that the deci-
sion-making process for mission assignments is informal because there
are many deviations, such as out-of-cycle changes to missions, from
what is planned in the Total Army Analysis.

The Navy uses a specific set of procedures to conduct its assessments.
This begins with a review of the Navy’s maritime strategy, with particu-
lar emphasis on Total Force development issues. Initiatives that require
the acquisition of new resources for the Naval Reserve or that shift
resources from the active Navy to the Naval Reserve are evaluated for
their anticipated impact on the Navy’s readiness to conduct prompt and
sustained combat operations. Demographic practicality and comparative
costs also are assessed.

According to pob’s Manpower Requirements Report for fiscal year 1988,
the Air Force considers five areas when making force mix decisions:
mission requirements, manpower and personnel, modernization, mobili-
zation, and cost. Air Force officials told us that there is no official Air
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Force guidance for determining force mix and mission assignm
thermore, documentation supporting force mix decisions is not
collected, but is contained in the files of the various participar
budget process.

OSD Is Developing
Guidance

In October 1987, officials in the Office of the Assistant Secret
Defense for Force Management and Personnel explained that
in the process of developing force mix guidance. They told us
had been under way since 1984, when the Office of the Assis
tary of Defense for Manpower, Installations, and Logistics (tt
sible for force mix policy) made an initial attempt to establis!
procedures. A directive was drafted in 1984, but was never f
The Principal Deputy Assistant Secretary of Defense for For
ment and Personnel, in responding to questions raised durin
gressional hearings, stated that

*'serious questions . . . raised about whether the services have the nec
methodologies for making valid decisions about the cost-effectiveness
sus reserve units. Therefore, it was decided to emphasize projects to ¢
necessary tools for determining unit effectiveness prior to finalizing t
for force mix decisions.”

The Assistant Secretary of Defense for Force Management :
nel wants to fully understand and concur with the criteria:
military services as they make their force mix decisions. He
March 1988 that his office is taking steps to examine the s¢

mix criteria and decision-making processes in its ‘‘Total Fo

tive,” which will involve an extensive look (over the past ¢

how decisions were made.

Congressi ) X
& Factors for Consideration

Selected Reserve strength has grown by about 283,000 be!
years 1980 and 1987 and is planned to increase by an add
in fiscal year 1988, The reserve components have been as
missions or have expanded responsibilities in previously :
This is especially true for the Army force structure that r
on the Army National Guard and Reserve, which currentl

percent of the Army’s personnel strength. This ratio is pr

increase to about 60 percent by fiscal year 1989.
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Based on our current work and the studies cited earlier, the following
factors are important considerations in making force mix/mission
assignment decisions:

cost and capability of the reserve components to perform the particular
mission;

impact on training requirements, including the type, length, and availa-
bility of training;

impact on recruiting requirements;

availability of personnel, including when and what types of units are
available, and their geographical locations;

impact on full-time support personnel requirements; and

impact on equipment resources, including availability, type, age, and
interoperability with the active force.

In addition to considering the above factors, once it is decided that
changes will be made in force mix or reserve missions, the resources
needed to support those changes must be included in budget requests.

Conclusions

Reserve component policies receive consideration in the context of DOD’s
overall policy and planning processes. Over the past several years, 0SD
has provided guidance on a number of key reserve component issues.
However, a principal area where DoD guidance does not exist is on the
factors to be considered when making force mix and mission assignment
decisions. The need for such guidance has been recognized by pob for
some time, but it has not been developed. Currently, each service consid-
ers various factors as part of the budget process.

In addressing current budget constraints, defense managers will be seek-
ing alternatives for reducing defense expenditures while maintaining an
effective defense force. One alternative is to increase reserve personnel
as a percentage of the Total Force and to assign the reserve components
new missions or increase existing ones. Defense decisionmakers should
use uniform criteria when considering alternatives.

Recommendation

We recommend that the Secretary of Defense take steps to ensure the
timely development of force mix and mission assignment decision guid-
ance that would ensure the consistent consideration of relevant factors
pertaining to the decisions. At a minimum, we believe the guidance
should address such factors as cost, capability, personnel, training, and
equipment requirements.
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DoD stated that it recognized the need to develop better force mix policy

Agency COIn,ments and guidance and is developing procedural guidance to implement the pro-

Our Evaluation cess. The Rand Corporation is assisting in this effort and has been
tasked to identify factors and develop a methodology to support policy
implementation. The Rand study is scheduled for completion by May
1990. The actions cited by DOD are responsive to our recommendation
and when completed should provide a sound basis for the force mix
decision process. However, given the past delays in developing such
guidance we believe the Secretary of Defense needs to take steps to
ensure timely completion of this project. We modified our recommenda-
tion to reflect this view.

Page 24 GAO/NSIAD-89-27 Reserve Components



Chapter 3

Opportunities to Improve Two Key
Manning Programs

The Individual Ready Reserve (1IRR) and full-time support are two impor-
tant manpower programs within the reserve components. Although pop
has given these programs increased management attention, we found
that opportunities exist to further improve the management of these
programs.

IRR Management

IRR members will be critical assets in time of national emergency,
although management and force capability problems exist. The IRR has
received increased management attention from DOD over the past several
years, with particular emphasis on improving the accuracy of personnel
information. Nevertheless, our work showed the following:

Accuracy of personnel information, although improved, continues to be
a problem.

The practice of training only those members who volunteer for training
may not provide the most effective use of training funds.

Mobilization training requirements have not been determined because
the skill qualifications of members have not been assessed.

Policies that result in transferring military personnel to the IRR who
have been performing unsatisfactorily may affect the usefulness of this
force at mobilization.

Composition, Role, and
Programs

Each service has an IRR that consists of individual reservists who are not
required to train regularly or to be members of reserve units. These per-
sonnel have been trained and have served in the active component or
Selected Reserve, and most have not completed their minimum service
obligation of 8 years. Members of the IRR, once mobilized, can be ordered
on an individual basis to join active or National Guard and Reserve
units. They would be used primarily to fill shortages in deployable units
and to replace losses in deployed units. As shown in table 3.1, total IRR
strength was about 474,000 at the end of fiscal year 1987, with the
Army IRR by far the largest.

Table 3.1: IRR Strength for Fiscal Year
1987

Personnel Marine Coast
category Army Navy Corps Air Force Guard
Officer ’ 44 989 15646 4539 10,406 728
Enlisted 252,755 62783 40.041 37,882 4,047
Total 297,744 78,429 44,580 48,288 4,775
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The Army and Marine Corps would be particularly dependent on IRR
personnel during mobilization. The Army would rely on them to fill
shortages in (1) overseas units, (2) essential support units in the United
States, and (3) deploying reserve units. The Marine Corps would simi-
larly use its IRR personnel to fill vacancies in its active and reserve units.
On the other hand, the Navy and Air Force rely less extensively on IRR
personnel because they use the Selected Reserve as their primary
augmentation.

During the late 1970s and early 1980s, DoD and the Congress were con-
cerned about whether there were sufficient personnel in the IRR to meet
wartime personnel requirements. Consequently, they took steps to
increase the size of the force and to maintain its capabilities. A reenlist-
ment bonus program was authorized for the purpose of retaining mem-
bers with key skills. Also, the services provide mobilization training to
some IRR members to refresh their military skills. Most recently during
fiscal year 1987, pOD initiated a one-day program to screen IRR members
to ensure the accuracy of personnel information.

Personnel Data Problems

The services have had problems ensuring the accuracy of IRR personnel
data. Effective mobilization of IRR personnel depends greatly on the
quality of personnel information maintained in peacetime. The services
are required by law to maintain adequate and current personnel records
on individual reservists. In the past, the services have relied primarily
on mailings to screen members, and it was widely acknowledged that IRr
personnel data contained many errors.

After personnel transfer into the IRR, the services rely on them to pro-
vide current information on their residence, status, and availability for
service. The services lacked valid addresses and other information on
some IRR members. According to an issue paper prepared by the Assis-
tant Secretary of Defense for Reserve Affairs, approximately 5 to 7 per-
cent of the IRR could not be located, and the ability to locate another 10
to 15 percent was suspect. Further, only about 40 to 60 percent of the
members were responding to periodic questionnaires mailed out by the
services to obtain needed information.

The Army Reserve Personnel Center has a section devoted to locating
IRR members. The center uses mailings, telephone calls, and other data
sources to verify and update over 15,000 addresses yearly. Official
figures showed that the Army did not have a current address for 5.4
percent of its IRR in July 1986.

Page 26 GAQ/NSIAD-89-27 Reserve Components



Chapter 3
Opportunities to Improve Two Key
Manning Programs

The Navy’s manpower information system also contained incomplete
and inaccurate data. In a 1986 study of IRr Skill Deterioration and
Retraining Needs, the Naval Training Systems Center found that about
17 percent of the reservists selected for the study had incorrect
addresses on file. Other findings included a lack of information on
release from active duty dates, members still on the records after their
service obligations had expired, and inaccurate data on individual
mobilization status.

Data Improvements

To improve the accuracy of IRR personnel information, the military ser-
vices conducted a number of one-day screening programs during fiscal
year 1987. Information was gathered on such things as addresses, mari-
tal status, number of dependents, occupation, and physical condition.
About 152,000 personnel, or 59 percent of the IRR personnel scheduled
for screening, actually participated. Although the services cited the pro-
gram as an effective method for correcting IRR personnel information,
data problems still exist. About 100,000 reservists did not report for the
screening as required, and based on returned correspondence, some of
the Army IRR addresses assumed to be valid were not.

DOD has taken actions to improve the Reserve Components Common Per-
sonnel Data System and also plans to use the Credit Bureau Information
Center to locate transient IRR members. In addition, DOD is attempting to
contract with the Internal Revenue Service to have them forward mail
to IRR members whom the services are unable to locate. However, the
1987 screening response rate and a previous DOD analysis showed that
individual compliance with reporting requirements is still a problem.
Alternative actions will have to be considered if DOD’s initiatives do not
alleviate this problem. These could include such measures as reductions
in rank, active duty for training, or extended service obligations.

A review of Department of Defense Annual Statement of Assurance!
reports on internal controls for fiscal years 1985-87 shows that the ser-
vices did not report IRR personnel database deficiencies as a material
weakness. Among other criteria, boD considers a material weakness to
be one that affects the accomplishment of a mission. The IRR would be

I'This report is prepared in accordance with the Federal Managers' Financial Integrity Act of 1982
(P.L. 97-255), which requires that agency heads report annually on whether the agency's system of
internal accounting and administrative control meet the act’s requirements.
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used primarily to fill shortages in deploying units and to replace person-
nel losses. Thus, knowing the deployability of IRR personnel is impor-
tant. Given the significance and long-standing nature of the personnel
database problems, we believe the deficiencies should be reported as a
material weakness.

Training Opportunities
Not Always Targeted to
Mobilization Needs

IRR training management practices do not ensure that those members
receive training who need it most or who have critical skills and special-
ties. The services, except for the Air Force and Coast Guard, provide a
limited amount of voluntary active duty refresher training for their IRR
members. A December 1986 Rand Corporation study stated that less
than 5 percent of enlisted IRR members participate in refresher training
each year. Although DOD has the authority to order IRR members to man-
datory active duty for training, this is not usually done.

The Army has the largest IRR training program, but training is voluntary
and not targeted to specific needs. In fiscal year 1987, the Army
programmed about 29,000 training tours at a cost of $76 million. Train-
ing tours are assigned by the Army Reserve Personnel Center to those
members who volunteer for them. However, the Army has developed an
overall training strategy and skill training priorities to improve or main-
tain critical skill needs.

The Marine Corps also has a voluntary IRR skill refresher training pro-
gram, which trained 1,764 personnel at a cost of $3.6 million in fiscal
year 1986. Marine Corps officials told us many of the same personnel
participated in the training program each year, and that those being
trained were not always those with critical skills. The Marine Corps is
testing a new approach that selects individuals for 2 weeks of combat
arms training, and officials hope this will result in training more person-
nel with critical mobilization skills.

The Navy provides IRR personnel with training opportunities in their
career fields. About 203 enlisted personnel received active duty training
at a estimated cost of $425,000 during fiscal year 1987. Training oppor-
tunities are not always targeted to reservists with critical mobilization
skills because training goes to those personnel who request it.
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Knowledge of Training
Requirements Is
Incomplete

The services lack knowledge of IRR members’ degree of skill retention
over time and, consequently, do not know what the training needs are.
Personnel transfer into the IRR with varying backgrounds of military
skill training and differing lengths of time since having that training.
The skill level attained by members and the complexity of their occupa-
tional specialties also affect skill retention.

In December 1986, Rand issued a study on IRR skill retention and
refresher training options to the Assistant Secretary of Defense for
Reserve Affairs. In the study, Rand concluded that the services were
uncertain about how well personnel retain their military skills while in
the IRR and did not know what kinds of training programs would be the
most appropriate for refresher training.

The fiscal year 1987 Army Reserve Personnel Center IRR training man-
agement plan indicates that the Army has not determined the rate of
skill decay and the frequency of training required to maintain profi-
ciency. The Army is developing a skill decay analysis and individual
skill proficiency evaluations. Currently, the Army assumes that only the
personnel trained within the last 12 months are deployable with mini-
mal post-mobilization training. DOD reported in March 1988 that the IRR
screening results indicate that skill degradation is not a problem for the
Air Force and the Navy.

Improvements Needed in
Managing Transfers

A significant number of individuals whose usefulness in a mobilization
is questionable are being transferred into the IRR. Active Army and
Selected Reserve members can be transferred to the IRR, in lieu of dis-
charge, for such reasons as not completing training, unsatisfactory per-
formance (disciplinary reasons or failure to participate in drills),
pregnancy, hardship, or parenthood. These categories of individuals are
to be transferred to the IRR unless it has been determined that they
clearly have no potential for useful service under conditions of full
mobilization. This requirement originated from directions contained in
the House Committee on Appropriations report on the Defense Authori-
zation Act of 1979. The Committee expressed concern that individuals in
these categories were receiving honorable discharges without being con-
sidered for transfer to the IRR at a time when the Army’s IRR force was
not large enough to meet mobilization requirements.

At the end of fiscal year 1986, an Army analysis of IRR membership
revealed that approximately 113,000 Army personnel representing 44
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Full-Time Support
Management Can Be
Improved

percent of the enlisted IRR had been transferred into the IRR in accord-
ance with this policy. About 77,000 were transferred because they did
not attend drills and 6,900 were transferred for disciplinary reasons. In
fiscal year 1987, the number of personnel transferred for nonparticipa-
tion had decreased to 72,000. Officials at several Army National Guard
and Reserve units told us that they routinely transferred individuals
who missed drills to the IRR, even when they did not have current
addresses for the individuals.

According to DOD, less than 30 percent of the Army members who were
transferred to the IRR for not participating in drills attended the one-day
screening program, while the remainder of IRR members reported at a
rate of about 65 percent. In March 1988, the Assistant Secretary of
Defense for Reserve Affairs expressed concern about the effectiveness
of current IRR transfer policies and questioned whether persons who
have not participated in drills are likely to honor their IRR commitments.

The other services’ policies on transferring persons into the IRR in lieu of
discharge are similar to the Army’s. For example, an Air Force official
told us that the Air Force transfers those persons who fail to attend
drills into the IRR but does not transfer those who have been disciplinary
problems. However, the Air Force Audit Agency reported in 1987 that
the Air Force Reserve could not identify which of its IRR members were
transferred for not attending drills.

A critical factor in maintaining reserve capability is having an effective
group of full-time personnel to assist in training and administration. pob
civilian and military personnel who work in these positions are gener-
ally referred to as full-time support personnel. The services each have
different full-time support programs. Although these programs appear
to be generally working well, some morale problems exist in the Army
and Air Force reserve components because of the use of military and
civilian full-time personnel in similar roles. Further, there is no DOD man-
agement guidance for these programs. Such guidance is needed to ensure
the programs’ effectiveness and efficiency and to help resolve congres-
sional concerns over such issues as personnel requirements and
utilization.

Personnel Categories

Since 1980, the number of full-time personnel has grown by 54,000 to a
total of 148,841 in fiscal year 1987, principally because of more
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demanding mobilization assignments and increases in reserve compo-
nent personnel strength. Full-time support for the reserve components is
primarily provided by the following categories of personnel:

Active Guard/Reserve Personnel are national guardsmen or reservists
on full-time duty for 180 days or more. They receive the same pay and
benefits as active duty personnel and are required to meet the same mil-
itary standards.

Military Technicians are federal civilian employees of the National
Guard or Army and Air Force Reserve who are generally required, as a
condition of employment, to maintain military membership in their
National Guard or Reserve unit.

Active Component Personnel are active duty military personnel who
directly support the reserve components.

Full-time support personnel, other than Air Force Reserve active guard/
reserve personnel, are assigned principally to units to assist drilling
reservists in training, administration, and maintenance. Some individu-
als, however, serve in headquarters and support organizations within
their reserve components or elsewhere within DOD.

Although there are also some federal and state civilian employees who
provide support to National Guard and Reserve activities, they are not a
readily distinguishable category of full-time support personnel. Further-
more, they are not counted as mobilization assets, since they do not have
a military status.

As can be seen in figure 3.1, the percentage of full-time personnel in the
Selected Reserve ranges from a high of about 27 percent in the Air
National Guard to a low of about 7 percent in the Army Reserve. Also,
the services differ in their reliance on each of the three categories of
full-time support. For example, the Army Reserve, the Air Force
Reserve, and the National Guard use active guard/reserve personnel,
military technicians, and a relatively small number of active component
personnel. However, the Air Force Reserve relies primarily on military
technicians, as less than 6 percent of its full-time force are active guard/
reserve personnel.

Separate Personnel
Systems

The Army National Guard, Army Reserve, and the Air National Guard
have separate personnel management systems for military technicians
and active guardsmen/reservists. Personnel in these two categories
often perform similar duties within the same unit, but have different
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Figure 3.1: Full-Time Personnel as a
Percent of the Selected Reserve, Fiscal
Year 1987
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personnel procedures, pay, and benefits because technicians are civil
service employees and active guardsmen/reservists are military person-
nel. Consequently, morale and management problems have resulted.

Briefly, this situation evolved as follows:

In the late 1970s, the Congress authorized the use of active guardsmen
reservists as a test program to supplement the military technicians in
National Guard and Reserve units. Initial implementation of the test pro-
gram in the Army National Guard, Army Reserve, and the Air National
Guard was accomplished by voluntarily converting military technicians
to active guardsmen/reservists, that is from civilian to military status.
Technicians who did not want to convert did not have to. Beginning in
1981, these conversions were supplemented by adding additional active
guard/reserve positions to units. As a result, a number of units have a
mix of civilian and military personnel performing the same tasks, but
operating under different personnel systems.
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Morale Problems

Congressional Concerns

In fiscal year 1983, the Congress took two actions in response to con-
cerns about the cost of the active guard/reserve program and com-
plaints from the technicians that their positions might eventually be
phased out. First, it restricted further conversion of technician positions
to active guard/reserve positions in units, and second, it established
minimum strength levels for technicians in the Army National Guard,
Army Reserve, and Air National Guard. These measures are still in
effect.

In June 1985, we issued a report on the Army’s full-time support pro-
gram.” We found that the mix of technicians and active guardsmen/
reservists in units hampered organizational effectiveness because the
different pay and benefits was a continuing source of friction between
these military and civilian personnel. During our visits to Army National
Guard, Army Reserve, and Air National Guard units in January and
February 1987, full-time support personnel told us that this problem
still exists.

In our 1985 report, we recommended that the Secretary of the Army
develop a plan for using technicians that removes these positions from
deployable units while protecting the rights of current technicians. In
response, the Secretary issued a memorandum in July 1985 that broadly
outlined a proposed plan to utilize technicians only in nondeploying sup-
port activities. The Army planned to accomplish this realignment over
time through normal attrition without transferring or abolishing occu-
pied technician positions. The Army National Guard, Army Reserve, and
the Air National Guard have each developed more detailed plans, in
keeping with their own structures and personnel systems, to carry out
this realignment.

The Congress has not lifted the restrictions on converting personnel, and
in 1987 expressed additional concerns about the overall management of
full-time support programs. These concerns include the adequacy of per-
sonnel requirements determination, the utilization of these personnel to
maximize readiness, and the lack of overall policy guidance for manag-
ing full-time support programs. The Senate Committee on Armed Ser-
vices, in its report on the 1988 and 1989 Defense Authorization Act,
expressed concern about the growth of full-time support programs and

“Problems In Implementing The Army’s Reserve Components Full-Time Manning Program (GAO/
NSIAD-85-95). June 4, 1985,
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indicated the need for further oversight to ensure that these personnel
are applied to readiness needs. The report suggested that osp evaluate
the mix of active guardsmen/reservists and technicians with a view
toward establishing a uniform policy for their utilization and manage-
ment among the various components.

(Guidance Being Developed

Conclusions

Officials in the Office of the Assistant Secretary of Defense for Reserve
Affairs told us they are currently developing a directive that will estab-
lish policy and prescribe procedures for utilizing and managing full-time
support personnel. However, they indicated that the process was time-
consuming because of the difficulty in reaching agreement with the vari-
ous services. We believe poOD in developing this directive should consider
providing guidance in the following areas:

methodologies for determining and justifying personnel requirements;
utilization of personnel, including their roles and the positions they can
occupy; and

uniform management procedures, such as qualifications, tour lengths,
and training for personnel.

Individual Ready Reserve

The one-day screening program has improved the accuracy of IRR per-
sonnel information. However, data problems still exist, and continued
efforts are needed to improve information accuracy so that training
needs and mobilization potential of IRR members can be assessed. This
information can provide a basis for future actions to ensure that the
force is a viable source of mobilization manpower.

Given the need for accurate and timely information on personnel status,
and the large number of individuals who did not participate in past
screening efforts, we believe this problem should be reported as an
internal control weakness along with plans for correcting the problem.

Traditional methods, such as mailings to obtain current information on
IRR members have not been adequate to ensure that personnel informa-
tion is up to date. While the screening program helped to improve per-
sonnel records, more must be done to improve the completeness of these
databases. Although DOD is initiating actions to obtain more complete
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information, it should develop other alternatives to improve individual
compliance with reporting requirements. These could include reductions
in rank or requiring members to perform active duty for training.

IRR training management is constrained by inadequate information on
mobilization training needs and a lack of understanding of skill deterio-
ration over time. Thus, the services do not know which persons most
need training.

Additionally, some personnel are transferred into the IRR who are ques-
tionable mobilization assets—disciplinary problems and those who do
not attend drills. Although policies require that consideration be given
to whether a person would be a useful asset at mobilization, this is not
being done in all cases.

Full-Time Support

Each military service has developed its own policies and procedures for
managing its full-time support personnel. Even though these appear to
be working well, concerns have been expressed in such areas as determi-
nation of personnel requirements, utilization of personnel, and the lack
of policy uniformity. Also, the Congress has legislated restrictions on the
utilization of certain full-time support personnel in the Army National
Guard, Army Reserve, and Air National Guard.

The Assistant Secretary of Defense for Reserve Affairs is developing
overall guidance for full-time support programs, but the task is compli-
cated by the variety of programs. The growing reliance on the reserve
components and associated requirements for full-time support personnel
make the timely completion of this effort important.

Recommendations

We recommend that the Secretary of Defense

examine alternatives for ensuring that reservists report current
addresses and other personal information;

report the IRR personnel database deficiencies as a material weakness in
DOD’s system of internal controls and identify plans and milestones for
correcting those deficiencies;

direct the military services to identify critical skill requirements and
target training resources to IRR members with those skills;

direct the military services to ensure that unit commanders analyze the
mobilization potential of unsatisfactory performers and participants
before transferring them to the IRR; and
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Agency Comments and
Our Evaluation

establish milestones for the timely completion of a DoD directive provid-
ing guidance on the administration of full-time support programs.

DOD concurred with our findings and proposals relating to IRR training
and transfer issues. In the training area pob cited initiatives it was tak-
ing such as providing guidance to the services on determining IRR profi-
ciency degradation, skill qualification testing during the IRR screening
program, and budgeting funds for IRR refresher training. However, boD
believes the financial and political costs of involuntary training for IRr
members are prohibitive. Regarding the transfer issue, DoOD stated that
the Assistant Secretary of Defense for Reserve Affairs in a May 1988
letter to the Assistant Secretary of the Army for Manpower and Reserve
Affairs questioned the prudence of certain Army IRR assignment proce-
dures. The Army in response has agreed to examine these procedures
during fiscal year 1989.

DOD also agreed that there is a basic need to improve IRR personnel data.
However, it disagreed with the proposal contained in our draft to
develop incentives to improve individual compliance. DOD was particu-
larly opposed to any incentives which would reduce the length of the
military service obligation. According to DOD, this would establish a poor
precedent since individual reservists have a legal obligation to report
current addresses. Additionally, it noted that an incentive such as
reducing military service obligations in exchange for compliance with
the law would negate the effect of the recent increase in the military
service obligation.

We agree with DOD’s points and have deleted references to creating
incentives. However, we continue to believe that the current methods
being used to obtain required information from IRR members have not
been fully effective and that alternative approaches should be devel-
oped. In that regard, DOD’s plans for improving reserve personnel data
systems, using Credit Bureau Information Center information, and
attempting to locate IRR personnel through the Internal Revenue Service
are encouraging. However, if these initiatives are not successful in
improving the accuracy of the IRR database, DOD should consider taking
other actions to improve individual compliance with reporting
requirements.

DOD also did not agree with our recommendation that IRR database defi-

ciencies should have been reported as a material weakness in DOD’s sys-
tem of management controls. DOD stated that it has never considered
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weakness, and believes that the current management programs for
improving the IRk database meet the criteria of reasonable assurance as
defined in its Internal Management Control Program Directive 5010.38.
It also cited specific management actions it is taking to improve person-
nel information quality.

DOD Directive 5010.38 defines reasonable assurance as a judgment by a
DOD component head based upon all available information that the sys-
tem of internal controls is operating as intended by the Federal Mana-
gers’ Financial Integrity Act. DoD’s definition of a material management
control weakness states, in part, that such a weakness significantly
impairs the fulfillment of a DOD mission or violates statutory or regula-
tory requirements.

We recognize that the final determination of the significance of a control
weakness is ultimately a management judgment. However, current poli-
cies and procedures have not been fully effective in obtaining up-to-date
personnel information. Further, the Assistant Secretary of Defense for
Reserve Affairs testified in March 1988 that the IRR is the principal
source of pretrained individuals needed to fill wartime manpower
shortages and to replace combat casualties during the first 120 days of a
full mobilization.

Also, DOD has reported that all the services have deficiencies in their IRR
personnel information and we found that existing management controls
to ensure compliance with legislative reporting requirements have not
been fully effective. Further, DOD is requesting continued funding for the
one-day screening program and has other initiatives planned to improve
personnel information quality. Since IRR personnel data quality is a DOD-
wide problem that could have significant impact at the time of full
mobilization (the basic justification for the IRR screening program), and
because existing control mechanisms are not resulting in compliance
with the legislative reporting requirements, we continue to believe this
condition represents a material weakness in DOD’s system of internal
controls.

DOD concurred with our proposal to improve full-time support program
guidance stating that it has long been concerned with the need for uni-
form definitions and standards for these programs. It also stated that its
September 1987 directive addressing reserve training and retirement
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categories provides the framework for a full-time support directive. Fur-
ther, DOD said it is in the final stages of developing DoD-wide guidance on
full-time support programs.
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Equipping the Reserve
Components

DOD and the Congress have taken actions to improve reserve component
equipment status in recent years. However, equipment shortages still
exist and are a major factor affecting capability. Due to budget con-
straints and the relative priority of reserve component requirements
within DOD, it is unlikely that these shortages will be eliminated in the
near future. However, effective management of reserve component
equipment procurement and distribution can ensure that the resources
available provide the maximum benefit.

We found the following problems in reserve component equipment man-
agement practices:

The Guard and Reserve Equipment appropriation is not being imple-
mented efficiently. Furthermore, funds from this appropriation have
been partially offset by reductions in the services’ procurement appro-
priations, which were budgeted for the reserve components.

Many of the equipment items needed by the Army Reserve could not be
acquired, despite the additional funds provided in the Guard and
Reserve Equipment appropriations.

poD’s First to Fight, First to be Equipped policy is not always followed in
equipping Army National Guard and Reserve units because the deploy-
ment priorities of units are not always the controlling consideration in
allocating equipment.

The annual National Guard and Reserve Equipment Report to the Con-
gress provided an inaccurate impression of the relative year-to-year
increases in reserve component equipment inventories. The report did
not indicate how much of the increases in inventory value were due to
equipment price changes.

The reserve components receive equipment from three sources: equip-
ment that is no longer needed in the active components, new equipment
that is procured with service procurement appropriations, and since
1982 the special Guard and Reserve Equipment appropriation provided
by the Congress.

DOD estimates that in fiscal year 1988 the reserve components have mili-
tary equipment valued at about $69.6 billion and total equipment
requirements of $87 billion. This represents an equipment shortage of
about $17 .4 billion. The reserve components’ mobilization requirement
for fiscal year 1990 has an inventory value over $91 billion. Table 4.1
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shows the shortages between DOD’s estimated fiscal year 1990 mobiliza-
tion requirements and the equipment value in the reserve components at
the end of fiscal year 1987.

Table 4.1: Fiscal Year 1987 Reserve
Component Equipment Shortages

Management of the
Guard and Reserve
Equipment
Appropriation Can Be
Improved

Reserve component Percent of shortage
Army National Guard 20
Army Reserve ) - 55
Marine Corps Reserve 16
Naval Reserve 22
Air National Guard 14
Air Force Reserve 31

Between fiscal years 1987 and 1990, DOD estimates that there will be a
net increase of about $23 billion in reserve component equipment inven-
tories resulting from approximately,

$10 billion in new procurement.

$26 billion in equipment transferred from the active to the reserve com-
ponents, and

disposal of $13 billion in older or obsolete equipment.

The Guard and Reserve Equipment appropriation has not fully achieved
the results the Congress intended because the additional funds were
sometimes offset, the procurement process was not always effectively
managed, and some needed equipment items were unavailable for
procurement.

Guard and Reserve
Equipment Appropriation

In 1981 and 1982, the Committees on Armed Services and Appropria-
tions planned to provide $2.6 billion over a 5-year period for everyday
equipment needs of the reserve components. These funds were to be in
addition to those contained in service appropriations for reserve compo-
nent equipment and were to be used to procure equipment items such as
trucks, radios, boats, trailers, medical equipment, and tool sets. The
Chief/Director of each reserve component was to use these additional
funds to provide the most military capability. The reserve components
received approximately $2.8 billion during fiscal years 1982-87 through
the Guard and Reserve Equipment appropriation, as shown in table 4.2.
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Table 4.2; Fiscal Year 1982-87 Guard and
Reserve Equipment Appropriation

Dollars in millions : '
Reserve component
Army National Guard.

Army Reserve 15 0

1984 1985 1986 . 1987
8100 $150 8532 $146
150 385 90
20 %5 50

10 180 150

| tee2

83
$50

$50

Aw National Guard : B O
Ai Force Reserve : 5 0
Naval Reserve o 15 51 20 100 61
Marnine Corps Reserve o 15 0 3 70 T 60
Total $50  $125  $176  $380 $1,502  $557 .

Tolal (for alf reserve components) - $2,800 million ($2.8 billion)

Appropriation Has Been
Offset

The reserve components have not received the full benefit of the Guard
and Reserve Equipment appropriation because it has been partially off- , -

-set by reductions in the amount of equipment the services planned to

buy for the reserve components,

For example, table 4,3 shows the Guard and Reserve Equipment appro-
priation and the reductions made by the services to planned equipment
procurement for the reserve components in fiscal year 1986.

Table 4.3: iImpact of Guard and Reserve
Equipment Appropriation

Dollars in millions

""" 'Guard and Service
Resgerve reductions :

Equipment in planned Net increase

. -Reserve component appropriation procureme_qt _____qr_cm_cjgy_e
Army Reserve v 8650 0 %6 §2s24

Army National-Guqrd N _"__531.8 L {08.5 - __~1g§;3

Arr Force Reserve __" ) 1800 % 1478

Asr Natronal Guard . 255.0 414 L ____~21§..§

. Naval Reserve o } 100.0. o '.4.-'”__148.4‘ N :48{3

Marme__Corps Reserve 700 36.7“_ R 333

Total $1,501.8 $799.7 $702.1

Although $1.5 billion was appropriated specifically for reserve compo-
nent equipment, the reductions made by the services in their planned
equipment procurement for the reserve components resulted in their
realizing less than half that amount.

Beginning in 19865, the services identified that portion of their procure-
ment appropriations request allocated for reserve component equipment
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in the P-1R report. This report is a budget document prepared by each
service and provides information on the quantity and cost of equipment

- items to be procured for the reserve components from service procure-
ment app. opriations. '

In 1986 and 1987 the Office of the Assistant Secretary of Defense for
Reserve Affairs examined the P-1R reports to determine the difference
between the amount of fiscal year funds that were programmed for

reserve equipment and the execution of these programs one year later.

The analysis showed that the amount of the services’ funds used to pro-
cure equipment for the reserve components in fiscal years 1985 and

1986 had been substantially reduced when compared to initial pro-
grams, The 1987 analysis also showed that with the exception of the Air
Force, reductions in the services' equipment appropriations were not ‘
equally applied between the active and reserve components. Table 4.4
shows the percentage reductions in active and reserve component
programmed equipment procurement for fiscal year 1986,

Table 4.4;: Comparison of Reductions in
Active and Reserve Component
Equipment Procurement .

Fiscal Year 1986 programmed procurement

Active Reserve

Military service reduction reduction
Army ' T 6 percent 29 percent
ArForce T ‘ 7percent 7 percent
Navy T - o 10 perreni*—.27 pef‘(:me-‘rl]

- Marine Corps T T 7777 7 6 percent ~~§1Bércent

In 1986, the Assistant Secretary of Defense for Reserve Affairs
requested that the services explain the rationale for the disproportion-
ate reductions between the active and reserve components. The services’
said the reductions had to be considered from an 1nd1v1dual rather than

~ from an overdll standpoint.

We noted that in some cases the rationale for the reductions was
because the reserve component had used funds from the Guard and
Reserve Equipment appropriation to acquire the equipment. For exam-
ple, the February 1986 P-1R report showed that the Army planned to
spend $27.7 million in fiscal year 1986 to procure 106 personnel carriers
(M-113A3) for the Army National Guard. However, the January 1987
P-1R report showed that the Army did not procure personnel carriers
for the Army Guard and had reduced the planned amount of procure-
ment dollars for the Army National Guard by $27.7 million. The reason
given for the $27.7 million reduction was that the Army National Guard
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had used its Guard and Reserve Equipment appropriation funds to pur-
chase personnel carriers. :

Other decisions to reduce reserve component funding have been based
on anticipating that the Congress would provide the reserve components
additional procurement funds. We found that the Navy reduced the fis-
cal year 1988 Marine Corps procurement appropriation request by $20
million because a House Committee on Appropriations report indicated "

" that the Marine Corps Reserve would receive $20 million in the fiscal
. year 1987 Guard and Reserve Equipment appropriation.

Equipment Appropmatlon
Ineff1c1enc1eb

" As now implemented, the Guard and Reserve Equipment appropriation

has certain inherent inefficiencies. We identified two major problems
DOD experienced in executing this appropriation. First, because the
reserve components did not normally perform these procurement duties,
they had limited knowledge and experience with the equipment procure-
ment process. This inexperience hindered the execution of this appropri-
ation, particularly in its initial years. Second, because the Guard and
Reserve Equipment appropriation was not part of bob’s normal bu get

_ and procurement processes, the services did not have procurement plans

for many of the items that the reserve components needed. Conse-

“quently, mission-essential equipment was not always available for pro-

curement or there were delays in initiating the procurement process.

Managers in the reserve components informed us that, while they
needed the additional funds for equipment, the Guard and Reserve
Equipment appropriation as now implemented imposed an additional
administrative burden. Except for the Navy, the reserve components

" have set up adminisirative activities to perform functions that were pre-

viously performed for them by the active components. For example, in
most cases the reserve components had to develop a system to track the
funds received and to prepare requisitions for the items, They had not

been required to do this in the past.

Because of these problems, the services executed the Guard and Reserve
Equipment appropriation more slowly than they did with the other 14
major DoOD procurement appropriations. The Guard and Reserve Equip-
ment appropriation is a 3-year appropriation, which means that the
funds remain available for obligation for 3 years. According to bop's fis-

- -cal year 1988 and 1989 financial summary tables, this appropriation
~ was last in the percent of funds obligated and next to last in the percent
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of funds disbursed compared to the other 14 major defense procurement
appropriations for the first year, :

. However, the appropriations have allowed the National Guard and
~ Reserves to buy needed equipment that they might not have otherwise

received. In some cases, funds were used to keep production lines run-
ning which would otherwise have been shut down. For example, the
Marine Corps Reserve used the fiscal year 1986 appropriation to pro-
cure 2,669 squad automatic weapons valued at $6.1 million, Without the
Guard and Reserve Equipment appropriations, the Marine Corps
Reserve probably would not have received these weapons because no

active component [unds were available Lo procure Lhe weapons and o

keep the production line operating,

Mission-Essential
Equipment Not Available
for Procurement,

‘The Army Reserve experienced problems in procuring mission-essential

equipment items with the Guard and Reserve Equipment appropriation

~ because the items sometimes were not available for procurement. As a

result, funds were expended for equipment that was needed, but whxch
did not improve unit equipment status ratings. '

‘The Army Reserve policy is to use the Guard and Reserve Equipment

appropriation to procure equipment that will improve reported equip-
ment status of those units that are below a C-3! level, i.e., less than 66
percent of required combat-essential equipment on hand. However, the
Army Reserve could only use $80 million of the $4565 million received in
the fiscal years 1986 and 1987 Guard and Reserve Equipment appropri-

“ations to procure items to improve unit ratings. By 1987, the Army

Reserve-had identified 710 different line items of equipment that were
needed to improve equipment status but could only purchase 325 line
items, or 46 percent, of the total needed. The rest could not be procured
because they were not in production, had been replaced by another item,
would be procurable only in future years, and/or were uneconomical to
buy. -

The $80 million expended on available equipment items resulted in 145
uait equipment ratings being raised to a C-3 level. The remaining $376

TDOD uses the Status of Resources and Training System as an indicator to measure a unit's resources
and training against those reguired to undortake the mission for which it was organized or designed.
Units are rated from C-1 ¢highest) to C-6 (lowest) in the areas of personnel, equipment, and training,
and an overall category level is determined based on the status in cach ared. A C-3 unit has sufficient
resourees to indertake major portions of its wartime mission.
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million was used to procure equipment needed by reserve units, but

» which would not necessarily improve their reported equipment status.

Since the Army National Guard policy is to procure equipment that

. improves overall capability but does not necessarily change unit equip-

ment ratings, it was not as atfected by the procurement problem. The
Army National Guard used the funds from the Guard and Reserve
Equipment appropriation to buy major equipment line items, buch as -
M-113A3 armored personnel carriers, :

Legislation for Separate
Budgets -

The House and Senate Committees on Armed Services and Appropria-
tions have expressed concerns about the reductions in the amount of
reserve component equipment procured with the services' procurement

‘appropriations and about the status of efforts to equip the reserve com-

ponents to permit them to accomplish their wartime missions.

The 1987 Defense Authorization Act required that in each bob budget
submission the amounts requested for procuring equipment for the
reserve components to be sect forth separately. The purpose was to pro-
vide sufficient visibility of the reserve components’ procurement -

. accounts to ensure that the Congress would be fully aware of the

reserve component equipment requirements.

‘The House Committee on Armed Services report on the National Defense

Authorization Act for fiscal years 1988 and 1989 stated that pon did not
comply with the legislative requirement to separately budget. for the

" National Guard and Reserves. The Committee believed that separate

budgets could be prepared without establishing separate procurement
authorities or organizations.

The pob Comptroller opposed the separate procurement appropriation
for the reserve components because of the additional administrative
burdens it would imposc on the reserve components. As an alternative,
poD proposed revisions which would require that amounts for procuring
reserve component equipment be identified separately in each appropri-
ation. It also proposed that the appropriation language provide a legally
binding floor on the amount of funds used to procure reserve component
equipment. The floor could be established by using the amounts con-
tained in the P-1R report.
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Implementation of
First to Fight, First to
Be Equipped Policy
Can Be Improved

Equipment distribution practices do not always follow the deployment
priority guidelines. In some cases, lower priority units receive resources

‘before higher priority, early deploying units. bob’s First to Fight, First to

be Equipped policy provides guidelines for equipping forces which are
based on anticipated deployment or mission importance, regardless of
component. In general, a unit’s position in the priority list is the gov-
erning factor for allocating resources. Thus, reserve units with early
deployment missions can receive the most modern equipment, before
active units with lower deployment priorities.

Army Equipment
Distribution Practices

We found instances where units were equipped without regard to their

. deployment priority because of internal Army National Guard and Army

Reserve equipment distribution practices. The equipment resource sta-
tus of some higher priority units was sometimes lowered by transferring

_mission-essential equipment to lower priority units.

The Army implements the First to Fight, First to be Equipped policy
through the use of the Departinent of the Army Master Priority List.
This list establishes the relative priority of units based on a combination
of operational plan requirements, unit mission priority, and unit rela-
tionship to force structure. It is used to allocate equipment and other
resources during peacetime and the early days of mobilization and
deployment. There are some exceptions to the priority list, such as the
Minimum Essential Equipment for Training program, which is designed
to ensure that low priority units receive sufficient equipment for
training. N

In 1986, the Army modified its equipment distribution policies by decid-
ing to first equip units (with some exceptions) to a C-3 equipment status
level (66 percent of mission-essential equipment) before beginning to
equip units to the C-2 level. The goal was to ensure that all units were
equipped to at least the C-3-level, but no specific guidance was provided
on how this was to be accomplished. As a result, equipment distribution
policies appear to be directed toward reducing the greatest possible
number of units reported as C-4 (less than 65 percent of mission-essen-
tial equipment), without regard to deployment priorities. For example,
in 1987, the Army National Guard acquired 96 M-113A3 armored pc -
sonnel carriers which were allocated to armor, armored cavalry, and
mechanized infantry units using a distribution criteria of improving the
largest number of units. Thus, lower priority units received the person- ‘
nel carriers while higher priority units, which also needed them to
increase their equipment status to C-3, did not.
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Reserve Equipment
Report Can Be
Misleading

We also found that practices for redistributing equipment after its initial
receipt by units are not consistent with the First to Fight, First to Equip
policy. The Army National Guard and Reserve initiated equipment redis-
tribution programs in 1985 and 1986 to identify equipment that was not
needed or was not mission-essential for a unit and to transfer it to a unit
for which it was mission-essential. Following this practice improved the
reported equipment status of the receiving unit without lowering the
status of the donor unit.

However, equipment redistribution practices were later changed to per-
mit the transfer of mission-essential, as well as nonmission-essential
equipment, to units below the C-3 status. Mission-essential equipment
was sometimes moved from higher to lower priority units. This type of
transfer lowered the equipment status of the higher priority units. In
one case, redistributing M-113 assets resulted in reducing the equipment
resource status rating of six units from the C-1 or C-2 level (90 and 80 -

. percent of mission-essential equipment, respectively) to a C-3 level,

In 1985, we examined two alternatives to the Army’s master priority list
for equipping reserve units. In our report to the Chairman, House Com-
mittee on Armed Services,” we concluded that these alterndtives would
provide greater increases in the number of ready units than does the
existing system. However, we also pointed out that potential problems
could oceur if units are not equipped according to their deployment pri-
ority. In effect, Army National Guard and Army Reserve equipment dis-
tribution and redistribution programs, as currently implemented, are
cross-leveling programs which provide equipment. to units based on
their equipment status, regardless of their overall deployment priority.

The Sceretary of Defense is required by 10 U.S.C. 115(a) to annually
submit a National Guard and Reserve Equipment report to the Congress.
This report includes information such as

the total number and value of equipment items needed by each reserve
component to meet wartime requirements,

the number and value of each item on hand within each reserve compo-
nent, and

the planned distribution of equipment items to cach reserve component
for the next 3 years.

“Reserve Components: Alternatives for Byuipping the \rm) *s Reserve Components (GAO/
NSIAWF)BR). Dee. 3T, THEE.
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_inereases in the number of items. This occurred because the vilue of

Even though the replacement price is a sound method for determining
the cost of equipment items to be procured, this method can overstate

- ponents that have significant amounts of older cquipment. For example,

The methodology used for computing the value of National Guard and
Reserve equipment until the February 1988 report gave an inacceurate
impression of the relative increases in the amount of reserve equipment
inventories from year to year, The reports showed the value of the
equipment inventory increasing each year, even though much of this
increase was due to changes in item values as opposed to absolute

equiprmient was based on the cost to replace the itnms in the inventory

with a new picce of equipment. Consequently, increases in the replace-
ment cost of items made it appear that the equipment inventory value
had increased, even though the only change was that the equipment in
the inventory was a year older. '

the equipment value of existing items, particularly in the reserve com-

the 1985 National Guard and Reserve Equipment report valued C-130A
Air National Guard and Air Force Reserve aircraft at $20.7 million per
aireraft. One year later these same aircratt were valued at $21.3 million
per gireraft. The increase in inventory value occurred because replace-
ment cost increased by $642,000. Consequiently, the value of the aircraft
was increased in the 1986 report, even though these aireraft were at
least 20 years old. ' ‘

During the course of our review, we discussed this issue with osp offi-
cials responsible for the report. As a result of these discussions, they '
madified the report Lo provide information on the quantity of equipment
available for mobilization requiremants, as well as the inventory dollar
value. In addition, the report now indicates that the use of replacement
costs tends to overvalue older equipment. This change was made in the
fiscal year 1989 report.

Conclusions

Equipment Procurement

The Guard and Reserve Equipment appropriation has not fully achieved
the objective the Congress desired because the services sometimes
reduced the amounts they planned to use for procuring equipment for
the reserve components. This appropriation also creates inherent man-
agement difficulties because the amounts appropriated have not been

'

Page 48 ’ GAQ/NSIAD-89-27 Reserve Components



Chapter 4 N
Management of Equipment Procurement and
Distribution Can Be Improved

- factored into Dop's equipment procurement and into other management

processes and systems. Further, duplicative adiinistrative systems
have been developed to manage the procurement process.

We believe that pop's proposal to identify funds for reserve component
procurement within the services' procurement appropriation requests
and to establish a tloor on these funds will provide the necessary control
and visibility over equipment procurement for the reserve components.
It also would ensure that their equipment requirements are integrated
into DOD's requirements and budgeting processes. This should help
ensure that needed equipment is available.

Equipment Distribution

National Guard and Reserve units are not being equipped according to
deployment priority and some higher priority units’ cquipment resource
status is being reduced to raise the equipment resource status of lower
priority units. Although this practice does increase the number of units
with a reported C-3 equipment resource level, we question whether it
meets the intent of pop's First to Fight, First to be Equipped policy. We
support the goal of increasing the number of units capable of perform-
ing major portions of their assigned missions, but we also believe this
should be accomplished in a anner consistent with unit deployment
priority. Not considering deployment priority could result in units being
deployed in support of contingency plans without the necessary equip-
ment or could require a reshuffling of equipment to provide the required
cquipment o deploying units. '

Equ_ipment Report

The National Guard and Reserve Equipment report generally did not

rovide an analysis of the reasons why the value of reserve equipment

increased from year to year. We discussed opportunities to improve this
report with defense officials and they modified the tiscal year 1989
report to show increases in reserve equipment due to actual equipment

- deliveries as opposed to the price increases of equipment already in the
_inventory. We believe the actions taken by the Assistant Secretary of

Defense for Reserve Affairs in this respect have increased the report’s
usefulness.
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N

(A -

Matter for 6A0 believes the Congress should consider discontinuing the requiremen
. for pob to separately budget for National Guard and Reserve equipment

Congr essional and instead establish within cach services' equipment authorization and

Consideration appropriation a minimum amount for reserve equipment expenditures.

This would provide visibility over reserve equipment expenditures and
would better integrate the reserve components into their parent ser-
vices' planning and budgeting process.

S : T s
Recommendations o We recommend the Secretary of Defense

« monitor the execution of equipment appropriations designated tor the
1eserve ('nmpnnonts.

« direct the Secretaries of the military services to ensure that procure- -
ment plans address the availability of mission-essential equipment
needed by reserve units, especially when this equipment is unique to the

” . , reserve components, and

« direct the Seeretary of the Army to reexamine the guidance for equip-
ment distribution and redistribution in the Army National Guard and
Reserve and to include consideration of unit deployment priorities in the
resource allocation process,

Agency Comments and f)nn mn'cu.rrvd‘ wi}h our t:indi‘ngs..(:(n'u-vr'ning managcmontol: t'.ho Guz‘m.i '
. and Reserve Equipment appropriation and the need to modify the Guard
-OLII' EV&IU.&L_I,OII and Reserve Equipment report to retlect the impact of equipment cost
inereases. pob stated that Divective 1225.6, which covers policy on
_equipping the reserve components, has been updated and is currently
being reviewed within usb and the services, The estimated issuance date
for the revised directive is December 1988,

pob concurred in part with the proposal in onr draft report that actions
he taken to monitor the execution of the National Guard and Reserve
Equipment appropriation and to report this to the Congress, It stated
that procedures have been instituted to review both the exeeution of the
Guard and Reserve Equipment appropriation and planned procurement
actions by the sorvices for the reserve components. It further stated that
the implementation in fiscal year 19849 of a floor on reserve component
procurement within the services' procurement appropriations will fur-
ther ensure compliance with congressional intent. We agree that these
actions, if properly implemented, should provide the necessary appro-
priation execution oversight and eliminate the need for an additional
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report to the Congress as we had initially proposed in a draft of this
report.

nob concurred partially with the findings and our proposal pertaining to
the implementation of the First to Fight, First to be kguipped policy in
the Army National Guard and Reserve. nob coneluded that the Army is
generally in conformance with the policy, even though there are some
anomalics and aberrations in policy implementation. It stated that the
policy is not intended to be an “immutable rule.” and the perception of
Army conformance depends on different perspectives on equipping and
structuring the foree. These perspectives relate to the equipping priori-
ties for combat, combat support, and combat service support units,

Although we do not disagree with pon's response, it did not address the
isstes we woere attempting to present. We do not question the mititary

Judgment involving resource atlocation priorities to combat or comubat,

support units, or question the Army’s policy to raise the equipment sta-
tus of units to the C-3 level before raising units to the C-2 status level.
Our concern focuses on the implementation of the equipment distribu-
tion policy. While we recognize that anomalies can occeur in a complex
equipment distribution system, we are concerned that deployment pri-
orities are routinely not being considered in a manner consistent with
the Army’s stated policy. We found, tor example, that deployment pri-
orities of combat units wore sometimes ignored when equipment, such
as M-113 personnel earriers, was peovided to late deploying combat
urits instead of to carlier deploying combat units which also needed it.
Therefore, we believe a review of current egnipment distribution guid-
ance and policies is warranred.

O3
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Individual Mlhtary Sk111 Quahﬁcatmns Need to

Be Improved

The services use the military job classification system to identify
requirements for positions by specialty and skill level. A military mem-
ber’s individual military skill refers to the specitic occupation that the

member is trained Lo perform. Examples of specific skills include sonar

technician or tracked vehicle mechanic, Fach service has specific
requirements for its military occupations, which must be met before per-
sonnel can be considered qualified for the positions to which they are
assigned within units. The Reserve Forces Policy Board reported in Feb-
ruary 1988 that next to personnel shortages, individual military skills of
reservists was the most critical factor limiting unit mobilization readi-
ness. Our review of this area showed the following problems:

There are about 277,000 members of the Selected Reserve who are not
fully qualified for their duty positions, This could affect the capability
of units when deployed.

Many factors contribute to reservists' individual military skills problem,
but limited training time is the most prominent.

The services have many training initiatives underway to improve indi-
vidual military skills. However, their success is dependent in part on
improving training management at the unit level.

The individual skill problem may not be fully solvable by improving

. training programs because (1) the problem partially stems from the

part-time nature of the reserve tforce, (2) certain military jobs requiring
lengthy active duty training may not be compatible with the reserve
force, and (3) basic management practices may need to be changed.

Scope of Individual
Military Skill Problems

Individuals normally acyuire a military specially during their initial ser-
vice training and are expected to increase their skill level by a combina-
tion of on-the-job and formal training. For example, a missile mechanic

in an Army Hawk unit would begin as a firiag section mechanic at a pay

* grade of 3 or E4 and progress to master mechanic at a pay grade of E8.

Based or service data for December 1987, we estimate that about
277,000 personnel in the Selected Reserve were not fully qualified for
their duty positions. During fiscal year 1987, more than one-fourth of
the unqualified persvnnel were undergoing initial entry training or
awaiting training. The remainder possessed a military specialty, but
were assigned to positions requiring a different specialty or were not
fully position qualified. It is difficult to precisely measure the impact of
rescrvists who do not have the necessary skills for their positions
because some members may be partially trained or have related military
skills, while others are new recruits with no training. Figure 5.1 shows
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the percentage of reservists not fully qualified or tramed for their duty -
positions in each reserve component.

Figure 5.1: Percent of Personnel Not
Fully Duty Position Qualified in
December 1987
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Mate Nava!Reserve-sustamning and rainforcing units. Commussioned units, such as Naval Roserve Force
Stups and Ax Squadrons, are not included.

Many of the units reporting skill qualification problems also have early
deployment missions in support of contingency plans. A large number of
Army National Guard and Reserve units are scheduled for deployment
within 46 days of mobilization, and the individuals requiring additional
training in these units may not have enough time to acquire it prior to
scheduled deployment.

Training Problems

Military members are considered unqualified when they are assigned to
duty positions either with no military training or the wrong military
skill for the position. This is due to a combination of factors, including
recruiting and training practices. Several constraints affect the ability to
train personnel, but limited training time is the greatest. The Selected
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Reserve is a part-time force that is required to train at least 38 days a
year. Even though many reservists exceed this minimum number of
days, training time is limited. For example, enlisted reservists averaged
42 paid training days. A number of other factors affect the reserve com-
ponents' ability to maintain high levels of personnel having the individ-
ual skills required for their position. Some of these factors are
exacerbated by time constraints. '

Length of Training

“

Both active and inactive duty training courses are often longer than the
reservists’ 38 available training days each year. Individual training also
competes with other unit operational and training requirements, and
reservists cannot always take time away from their civilian employment
to attend active duty training, This is particularly true for technical skill
positions that require long periods of active duty training. For example,
the Navy identified 89 enlisted positions that have been difficult to fill

" principally because of the required training time since course lengths

range from 16 days for an explosive ordnance demolition diver to 320
days for a hospital corpsman. About 4,400 duty positions require train-
ing within these ranges. We also identified 67 Army military occupa-
tional specialty courses provided to reserve and active component
members that take more than 4 months to complete.

The limited time for training is even more critical when normal unit
operations are considered, since this affects the available time for indi-
vidual training during inactive duty training periods (weekend drills).
Much of the Coast Guard Reserve training time, for example, is used to
augment the active Coast Guard units’ in their performance of day-to-
day missions, such as search and rescue, maritime safety, and law
enforcement. The Coast Guard relies upon reservists to work with their
active duty counterparts and to perform these peacetime duties during
active and inactive duty training periods.

Reliance on Prior Service
Personnel

- The reserve components rely in part on recruiting individuals with prior

military experience—active and reserve. The extent of this reliance is
shown in figure 5.2. Although these personnel are already trained, in
some cases their military occupational skills are not needed in the units
they join and they must be retrained in new skills,

In fiscal year 1987, the Army National Guard and Marine Corps Reserve
enlisted 47,673 prior service personnel. According to their estimates,
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Figure 5.2: Ratio of Fiscal Year 1987 Prior
and Non-Prior Service Enlistments
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about half of these personnel would require retraining to become posi-

‘tion-qualified.

Modernization and Force
Structure Changes

The Reserve Forees Policy Board reported in 1984 that introducing
increasing numbers of modern weapon systems into the reserve compo-
nents resulted in a significant decline in readiness. Units were unready
because personnel required additional training to learn to use the new
systems. For example, when the Army'’s M-48/M-60 tank is replaced by
the M-1 tank, a tank crewman must be retrained in a new military occu-
pational specialty since the position requirements are different.

Force structure changes also add to the skill qualification problem. As
unit designations change, so do the reservists' required skills. In 1984,
the National Naval Reserve Policy Board examined the instability
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caused by frequent changes in Navy mobilization requirements and
noted that 10-15,000 changes were processed monthly. These changes
were attributed to fluctuations in the number of people assigned, per-
sonnel reassignments, unit redesignation, relocations, and the disestab-
lishment of units and creation of new units.

Geographical Limits on
Personnel Availability

Service Training
Initiatives

The reserve components are constrained by geographical limitations on
personnel availability. pob regulations limit the mandatory assignment
of reservists to units within 4 normal commuting area of 100 miles, or

- B() miles if temporary military quarters are not available. As a result,
- unit commanders cannot always find personnel with the military quali-

fications to fit position vacancies. For example, a study of the Marine
Corps Reserve fiscal year 1986 needs for aviation technical personnel
identified numerous requirements for personnel who were not available
because they did not reside within 100 miles of the affected units.

Another aspect of geographic constraints involves reservists who relo-
cate because of their civilian occupations or for other personal reasons.
These reservists sometimes have difficulty finding units that require -
their military specialty and are within a reasonable commuting distance
from their new residence, In the event no unit is available, members of
the Selected Reserve, even those who have not compieted their initial
enlistment, are transferred to the IRk to complete their military service
obligation. l

Each service has training programs that address the individual military
skill problem, These efforts, if properly implemented, should improve
reservists’ individual skills.

Army National Guard and
Reserve

The Army'’s Action Plan for Reserve Component Training, published in
August 1984 and modified in 1987, consists of 24 mgjor issues and 85
actions designed to improve the technical and professional competence
of members. Some of the approaches include

adding skill training to noncommissioned officer courses, which should
improve leadership capability of nonprior service reservists;

requiring the concurrent development of active and reserve courses at
Army schools, which should facilitate modernization and implementa-

tion of force structure changes since training would be available to the
active and reserve components at the same time.
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staffing instructor positions at Army Reserve schools to meet known
training requirements, which will allow more formal inactive duty train-
ing of rescovists;

aceelerating development of reserve configured courses for presentation
at Army Reserve schools, which will allow reservists to develop individ-
ual military skills within the limited training time available; and
reducing supervised on-the-job training as 2 method of skill qualification
as alternatives become available, which should improve the skills of

. individual reservists.

Naval Reserve

The Navy has a number of initiatives underway to address individual
military skills, The course modularity training program divides existing
courses into modules that can be taught to reservists during their 2-
week active duty period and during a certain number of weekend drills.
The Navy's program began in 1985 with one course. Eleven courses
were added in fiscal year 1986, and 11 more were programmed for fiscal
year 1987. A total of 42 courses were identified in 1985 as candidates,
The Navy also has established a civilian equivalency program that

“awards skill certification based on civilian occupation training and
experience. Currently, this affects 41 skills in the construction and med-

ical fields.

The Navy is also developing “readiness centers” that will be equipped
with more training equipment and simulators than are found in its local
reserve centers, These new centers will have full-time instructors and be
able to support the training needs of the units in their gengraphic areas.
Although a total ot 40 centers are planned, the Department of the Navy
to date has approved the development of only 1.

Marine Corps Reserve

In 1986, the Marine Corps began developing new on-the-job training ini-
tiatives for-prior service Marines who need retraining, The program
combines supervised on-the-job training, correspondence courses, and
two 2-week training sessions. This program could take a reservist up to
2 years or more to complete. Manuals for implementing the program
have been developed for 16 of 36 occupational fields.

Coast Guard Reserve

The Coast Guard's STARFIX project is designed to (1) examine how the
reservists' time is currently being used, (2) identify reservists' mobiliza-
tion training requirements, and (3) determine the training needed to
meet mobilization and augmentation program requirements, However,
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the Coast Guard has had difficulty in obtaining funds for reserve
training.

Air National Guard and
Air Force Reserve

Prior Training
Management Problems

The Air Force initiatives to improve reserve component training include

. {1) obtaining more school seats from the Air Training Command, (2)

developing training modules and packages covering 170 different areas
to supplement the hands-on training program, and (3) developjng
2-week courses to accommodate reservists’ available time.

The training program initiatives could be hampered by poor training
administration. Past audits of reserve training administration have iden-
tified many systemic. management weaknesses,

In January 1984, we reported on Naval Reserve! training for sustaining
and reinforcing units and identified several opportunities for improve-
ment. We found that training files were incomplete and inaccurate and
that many of the reservists we interviewed were unaware of or dis-
agreed with their reported skill qualifications. We reported on the need
to review individual training plans to assure that they were current,
that local instructions were adequate and complied with, and that

* reservists were informed about their qualification requirements: The

Naval Audit S~rvice in July 1986 reported on selected aspects of annual
reserve training. The report stated that individual training plans were
not reviewed by the commands that the reserve units would join in the
event of mobilization. In 1987, the Navy reported material internal con-
trol weaknesses in its surface reserve personnel training program and
planned actions to correct the weaknesses. The report stated that appli-
cable administrative procedures were not used in evaluating and main- -
taining basic records. '

We also issued a report in March 1986 on individual training in the
Army National Guard and Reserve. Some uf the problems identified in
the report were that units did not follow guidelines on how to develop
and administer the supervised on-the-job training program and that skill
qualification tests were not being given to all soldiers who should be
tested. Further, in reviewing 23 Army Aundit Agency reports covering
National Guard activities in 22 states during the years 1984-86, we

Tobservations on Naval Reserve Training for Selected Reserve Reinfureing and Sustaining Units
(GAO/NSIAD-84-35), Jan, 20, THA4,

“Army Personnel Qualification Data Could Be improved (GAO/NSIAD-86-53), Mar. 26, 1886,
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found numerous references to poor management controls over training
administration, For example, one report found soldier proficiency weak-
nesses were not identified because the Army Individual Training Evalu-
ation Program was not being administered to all personnel biennially, as
required. At the seven units reviewed, 53 percent of the eligible soldiers
had not been tested during fiscal years 1984 and 1985. Because profi-
ciency testing and documentation were limited, unit commanders did not
have a basis for scheduling training or evaluating training
accomplishments,

In addition, the Army, in providing input to the Department of Defensc
Annual Statement of Assurance on internal controls for fiscal year 1987,

identified training management in the Army National Guard as a “mate-
rial weakness.” The Army’s report stated that :

“widespread individual and unit training management problems were identified in
Army National Guard units. For example, individual training programs had not been
established for soldiers not qualified in their du . positions; skill qualification test
resulls were not being used to identify weaknesses in individual or unit training;
[and} mission essential training was not always scheduled. Consequently, there was
no assurance that soldiers received training in all the required tasks.”

Additional Actions
Are Needed

Even though the services’ training initiatives represent positive steps
toward addressing the skill qualification problem, we believe other
actions should also be considered. These include addressing some of the
other fundamental causes of low duty position qualification levels.

Assessing Mission
Compatibility

As we discussed in chapter 2, a thorough, consistent analysis should be
made of missions before they are assigned to the reserve components.
Part of this analysis should include whether individual training require-
ments of positions can be achieved within the reserve components. The
services alsc need to more closely examine whether it is reasonable to
expect that reservists can become qualified in certain technical skill
level areas. For example, the Navy has identified 89 skill classifications
that they believe are not compatible with its reserve force.

Use of Full-Time Personnel

Since so many military specialties, especially the technical skill areas,
require long periods of active duty training, assigning full-time person-
nel to these positions could improve the level of individual skill qualifi-

_cation. A 1987 Logistic Management Institute study on technical training
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for reservists made a similar observation. It noted that at the start of
full-time support programs in the Army and the Marines, full-time sup-
port personnel were assigned to command, control, and administrative .,
positions supporting unit operational activities, The study also stated
that emphasis should now be placed on using these personnel to fill
technical specialties that are difficult to train. The study further stated
that using full-time support personnel in technical skill positions could
improve training readiness, as these people are able to attend long tech-
nical training courses in a duty status. When they return to their units,
they could provide a higher level of training for part-time reservists.

We recently reported” that inactive duty reserve component training
courses, newly revised, may offer viable alternatives to active duty mili-

tary education programs for full-time military technicians assigned to

the Army National Guard. As a result, technicians can receive leader-
ship training and advanced military occupational specialty technical
training, which is similar to that provided in active component courses.
However, the report recognized that it may not always be feasible to
teach a particular specialty in the revised reserve courses and that the
new program will require close monitoring to assure training objectives
and standards are achieved. Also, as we discussed in chapter 3, House
and Senate Committees have raised questions about how well full-time
personnel are being utilized, Trese concerns should be resolved before

-any requests are made it «dditional full-time personnel,

Mandatory Retraining
Requirements

Establishing and enforcing mandatory time limits based on qualification
requirements for the completion of retraining programs could reduce the
number of personnel who are not position-qualified. The services have
general performance standards for membership in their reserve compo-
nents. For example, the Army requires that members develop skills that
allow them to participate in training and to become satisfactory soldiers.
These standards apply to nonprior service individuals who are acquiring
a military skill and prior service individuals who are changing their mili-
tary skill. To achieve this goal, commanders are required to separate
individuals whose performance is clearly unsatisfactory.

Reservists may not be meeting these performance standards as they
relate to individual military training. Several Army audit reports on unit
level training management found some individuals were not progressing

Meserve Training: An Alternative to the Active Army Education Program for National Guard Techni-
ey (GAO/NSTAIY88- 64, Jore 25, T9BS. ,
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in their training programs. One report noted that some individuals had
not completed any task in their on-the-job training programs for 3 to 21
months. In other cases, some individuals enrolled in an Army correspon-

~ dence course were not progressing at a rate sufficient to satisfy yearly

credit hour requirements. Also, a 1987 Army analysis of individual
training in the Army National Guard and Reserve revealed that about
62,000 personnel who were not qualified for their positions were not
participating in training programs to acquire the needed individual mili-
tary skills, - o

Improving Retention

During fiscal years 1986 and 1987, approximately 169,000 personnel
were transferred from the Selected Reserve to the Individual Ready
Reserve (IRR). Initiatives should be developed to keep qualified members
in Selected Reserve units rather than tronsferring them to the irr. A
study on retention of nonprior service enlistees during the period 1978-
85 showed that only 50 percent completed about 3 years of their mili-
tary obligation in the Selected Reserve. This means that a substantial
percentage of those transferred to the IRk each year are nonprior service
personnel., L :

Iistablishing a policy requiring annual active duty training periods for

IRR members who have not served on active duty (other than initial

entry training) could provide an incentive for retention in the Selected
Reserve. Under such a policy individuals enlisting directly in the

-Selected Reserve could not avoid a training requirement by simply not

attending drills or by moving to a new location. These personnel could
be assigned on a permanent basis to a reserve unit requiring their skill
and be required to participate in annual active duty for training with
the unit.

.~ T ay
Conclusions

The individual military skill problems in the reserve components reflect
the inherent constraints of the reserve environment—particularly lim-
ited training time and the need to retrain prior service personnel, The
actual effect of this situation on a unit's capability to perform its mis-
sion once mobilized is unknown, However, it is clearly a problem as
shown by service training initiatives and by the Reserve Forces Policy
Board’s assessment of unit capabilities.

Training initiatives, such as introducing modular reserve courses and ,
the establishing of regional training centers, are promising because they *
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appear to address the problems of limited training time. However, effec-
tive implementation of these programs will also require improved train-
ing management controls and procedures at the unit level. The Army

_ and Navy have identified individual skill training as a material weak-
ness in their internal.controi systems and have planned corrective
actions,

It must also be recognized that improved training is only part of the
answer to duty position qualification problems. We believe that changes
to management policies and practices should also be explored, such as
(1) more closely assessing training requirements and reservists’ availa-

~ bility for such Lraining, (2) expanding the use of full-time support per-
sonnel in highly technical positions, (3) establishing better controls over
retraining prior service personnel, and (4) requiring annual active duty -
training for members of the Selected Reserve who are transferred to the
IRR. -

Recommendations We recommend that the Secretary of Defense

« ensure that plans for improving the levels of individual military skill
qualification include strengthening management controls and practices
to ensure that reserve component training programs are effectively
administered and implemented; '

+ examine the possible cost/benefits of using full-time support personnel
for those military skill specialties that are difficult to obtain or maintain
in the reserve components. If this approach is found to have merit, an
analysis should be made of the utilization of existing full-time support -
personnel before any additional personnel are requested;

« direct the Secretaries of the Army and Navy to deveinp programs to
expedite the retraining of prior service personnel through such practices
as establishing and enforcing time limits for completion of requalifica-
tion and scheduling required retraining prior to enlisting these personnel
in units; and

+ consider establishing a policy selectively requiring active duty for train-
ing for 1kk members who transferred from the Selected Reserve. This
should apply only to IRk members who have not served on active duty
other than for initial entry training.

mm pob concurred with our findings and recommendations pertaining to the
Agency CO . ents and need for improving training management. bob expects that training ini-
Our Evaluation ~ tiatives, such as the Army’s Reserve Component Training Strategy
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Action Plan, regional maintenance training sites, modular training
courses for reservists, and the establishment of readiness centers will
improve the individual skill qualification situation. nob only partially
concurred with our recommendations to address other aspects of the
individual skill qualification problem. '

noDb believes that assigning full-time support personnel to "hard-to-fill”’
skill positions can be accomplished, in some cases, to improve the level
of individual skill qualification. Illowever, it stated that because the ser-
vices have had a difficult time convincing the Congress of the need to
increase manning to meet minimum requirements, increasing full-time
support requirements could jeopardize the program, We are aware of
congressional rieservations concerning various aspects of full-time sup-
port programs; as 4 result, our recomnmendation calls for an analysis of
the utilization of existing full-time personnel.

“bon agreed that our recommendation for establishing various time limits
for requalification may be both feasible and desirable when qualifica-
tion courses have been reconfigured to meet the needs of the reserve
components and when sufficient funds to support attendance are availa-
ble, However, bob does not consider it practical to establish a specific
date for completing requalification training. In addition, it stated that
sch :duling required training prior to enlistment may be unnecessary if
there is a time limit for requalification,

We believe that establishing a time limit for completing requalification
training is important because of the numerous examples of personnel
failing to progress in their training programs. We also believe monitoring
progress goals and enforcing time limits when necessary are essential to
effectively managing the individual skill training area. It was not our
intent to imply that a standard date or time must be arbitrarily set with-
out considering funding, training seats, and availability of the individual
reservists, Additionally, scheduling training courses prior to enlistment
is a viable approach to reducing the large number of personnel who are
presently not trained for their positions. )

pob did not concur with our recommendation to consider establishing a
pulicy requiring that nonprior service personnel who are transferred
from the Selected Reserve to the IRk participate in annual active duty
for training. pob stated that the military departments currently have the
latitude to o so, but have not found it a desirable option for several
reasons. These reasons include (1) unbudgeted expenses are involved,
(2) the population is relatively small, and consists of individuals who
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have not reliably served in the Selected Reserve, (3; “he time and admin-
istrative efforts required are not considered cost-ef_. ctive, and (4)
budget constraints are forcing a smaller active force. . ..

According to an 0sb study, approximately 50 percent of nonvrior service
personnel leave the Selected Reserve by the end of 3 years and are
transferred to the 1rk. We believe that this is significant as . means that
there is not only a low return on training investment, but also an
increased training cost for replacement persotinel. Current practices per-
mitting large numbers of nonprior service personnel to simply not fulfill
their commitment to the Selected Reserve witt * ot being obligated to
future training requirements is questionable. It was not our intent to
imply that 1Rk personnel should be assigned to the active forces. Rather,
active duty for training would be at service schools or with reserve
units, We believe that establishing such a policy would help to maintain
the skills of IRR personnel, thus making them more valuable as a mobili-
zation asset. In addition, it may also help to reduce attrition rates in the
Selected Reserve since individuals would know that they would still be
subject to an annual training requirement. We modified our recommmen-
dation to acknowledge that it would not be practical to exercise this po.-
icy for all IRk members in this category. Y
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Information
Environment

Reserve Component
Management

_DOD's goal is to increase the integration of manggement information sys-

tems to iraprove mission pertormance, A magjor part of this effort is to
reduce the number of operating accounting sy stems aad establish a sin-
gle financial manageiaent system for cach service.

Our work concerning the reserve components shows that, in general,

actions are being taken to achieve this goal; however, progress still

needs to be made in correcting ceficiencies in several key financial man-
agement and information systems. Specifically, we found the following:

Deficiencies in accounting systems used by the veserve components are
well recognized and projects ave underway Lo correct them, However,
project completion dates have slipped.

The Army, Navy, and Marine Corps have had long-standing accuracy
and timeliness problems with their reserve pay systems,

The Army National Guard maintains some financial management sys-
tenms separate from standard Army systems.

The Army has experienced problems in establishing an automated
mobilization information systern tor the Army National Guard and -

Reserve,

The reserve components are dependent on standard systems that sup-
port both active and reserve component financial and other management
functions. With the exception of the Army National Guard, they gener-
ally use standard pob accounting systems to account for their appropri-
ated funds. pob has 94 accounting systems, and the reserve components
use 26 of thetn. They do not use the remaining systems, which support
functions such as foreign military sales and industrial fund operations,
nob reported in its fiscal year 1987 Department of Defense Annual
Statement of Assurance that 10 of the 26 systems the reserve compo-
nents use are not in conformance with the Comptrolier General's
accounting systems principles and standards, The report identifies 51
material weaknesses in these 10 systems, such as the lack of general
ledger control and reporting; military and civilian payroll deficiencies;
inadeguate system interfaces, hardware, and software; aud the lack of
timely data.

DOD has actions underwiy 10 correet these accounting system deticien-
cies. While the active components are responsible tor developing or
redesigning these systems, the reserve components, as one of many
organizations that use these systems, provide input for the projects. Due
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Pay System
Deficiencies and
Actions to Correct
Them

to Lho size dlld com plu\xty of these systems, most of the efforts are long-
Lerm projects.

However, completion dates for a number of these projects have slipped.

4n 1984, bon established milestone dates for bringing 9 of the 10 systems

into conformance with accounting standards. A comparison of the 1984
and 1887 Department of Defense Annual Statement of Assurance

reports shows that the conformance milestone dates have slipped on all

“hut one system. Four systems have slipped by 1 year, one system has

slipped by 2 years, and three systems have slipped by 4 years. pob cur-
rently estimates that the 10 nonconforming systems will be brought into..
conformance between 1989 and 1992,

bvvm .11 nmquo pay systems exist for Lhe reserve components, The active

. components manage these systeins, The Army, Navy, and Marine Corps

have had long-standing problems in providing accurate and timely pay
to reservists, and reports that identify the problems date back to the
1970s, According to the Secretary of Defense’s 1987 Annual Statement
ol Assurance, the Army and Navy reserve pay systems do not conform
with (,omptmllm General accounting principles and standards, Air
Force and Marine Corps pay systems were reported as being in compli-
ance with these standards. While the effect of pay system deficiencies is
difficult to measure, accurate and timely pay is a factor in the retention

-and morale of reservists.

A major difference among the services’ reserve pay systems is whether
they have one pay system with one master pay record for each reserv-
ist. The Air Force and Marine Corps have a single reserve pay system
with one master pay record, whiie the Army and Navy do not. Table 6.1

. shows the similarities and differences in these pay systems, whether

recent problems have been reported, and whether system redesign is
underway.
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Table 6.1: Comparison of Reserve
Component Pay Systems

. Reserve component
Marine

System information Army Navy AirForce - Corps
Conlorms with GAO
requirements according 10 o
DOD No. No Yes Yes
One system with or.e master :
pay record por reservist - No No Yes » Yes
Frequency of operating
Inaciive duty pay systems Monthly Semi-monthly Weekly Semi-monthly
Recenltly Wdentified major
system deliciencies Yes Yes No Yes
Mayor redesign underway® Yes Yes No Yes-

“The Navy's hscal vear 1986 mtemal contrals certiication statement enhilied dehiciencies in the Marine
Corps pay sysiem In 1987 the Navy's 1987 certiication stalement noled thal system changes to
*IpIoOVE Pay accacy were implemented

"DOU estimates that the Ay, Navy and Manne Corss redesign eflarls wiich will improve both active
and reseve pay systems. will cost about $229 nulion belween fiscal years 1988-92

" The Navy's fiscal year 1987 mnlernal conlrols certibication slatement reporls that the Manne Corps’ pay
system  substantialty i conformance with GAQ requirements However, the Marine Corps has a pro-
ject underway to redesign its mitary payroll and personnel systems. .

Both the Army and Navy use two different systems to pay reservists:

one pays reservists for active duty training and one for inactive duty

training. This can result in duplicate and overlapping payments. We

“pointed out this problem to the Army in our January 1980 report! on
guard and reserve pay, and we recommended that the Army design 4

contralized, integrated pay system to correct this situation, The Army
has initiated military pay system corrections affecting reserve pay that
are expected to be completed in 1990, However, the entire Army mili-
tary pay redesign project will not be completed until 1997,

The Navy's Pay and Personnel Source Data System project is expected
to correct many of the deficiencies in the Navy Military Pay Accounting
System, including those directly affecting the reserve pay system. The
Navy expeets to establish a master pay record for each reservist by
1990 but does not plan to develop a single pay system for inactive
(weekend drills) and active duty (annual 2-week training) pay. Navy
officials believe that by establishing a master pay record they will gain
most of the benefits associated with a single pay system. We agree that
establishing 2 master pay record will improve the Navy'’s reserve pay

VA vy G s Reserve Pay and Personued Systems are Unreliable and Suseeptible 1o Waste and
Abue (FPCD-R0-300. Jan. 28, 1840
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Army National Guard
Uses Unique Financial
Accounting
Management Systems

system; however, our prior work shows that separate systems are sus-
ceptible to error.

Another major difference in the services’ reserve pay systems is the fre-
quency with which each operates its system in preparing inactive duty

_ training payrolls. The Air Force operates its payroll system weekly, the

Navy and Marine Corps semi-monthly, and the Army monthly. Since the
Air Force operates its system weekly, reservists can be paid within 10 to
14 days after attending a drill. On the other hand, because the Army
operates its reserve pay system monthly, its reservists, in many cases,
are not paid until 6 or 7 weeks after attending a drill.

Except for the Army National Guard, the other reserve components gen-
erally use the standard management information systems of their
respective services. The Army National Guard uses some unique finan-
cial management systems that interface with Army systems by using
various standard reports. For example, it does not use the Army’s
Standard Finance System and the Standard Army Civilian Payroll Sys-
tem. The Army National Guard operates its own systems for performing
these financial management functions. The Army National Guard does
plan to use the standard Army firancial system, once they are brought
into compliance with GAo standards. The Army estimates the systems
will be in compliance by 1992, Army policy is that development efforts
for major information systems will incorporate reserve component man-
agement information needs. This includes standardizing Army manage-
ment information systems. deahm> with personnel, finance, logistics, and
other support functions,

Army Automated
Mobilization System
Problems

Some ot the Army’s current management information sysiems would
hamper effective mobilization and deployment of Army National Guard
and Reserve units. Commanders and mobilization managers at mobiliza-
tion stations do not have ready access to timely and accurate informa-
tion for the mobilization decision-making process.

The Army has been working on a program to automate the various plan-
ning and execution functions associated with mobilizing and deploying .

- the reserve components since 1979. However, it has only hmlted auto-

mation Ldpabllltleb to support mobilization.
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Existing Mobilization
Systems Need to Be
Improved

While considerable mobilization information is available at various func-
tional levels, it must be researched manually and prepared at the unit
level. Most information is available only periodically in voluminous
printed reports.

The mobilization managers must at all times be able to access the train-
ing status, strength, equipment readiness, and mobilization plans and
procedures for each of unit, These mobilization management systems are
essential to all Army operations, such as forecasting future require-
ments, acquiring needed personne! and material, moving umts, training,
and maintaining unit readiness status.

A 1987 Army study indicated that the overall effectiveness and effi-

. ciency of existing automaticn systems to support rapid mobilization was
marginal, The assessment showed that command and control over the

mobilization process is limited by reliance on precominately manual or -
batch-oriented systems that provide information which is often not
timely, sometimes inaccurate, and in most cases, inaccessible. These
automated systems, which lack integration capability with other sys-
tems, are limited in scope, nonstandard, and often perform redundant
functions. : '

Automated Mobilization
Data Projects

The Continental Army Management Information System program was
initiated in 1979 to automate the mobilization management functions of
the Army National Guard and Reserve. A prototype of this system,

.called the Developmental Army Readiness and Mobilization System, was .

developed in 1982. Its purpose was to provide limited automated mobili-
zation capabilities to demonstrate requirements for a fully automated
system, About $50 million was expended on these efforts through fiscal
year 1986. In 1986, the Army restructured the program to automate
mobilization execution functions and renamed it the Reserve Component
Automation System.* The system is intended to automate mobilization
planning and execution for the active Army and the Army National
Guard and Reserve, incorporate reserve component management infor-
mation needs in Army standard information systems, and automate unit
adr .nistration in the Army National Guard and Reserve. The objective
of the program is to design, develop, test, and deploy an interactive =

- information management system that will be shared throughout the

chain of command.

“Stutus g(_)! the Continental Army Management information System (GAO/NSIAD-87-23BR),
Oct. 1086,
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“The Rcset ve C ompuucut Auuuudtum \ysLem is dctmui by the Army as
‘he total integration of information requirements for the Army Guard
and Reserve into the Army information architecture.” The system'’s
hardware, software, communication, and integration cost is estimated at
$512 million through 1992,

In the fiscal year 1987 House Committee on Appropriations Conference
Report, the conferees expressed concern about bon's failure to field
automation support for the Army National Guard and Reserve, despite
the substantial appropriations made since 1979, The conferees directed
the Secretary of Defense to develop a plan to provide such dutomatmn
support by March 1, 1987,

The Army experienced difficulty in developing the plan and it was not

- submitted until October 1987, The fiscal year 1988 report of the House
ommittee on Appropriations acknowledged the progress the Army had

made on the Reserve (,ompoucnt Automated System. However, the

report also stated

“that the Committee continues to be disappointed at the slow pace of solving this
problem, particularly beeiuse it has become evident that the Congressional target
deployment date of Jaiuary 1990 cannot be met without unacceeptable high cost and
program risk."”

The report contained a number of recommendations to bob concerning
the program’s management, including placing the management responsi-
bility under the Chief of the National Guard Bureau. bob stated in June
1988 that full deployment of the system is expected by July 1991,

Further, a review of the Department of the Army's fiscal years 1986-87
reports to the Secretary of Defense on internal control weaknesses
shows that data deficiencies in the reserve component mobilization sys-

tem have not been identified as a material weakness. Given the acknowl-
edged significance and long-standing nature of this problem, we beheve
it should have been included.

Anformation avehiiteeinre is a0 frmmew u}\ Ihul depicts the refationship of elements involved in infor-
mation management withn an organization. Within the Army, it is used to provide a bueprint for
doveloping specifie plans and actions in twe planning, control, and management of Army information,
‘The informiation architeeture consists of o baseline configuration, a current tavget configuration, an
objective configuration, and a plan. '
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“Conclusions

Recommendations

With the exception of the Army National Guard, the reserve components
generally use their active component’s financial accounting management
systems, The services are working on 2 number of long-term projects to
correet deficiencies in the accounting systems used by the active and
reserve components, However, many of the project completion dates
continually slip. Until these new accounting systems are operating, the
reserve components will be using systems which have material -
deficviencies. ‘

“The Army, Navy, and Marine Corps have had accuracy and timeliness
problems in their reserve pay systems. While the services have initiated
long-term projects to correet payroll systems deficiencies, most projects
will not be completed until the 1990s. Until the services complete these
projects, accuracy and timeliness problems will continue. Further, the
Navy's project will not result in a single reserve pay system.

In addition, after about 9 years of effort, the Army National Guard and
Reserve still do not have complete automation support for mobilization
and deployment. Although this is @ well recognized problem, it was not
reported as a material internal control weakness consistent with the
requirements of the Federal Managers’ Financial Integrity Act.

We recommend that the Secretary of Defense

direct the Seeretary of the Army to report. to him on whether opportuni-
ties exist to expedite the integration of reserve component pay systems
and the climination of the Army National Guard’s unique accounting
and information systems. Also, the Secretary of the Army should report
the reserve component mobilization data deficiencies as a material
weakness and include plans for correcting the weakness in the fiscal
year 1988 report on internal controls; and

direct the Secretary of the Navy to develop a single system for reserve
pay.

Agency Comments and
Our Evaluation

oD concurred with our findings on the reserve component financial and
information management environment in regards to reserve component
pay systems and automated mobilization systems for the Army’s reserve
components. hob also agreed to report mobilization data deficiencies as a
material weakness in its next Annual Statement of Assurance. bob also

" coneurred with our recommendation on Naval Reserve pay.
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However, it did not agree with the statement in our draft report that the
unique financial management systems used by the Army National Guard
prevented integration into Army finance channels. We have modified
our report to explain that the Army National Guard systems are inte-
grated into the active Army systems. However, our basic concern contin-
ues to be the lack of progress that is being made toward implementing
unified systems which serve all Army components.

nob also did not fully concur with our recommendation pertaining to
‘expediting the comgletion of the Reserve Component Automation Sys-
tem and the elimination of Army National Guard unique accounting and
information systems. bob stated that the Secretary of the Army has
beei. instructed by the 0sD to expedite completion of the Reserve Compo-
nent Autoiaation System. We modified our recommendation to reflect
that requirement. However, we continue to believe that eliminating the
unique accounting systems of the Army National Guard requires contin-
ued emphasis. -
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Achieving adequate representation for the reserve components ir DOD's

-management structure has been a long-standing concern of pop and the

Congress. Overall, Dop’s organizational structure is designed to ensure
reserve component input on matters that affect them and to provide
focal points for leadership on National Guard and Reserve issues. How-
ever, we noted a perception among Army Guard and Reserve managers
that organizational responsibilities between the Office of the Chief of
Army Reserve and the Forces Command need clarification. We also
observed that reserve representation at certain mgjor commands is at a
minimal level,

Management Structure

Changes .

The enactment of the *Reserve Forces Bill of Rights and Revitalization

Act’ (P.L. 90-168) in 1967 is considered a major landmark in the evolu-
tion of the current reserve component management structures. The act
created two new positions in 0sD--the Assistant Secretary of Defense for

, Manpower and Reserve Affairs and the Deputy Assistant Secretary of

o Defense for Reserve Affairs, The act also provided for changes in the

leadership structure by establishing the positions of Chiefs of the Army
Reserve and Air Force Reserve. The motivation for the act is attributed
to, among other things, congressional concerns over the “inattention,
neglect, and the lack of effective leadership” for the reserve components

. in preceding years, and the intent that the “Reserve forces be fully sup-

ported in every way" and that they were to be given “a voice in matters .
that affect them."" ' 4

The pob Authorization Act of 1984 upgraded the Deputy Assistant Sec-
retary of Defense for Reserve Affairs to Assistant Secretary of Defense.
The Congress stated that the National Guard and Reserves are integral

-parts of the Total Foree, and that they deserve the same level of access

and exchange with the Secretary of Defense and other assistant secre-
taries as do the active components.

Management Structurc -

Concerns

"Our discussions with senior officials in 0sD, the services, and the reserve

components, in conjunction with our examination of specific program
areas, did not reveal systemic problems in reserve component manage-
ment structures. In general, we found that at the 0sD level, the Assistant
Secretary of Defense for Reserve Affairs and the Reserve Forces Policy
Board provide the Reserves *“a voice in matters that affect them.” As
discussed in previous chapters, the Office of the Assistant Secretary of
Defense for Reserve Affairs has taken such actions as promoting the

. screening of the Individual Ready Reserve (see ch, 3) and examining
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allocation of new equipment to the Reserves (sec ch. 4). These are
important areas of interest for the reserve components.

There are concerns about aspects of the management relationships in
the Army’s reserve components, which generally relate to the role of the
Chief, Army Reserve, the division of responsibilities between Forces
Command and the Office of the Chief of Army Reserve, and the com-
mand relationship of the active Army to reserve component troop units,
The fact that the Army National Guard and the Army Reserve provide
more than halt of the total Army personnel strength and significant
amounts of the Army’s early deployment capabilities are important fac-
tors in considering command relationships and active/reserve
integration. '

Role of Chief, Army
Reserve, Needs
Clarification

Active and Reserve
Integration Could Be
Improved

The responsibilities assigned to the Chief, Army Reserve, by Army Reg-

- ulation 10-6 and Chief of Staff Regulation 10-338) tor “development,

training, readiness, and maintenance of the Ariny Reserve” are similar
to those assigned to the Commander in Chief, Forees Command, by
Army Regulation 10-5 for “organizing, training, equipping, and insuring
combat readiness of assigned troop units,”’

The responsibilities of the Chief, Army Reserve, as cited in Army regula-
tions are not consistent with his organizational role as a staff officer and
an advisor to the Army Chief of Staff. The authority of the Chief of
Army Reserve is limited because the Commander in Chief of Forces
Command, except for a few units in the Kuropean and Pacific areas,
commands all Army Reserve units, Despite this fact, the regulations
indicate that both have similar responsibilities. For example, Army Reg-
ulation 10-5 states that the Chiet, Army Reserve, "directs relocations,
activations, reorganizations, redesignations, and inactivations of all U.S.
Army Reserve units.” The Commander in Chief, Forces Command, also
has similar responsibilities for all activities that fall within the scope of
“organizing . . . assigned troop units.” Several senior officials in the
Army’s reserve components indicated concern about this confusion of -
responsibilities, ‘

By 1986, reliance on the reserve components reached the point where,
according to the Assistant Secretary of Defense for Reserve Affairs,
“contingency plans to counter aggression in both hemispheres could not
be effectively executed without committing National Guard and Reserve
forces in the same time frame as active forces.” For this reason, active/
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The effectiveness of the program depends on extensive, informal coordi-
nation between the active Army and reserve units, since the alignment
does not change peacetime command relationships. This is a particularly
important fact for National Guard units.

A key aspect of CAPSTONE is the training association, roundout, which
assigns certain reserve units, primarily Army National Guard combat
Linits, to active Army divisions to bring them up to wartime strength,
These units are scheduled to deploy with and receive the same resource
allocation priority as their parent active division. However, Army
National Guard roundout units remain under state control since the
peacetime command structure still remains in effect. Therefore, the rela-
tionship between the division commander and the National Guard unit

commander must be based on informal coordination.

_
Conclusions

DOD’s reserve component management structures are designed to ensure

* that reservists have input into the matters that affect them. DOD appears

to be generally achieving this objective.

However, reserve component senior managers and other defense offi-
cials feel that the relationships and organization responsibilities
between active Army commands and Army National Guard and Reserve
units can be better defined. Further, it appears that reserve component
representation within each of the services major commands can be
improved. We did not find any specific examples that problems were
directly caused by these conditions, However, given the: concern raised
about these matters we do believe they warrant close examination by
LoD,

Agency Comments

DUD concurred with our observations concerning management relation-
ships in the Army Reserve and the need to improve active/reserve inte-
gration. It believes that these command management relationship
problems are part of an evolutionary friction stemming from the
increased reliance on the Army’s reserve components. As part of the
improvements in the full-time support program, 0sp is encouraging the
services to provide career broadening assignments for full-time reserv-
ists with both the active and reserve components. Such actions would be
similar to the Navy's practice of assigning full-time reservists to active
command and operational positions. This guidance will be contained in
the new full-time support directive, which is being developed.
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- DOD also believes that National Guard and Reserve full-time representa-
tion at service operational levels should be increased, but noted that
establishing appropriate reserve component officer billets for command
and senior staft positions would require congressional approval.
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GAO'’s Consultant Panel Membership

The following individusls advised us on developing review issues and
assessing the results of our work:

Major General (Retired) Forrest Abbott
U S. Army Reserve

Major General (Retired) James S. Brooks .
Former Adjutant General. Idaho National Guard o

Major General (Retired) Arthur W. Ciark
U 8. Arr Force Reserve

Lieutenant General (Retired) Joseph M. Heiser : S
Former Army Deputy Chief of Stali for Logistics .

General (Retired) Walter T. Kerwin
Former Army Vice Chiel ol Stat

Admiral (Retired) Isaac C. Kidd, Jr.
Former Supreme Allied Commandger, Atlantic

Lawrence J. Korb
Former Assislant Secrctary of Delense

Major General (Retired) Hubert M. Leonard
Former Adpitant General, North Carohna National Guard

Major General (Retired) Keith D. McCartney
Former An Force Depuly Chiel of Statt

Admiral (Retired) Wesley D. McDonald
Former Supreme Ailled Commander. Atlantic

Robert C. Moot
Former Assistant Secretary of Delense

Thomas D. Morris
Former Assistant Secrelary of Detense

Major General (Retired) John J. Pesch
Former Drector. Ar National Guard

Lieutenant General (Retired) Wallace A. Robinson
Former Director Delense Sapply Agency
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. reported as a material weakness, The Department currently has

.Enclosure -,

Teported by the Army in the CoD's next Annual Statement of
Assurance, The DoD does not agree that the other issue,
relating to 1RR personnel data base deficiencies, should be

an appropriate and wourkable program te manage and improve the
TRR data base as part of the  management of the Reserve
Components Common Personnel Data System (RCCPDS) improvement
program. : '

Detailed DoD comments on each finding and recommendation
are provided in the snciosute. Additional technical
corrections were also separately provided to members of your
staff. ‘The DoD appreciates the opportunity to comment on the
dratt report. : ) ,

Sincerely,

A Dumen

Page 80 o . : ,‘ ' o GAO/NSIAD-88-27 Reserve Components




Appendix 1
Comments From the Assistant $ 'Lreuu'y of
Defense (Reserve Affairs) .

]
'

GAO DRAFT REPORT DATED MAY 6, 1988
(GAO CODE 390050) OSD CASE 7628

WGENERA ANAGEMENT REVIEW OF THE RESERVE COMPONENTS:
OPPORTUNITIES EXIST TC IMPROVE RESERVE POLICIES AND PROGRAMS"

_DEPARTMENT OF DEFENSE COMMENTS

k k Kk *

FINDINGS

o FINDING A: The Reserve Components. The GAO reported that
the Armed Forces Reserve Act of 1952, as amended, identifies
the seven reserve components: the Army National Guard and
Reserve, the Naval Reserve, the Marine Corps Reserve, the Air
Force Air National Guard and Reserve and the Coast Guard
Reserve. The GAO noted that the first six are part of the
DoD and the seventh is part of the Department of
Transportation. The GAO further noted that the reserve
component command and management organizations are an integral
part of the DoD and Transportation Department structures. The’
GAO observed that one unique aspect of reserve coaponent
management is the Army and Air Natioral Guards dual state-
Federal status--i.e., during peacetime, the Naticnal Guard
units are under the control of the Governor of the State where
‘they are located. The GAO reported the DoD goal is to develop

| a peacetime wanagenent structure that ensures effective

| reserve component leadership and input into the various

Defense management decision processes and systems. The GAO

noted that Reservists are legislatively separated into three

categories, which define the nature of their military
obligation--i. e., ready reservists, standby reservists and
retired reservists., The GAC further noted that the Total

Force Policy calls for reserve component members, rather than

draftees or volunteers, to be the primary source of personnel

5 . to augment the active torces in military emergencies. The GAO

' by oliserved that reserve component approprlatxons increased from’

{ % - about $8 billion in 1980 to about $19.8 billion in FY 1988,

I and its portion of the DoD Defense budget during the same

period. BDBecause the reserve components are critical to

national defense and will be mobilized and deployed in the
early days of any national emergency, the GAO concluded that
it 1s important to identify whether management -‘wprovements
can be made, which would enhance reserve force capabilities..
Now on jip. 2. 12-17. (p. 2. pp. 13-20/GAO Draft Report)

DoD Response: Concur., The need foi improved reserve force
capabilities has hcen one of the primary goals of the
Assistant Secretary of Defense (Reserve Affairs) (ATD(RA)),and
it wil)l continue to be one of the Department's most difficult
challenges during a time of severe buugetary constraints.

P ‘ . : Enclosure
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How on pp. 3. 19-23

FINDING B: opportunities To Improve Policy Guidance. The
GAO noted that, 1n recent years, the Office of the Secretary
of Defense (0SD) has provided policy guidance on a number of
key reserve component issues--particularly since the
establishment of the Office of the Assistant Secretary of
Defense for Reserve Affairs. The GAO found, however, that 0SD
guidance is still lacking on what factors to consider when
making force mix and reserve component mission assignment
decisions. The GAO observed that prior DoD and GAO studies
addressed various aspects of + e force mix and mission
assignment processes and these studies have noted the lack of
and need for overall guidance on making force mix decisions.
The GAO further observed that, in the FY 1987 and FY 1988
budget hearings, the Congress expressed concern over the lack
of policy to ensure consistency in making force mix and
mission assignment decisions., The GAQ learned that each
Service uses its own set of procedures and criteria for
determining the appropriate mix of active and reserve forces
and the mission assignments within that mix, which are

‘generally made as part of the budget process. As an example,

the GAO noted that the Navy employs a specific decision logic.
to accomplish its assessments. Based on its current work, as

" well as the prior studies, the GAO determined that the

following factors are important considerations in making force
mix decisions:

- cost and capability ot the reserve components to perform
the particular missions;

- impact on training requirements;

- impect on recruiting requirements;

- avajlability ot personnel:

- 1impact of full-time support persornel requirements, and
- impact on equipment resources.

The GAO concluded that, in addition to considering these
factors, once it is decided that changes are to be made in
force mix or rescrve component missions, the resources to
support those changes must be included in the budget requests,
The GAO further concluded that, in addressinag current budget
constraints, Defense managers will be seeking alternatives for
reducing Defense expenditures, while maintaining an effective
Defense force; therefore, as decision makers consider these
altern tives, it should be done on a consistent basis,

involv ng analysis of all relevant factors. (pp. 23-21/GAO
Draft .teport)

DoD Response: Concur. The DoD recognizes the need to better
develop force mix policy and to that end the DoD is working
towards developing procedural guidance and providing the tools
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Now on pp. 3. 2527

to assist the Services in making consistent judgments about
force mix. To assist the OSD in evaluation of force mix
outcomes, the RAND Corporation has been tasked by the

"Assistant Secretary of Defense for Force Management and

Personnel (FM&P) to assist in identifying additional key
principles for cost-effective total force manning and
development of tools to support policy implementation.
Progress reports are scheduled for May 1989 with the full
study being completed by May 1990.

FINDING C: 1Individual Ready Reserve: Personnel Data

- Problems. The GAG reported that each Service has an

Individual Ready Reserve (IRR), which contists of individual
reservists who are not required to train regularly or to be
members of reserve component units. The GAO noted that these
personnel would be used primarily to fill shortages in
depoyable units and provide replacements for losses in
deployed units. (The GAO pointed out that the Army and Marine
Corps are particularly dependent on IRR personnel during
mobilization.) MNoting effective mobilization of IRR personnel
depends greatly on the guality of personnel information
maintained in peacetime, the GAO found that the Services have
had problems ensuring the accuracy of rersonnel data on their
iRR members. The GAO observed that, after personnel transfer
into the IRR, the Services rely on the individuals to provide
current information on their residence, status and
availability for service. The GAO found, however, that the
Services lacked valid addresses and that, to improve the
accuracy of IRR personnel information, during FY 1987, the
Services conducted a number of one day screening programs.

The GAO noted that, even though a large number of personnel

attended the program, about 100,000 did not report for the
program as required, and data problems still exist. The GAO
further noted that, in addition, the program showed some of
the Army IRR addresses assumed to be valid were not (because
ot returned correspondence). The GAO observed that,
notwithstanding these initiatives, accuracy of personnel
information (although improved) continues to be a problem.

The GAO concluded that creating incentives for IRR members to
provide this information should be considered., (pp. 33-36/GAC
Lraft Report)

Dobh Response: Partially Copcur. While the facts presented
are correct, the DoD does not agree with the GAO conclusion
relative to offering an incentive for reporting current
addresses and other personal information. This would
establish a poor precedence. Individuals have a legal
obligation, under 10 U.S.C. 652, to report their current.
addresses, and should do so without additional rewards.

-buring the period from 1981-1983, the Department and the

Congress were very concerned with the decline in the IRR
population., Out of concern that pretrained manpower assets
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were not going to be sufficient to meet mobilization
requirements, the DoD investigated several low-cost or no-cost
initiatives and proposed legislative solutions. The result
wae enactment of P.L. 98-94 on July 1, 1984, which increased
the military service obligation (MSO) from 6 to 8 years. At a
time when it is essential to realize growth in the IRR, to
reduce the MSO merely as an incentive as suggested by the GAOQ,
would only exacerbate the shortage of mobilization assets.
_Additional monetary incentives for this purpose are not
considered essential, given existing budgets constraints.

The Department supports the vigorous pursuit of the IRR
Screening Program. The transient nature of the younger
portion of the IRR mirrors the nature of the rest of our
society. The results of the screening program, which only
commenced in FY 1987, have already brought to the Services
much valuable information on the number and type of personnel
available, enhanced the IRR data bases, and helped define the
best procedures in contacting IRR members. The IRR Screening
Program should be given 3 fiscal years of concentrated effort
and evaluated at that time before additional measures are
considered to improve the reporting of address and personal
information.

while the Services have had problems ensuring the accuracy of
personnel data on their IRR members, there are several
initiatives underway to improve the accountability of IRR
members. These include: ‘

- Significant improvements to the Reserve Components Common
Personnel Data System have been made during the past three
years, including a new DoD Instruction 7730.54, published
in June 1588. For example, there has been a 30 percent
decline in IRR records with unknown sex, race and cthnic- ,;
data. T

- -Initiation of the IRR Screening Program in FY 1987, which ,‘}L(

has significantly improved the accountability of IRR 4 s

members by screening approximately one third of the members w;’

each year. The Army, with an IRR twice as large as all the !

other components combined, averaged 2 updates per personnel
record for each of the more than 100,000 IRR members '
screened in FY 1987. The Army also reduced FY 1988 end

strength projections by more than 15 percent based on

screening results.

- Improvements to each Service's personnel data systems,
including both hardware and software changes and additions.

- fThere is an initiative underway to enter into contractual
agreement with the Internal Revenue Service (IRS), under
which the IRS, using its addresses, will forward mail to
IRR members known to have inaccurate addresses in their
military records. Information forwarded vill include

~.
~.
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 change of address cards, personnel managers' toll freg . N
telephone numbers and a letter explaining responsibilities
and benefits of IRR membership.

- Later this year, the Credit Bureau Information Center will
be placing a portable data terminal at the Army's Personnel
Center (ARPERCEN;. This terminal will be used to locate
transient IRR soldiers who have not reported their current
address to the ARPERCEN., The ARPERCEN will need no more
‘than the soldier's social security account number to call
up his address if he or she has applied for credit from any
source.

-~ fThe fielding by the Army of automated personnel systems
(SIDPERS-3) by 1990 and the Reserve Component Automation
Y ’ System (RCAS) by 1991 is expected to significantly improve
" Army reserve component personnel data by permitting timely,
direct, and easily amended data reporting and processing
from the user unit to the using headquariers levels.

o FINDING D. Internal Control Weakness. The GAO found that,
based on its review of Department of Defense Annual Statements
of Assurance reports on internal controls for FY 1985 through
FY 1987, the Services did not report IRR personnel data base
deficiencies as a material weakness. The GAO concluded, that
given the significance and long-standing nature of the data

Now on pp. 27-28. . base problems, they should have been reported. .(p. 37/GAO

Draft Report)

DoD Response: Nonconcur. The DoD has never considered each .
separate element of manpower data as a "Material Weakness," as
recently defined by DoD Directive 5010.38, impacting on a DoD
component's ability to fulfill its mission, Therefare, the .
fact that sufficient data elements did nct exist to accomplish
a fully developed manpower management information system does
not constitute a deficiency in the sense of preventing
accomplishment of a military mission. The OASD(RA) has long
recognized and continues to pursue the goal of getting better
manpower data in order to better manage manpower resources.

! The Department currently has an appropriate and workable
program to manage and improve the IRR data base as part of the
management of the Reserve Components Common Personnel Data
System (RCCPDS) improvement program. This program
incorporates regular quality control procedures, production of
management reports from the data base, formalized semiannual
working group meetings between action officers responsible for
management of the data base and formal reporting to a
constituted steering committee organized at the assistant
secretariat level,

continuance and completion of two Department initiatives, the
annual screening of IRR personnel and the full implementation
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Now on pp. 28-29, 35.

of the Reserve Compo1ent Automaticn System (RCAS) and other
similar service unique autcmation initiatives will provide
significant improvements to the IRR data ‘base. (See also- the

"poD response to Finding C).

In summary, current DoD management programs meet the criteria
of Reascnable Assurance -as defined in DoD Directive 5010,38.

FINDING E: Training Opportunities Not Always Targeted to

Mobilization M Neéds The GAO found that the IRR training

members who need it most or who have critical skills and
specialities. The GAO observed that the Services, with the
exception of the Air Force and Coast Guard, provide a limitad
ariount of voluntary active duty refresher training for their

IRR members--i.e., less than 5 percent of enlisted IRR members

participate in refresher training, according to a 1986 Rand
Corporation study. The GAO noted the following: ’

- The Army has the largest IRR training program, but
training is voluntary and not targeted to need. The Army
has, however, developed an overall training strategy and
skill training priorities.

~ The Marine Corps has an IRR skill refres.er training
program, which is also voluntary. In addition, the
Marine Corps is testing a new approach that selects
individuals for 2 weeks of combat arms training.

- The Navy provides personnel with training opportunities
in their career fields; however, iraining opportunities
are not always targeted to reservists with critical
mobilization skills.

The GAO also found that the reserve components lack knowledge
of IRR members retention levels over time and, consequently,
do not know what their training needs are. The GAO noted that

‘the Army is addressing this by develouping skill decay analysis

and individual proti-:iency evaluations. The GAO observed,
however, that since these issues are still unresolved, the
Army assumes only the personnel trained within the last 12
months are deployable with minimal post-mobilization training.
The GAO concluded that IRR training management is constrained
by inadequate information on mobilization training needs and a
lack of understanding of skill deterioraition over time. (pp.
38-39, p. 46/GAO Draft Report) o

DoD Response: Concur: The DoD agrees that problems exist;
however, initiatives have been taken and are under way.to
address training needs.

4

PR
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Now on pp. 29-30. 35.

These include; ' : - L

- Defense Guidance, whic'i directs the services to ‘determine
" IRR skill proficiency degradation, and to schedule
refresher training as required to maintain minisum skill, - ..
proficiency of IRR members at mob111zatxon. '

“~. Initiation of the IRR screening program in FY 1987, which

-~ provides an opportunity to evaluate and test for military
/ skill proficiency. As part of the screening program, each
‘ 'Service developed skill qualification tests and evaluated
refresher training needs for specific critical skills.

- Budgeting of funds for IRR refresher training in the annual
: Planning, Programming, and Budgeting System process. .

- ‘Mobilization requirements for £ill by IRR members are
constantly changing and require contiruous evaluation of
refresher training options, which include: no refresher
training; better initial training; pcriodxc refresher ’
training; and train at mobxllzat1on.

.y o

-While the TRk training program is voluntary, the cost

- (financial and political) of involuntary training for the IRR

are considered prohibitive., Concerning the .Army IRR, all
members will be required within the first 30 days of a full
~mobilization. IRR training, therefore, which focuses on each
soldier's military occupatxonal specxalty, is, in fact,
targeted to need. ' B

FINDING F: Improvements Needed In Managing Transfers. The
GAO noted that active Army and Selecti.e keservist members can
_be transferred to the IRR, in lieu of discharge. (This occurs
for reasons such as not completing training, unsatistactory
performance, pregnancy, hardship or parenthood.) The GAO"
observed, however, that these categories of individuals are to’

7 be transferred to the IRR unless it has been determined they
" clearly have no potential for useful Service under conditiens

of full mobilization., The GAO found that, at the end of FY ..
1986, an Army analysis of IRR membership revealed that the .
number of Army personnel transferred into the IRR, in

accordance with this policy, was approximately 113,000 or 44
percent of the enlisted IRR. The GAO further found that about -
77,000 of this number were transferred because they did not
attend drills ind another 6,900 were transferred for
disciplinary rzasons. (The GAO noted that the other Services
have polxules similar to the Army on transferring persons into’
the IRR in lieu of discharge.) The GAO concluded that some
personnel are transferred into the IRR who are ‘questionable )

- mobilization assets. The GAO further concluded that, while
.- policies require consideration be given to whether a person

would be useful assets at mobilization, this is not beiry dene”
in all cases. (pp. 39 40, p. 46/GAO Draft Reporc)

{”77
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) status appeared for screening.

DoD Respanse: Concur. The current system of transferring
unsatisfactory participants and performers to the IRR in lisu
of discharge is the result of the FY 1979 Authorization Act
which said, " These personnel have been tra:ned in a military
skill and could well be valuable assets in a mobilization. It
. does not make sense to summarily dischaige these individuals

' of their statutory obligation. ...
Secretary of the Army to change procadures."

thie committee directs the

In letters to Congress in April 1988, the ASD(RA) surfaced the
issue of the reliability of individuals with poor reenlistment
codes populating the IRR. Fewer than 33 percent appeared for
their IRR screening appointment. Over 65 percent of the other
individuals with good reenlistments coaes end good separatlon

In a May 1988 letter to the Assistant Secretary of the Army
(Manpower and Reserve Aftairs) (ASD (M&RA)), the ASD(RA)
questioned the prudence of assigning these people to the IRR.

i S The Army Reserve agreed to review current IRR transfer

+for second quarter of FY 198%.

procedures used by commanders in analyzing soldiers'
mobilization potential in order to assure all members of the
IRR are viable mobilization assets.
these procedures once the Total Army Personnel Data Base PR
‘(TAPDP) is implemented for the reserve components, projected

The Army expects to test

o FINDING G: Full-Time Support Mansgement Can Be Improved.

The GAO observed that a critical factor in maintaining reserve
compohent capability is having an effective group of full-time
personnel to assist in training and administration. The GAO
-noted that DoD civilian and military personnel, who work in

! these positions, are generally referred to as full-time

H support (FTS) personnel. The GAO noted that each Service has
developed its own policies and procedures for managing its FTS
personnel. The GAO found that, while these policies appear to.
be working, concerns have been expressed in areas such as

N personnel requirements determination, utilization of
personnel, and the lack of policy uniformity. The GAO
cbserved that a current management difficulty in the Army
Guard, the Army Reserve, and the Air Guard is the existence of
separate personnel syctems for military technicians and the
Active Guard Reserves (AGRs). These two categories of -
personnel often perform similar duties side-by-side within the
same reserve unit; however, their personnel procedures, pay
and benefits are different beczuse technicians are civil
service employees and AGRs are military personnel. The GAO
reported that, consequently, morale and management problems
have resulted. The GAO noted that, while the OSD is

, ' o ’ developing overall guidance for a full -time support program,

’

the task is complicatea by the varlety of Service programs,
The GAO concluded that the growing reliance on the reserve
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New on pp. 30-35.

e

components and associated requirements for full-time support
personnel makes the timely completion of this effort
important. (pp. 40-47/GAO Oraft Report)

DoD Response: Concur. The DoD has long been concerned with

~the need for uniform definitions and standards for Full-Time

Support Programs. DoD Directive 1215.6, "Uniform Reserve,
Training, and Retirement Categories" was published in
September 1987, and provides a framework for a full-time
support directive. '

A draft fuil-time support directive was prepared subsegquent to
DoD Directive 1215.6 and is currently being staffed throughout

. the Department. Responses and concurrence from all DoD
i'agencies have been received, except for the Army. Final

"staffing should be completed by June 30, 1988, with
publication of a final directive by August 1, 1988.

FIMDING H: Managenent Of The Guard And Reserve Equipment
Appropriation Can Be Improved. The GAO found that the reserve
components have not recelved the full benefit of the Guard and
Reserve Eguipment appropriations intended by the Congress
because these additional funds have sometimes been offset by
reductions in the amount of equipment the active components
planned to buy for the Reserves. The GAO pointed out that,
although $1.5 billion was appropriated specifically for
reserve component equipment, the reductions made by the
Services in their planned equipment procurement for the
rescrve components resulted in the reserve components e
realizing less than half that amount, The GAO concluded that,
as now implemented, the Guard and Reserve Equipment B
appropriation has certain inefficiencies, as follows:

- because the reserve components do not normally perform

“" procurement duties, they have limited knowledge and CG
experience with the equipment procurement process, thus
hindering the execution of this special appropriation,
particularly in its initial years; and

- because the Guard and Reserve Equipment appropriations
were not part of the DoD normal budget procurement
processes, the Services did not have procurement plans
tor many of the items the reserve components needed and,
conseyuently, mission essential equipment was not always
available for procurement or there were delays in
initiating the procurement process.

The GAO also found that the Army Reserve experienced problems
in procuring needed equipment items with the Guard and Reserve
Equipment bhecause mission essential equipment was sometimes
not available for procurement. The GAO concluded this
resulted in funds being expended for needed equipment which
‘did not improve unit equipment status ratings. The GAO also

9
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noted that, because of concerns about the reductions in
appropriations, the 1987 Defense Authorization Act required
that, in each DoD budget submission, amounts requested for
procurement of equipment for the reserve components would be
set forth separately. The GAO reported that the 0SD
Comptroller, however, opposed the separate procurement
appropriation and proposed an alternative. Because the DoD
proposal will provide the necessary control and visibility
over equipment procurement for the reserve components,
ensuring that equipment requirements are integrated into the
DoD requirements and budgeting processes, the GAO concluded
that it favors the DoD approach as a means of meeting the
requirements to establish separate procurement budgets.

(pp. 50-57, pp. 61-62/GAO Draft Report)

DoD Response: Concur. While the Services may have, ~me
cases, reduced the amounts intended to be spent on ierve
components as a result of, or in anticipation of, Nat.c.al
Guard and Reserve Equipment appropriation funding, it should
be recognized that a number of reductions which occur are
justifiable, logical, and are in the best interests of the
Department and the Nation. For example, budget reductions in
recent years have forced the Air Force to reduce the size of
its active component tactical fighter force. This has made
available, sooner than originally anticipated, a larger number
of F-16 aircraft for moderni. ~» of the reserve components'
aircraft fleets. Consequent. .viously planned upgrade
modifications to older F-4 aircraft were no longer desirable, -
nor cost-effective, and have been eliminated or curtailed."

FINDING I: Implementation of "First To Fight, Fi.st To Be
Equipped" Policy Can Be Improved. The GAC reported that the
DoD policy, "First to Fight, First To Be Equipped," provides.
guidelines for equ1pp1ng forces based on anticipated
deployment of mission importance, regardless of component.

The GAO found inst- -~ howcver, where internal Army National
Guard and Army K... . .suipment distribution practices
resulted in units being equipped without regard to their
deployment priority. The GAO learned that, in 1986, the Army
modified its distribution policies by deciding to first equip
units (with exceptions for some selected unxts), to a C-3
equipment status level before beginning to equip units to the
C-2 level (80 percent of mission essential equipment). The
GAO ohserved that, as a re:ult, the equlpment distribution
policies appear to be directed towards reducing the greatest
number of units reported a:z C~4 (less than 65 percent of
mission essential equipment)} as possible, without regard to
deployment priorities. The GAO also found that practices for
redistributing equipment after its initial receipt by a unit
are not consistent with the "first to fight, first to equip”
policy. The GAO concluded that, while it supports the yoal of
increasing the number of units capable of performing major
portions of their assigned missions, this should be

10
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Now on pp. 46-47, 49.

4

t
.

accomplished on a basis consistent with unit deployment
priority. The GAO further concluded that not considering
deployment priority in equipment distribution could result in
~units keing deployed in support of continqency plans without
the necessary equipment and/or could require a reshufflirg of
equipment to provide the required equipment to deploying
“units. (pp. 57-59, p. 62/GAD Draft Report)
DoD Response: Partially Concur. The Depaxrtment's "first-to-
fight, first-to-be-equipped" policy is intended to provide
overall guid-nce to the Services in cquxpplng their forces.
It is a genc. 1l policy under which the Services need to make
specxflc management decisions with an ultimate ob)ectlve of
.maximizing overall comb~" capability. The policy is not
intendea to be an immutable rule, Some exceptions are valid
and desirable from the standpoint of maximizing overall combat
capability. Minimum levels of training equipment and fielding
.plans for Mobile Subs~riber Equlpment are two notable
examples. While anomalies do occur in the process of
equippirg forces, it should be rec: .:ized that two different,
posg1b1y equally valid perspectives on structuring and
equxpplng forces underlie perceptions of whether or not the
_Army is essentxally in conformance with the overall policy.
.One point of view holds that maxiwmum deterrence is provided
with a visible predominance of combat power. Accordingly, the
maximum number of combat units as possible are maintained at
the maximum state of readiness and risk is assumed in the
“.-support/sustaining structure as well as in the later deploying
scombat units. Another point of view argues for a better
~balanced force structure/equipage posture among combat, combat
"s:pport; and combat service support units, albeit at an
sbverall. lower rate of rcadiness. Simply put, the question
hecomes, in times of limited resources, whether the defense of
the ~ountry is better served in its strategy oI deterrence by
fully resourcing the "tooth" and allowing for a hollow "tail,"
or by providing for an improved balance between the two.
Cogent arguments are evident for both viewpoints. Current
Army equipage policy generally conforms to the latter
viewpoint, despite some aberrations in the policy's
implementation. It should be nouted that currently all forward
., deployed Army combat units report, at a minimum, a C-2 level
' ,for equipment,

o FINDING J: Reserve Equipment Report Can Be Misleading. The
GAO “found that the methodology used for computing the value of
‘reserve component equipment could provide an inaccurate
imgression of the relative increases in the amount of reserve
compohent equipment inventories {rom year to year. According
to the GAD, the report shows that the value of reserve
component equipment increasing each year; however, much of
this increase j3s due to changes in how items are valued, as
opposed to absolute increases in the number of items. The GAO
observed that this occurs because the value of equipment is

11
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Now on pp. 47, 49

Now on pp. 32-53.

based on the cost to replare the items in the inventory with a
new piece of equipmwent. The GAO concluded that, consequently,
increases in the replacement cost of items can make it .- .r
that the equipment inventory has increased, even though il
only change is the equipment in the inventory is a year older.
The GAO concluded that using the replacement price for
determining the cost of equipment items overstates the
equipment value of existing items. Noting the 0SD plans to
modify the equipment report to indicate the increase in
inventory values due to price changes in replacement cost
versus those due to actual increases in the inventory, the GAO
further concluded this will increase the usefulness of the
report. (pp. 59-62/GAO Dra‘t Report)

Dab Response: Concur. Year-to-year incrcases of inventory

values have been adjusted to account for the impact of price
changes, effective with the FY 1989 National Guard and Reserve
Equipment report submitted to submitted to the Congress on
February 1z, 1988.

FINDING K: Scope And Impact of Individual Mi .itary Skill
Problems. Based on Service data for December 1987, the GAO
tound that about 277,000 (or about 28 percent) of the Sclected
Reserve assigned strength were not qualified for their duty
positions, The GAO further found that, during FY 1987, almost
one third of che unqualified -.ersonnel were those undergoing
initial entry training or awaiting training, with the
remainder being individuals possessing a military specialty,
but who were assigned to positions requiring a different
specialty or were nrot fully position gualified. (The GAO
noted that the ratio was approximately the same for FY 1985
and FY 1986.) The GAO reported that, according t¢ | iserve
Force Policy Board ofticials, the individual milit v skills
of raservists, next te porsonnel shertages, was the most
critical factor limitirg reserve component unit readiness.
The GAO concluded that, while the impact of reservists not
having the necessary skills for their positions cannot be
measured precisely, it is clearly a problem, as evidenced by
Service training initiativec and the Reserve Forces Policy
Board assessment of unit capabilities. (pp. 64-66/GAO Draft
Report)

DoD Response: Concur. A continued effort is being made to’
in-rease the qualification of individuals in the Services.
The deve'opment of modular training courses (to be completed
by FY 19°9), the establishment of regional training sitas (to
be operacional ty FY 1992) and Readiness Centers (currently
being established), the in“voduction of new training devices
and simulators tailored for the Reserve environment, and
better management controls will assist in better training and
qualifying individuals. 1n particular, the OASD(RA) will
monitor the Army's Training Strategy Action Plan semiannually
to ensure that reserve component individual training needs are
addressed. . ’
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Now on pp. 53-56.

- length of training; ’ “

FINDING L: Contributing Factors Affecting Training. The

GAO reported that military members are considered unqualified
in their individual military skills when they are assigned to
duty positions with no military training or the wrong military -
skill for the position. The GAO found that several
constraints affect the reserve components' ability to train
personnel, the foremost of which is limited training time.

The GAO reported that there are a number of other factors that
affect the reserve components' ability to maintain high levels
of individually qualified personnel, some of which are also
exacerbated by timec constraints, including:

- reliance on prior service personnel;
- modernization and force structure changes; and
-~ geographical limits on personnel availability.

The GAO reported that each Service has training programs
addressing the individual military skill problem, which if

_properly implemented, should improve Reservist individual

skills. As an example, the GAO cited that thc Army Action
Plan for Reserve Component Training, consgisting of 16 major
issues and 61 actions designed to improve the technical and
professional competence of individuals. As another example,
the GAO cited the Navy development of "Readiness Centers,"
which will be equipped with more training equipment and
simulators than are found in its local reserve centers. While
training initiatives such as modular reserve courses and the
establishment of regional training centers are promising, the
GAO concluded that effective implementation of these programs

.also requires improving management controls and procedures at

the unit level. (In this regard, the GAO noted that past’
audits of.reserve component training administration have
identified many systemic management weaknesses.) (pp..66-
73/GA0 Draft Report)

DoD Response: Concur. A continuing effort is being made to
strengthen the management of individual military skill
qualification training at the urit level. For example, the
Army is just completing a study in which several new training
actions make up the Army's Reseive Component Training Strategy
Action Plan. This plan, a part of the Reserve Component
Training Strategy Study, will not be final until briefed to .-
the Army Chief of Staff on July 15, 1988, One action is an
annual review of reserve component training management,

‘support status, projections, and the current and projected

impacts of proposed policies and programs. A Reserve Student
Management Account will allow officers and enlisted soldiers

to pursue mandatory professional development training at
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_ ‘active or Reserve schools on full-time duty with pay. A major
* action would totally irtegrate the training automation system
for the reserve components. The Army will also establish a .
reserve compeorneht monitor to ensure execution of the Reserve
" Component fraining Strategy Action Plan,

The Army has 6 Regional Maintenance Training Sites opened with

15 more to be operational by 1992. These regional sites L
provide qualification and sustainment training for many g
military occupational spec1a1t1es in the Army National Guard

,and Reserve, .

One way the Navy is attacking individual training problems is
through the establishment of Naval Reserve Readiness Centers.
The Secretary of the Navy has approved the continuance of the
phased process of the Surface Program to Upgrade Readiness
(SPUR) implementation. The Cowmander, Naval Reserve Force in
conjunction with the Commander, Naval Surface Resexve Force,

"\will convert existing Reserve Centers and reassign personnel
from the Readiness Command staffs to create 40 Naval Reserve
Readiness Certers by August 1, 1991. These centers will
concentrate specific types of training at a single leccation
‘which is ideal for Reservists not able to drill-at the galning
command.

Modular courses and regional training concepts are being
introduced into the reserve component environment. Using .
training devices, simulators, and other new training e
technology, the reserve components' task of qualifying and
-administering effectlve training programs is expected ‘to

improve . il

" @ - FINDING M: MAdditional Actions Are Needed To Address

rQualification Problem. While the training initiatives of the
.Services represent positive steps toward addressing the skill
qualification problem, the GAO observed that other actions
! should also be considered. These include addressing some of -
“'the other fundamental causes of low -duty position o '
".qualifxcatxon levels, as follows:

~ conducting a thorough, consistent analysis of missions

’ before they are assigned to the reserve components--
including analysis of whe"her individual training
requirements of positions are achievable within the -
reserve components; .

- assigning full-time petsonnel to military specialty
positions requiring long periods of active training could
improve the level of individual skill qualifications:

~ - establishing and enforcing mandatory time limits, based

on qualifications requirements for the completion of
retraining programs, could reduce the number of personnel
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Now on pp. 59-61.

)

who are not position qualified; and

"~ developing incentives to keep qualified members in

Selected Reserve units rather than transferring them to
the IRR~-for example, the establishment of a policy
requiring annual active duty periods for IRR members who
have not served on active duty (other than initial entry
training) could provide an incentive for retention in the
Selected Keserve. ' oo

The GAU observed that it also must be recognized improved
training is only part of the answer to duty position
qualification problems. The GAO concluded that changes to

management policies and practices should also be explored and
. tested as a peans of . address;ng this problem {pp. 74-78/GA0
‘Draft Report)

DoD Response: Partially Concur. As indicated in the DoD
response to Finding B, the 0SD is working towards deve;opxng
procedural guidance and providing the tools to assist tlne

“Services . in making consistent judgments about force mix.

.Assigning full-time support personnel to "hard-to-fill" skill
"positions can be uccomplished, in some cases, to improve the

level of individual skill qualifications. For example, the
Air Force Resfrrve and National Guard have a high percentage of
full-time support persnnnel. This allows for the daily
rout_ne tasks to be taken care of, ard also provide. personnel
in the hard skills (e.g., aircrews, maintenance crews) to
perform on a daily basis, and tc serve as instructors cor o “
Selected Reservists, The Services have had a difficult time,
however, convincing the Congress of the need for Increased
manning to meet just the minimum regquirements of basic full-
time support within the reserve components. Increasing the
number of full-time support personnel for this additional

.. purpose, at signiticant cost, could jeopardize the entire '

program.

Concernirg mandatory time limits, where required, the Services
are configuring qualification courses to the needs of the
reserve components. Once this task is completed and
sufficient funds arc available to support attendance,
establishment of varying time limits for re-qualification may -
be both feasible and desirable. Scheduling of required
retraining prior to enlistment may be impractical in some
cases and unnecessary if there is a time limit imposed upon
re~qualification. Notwithstanding the above, it should be
recognized that 10 U.S.C. 511(d), stipulestes that training
will take place (begin), in so far as practicalnot later than
270 days from the date of enlistment. Also, it should be
hoted that prior service personnel being reclassified must
enter into training within 180 days of their enlistment
contract. It is not considered practical to put a specific

- date for the completion of re-qualification training due to
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Now on pp. 65-66, 71.

i

‘exception of the Army Guard, the reserve components generally

~standards. The GAO noted that the report identified 51

variations in training requirements and the availabiljty of
Reservists for training,

Relative to incentives, the Services have not found this to be

a desirable option because: 1) unbudgeted expenses are

involved; 2) the population is relatively small, and consists
primarily of individuals, who because they have not reliably 3
served in the Selected Reserve, are not considered any more "
reliable to serve on active duty; 3) the time and

administrative efforts to integrate these individuals into the
active components are not considered cost-effective; and

4) budget constraints are forcing a smaller active force. At

this time, the Services are trying to recruit only highly

gualified individuals. A policy such as that proposed by the

GAO would be counterproductive. at this time.

FINDING N: Reserve Component Information Management

. Environment. The GAO observed that the reserve components are

highly dependent on standard systems, which support both
active and reserve component financial and information
management functions. The GAO found, however, that with the

use standard DoD accounting systems to account for their
appropriated funds. The GAO noted that, according to the
FY 1987 Department of Defense Annual Statement of Assurance,
ten of the 26 systems the reserve components use are not in
conformance with the Comptroller General's principles and

material weaknesses in these ten systems. While the DoD has
initiated a number of actions to correct these accour.ting
system deficiencies, the GAO reported that, due to system size
and complexity, most of the efforts are long term projects.

In addition, the GAO found that the completion dates for a
number of these projects continue to slip. As an example, the
GAO noted that an analysis of the 1984 and 1987 Department of
Defense Annual Statement of Assurance reports showed the
following:

- only one system will be brought into conformance when
initially planned; .

- four systemns had slipped 1 year:'

- one syster had slipped 2 years; and
- three systems had slipped 4 years.
‘The GAO goncluded that, until the Services complete these long
term projects and implement the new accounting systems, the
reserve components will be using systems that have material
deficiencies. (pp. 80-82, p. 88/GAO Draft Report)

DoD Response: Concur. Each of the Services is continuing to

16

Page 96 ' GAO/NSIAD-89-27 Reserve Components




Y

-, Appendix i
- Comunants From the Assistant Secretary of . ot
Defense (Reserve Affairs) . - . 4

. improve its information systems within an environment of

constrained budgets. Planned improvements include those

systems used for accountability of appropriated funds to bring
them into conformance with Comptroller General principles and
standards. The reserve components have participated with the

"active components in the development of many of these systens

and shares the GAO concern over the slippage.

. The Army National Guard (ARNG), in particular, is on record to

adopt the Standard Army Financial Accounting System (STAMIS)
after design and fielding proves its worth and compatibility
with ARNG applications. The ARNG is aware that many of the .
standard DoD accounting systems are not in compliance with GAO
principles and standards and that a number of actions to

correct these accounting deficiencies have slipped. The

uncertainty of these efforts is just one of the reasons why
the ARNG has continued to maintain its own systems despite

. continued efforts to complete STAMIS development. While the

ARNG financial accounting system, which is known as the State
Accounting Budget Expenditures Reservation System (SABERS), is
not currently in compliance with GAO principles and standards,

" efforts are underway to bring it into compliance. It is felt g

that the ARNG can accomplish this at least as quickly as the
active Army, and there is confidence that it will serve the
ARNG's needs and eventually be compliant should active Army

"~ ‘efforts stall.

‘Overall, current wmanagement programs within the services are

attempting to meet thc criteria of Reasonable Assurance as

_defined in DoD Directive 5010.38. The OSD will assure that,

these programs continue to receive priority-attention.

" FINDING 0: Pay System Deficiencies And Actions to Correct

Them.  The GAO reported that payroll is the area where the

" Jargest number of reserve component unique systems exist and.

vhile these systems are used to pay reservists, the active
components are primarily responsible for managing them, The

"GAO found ‘that the Army, Navy, and Marine Corps have

experienced long-standing problems in providing accurate and
timely pay to reservists. The GAO reported that these
problems have been identified in GAO, DoD Inspector General,
arnd Service audit reports dating back to the 1970s. While
each of the reserve components pay systems are diff-=rent, the
GAO observed that their problems are similar in nat .re. The
GAO noted that the major difference between the Service
Reserve Component pay systems is whether or not the systems
are centralized~-~the Air Force has a centralizéd system, while

‘the Army and Navy do not. The GAO observed that centralized

pay systems are more efficient and reduce the likelihood of
errors. The GAO reported that the Army has agreed with the
need for a centralized, integrated pay system, but does not
plan for the project to be completed until 1997. The GAO
further reported that, on the other hand, the Navy has
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Now on pp. 66-68. 71.

" Now on pp. 68, 71..

_they will not be integrated into the Army total financial

initiated two projects that will result in a master pay record
for each reservist by the early 1990s, but will not centralize
the inactive and active duty pay systems. The GAO concluded
that establishing a master pay record will improve the Navy.
reserve pay system; however, centralized systems are less
susceptible to error. The GAO further observed that another
major difference in the Service pay systems is the frequency
with which they pay reservists for performing inactive duty
training (which alsec affects the timeliness of pay). The GAO
concluded that, while it is difficult to measure, accurate and
timely pay is a factor in the retention and morale of
reservists. (pp. 82-84/GAC Draft Report)

DoD Response: Concur. ' The centralization and integration of . o
pay systems within all Services improve pay accountability and i
is an important objective. Any centralization and integration’

of pay systems must maintain or improve pay responsiveness to
Reserve personnel. As an example, the Army Reserve has been
working to establish a single standard GAO approved system for
computation and payment of annual training (AT) and active

duty training (ADT) and to provide an emergency pay backup

system for Inactive Duty Training (IDT). Phase 1 of this

Reserve Component Automated Pay System support (RCAPSS) w1]1
begin implementation in Auqust 1988.

FINDING P: Army Guard Used Uniquc Financlal And Information
Management System. The GAO observed that the Army National
Guard has several unique financial and information management
systems. The GAO found that, with respect to the financial
management system, the Army Guard does not use the Army
Standard Finance System and the Standard Army Civilian Payroll
System; instead, it operates unique systems for performing
these management functions. While noting that plans exist for
the Army Guard to use standard Army systems, once they are
redesigned, a milestone date has not been established for
accomplistiing system integration. The GAO concluded that,
until the Army Guard begins to use the standard Army systems,

management environment., Similarly, with the exception of the
Army Guard, the reserve components use the active components
Standard Management Information Systems for support. While
the Army policy is that development efforts affecting all
major informaction systems will be innorporated into the
reserve components management inform tion needs, the GAO
pointed out that this effort is not .:xpected to be completed
before the early 1990s. (pp. 84-85/GAO Draft Report)

DoD Response: Nonconcur. The ARNG financial information
system (SABERS) feeds all ARNG financial accounting
information into the U.S. Army Finance and Accounting Center
(USAFAC) by means of standard Department of the Army reports
submitted via AUTODIN, e.g., RCS CSCFA 304, Expenditures
Report, RCS CSCFA 218, Status of Resources, and RCS CSCAA 112,
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Status of Reimbursements. The SABERS is an on-line,
interactive system fully integrated with all ARNG systems
containing financial information and it provides the ARNG
program managers instant access to financial information for
management purposes. This capability is not provided by the
Standard Army Finance System (STANFINS),

With regard to using the Standard Army Civilian Payroll
System, this is not feasible at'this time as that system does
not correctly process ARNG technician payrolls in compliance
with P.L., 90-486, effective January 1, 1969, which brought the
former State employees into the Federal System. This
legislation (The National Guard Technician Act, Para 709,

.Section 2 of Title 32),which established the National Guard

Technician as a Federal employee, placed some restrictions on
technicians that do not apply to other Federal employees
{e.g., no paid overtime, Fair Labor Standards Act (FLSA) does
not apply to Title 32 employees). It also gave technicians
some rights or benefits not permitted to other Federal
employees (e.g., opportunity to stay in State retirement
programs, payroll deduction for National Guard Association of
the United States Insurance Trust (NGAUSIT) and some state
insurance plans). In order t» comply with the legislation, it
is not possible to use the standard Army Civilian Payroll
System.

The Technician Payrcll System, along with all the other ARNG
systems containing financial data, interfaces with the SABERS -
so that all financial management information is integrated
into one ARNG system. Since the SABERS interfaces with the
Army system via various Department of the Army reports, the
GAO conclusion that "..,until the Army Guard begins to use the
standard Army systems, they will not be integrated into the
Army total financial management environment® ‘is not correct. ’

M%INDI 5 Q8 Army Automated Mobilization System Problems.

The GAO found that mobilization managers at mobilization
stations and transportation agencies do not have ready access
to timely and accurate information for the mobilization
decision making process. The GAO noted that, since 1979, the
Army has been working on a program to automate the various
planning and execution functions associated with mobilizing
and deploying the Reserve Components. The GAO found, however,
that after eight years and the expenditure of about $50
million, only limited automation capabilities exist to support
mobilization managers. The GAO reported that the program was
restructured in August 1986 and again in April 1987, and while
some progress has been made on the new program, much remains
to be done. The GAO noted that in the FY 1987 House
Appropriations Conference Report the conferees expressed

‘concern about the DoD failure to field automation support for

the Army Reserve Components, despite the substantial

appropriations since 1979. The GAO reported the conferees
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directed that the Secretary of Defense develop a plan to.
provide automation support for the Army Reserve Components by
March 1, 1987. The GAO noted that the Army experienced
difficulty in developing the plan, which was not submitted
until October 1987. The GAO pointed out that, while the House
Appropriations Defense Subcommittee Report on Defense
, Appropriations for FY 1988 acknowledged the progress the Army
has made on the Reserve Component Automated System, it also
: stated ",..the Committee continues to be disappointed at the

~ " slow pace of solving this problem.....," The GAO noted that

. ’ the Committee report contained a number of recommendations to
S the DoD relative to program management, including placing
management responsibility for the program under the Chief of
Nowon pp. 68:70. - : the National Guard Bureau. (pp. 84:-88/GAO Draft Report)

DoD Response: Concur. In January 1988, proponency and
management of the Reserve Component Automation System (RCAS)
was transferred to the Chief, National Guard Bureau, who
immediately appointed an Army Reserve general officer as the
RCAS program manager. Since then, the RCAS program manager's
charter and table of distribution and allowance (TDA) was
issued; contractor support was cbtezined to consolidate and
update the functional description and requirements approved by
the DoD Major Automated Information Systems Council (MAISRC):
a General Officer Stecering Committee (GOSC) was established to
facilitate user participation, understanding and acceptance of
the RCAS throughout its life cycle; a revised mission element .
_needs statement was issued; the disposition status and assets
of the Developmental Army Readiness and Mobilization System
(DARMS) was reported to the Congress; the first
congressionally mandated quarterly review of the RCAS by the
Office of the Assistant Secretary of Defense (Comptroller)
(OASD(C)) was accomplished with information prepared and
presented; a pre-solicitation conference was held to exchange
. information with prospective vendors regarding the scope of
RCAS: and Army reserve component automation initiatives
outside the RCAS project were defined.

Current milestones for the RCAS include issuance or the draft
request for propasals (RFP) in December 1988, and full
deployment of the RCAS by July 1991. The draft consolidated,
functional description is expected to be completed and its
.review process begun by July 1988. The DoD MAISRC is
scheduled to review the RCAS progress and any milestone
slippages during its meeting on July 15, 1988

o FINDING R: Army Reserve Component Mobilization System:

gggggggl_gontrqluyggxgggg. The GAO found that, based on its
review of the Department of Army 1983 through 1987 reports on
internal control weaknesses, data deficiencies in the Army
Reserve Compcnent mobilization system have not been identified
as material internal control weaknesses. The GAO concluded

that, given the acknowledged significance and long-standing
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»

Now on pp. 73-74.

™

nature of the problems, it should have been included.
(p. 88/GAO Draft Report)

DoD Response: Concur. This area will be reported as a

material weakness in the next Annual Statement of Assurance.

~—

FINDING S: Management Structure Observations. The GAO
observed that achlevxng adequate’ representation for the
Reserve Components in the DoD management structure has been a
long-standing concern of both the DoD and the Congress. The
GAO reported that the DoD Authorization Act of 1984 upgraded
the Deputy Assistant Secretary of Defense (Reserve Affairs) to
an Assistant Secretary, emphasizing that the National Guard
and Reserves are integral parts of the total force, and these
components deserve the same level of access and exchange with
the Secretary ot Defense and other assistant secretaries. The
GAO found that, generally, the Reserve Component management
structure are functioning effectively and providing the
Reserve Components "a voice in matters that affect them." The
GAO also found some concerns, however, about aspects of the
management relationships in the Army Reserve Components
because the responsibilities of the Chief, Army Reserve, as
cited in Army regulations, are not consistent with his
organizational role as a staff officer and an advisor to the
Army Chief of Staff. The GAO observed that authority of the
Chief of Army Reserve is limited because the Commander, Forces
Command, with the exception of a few units in Europe and the
Pac1f1c, commands all Army Reserve units. The GAQ also
pointed out that the regulations indicate both the Chief of

. tpe.Army Reserve and the Commander, Forces Command, have
. similar (i.e., duplicative) responsibilities. (pp. 90-92/GA0

Draft Report)

DoD Response: Concur. The Total Army's growing reliance upon

its reserve components quite naturally engenders some degree
of friction among the major elements of the Army staff. This
kind of evolutionary friction is expected and is routinely
dealt with by all the parties involved. The Total Army is a
dynamic organization that is changing over time in response to
its mission. These contradictions are more a sign of growth
than a reason for concern. .

FINDING T: Active and Reserve Integration Could Be

qu;gggd. Noting the Active/Reserve Component integration is
an important aspect of total force implementation, the GAO
reported that the degrees of their integration varies among
the Services. On one hand, the GAO found that there is
substantial involvement of active personnel in all Reserve
Component management structures at the Military Department
level and in headquarters. By way of contrast, the GAO found
that Reserve Component representation at Service operational
commands is much more limited. The GAO noted that, according
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to the Chief, National Guard Bureau, and the Chief, Army

- Reserve, there is a need to improve Reserve Component
' representation at major Army commands, perhaps by changing the
roles of their existing senior representative, who are
‘currently assigned as advisors to the commands. The GAO
reported that the Army CAPSTONE program is designed to ease
the difficulties in the transition from peacetime maznagement
structures to wartime operational structures and to improve
ths Active/Reserve component relationships. The GAO noted
that the program objective is to improve mobilization and
wartime planning, mission capability, and deployability
throughout the Army. The GAC concluded, however, thuat the
effectiveness of the program depends on extensive, informal
coordination between the Active and Reserve Component units.
The GAO further concluded that, while the Reserve Component
management structures are generally ensuring that reservists
have input into matters that affect them, there are concerns
about some aspects of the management relationships in‘ xhe Army
Now on pp. 74-76. Reserve Components. (pp. 90~95/GAO Draft Report) :

DoD Response: Concur. In improving the management of the

N Reserve Component full-time support program, the OSD is

" encouraging the components to provide career broadening
assignments both throughout each Reserve Component and with
the active component. This is currently accomplished to some
extent in the Navy TAR program, where their full-time
reservists actually serve in command and operational positions
with the active Navy. The OASD(RA) is in the process of
coordinating a new directive with the Services which wi’ .
establish policies, prescribe procedures, and assign
responsibilities for full-time support programs. It is
"estimated that the directive will be published by

September 1, 198b.

National Guard and Reserve representation at Army major

~ commands could be increased by assigning reserve component
general officers to full-time positions at Forces Command and
at the five U.S. Armies. Direct coordination at the
..Jerational level between the active component and the reserve
component would increase the effectiveness of the Army's
CAPSTONE program, and assist the integration of active and
Reserve forces in implementation of the Total Force policy.
Overall, National Guard and Reserve full-time representation
at Service operational levels should be increased.
Appropriate Reserve component officer billets (0-6/0-7/0-8)
would be required for command and senior staff positions,
which would require congressional approval.
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RECOMMENDATIONS

O RECOMMENDATION 1: The GAO recommended that the Secretary of
Defense develop force mix and mission assignment decision
guidance, which would ensure the consistent consideration of
relevant factors pertaining to the decision. (The GAO
concluded that, at a minimum, the guidance should address
factors such as cost, capability, and personnel, training and

Now on p. 23. ' equipment requirements.) (p. 32/GAOC Draft Report)

NoD Response: Concur. The Assistant Secretary of Defense for
Force Management and Personnel [/'}M&P) is responsible for
providing guidance and oversight, in coordination with the
Assistant Secretary of Defense for Reserve Affa’rs, to ensure
that requirements and force mix policy an’ nrc.edures used by
the individual Services result in a capable and effective
Total Force. The ASD (FM&P) is working towards developing
procedural guidance and providing the tools to assist the
. Services in making consistent judgments about force mix. The

! RAND Corporation has been tasked by the ASD(FM&P) to assist in
identifying additional key principles for cost~effective total '
force manning and development of tools to support policy
implementation. Progress reports are scheduled for May 1989
with the full study being completed by May 1990.

o RECOMMENDATION 2: The GAO recommended that the Secretary of
Defense examine alternatives for creating incentives for
reservists to report current addresses and other personnel

Now on p. 35. information (p. 47/GAO Draft Report)

DoD Response: Nonconcur. While the DoD agrees with the basic
need to inprove personnel information, the DoD does not agree
“that incenitives [or Reservists should be proposed. ‘rhe
offering of an incentive for reporting current addresses and
other perscnal information would establish a poor precedence.
Individuals have a legal obligation to report their current
addresses and should do so without additional rewards, as
discussed in the DoD response to Finding C. The DoD is
continually examining methods to improve participation by
members of the IRR to keep their status current, the most
significant being the IRR screening program instituted in
FY 1987. oOther initiatives include improvements in the
Reserve Components Common Personnel Data System and each of
the Service's personnel data systems, and plans to use the IRS
and the Credit Bureau Information Center to locate transient
IRR soldiers. The DoD also strongly disagrees with the GAO
suggestion to offer reduced military service obligations
(MSOs) to IRR members if they are responsible enough to keep
authorities notified of current addresses and personal
information changes. 1Increasing the MSO from 6 to B8 years was
one of the major policy changes recognized by and enacted by
the {~ugress to address serious shortages of mobilization
manpower requirements. Additional incentives are not
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Now on-p. 35.

considered necessary because of positive results fror current
actions.

" RECOMMENDATION 3: The GAO recommended that the Secretary of

Defense report the IRR personnel data base deficiencies as a
material weakness in the DoD system of internal control and

"develop an action plan to correct those deficiencies

(p. 47/GAO Draft Report)

DoD Response: Nonconcur. The Department has never considered
each separate element of manpower data as a “Material

‘Weakness," and kelieves that current management programs tor
' g

improvement of the IRR data base meet the criteria of
Reasonable Assurance as defined in DoD Directive 5010.38. The
Department currently has an appropriate and workable program
to manage and improve the IRR data base as part of the
management of the Reserve Components Common Personnel Data
System (RCCPDS) improvement program. This program
incorporates regular guality control procedures, production of
formal and informal reports from the data base for review and
management, formalized semiannual working group meetings
between action officers responsible for management of the data
base and formal reporting to a constituted steering committee
organized at the assistant secretariat level.

The Steering Group has met th.ee times in the last 3 years to
review progress of the Working Group and to provide policy
guidance for action items. The wOrklnq Group meets every six
months to work on action items. Actions to date include
issuance of a new DoD Instruction 7730.54 in June 1988,
increased Service resourcing for software, hardware and

_manpower, and increased managcment emphasis on quality control

of the data.

Continuance and completion of two DoD initiatives, the annual
screening of IRR personnel and the full implementation of the
Reserve Component Automation System (RCAS) and other similar
service unique automation initiatives will provide significant
imprcvements to the IRR data base.

RECOMMENDATION 4: The GAO recommended that the Secretary of
Defense direct the Military Services to identify critical
skill requirements and target resources tc IRR members with
those skills, (p. 47/GAO Draft Report) .

DoD Resgons : Concur. The 0SD Defense Guidance requires the
Services to determine skill proficiency degradation and
refresher training needs required to maintain minimum skill
proficiency at mobilization. The Services are already doing
much of this on their own initiative. The Army, in its IRR
refresher training program is targeting those specialties
which are designated as critical if mobilization occurs within
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a year. The Marine Corps is in the second year of a program
where IRR refresher training is targeted on members in the
Combat Arms who are predicted to be early deployers. While
funds for IRR refresher training are limited, the Reserve
Components appear to be applying them judiciously to,the most
critical requirements.

In general, however, prellmlnary results of the first year of
the IRR 8creen1ng Program indicate large scale IRR refresher
training is not cost-effective because the enormous turnover
and short terms (average 3 years) of personnel in the IRR.
Also, there is some evidence that basic skills do not
deteriorate as rapldly as previously suspected. Examlnatxon
of skill atrophy in the IRR continues and additional
information is being assimilated. This is an ongoing effort ¢

.and additional actions will be consxdered as further analysis

is completed.

RECOMMENDATION 5: The GAO recommended that the Secretary of
Defense direct the Military Services to ensure that unit
commanders analyze the mobilization potential of
unsatisfactory performers and participants before transferring

them to the IRR. (p.47/GAO Draft Report)

DoD Response: Concur. The current system of transferring
unsatlsfactory participants and performers to the IRR in lieu
of discharge is the result of the FY 1979 Authorization Act
which said, "These personnel have been trained in a military
skill and could well be valuable assets in a mobilization. It
does not make sense to summarily discharge these individuals
of their statutory obligation. ... the committee directs the
Secretary of the Army to change procedures."

In letters to Congress in April 1988, the ASD(RA) surfaced the
issue of the reliability of individuals with poor reenlistment
codes populating the IRR. Fewer than 33 percent appeared for

their IRR screening appointment. Over 65 percent of the other
individuals with good reenlistments codes and good separation

status appeared for screening.

In a letter to the Assistant Secretary of the Army (M&RA) in
May 1988, the ASD(RA) questioned the prudence of assigning to
the IRR military members who are not eligible for reenlistment

- in either the active ccnponent or Sele ted Reserve As a

result of congressional direction, the Army is the only
Service which assiyns separating military personnel who are
not eligible for reenlistment, to the IKR., The Army Reserve
agreed to review current IRR transfer procedures used by
commanders in analyzing soldiers' mobilization potential in
order to assure all members of the IRR are viable mobilization
assets. The Army expects to test its procedures once the
Total Army Personnel Data Base is implemented for the reserve
components in the second quarter of FY 1989 and propose any
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A

Now on p. 50.

necessary changes to their personnel regulations.

RECOMMENDATION 6: The GAO recommended that the Secretary of
Defense establish milestones for the timely completion of a
defense directive providing guidance on the administration of
a full-time support program. (p. 47/GAQC Draft Report)

'DoD Response: Concur. The DoD has long been concerned with
" .the need for uniform definitions and standards for Full-Time

Support Programs. DoD Directive 1215.6, "Uniform Reserve, . -
Training, and Retirement Cateygories" was published in
September 1987, and provides a framework for a Full-Time
Support dlrectlve.

A draft full-time support directive was prepared subsequent to
DoD Directive 1215.6 and is currently being staffed throughout
the Department. Responses and concurrence from most DoD g
agencies have been received. Final staffing should be
completed by June 30, 1988, with publzcatxon of a fxnal
directive by August 1, 1988.

RECOMMENDATION 7: The GAO recommended that the Secretary of
Defense direct actions be taken to monitor and report to the
Congress on the execution of equipment appropriations
designated for the Reserve Component. (p. 63/GAO Draft
Report)

DoD Response: Partially Concur. The Assistant Secretary of *
Defense for Reserve Affairs has taken additional actions to’
monitor execution of Reserve component equipment
appropriations. A summer (1987) review for the Defense

Resources Board (DRB) on the execution history of the National

Guard and Reserve Equipment appropriation showed that, despite

the slower initial obligation rate of this appropriation, over
97 percent of the FY 1982-84 funds were obligated within the
three-year life of these appropriations. A review of this
appropriation's status will be conducted annually by the
OASD(RA), prior to the last fiscal quarter of the year, to
ensure that management attention is focused on problem areas -
in time to direct appropriate corrective actions. Further, a
review of planned procuremerts for the reserve components in
Service appropriations is also conducted annually by the
OASD(RA) in conjunction wit! the submittal of the President's
Budget. 1In addition, implerentation in FY 1989 of a floor on
reserve component procurement within the Services procuremert
appropriations will further ensure compliance with the intenu.
of the Congress, In view of the above, it is the Department's
position that current annual exeoutxon reporting to the
Congress is adequate. R o

f
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O RECOMMENUATION 8: The A0 recommended that the Secretary of
Defense direct the Secretaries of the Military Services to
take action ensuring that procurement plans address the
avajlability of mission essential equipment needed by reserve

. - “ units, especially when this equipment is peculiar to the

Now on p. 50. : Reserve Components. (p. 63/GAO Draft Report)

DoD Response: Concur. DoD Directive 1225.6, which provides
-DoD policy on equipping the Reserve forces, has been updated
and is currently being coordinated within the 0SD and the
Services. It provides explicitly for the Department's "“first-
to-fight, first-to-be-equipped" equipage policy, equipment
withdrawal policy, and financial tracking requirements for the
reserve cowponents. The estimated publlshlnq date for the
L revxsed directive is December 1988,

© RECOMMENDATION 9: The GAO recommended that the Secretary of
the Army to reexamine the guidance for equipment distribution
and redistribution in the Army National Guard and Army Reserve
and to include consideration of unit deployment priorities in

Nm~90p,5& ' the recource allocation process. (p. 63/GAO Draft Report)

DoD Response: Partially Concur. Review of unit deployment
priorities is a regular, ongoing process within the Army,
culminating in the publishing of an annual Department of the
Army Master Priority Equipment List., This listing provides
current unit priorities for equipment distribution for all but
specially managed programs. Further guidance to the Army in
this area would be superfluous, With regard to reexamining
equipment distribution/redistribution guidance, the Army is
; Y . - generally in compliance with DoD policy. It is recognized

: that philosophical differences on how to best structure and
equip the force may lead to a different conclusxon, as
discussed in the DoD :esponse to Finding I.

., © RECOMMENDATION 10: The GAO recommended that the Secretary
of Defense ensure that plans for lmprovzng the levels of
individual military skill qualification include strengthening
management controls and practices to ensure that Reserve
Component training programs are effectively administered and

Now on p. 62. implemented. (p. 78/GAO Draft Report)
Nl

DoD_Response: Concur. A continuing effort is being made to
strengthen the management of individual military skill
qualification training at tr~ unit level. For example, the
Army is just completing a study in which several new training
actions make up the Army's Reserve Component Training Strategy
Action Plan. This plan, a part of the Reserve Component :
Training Strategy Study, will not be final until briefed to
the Army Chief of Staff on July 15, 1988. One action is an
anhual review of reserve component training management,
support status, projections, and the current and projected
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impacts of proposed policies and programs. A Reserve Stgdent
Management Account will allow officers and enlisted soldiers
to pursue mandatory professional development training at

"~ active or Reserve schools on full-time duty with pay. A major
. action would totally integrate the training automation system

for the reserve components. The Army will also establish a
reserve component monitor to ensure execution of the Reserve
Component Training Strategy Action Plan. The OSD will monitor
Army's efforts to ensure the inclusion of management controls .
in reserve component training programs. '

‘The Army has six Regional Maintenance Training Sites opened,

with 15 more to be operational by 1992. These regional sites’

“provide gualification and sustainment training for many.

military occupational specialties in the Army Naticnal Guard '

~and Reserve, .

One way the Navy is attacking individual training problems is
through the establishment of Naval Readiness Centers. Upon
the approval of the Secretary of the Navy, there will be 40
Readiness Centers.

Modular courses and ‘regional training cbncepts are being
introduced into the reserve component environment. Using
training devices, simulators, and other new training

technology, the reserve components' task of qualifying and

administering effective training programs is expected to
improve. '

RECOMMENDATION 11: The GAO recommended that the Secretary

of Defense examine the possible cost/benefits of £illing those
military skill specialties, which are difficult to obtain or
maintain in the Reserve Components, with full-time personnel, o
(The GAO concluded that, if this approach is found to have
merit, an analysis should be made of the utilization of
existing full-time support personnel before requesting any
additiona; personnel.) (p. 78/GAO Draft Report)

DoD Response: Partially Concur. Assigning full-time support
personnel to "hard-to-fill" skill positions can be
accomplished, in some cases, to improve the lavel of

individual skill qualifications. For example, the Air Force
Reserve and National Guard have a high percentage of full-time
support personnel. This allows for the daily routine tasks to ¢
be taken care of, and also provides personnel in the hard .
skills (aircrew, maintenance crew, etc.) to perform on a daily
basis, and to serve as instructors for Selected Reservists. R
The Services, however, have had a difficult time convincing »
the Congress of the need for increased manning to meet just B
the minimum requirements of basic full-time support within the &
reserve components. Increasing the number of full-time

support personnel for this additional purpose, at significant

cost, could jeopardize the entire program.
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o RECOMMENDATION 12: The GAO recommended that the Secretary

of Defense direct the Secretaries of the Army and the Navy to
develop programs to expedite the retraining of prior service
personnel through such practices as establishing and enforcing
time limits for completion of re-qualification and scheduling
required retraining prior to enlisting these personnel in
units. (p. 79/GAO Draft Report)

DoD Response: Partially Concur. Where required, the Services
are confiquring qualification courses to the needs of the -
reserve components. Once this task is completed and
sufficient funds are available to support attendance,
establishment of varying time limits for re~qualification may
be both feasible and desirable and will be considered by the
OSD. It is unlikely, however, that sufficient funding will be
available for this purpose under existing fiscal constraints.’
In addition, scheduling of required retraining prior to
enlistment may be impractical in some cases and unnecessary if
there is a time limit imposed upon re-qualification. ’
Notwithstanding the above, it should be recognized that

Title 10, U.S.C., stipulates that training will take place
(begin) not later than 270 days from the date of enlistment.
Also, it should be noted that prior service personnel being
reclassified must enter into training within 180 days of their

" enlitment contract. It is not considered practical to put a

specific date for the completion of re-qualification training
due to variations in training requirements and the
availability of Reservists for training.

RECOMMENDATION 13: The GAO recommended that the Secretary

of Defense consider establishing a policy requiring annual
active duty for IRR members who transferred from the Selected
Reserve. (According to the GAO, this should apply ouly to IRR.
members who have not served on active duty, other than for
initial entry training.) (p. 79/GAO Draft Report)

* DoD Response: Nonconcur. The applicable statute,

10 U.S.C. 673(a), permits bringing IRR members to active duty
up to the point where they have accumulated 24 months total
service. The Military Departments, under DoD policy,
currently have the latitude to exercise this option.

The Services have not, however, found this to be a desirable "
option because: 1) unbudgeted expense are involved; 2) the
population is relatively small, and consists primarily of
individuals who because they have not reliably served in the

“Selected Reserve are not considered to more reliably serve on

active duty; 3) the time and administrative efforts to
integrate these individuals into the active components are not

considered cost-effective; and 4) budget constraints are
forcing a smaller active force. At this time the Services are
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" trying to recruit only highly gqualified individuals. A golicy
such as tht suggested by thie GAO would be counterproductive at -
this time. '

" RECOMMENDATION 14: The GAO recommended that the Secretary
of Defense direct the Secretary of the Army, in view of
slippages in project milestones, report to him on whether
opportunities exist to eipedite the completion of Reserve
Component pay system integration, automated mobiljization
capability, and the elimination of Army Guard unique
accounting and information systems. (The GAO also concluded-
that the Secretary's 1988 report on internal control
weaknesses to the Secretary of Defense should ineclude Army
Reserve Component mobilization data deficiencies as a material: .- |
weakness, as well as plans for correcting the weakness.)

Nowonp. 71. “(p. 89/GAO Draft Report)

DoD Response: Partially Concur. The DoD concurs in principle

- Wwith the GAO recommendation as it relates to the automated -
mobilization capability. The mobilization data deficiencies
will be reported by the Army as a material weakness in its
next Annual Statement of Assurance.

Requiring the Secretary of the Army to report on opportunities
to expedite the completion of the automated mobilization
capability would be redundant to a tasking already issued to
the Army to reassess the RCAS program schedule and identify
.opportunities for ac: elerating program development. The
tasking was issued by the ASD(C) in his capacity as Chairman
of the Department's Major Automated Information Systems Review
) council (MAISRC). (The MAISRC for RCAS is comprised of ) .
. " senior-level Department officials from OSD and the Army.) On

. the basis of information provided by the program manager on
.accomplishments, milestone slippages, objectives and plans,

/ and costs, the MAISRC will approve, redirect, or recommend
cancellation of the program. The MAISRC is scheduled to
consider the RCAS progress, slippage in meeting previously
approved RCAS milestones, and revised cost estimates based on
congressionally mandated requirements at its meeting July 15,
1988. At this time, full deployment of the RCAS is expected
by July 1991.

Army financial cor ponents, i.e., Standard Army Finance
Information Syster and Standard Army Civilian Pay System, of
the Standard Army Management Information System when that
system is GAO compliant (estimated 1992) and meets the
management information and equipment capability requirements !
of the ARNG. The ARNG already uses Joint Uniform Military Pay !
System, Active Army (JUMPS-AA), and JUMPS, Reserve Component '
(JUMPS~RC), and is now working on a new installation pay !
system: Reserve Component Automatic Pay Support System, for
the U.S. Army Reserve and the Army National Guard.

The Army National Guard is on record as planning to accept the ) l
i
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: RECOMMENDATION-15: The GAO recommended that the Secretary
" of Defense dlrect the Secretary of the Navy to develop a

centralized reserve pay system. (p. 89/GAO Draft Report)

DoD_Response: <Concur. The Navy is in the process of
upgrading 1ts accounting systems to establish a single
integrated accounting system. One of the modules of the

> single system will be for the payment of military personnel,

which will include reserve personnel. The payment of military
personnel will be integrated into the Navy's accounting system
and will be adequately interfaced with the automated personnel

management system. Upgrading of the system is planned to be

completed in 1992.
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-Comments From the Assistant Seceretary for
 Admunistration Department of Transportation-

U.S.Department of - ' " Assislant Secenlary . ) 400 Sevanth St S W
Transportation ©lof Admunistration Wastunglon. D ¢ 20580

SEP 6 1988

N ) . ¥r. J. Dexter Peach
v e Assistant Comptroller General

' : Resources, Community, and Economic
N . Development Division
. U.S8. Genaral Accoupting Office
‘Washington, D.C. 20548

Dear Mr. Peach:

u : Enclosed are two copies of the Department of Transportation’s
comments concerning the U.S. General Accounting Office draft
report entitled, "Management Review of the Reserve Components:
Opportunities Exist To Improve Policies 'and Programs," dated
May 6, 1988,

Thank you for the opportunlty to review this report. If you
have any questions concerning our 1=ply, pleage call Bill Wood
~on 366~5145.
Sincerely,
(i?‘ 9..\6«4,._._’“
n H, Seymour

Enclosures
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Enclosure

DEPARTMENT OF TRANSPORTATION REPLY
10

GAO DRAFT REPORT OF MAY 6, 1988 - .-‘.
oN

GAOQ DRAFT REPORT ON A GENERAL MANAGEMENT REVIEW OF THE
ESERVE COMPONENTS .

Y OF GAQ FINDIN D_R ENDA/

The draft report found that improvements to management systems
and practices within the DOD Reserve components would improve
component management and thereby enhance mobilization readiness.
Some of the improvement areas include: Force mix of active and
Reserve components; personnel management; equipment management;
individual training; and financial and information management.
GAO recommended that the Secretary of Defense take a number of
actions to: (l) improve the comprehensiveness and specificity
of policy guidance; (2) improve program implementation and
management controls; and (3) correct financial and information

Mmanagement deficiencies.

SUMMARY OF DEPARTMENT OF TRANSPORTATION POSITION

There is no direct commentary about the Coast Guard Reserve that
requires response. However, many of the generalizations
highlighted for the other Reserve components apfly to some
degree to the Coast Guard Reserve and require clarification.

.The Department’s comments are keyed to three issues addressed in - °
the "Resulte in Brief" section of the draft report.

ITION STATEMENT

The Department has the following comments concerning three
issues adcdressed within the "Results in Brief" portion of the
draft report (pages 3 and 4): '

a. The Reserve components have grown “oo. by 283,000
personnel since 1980."

In the era 1980-1988 when the Department of Defense
(DOD) Reserve components have increased 38.5 percent in
Eersonnel strength, the Coast Guard Reserve has
ncreased nearly 20 percent, and while the DOD Reserve
componente experienced a 79 percent increase in their
constant dollar budgets, the Coast Guard Reservs
experienced just a 1 percent increase in its constant
dollar resources, Attachment 1. Over this period,
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while modest growth was experienced, the 1988
appropriations levels caused reductions in Selectcd

‘Reserve strength which returned the Coast Guard Raserve

to its 1982 levels. The FY 1988 funding level is less,
in constant dollars, than the amount required to cover -
just pay increases and the cost of inflation over the
same period, Attachment 2.

", . . capability concerns do exist. In 1987 about 25
percent of DOD’‘s Reserve Component units were considered
to be less than minimally ready for combat., Key factors
. + . were personnel shortages, reservists not having
the skills required . . . and equipment shortages."

- A significant difference between DOD Reserve forces and .

the Coast Guard Reserve is that the latter, though
organized in units for efficient administration of
training, does not mobilize as units. Coast Guard
Reserve units train their members in small teams (force
elements) or as individuals providing small boat crews,
hazardous cargo handling teams, and the like, as
necessary to meet each contingency level through full
mobilization. These units are similar to the Navy's
Reinforcing and Sustaining units training personnel to
increase our peacetime complement to wartime strength,
The Coast Guard Reserve then uses the DOD Readiness
Evaluation System (R-rating) as a gauge of readiness.
In this context, in 1987 just 10 percent of Coast Guard
Reserve units were evaluated at less than minimally
ready for mobilization.

Another factor unique to Coast Guard Reserve is that,
unlike the DOD Reserve componente, it employs no major
dedicated equipment. Since Selected Reserve personnel
are preassigned for wartime augmentation of existing
active duty commands, the active component assumes
mobilization logistics responsibilitiea. However, we
have developed detailed Coast Guard input for the annual
DOD National Guard/Resexrve Equipment Report to Congress.

- The most current input reflects additional equipment

requirements for FY 1989 Reserve force levels and R
includes a range of items from utility boats, to secure
communications equipment, to foul weather gear and
safety and climatological clothing, to night observation
devices, to vehicles (vans and trucks) as a total cost
of $194.2m. Efforts are underway to reduce this
shortfall b{ pursuing such initiatives za determining
the suitability of U.S. Navy substitutes for U,S. Coast
Guard port security .boat requirements, and incorporating
Coast Guard mobilization requirements into various DOD
Logistic Support Plans.

“+ . . defense managers are generally well aware of the
problems facing them in improving Reserve Component
capability and, to address those problems, have specific
initiatives either planned or underway."
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Coast Guard has two initiatives completed or in process
that will improve its capability to meet mobilization
taskings: Project Starfix, and a merge of regular and
Reserve Personnel Management Information Systems. In
addition, the Coast Guard is responding to a statutory
requirement to develop a plan for reaching 95 percent of
itsawartime mobilization requirements by September 30,
1998. ’

Project Starfix, as its title nautically implies, is a
review and reorientation of every aspect of
mobilization training. An on-going process, responsive
to the unique dynamics of mobilization training, its
major areas of emphasis are: (a) the identification of
minimum performance levels; (b) stabilization of
mobilization billets; gc) determination of a training
mix; (d) development of a system to document skill
attainment; and (e) definition of a review and
verification process to effect program change as
appropriate, The first iteration of Starfix has been
completed and we are now in the review and adapt mode.

The merger of the Coast Guard Reserve program and Coast
Guard military readiness program management, by
creating the Office of Readiness and Reserve at Coast
Guard Headquarters in 1984, significantly strengthened
both programs. Major management improvements have also
been made in personnel information systems. In May
1988, the Coast Guard Reserve Personnel Management
Information System (RPMIS) was merged with the active
duty Coast Guard PMIS. This will significantly improve
the accuracy of personnel information and allow for a
smoother transition in the event of mobilization.

To follow through with the major management
improvements that may be realized from Starfix and
merger of the personnel management information systems
requiret funding for increased Selected Reserve
strength, equipment addressed earlier, and increased
Full Time Support (FTS) personnel. These requirements
will be addressed in the 10-year plan to be submitted
by the Secretary of Transportation in response to a
Congressional requirement posed in Section 507 of the
FY 19688 DOD Authorization Act. This plan will outline
the means by which the Coast Guard would be able to
meet 95 percent of its wartime mobilization
requirements by September 30, 1998. It will not be a
budget document, but a reference point to be reviewsed
in developing the Coast Guard budget in the out-years.
The extent to which the Coast Guard is able to achieve
increased mobilization readinees aes outlined in the
plan will depend on the scope of annual funding
requests Bsubmitted in the ,President’'s budget and
enacted by Congress.
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We would also like to offer some comparative Coast Guard figures
for inclusion in appropriate tables in the report:

Table 1.2:  Fiscal Year 1987 Selected Reserve Ruthorized

Strength
Figure 3.,1: FTS as a ratio of the Selected Reserve,
FY 1987 . 1:18
~Figure 5.2: Ratio of FY 1987 prior and non-prior
) services enlistments: 1:2
Conclusiont

In conclusion, we have concurred for the most part with the
findings of the GAO’s management review. The Coast Guard also
recognizes that more progress is required in the readiness arena
and has enumerated areas of major effort that will do much to
establish a readiness posture from which the Coast Guard will be
able to meet its national security obligations. These efforts
depend heavily upon the Coast Guard being provided appropriate
resources,
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Requests for copies of GAO reports should be sent to:
U.S. General Accounting Office

Post Office Box 6015

Gaithersburg, Maryland 20877

Telephone 202-275-6241

The first five copies of each report are free. Additional copies are
$2.00 each.

There is a 25% discount on orders for 100 or more copies mailed to a
single address.

Orders must be prepaid by cash or by check or money order made
out to the Superintendent of Documents.





