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The U.S. Air Force maintains depot repair capability to
assure a controlled source of competence to keep aircraft and
other equipment ready in peacetime, sustain this hardware in the
initial surge of a contingency or war, and provide a base for
rapid expansion. Immediate and flexible responsiveness is
considered to be a higher priority than the need to obtain
efficiency for peacetime operations. Findings/Conclusions: The
Air Force has made significant progress in measuring the depot
capability and capacity needed to meet mobiliza*ion nceds. As
currently configured, however, maintenance depotc cannot support
requirements for a surge period for weapon systems. Flying hour
estimetes for high-surge transport estimates exceed the number
possible under present conditions. Recommendations: The
Secretary of Defense, together wi*h the Secretary of the Air
Force, chould: establish more 1ealistic surge data for each
weapon system based upon what is achievable rather than what can
be achieved under unlikely optimum conditions; defire what+ and
how much contractors can support in» mobilizaticn; and evaluate
its people, facilities and equipment, and repair parts,
including production bottlenecks, to achieve better alignment of
its resources and more timely respcnse. The Secretary of the Air
Force should require the Air Force logistics Ccamand to:
iizcrease methods work significantly; review, upgrade, update,
and control labcr standards; and make fuller use of various
productivity measurement tools. The Air Force Logistics Command
efforts to motivate its people could be enhanced if the command
were to: insure first-line supervisors understand and fully
exploit the advantages of the appraisal system; develop better
reans to recognize degrees of individual performance; better
recognize the impact of pay scales in motivating smployees;
increase th:: use of awards; 2nd accurately monitor training
efforts and evaluate the results. (Author/scC)
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DIGEST?T |
The U.S. Air FPorce, like the other military
services, maintains depot repair capability
tc assure a controlled source of competence tc

--keep aircraft and other equipment ready in
peacetime,

—~gustain this hardware in the initlal surge® of
a contingency or war, and

. ==provide a base for rapid expansion.

‘Responsiveness, immediate and flexible, is con-
sidered to be of a higher priority than the nead
to obtain efficiency for peacetime operations.

How well has the Air Porce alined its mainte-
nance depot capability and capacity to respon-
to sudden need and expansion? How produc-~
tively has it managed its resources in peace-
time? GAO wanted to know and began by review-
ing mobilization planning at Air Force Logis-
tics Command, Headquarters, and by evaluating
various productivity indicators and work
processes at one of the five Air Force Logis-
tics Centers. GAO also relied on previous

- work at two other centers. 1/ -

The Air Force spent about $7.7 billion in
fiscal year 1976 to operate and maintain
8,450 aircraft, large numbers of missiles,

1/"An Industrial Mznagement Review of the Main-
tenance Direcrorate Sau Antonio Air Materiel
Arcas, San Antonio, Texas," (B-159896, Apr.
1974). “Assescment of the Air Force's Plan-
n’ .g for thée Technology Repair Center Con-
cept” (LCD-76-429, July 1976).

0CT 2 1 1957 { LCD=77-425



and other equipment to keep them opera-
tional. Of this, about $2.8 billion was
spent for cperaticns and maintenance, pri-
marily at the logistics ~enters.

PLANNING FOR MAINTENANCE DE,OTS:
RESPONSIVENESS TO MOBILIZATION

The Air Force has made significant progress
in measuring the depot maintenance capa-
bility and capacity it needs to meet mobi-
lization requirements. Air Force planners
have been concerned about the ability of
depots to respond tec high surges in mainte-
nance during a war or contingency of inten-
sity and short duration.

Maintenance depots, as currently configured,
cannot support requirements which the Air
Force anticipates in a "surge" period for
most of its weapon systems. Under these
conditions the Air Force had to determine
which systems could and could not be sup-
ported. ' GAO questioned the Air Force plans
because flying hour estimates for high
surge transport aircraft exceeded the num-
ber possible under present conditions.
(See pp. 8 to 14.)

Even if flying hour estimates were not

questioned, the Air Force needs to con-
. sider subsidiary factors distorting its
estimate of readiness such as not fully
assessing the

--ability of contractors to meet their
share of the surge requirements (see
pP. 14),

--nunber and skill levels of people
needed tc meet surge requirements at
the depots (see pp. 16 to 18),

--ability to hire and train people

needed in each geographical location
(see p. 18),
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--estimates for repair parts (see pp. 20
to 21), and

-=facilities and equipment Sbttlenecks |
in depot production processes (see pp. 21
to 23).

MEASURING YEACETIME PRODUCTIVITY

If depots a2 to raspond in wartime then
people, facilities, and supply support
have to be effectively integrated and
efficient in peacetime. The more pro-
ductive depots are, the easier it should
be to change to a war or contingency.

Industrial engineering techniques greatly
affect the depots' ability to produce.
GAO found much could be done. Problems
include:

-=Analyzing job design/work methods, one
of the firzt steps to successfully in~
stalling a work measurement system,
has not been adequately emphasized., '’
Savings of millions c¢f dollars are
possible. (See p. 26.)

--Labor standards are »f questionable
accuracy and are not kept current

--~gignificant productivity is being lost
because of chronic problems such as
lack of repair parts. (See pp. 32 to 33.)

Subsequent to GAO's evaluation of the San
Antonio Air Logistics Center in 1374, the
Air Porce indicated it was introducing a
Depot Maintenance Programming, Budgeiing
and Costing System. The system was de-
signed to implement actual hour, job order
cost accounting in lieu of standard cost
accounting and to correct the deficien-_
cies of the current system. RHRowever, in
September 1977 the Air Force canceled it.
(See p. 33.)

1ii



PEOPLE

To achieve its mobilization objectives Air
Force depots will have to realine vast '
numbers of personnel to match changes in
weapon system support and absorb over 10,000
additional personnel quickly during the
initial mobilization phase. GAO believes
iuch work is needed to assure that in

time of crizes the Air Logistics Centers

can perform their assigned tasks, including
acquiring and training people. .

Air Force Logistics Command has made signi-
ficant efforts to motivate its personnel.
One Center reported reduced sick leave,
personnel turnover, overtime, and produc-
tion time as a rfsult of a pilot job en-
richnent program.  The Logistics Command
has decided to do the szsame thing at all

of its installations. A number of con-
straints may impair this because:

--Performance appraisals do not meet the
"objectives set forth for them and do
not -have the confidence of most of the
work force. (See pp. 36 to 38.)

-~Promotional and upward mobility oppor-
tunities are limited und people feel
at a dead end. (See »p. 38 to 39.)

‘=-Awards, a mctivational tool, could be
used more effectively to offset the
lack of promotional opportunities.
(See pp. 39 to 40.)

--Training opportunities and defined
training objectives are limited. (See
pPp. 40 to 4l.)

--The above factors limit first-line super-
visors’ influeince.  (See p. 41.) .



RECOMMEMDATIONS

GAO reconminds that the Secretary of Defense,
along with the Secretary of the Air Force:

=-Estabiish more¢ realistic surge data for
each weapon system based upon what i=s

- achiecvable rather than what can be achieved:
under unlikely optimum conditions. Peace-
time supportability, particularly bottlenecks,
is a significant indicator to consider.

--Define what and how much contractors can
cupport in mobilization.

-=FEvaluate ics people, facilities and equip-
ment, and repair parts, including production
bottlenecks to- achieve better alin~men:c of
its resources and more timely response.

The foliowing recommendations are made in

the conterxt of the Air Porce's continuing
and aggressive efforts to improve the pro-
ductivity of its maintenance facilities.

- The Secretary of the Air Porce should re-
quire the Air Force Logistics Commend to

--increage methods work significantly;

~-review, upgrade, update, and control
labor standards; and

-=make fulihr‘usé'df various productiV{ty“'
measurement tocols.

The Air Force Logistics Command efforts to
motivate its people could be enhanced if
the comnand were to

--insure first-line supervisors understand
and fully exploit the advantages of the
appraisal systen,

--develop beiter means to recognize degrees
of individual performance,

--better recognize the impact of pa: scales
in motivating employees,



-=increase the use of zwards, and

--accurately monitor training efforts
and evalual: the results.

LGENCY COMMENTS

In a May 18, 1977, letter, GAO asked
the Secretary of Defense to commer.t on
this report. As of the date of tliis
report, Defense comments have not been
received. GAO, however, met with Air
Force officials and where appropriate .
has made changes in the report reflect-
ing their comments.
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