
Need For Improved 
Headquarters Personnel Accounting- 
Navy Pacific Fleet 

Department of the Navy 

Psring the last 4 years, the Department of 
Defense has been under a congress’?nai man- 
date to develop a system that accurately ac- 
counts for personnel performing management 
headquarten functions. GAO recently sur- 
veyed the implementation of Defense policy 
for accounting for management headquarters 
in certain Navy Pacific Fleet organizational 
elements. 

GAO believes the Navy has continued to 
understate the number of personnel perform- 
ing management headquarters functions. In 
eight Pacific Fleet activities GAO recently 
visited, the Navy is not counting as manage- _ --- - _ 
ment headquarters staff any of the 1,600 , 
personnel assigned. It is estimated that about 
600 of these personnel are doing management 
headquarters type work. 
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COMPTROLIER GENERAL OF THE UNITED ETA-ES 

WASHINGTON. D.C ZOS” 

~-183257 

The Honorable John L. McClellan 
Chairman, Committee on Appropriations 
United States Senate 

Dear Mr. Chairman: 

As requested in your September 25, 1976, letter, we are- 
reporting our evaluation results of the Department of the 
Navy's implementation of the Department of Defense's policy 
for accounting for management in Pacific Fleet organizational 
elements. 

irJe discussed this report with Department of the Navy 
officials, but as your office requested. we did not obtain 
their formal comments. 

Thi,s repcrt contains recommendations to the Secretary of 
Defense which are set forth on page 8. As you knov, 
section 236 of.the Legislative Reorganization Act of 1970 re- 
quires the head of a Federal agency to submit a written state- 
ment on actions taken on our recommendations to the House and 
Senate Committees on Government Operations not later than 
60 days after the date of the report and to the Iiouse and 
Senate Committees on Appropriations with the agency's first 
request for appropriations made more than 60 days after the 
date of the report. We will be in touch with your office in 
the near future to arrange for release of the report so that 
the requirements of section 236 can be set in motion. 

--_. 

I . - 

Comptroller General 
of the United States -- 

--_ 
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COMPTROLLER GENERAL'S NEED FOR IMPROVED 
REPORT TO THE SENATE COMMITTEE ON HEADQUARTERS PERSONNEL 
APPROPRIATIONS ACCOUNTING--NAVY PACIFIC 

FLEET 
Department of the Navy 

DIGEST --e--w 

GAO recently surveyed the organizational 
structure of a number of Navy headquarters 
elements in the Pacific Fleet to evaluate 
implementation of Department of Defense pol- 
icy to account for management headquarters. 
The Chairman, Senate Appropriations Committee 
has requested that he he provided the results 
of this survey. A recent Navy review was con- 
ducted to improve the accuracy of accounting 
for personnel performing headquarters type 
work.- (See p. 1.) 

In an April 20, I..?76, report, titled "Suggested 
Improvements in Staffing and Organization of 
Top Management Headquarters in the Department 
of Defense" (FPCD-76-35);GAO concluded that 
accounting for management headquarters person- 
nel under the current organizational approach 
is inadequate and can result in distorting the 
reported size of management headquarters. 

GAO recommended that Defense gradually 
implement a system to account for headquar- 
ters personnel on the basis of the type of 
work performed. Defense does not agree: it 
insists that a functional approach to head- 
quarters personnel identification offers no 
distinct advantages over the current method. 
(See, p. 1.) 

GAO believes the Navy has continued to under- 
state the number of personnel performing man- 
agement headquarters functions. In 8 Pacific 
Fleet activities GAO recently visited, the 
Navy is not counting as management head- 
quafters staff any of-the :,800 personnel 
assigned. GAO estimates '.-?t about 600 of 
these personnel are perform,;lg management head- 
quarters type work. (See p. 6.) 

During the last 4 years, the Department of De-' 
fense has been under a congressional mandate 
to develop a system that accurately accounts 
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for personnel performing management head- 
quarters functions. 

In March 1975, the Scrvey and Investigations 
Staff of the House Appropriations Committee 
reported on Defense's progress to establish 
such a system. The report was cc itical of 
the Navy's progress. (See p. 3.) 

The report said the Navy had no centralized 
information system to determine which of its 
components were responsibie for performing 
specific management headquarters functions. 
Neither could it accurately determine the 
total number of personnel who perform such 
functions. 

The House Appropriations Committee investi- 
gation disclosed that data the Navy reported 
to the Off ice of the Secretary and the Con- 
gress concerning the total size znd cost of 
its management headquarters was understated. 
These understatements occurred pr imar ily be- 
cause the Navy 

--supplemented management headquarters staffs 
with personnel from organizations not des- 
ignated as management headquarters, and 

--insisted on designating as management- head- 
quarters only those organizations devoting 
at least 51 percent of their effort to 
management headquarters functions. ( See 
P. 3.1 

GAO says the current system does not accu- 
rately account for management headquarters 
personnel. (See p. 6.) 

GAO has concluded that this occurred because: 

--The or iter ia did not require specific func- 
t ional accounting. It simply allowed those 
actj.lyit&es devoting over 50 percent of their 
resources to the perfotmance of management 
headquarters to be designated as management 
headquarters if the activity in question did 
not clearly meet other available criteria. 
(See p. 7.) 
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--The Navy did not supplement the Defense cr i- 
ter ia to cover its own organizational con- 
figuration, operational practices, and func- 
tional character istics. (See p. 6.) 

--Defense criteria were general and subject to 
varying interpretation. (See-pp. 6 and 7.) 

GAO recommends that the Secretary of Defense 
develop specific cr iter ia to functionally 
account for personnel performing management 
headquarters tasks.- (See p. 8.1, 

Despite the Secretary of Defense’s position that 
accounting for headquarters personnel on the 
basis of the type of work they do may not be 
useful , GAO has shown by example in this re- 
port the need for such functional accounting. 

In addition, GAO recommends that thP Secretary 
of the Navy continue to review headquarters 
functions and provide the Congress with more 
accurate information in time for its considera- 
tion of the f i&al year i9”8 budget. (See p. 8.) 

At t5e request of the Senate Appropriations 
Committee, GAO did not obtain formal comments 
from the Navy but informally discussed the re- 
port rrith iJavy officials and considered their 
views where appropriate l 

--- _ 
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CHAPTER 1 

INTRGDUCTION 

We recently reviewed the civ;i ian and military staffing 
of (I) the Office of the Secretary of Defense (OSD), (2) the 
Civilian Secretaries of the military departments, and (3) 
the immediate staffs of tht military departments. The re- 
sults of this review were presented to the Congress in a.1 
April 20, 1976, reported titled, "Suggested Improvements in 
Staffing and Organization of Top Management Headquarters in 
the Dapartment of Defense“ (FQCD-76-35). We conclude,' that 
accounting for management headquarters personnel under the 
organizational approach as required by Department of D?fen.ez 
(DOD) Directive 5100.73 is inadequate and can result 
in distorting the reported size of DOD management heifi.-oa - 
ters. We also stated that full functional accolznting LIMP .s* J? 
the identification.and accounting of maiiagement head<, -3.-: 1s 
support personnel. Accordingly, we recommended thr' D:*;.:4e 
gradually implement a system to account for headqua:--F-s per- 
sonnel on the basis of the type of work performed. 23's 
position was basically that the implementation of a fu;'. 

.: functional approach to headquarters personnel ident-.ir-stion 
offered no distinct advantages over the organizatic?al 
method. 

More recently we surveyed the organizational .Ser:xture. , . 
of a number of headquarters elements in the Pacific Fleet. 
The Chairman, Senate Appropriations Committee has rml.,-,ted . 
that he be furnished the results of this survey. Oce t tjor 
objective was to evaluate the Pacific Fleet's participation 
in a recent management headquarters review--which waj J 

result in implementing DGD Directive 5100.73 and J mr, 
accurate accounting foe personnei performing headquart-rs. . 
functions. 

SCOPE 

This report was compiled by reviewing Navy org,.riza- 
* '-.lal charts,. functional statemenLs, -policy ;ind guidance 

* . ctives, and other documents furnished by Navy clficials. 
8 .btained additional infotma'.ion and supporting data Erom 

studies, reports, and interviews of Navy command officials. 

We made our study at the following Pacific Fleet locations: 
--- - - - 

U .?. Naval Forces, Japan, Yokosuka, Japan . 3. 
Headauarters, Fleet Air, Western Pacific, Atsugi, Japan 
U.S. Naval Forces, Korea, Seoul, Korea 
U.S. Naval Forces, Philippines, Subic Bay, -Philippines 
Naval Surface Group, Western Pacific, Subic Bay, Philippines 
Fleet Coordinating Group, San Miguel, Philippines 
U.S. Naval Forces, Marianaa, Guam 
Headquarters Support Activity, Taipei, Taiwan 
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CHAPTER 2 

MANAGEMENT HEADQUARTERS PERS3NNEL 

ACCOUNTING NEEDS TO BE IMPROVED 

Although persistent congressional attention has 
stimulated reductions in the number of personnel assigned 
to management headquarters, control over such functions 
requires accounting for what people do as dell as where they 
are assigned. The Congress has previously criticized the 
Navy fcr understating the size of its management headquarters, 
yet the Savy has continued ec understate the number of person- 
nel performing management headquarters functions. This oc- .,' 
curred-because: 

--The DOD criteria did not require functional accounting. 
It allowed those activities devoting over 50 percent 
of their resources to the performance of management 
headquarters tar&s to be designated as management 
headquarters if the activity in question did not 
clearly meet othet criteria. 

--The Navy did not supplement the DOD criteria to cover 
its own organizationai configuration, operational 
practices. and functional characteristics. 

.* 

--The DOD criteria was general and subject to varying 
interpretations. 

The lack of functional criteria and the SO-percent rule 
allowed the Navy to avoid counting personnel assigned to 
organizations that devote less than 50 percent of their re- 

1 sources to management headquarters functions. Also, the 
criteria was interpreted to exclude headquarters support 
activities, organizations that were extensions of management , 
headquarters. 

Thus, the Navy is not counting as management head- 
quarters staff any of the i,800 personnel assigned to 8 
Pacific Fleet acr;ivities we recently visited. We estimate 
that about 688 of t&se-personnel may be performing manage- --- 
me?t headquarters finctions. (See p. 0.) 

BACKGROUND 

During the last 4 years DOD has been under a congres- 
sional mandate to develop a system that accurately accounts 
for personnel performing management headquarters functions. 
In March 1975, the Survey and Investigations Staff of the 
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House Appropriations Committee reported on the progress of 
DOD's efforts to establish such a system. The report was 
critical of the Navy's progress. 

The report stated that the Navy had no centralized in- 
formation system whereby it could determine which of its . 
components were responsible for performing specific manage- 
ment headquarters functions. Neither could it accurately 
determine the total number of personnel who perform such 
functions. Thus, OSD officials were not in a position to 
assure the Congress that budget submissions regarding Navy 
management headquarters were meaningful. Furthermore, 
without an accurate accounting system the Navy's ability '> 
to properly manage and control the size, identification, and 
cost of its headquarters activities was limited. 

The House Appropriations Committee investigation dis- 
closed that the Navy understated the total size and cost of 
its management headquarters to OSD and the Congress. These 
understatements occurred primarily because the Navy (1) sup- 
plemented management headquarters staffs with personnel from 
organizations not designated as management headquarters and 
(2) insisted on designating as management hzadquarterp only 
those organizations devoting at least 51 percent of their 
effort to management headquarters functions. 

It was recommended that the Navy institute a department- 
wide review of i's field activities to identify the ones 
performing headquarters functions. Then, additional efforts 
were to be made to ascertain how many personnel were perfora- 
iilg these functions. The spaces for the22 personnel were (;o 
be included in the total headquarters persorinel strength of 
the Navy. 

DOD MANAGEMENT HEADQUARTERS FERSONNEL 
ACCOUNTING CRITERIA 

On April 11, 1975, shortly after the investigation re- 
sults were released, OSD issued DOD Directive 5100.73 which 
established revised criteria for designating an activity as 
a management headquarters or A headquarters support activity. 

The DOD criteFia requiredthat, otganizations be desig- 
nated as management headquarters activities when as their ' 
primary mission they perform the following functions for 
lower echelon organizations. 

1. Policy development and guidance. 

2. Long-range planning, programing, and budgeting. 

3 



3. Management and distribution of resources. 

4. Program performance review and evaluation. 

Organizations whose primary mission was to provide di- 
rect support to a designated managemtnt headquarters were 
to be designated as management headquarters support activi- 
ties. This included staff extensions, agencies, activities, 
centers, and other types of organizations which may have been 
organizationally separate from the management headquarters, 
yet provide it with support integral to its effective opera- 
tion. Generally, direct support -may take the form of p:ovid- 
ing analysis for or assisting in the formulation of policies 
and procedures, or in otherwise providing professional, tech- 
nical, administrative, or logistical support essential to 
the execution of the management headquarters mission. 

Where the nature or an organization cannot be readily 
determined, and it doe- not clearly meet the criteria cited 
in the two previous pzagraphs, it should be designated as 
either a management headquarters or a headquarters support 
activity if a simple majority (SO-percent rule) of -its work 
is devoted to the activities described above. This criterion, 
however, was only to be used as a last resort. 

NAVY DEPARTMENT REVIEW 

Based on the above criteria, the Chief of Naval Opera- 
tions (CNO) directed major Navy commands to provide him with 
an accurate it?ounting of all personnel assigned to management 
headquarters and headquarters support activities. Be empha- 
sized that this effort was necessary to insure the integrity 
of the Navy’s headquarters management efforts before the Sec- 
retary of the Navy, the Secretary of Defense, and the Congress. 
CNO directed a two-phased review on June 26, 1975, to accomp- 
lish this objective. 

Phase I 
. . . . . 

Phase I required a complete inventory of existing man- 
power used in assigned headquarters activity functions. It 

- also required nersssary.manpawer allocation adjustments to 
reflect true headquarters manpower requirements. Phase I 
was directed only at currently designated management nead- 
quarters. It basically required (1) a revalidation of all 
headquarters billets (jobs) to insure personnel assigned to 
headquarters were actually spending over 50 percent of their 
efforts in the assigned billet and (2) that personnel also 
assigned responsibility for work in other organizations were 
spending less than .50 percent of their efforts in the addi- 
t ional duty function. 

4 
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On November 13, 1975, CNO directed that phase II of the 
review begin. Its basic objectives were to identify 

--nonheadquarters functions performed by headquarters 
staffs and the feasibility of reassigning such func- 
tions and manpower to a nonheadquarters activity and 

--al- Navy headquarter-s and headquarters support activi- 
ties for potential additions and deletions to the cur- 
-rent OSD-approved- management headquarters activity 
listing. 

PACIFIC-FLEET- PARTICIPATION IN THE 
MANAGEMENT HEADQUARTERS REVIEW 

On June 28, 1975, Commander in Chief, Pacific Fleet 
(CINCPACFLT) directed its five type commands, the 3d and ’ 
7th Fleet, and Fleet Operations Control Center Pacific 
(FOCCPAC) to provide the data required for Phase I of the 
review. This data was forwarded-by Pacific Fleet to- CNO on 
August 4, 1975. This effort was only directed at currently 
designated management headquarters activities and resulted 
in minor manpower authorization changes being recommended to 
CNO. In total, ,designated Pacific Fleet headquarters activi- 
ties will increase by 128 positions that are to be transferred 
to them from organizations not designated as headquarters. 
Most of the transfers involved two organizations--Pacific 
Fleet and Naval Air Forct~, Pacific Fleet. Pacific Fleet 
headquarters will gain 89 military billets and 13 civilian 
positions. Naval Air Forces, Pacific Fleet, will gain 6 mili- 
tary billets and 39 civilian positions. 

On November 22, 1975, CINCPACFLT directed that Phase II 
begin. CINCPACFLT reported the results of its Phase II re- 
view to CNO in five separate messages from December 16 through 
28, 1975. CINCPACFLT recommended that its headquarters, all 
the type command headquarters , and 3d Fleet Headquarters con- 
tinue to be designated as headquarters activities. However, 
it recommended that 7th Fleet Headquarters and FOCCPAC be 
dropped from the headquarters activit&Jksting. _ We learned 
recently that Naval Districts are also being recommended for 
deletion by CNO. 

A DQD official testified before the Congress that fiscal 
year 1977 budget data was to be based on implementation of 
the revised DOD criteria. However, as of August 1, 1976, a new 
OSD management headquarters 1 ist ing had not been final ised. 
Indications are that 7th Fleet Headquarters may be deleted. 

. . .-. 
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Navy officials expect that the revised iist will be approved 
for publication shortly. 

CINCPACFLT also recommended that several smaller activi- 
ties either be designated as headquarters or merged with 
CINCPACFLT. It deferred to CNO concerning the status of a 
few others. However, for the majority of activities reviewed, 
CINCPACFLT was satisfied with their nonheadquarters designa- 
tion. --. 

We visited eight-field activities which were-not on the 
headquarters activity listing but which were reviewed by the 
Pacific Fleet to determine if they met the criteria for 
designation as a headquarters activity. (See app. I, pp. 9 
to 11.) These 8 activities were authorized about 1,800 people 
(896 military and 921 civilians). CINCPACFLT did not recom- 
mend to CNO that any of the eight activities be added to 
the headquarters listing. 

OUR ASSESSMENT .3 ' 

If the Pacific Fleet's input to the management head- 
quarters review is indicative of the entire Navy, the objec- 
tives of the CNO’s.review were not accomplished. Not all 
personnel performing. management headquarters functions were 
accounted for as directed. We estimate that at least 600 
personnel performing management headquarters functions may not 
be properly accounted for at the 8 activities visited. 

The revised DOD criteria did not require a functional 
accounting of personnel performing management headquarters 
tasks even though that was proposed by the Congress as far 
back as 1972. The Surveys and Investigations staff of the 
House Appropriations Committee again made the same recom- 
mendation to the Navy on March 26, 1975. As stated on 
page 1, we agreed with the recommendation to account for . 
personnel functionally. 

In addition, we believe many individuals performing 
management headquarters functions were not accounted for be- - -- . cause DOD guidance for performing El% review-was general and 
subject to varying interpretation. Navy officials in Hawaii 
and the Western Pacific agreed that the directive was some- 
what vague. Further , the Navy did not supplement the direc- 
tive as required in the DOD directive. A DOD official 
testified before the Congress that each DOD component was 
required to develop written internal instructions which 
specifically interpret the management headquarters defini- 
tion and functions in terms of its own organizational con- 
figuration, operational practices, and functional character- 
istics. 

6 



_.- ~ . _, 
Since the revised criteria did not require functional 

accounting and was general in nature, it resulted in z large 
number of Pacific Fleet personnel not being counted as doing .- 
management headquarters functions. Without functional ac- 
counting criteria, only personnel assigned to activities 
which devote more than 50 percent of their resources to man- 
agement headquarters functions need be included in statis- 
tics reflecting the size of management headquarters. Further, 
the general nature of the criteria allows much latitude in 
judging whether an activity is a managemenk headquarters. 
Since it is advantageous for organizations to maintain a low 
headquarters profile, it is not surprising chat the general 
criteria were interpreted accordingly. 

CINCPACFLT used the SO-percent criteria in five of the 
eight activities we visited, although this was done only as 
a last-resort. In one case an organization had over 50 per- . 
cent of its resources devoted to a function considered to be 
a management headquarters-type function--area coordination. 
However, CINCPACFLT was not sure whether area coordination 
should really be consitiered a management headquarters func- 
tion. It left the final decision with CNO. 

In other instances the Pacific Fleet was able to ration- 

I 
alize, because of the general nature of the criteria, why 
or$anizations that are extensions of headquarters should not 

I 
be designated as management headquarters while admitting 
that they were a headquarters-type activity. 

1 In sulIif ,.ry, CINCPACFLT provided comments to CNO on the 
, headquarters status of six of the eight field activities we 

visited. 7.t did not forward comments to CNO on two activi- 
ties--Commander, Fleet Air, Western Pacific and Commander, 
Naval Surface GfOUp, Western Pacific--although each were re- 
viewed. Of the six activities commented on, three received I 

I recommendations to continue designation as nonheadquarters. 
CINCPACFLT did not make a final recommendation concerning 
three others. 

I CONCLUSIONS 

The Navy has continued to understate the number of per- 
sonnel performing management headquarters functions, because 
the current system does not promote the desired accuracy. 
The criteria were general, 
quire functional accounting 

but more i3portanflydi-d nof re- 
for personnel performing manage- 

ment headquarters tasks as required by the Congress. Accord- 
ingly, many personnel devoting less than half their effort 
to management headquarters functions were not counted. 
together with not counting extensions of management 

This p 



headquarters as support activities have resulted in the Navy 
understating the number of personnel assigned to headquarters- 
type organizations. We estimate that at least 600 individuals 
were not counted at the 8 activities visited as part of the 
Navy headquarters structure. 

Also, the proposed deletion of naval districts would 
. not be consistent with prior Navy decisions. Recent OSD 

testimony before the Congress supported the inclusion of 
navrl districts in the management headquarters lists. 

!3ECOMMENDATIONS 

Despite the Secretary of Defense's position that 
accounting for headquarters personnel on the basis of the 
type of work they do may not be useful, we have shown by 
example in this report the need for such functional acco!lnt- 
ing. We therefore again recommend that the Secretary of 
Defense develop specific criteria to functionally account 
for personnel performing management headquarters tasks,. 

We also recommend that the Secretary of the Navy con- 
tinue to review his headquarters functions and to provide 
the Congress with more accurate information in time for 
its consideration for the fiscal year 1978 budget. 

- -  - -  
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APPENDIX I APPENDIX I 

GAO'S ANALYSIS OF SELECTED ORGANIZATIONS IN 

THE PACIFIC FLEET'S EVALUATION OF 

HEADQUARTERS STATUS 

The following is our analysis of the Pacific Fleet's 
-evaluation of the headquarters status of four of the eight 
activities we visited. None of these organizations are des- 
ignated as management headquarters. They contain about 
two-thirds of the 600 personnel we believe are not being 
properly count ed as management headquarters. 

COMHANDER, FLEE" AIR, WESTERN 
PACIFIC 

The mission of Commander, Fleet Air, Western Pacific 
(CORFAIRWESTPAC) is to perform command functions throughout 
the Western Pacific. This includes assigned shore activi- 
ties to provide the entire 7th Fleet, including Marine Corps 
units, with aviation logistic, operational and training sup- 
port. It is actually an extension of AIRPAC, being its 
WESTPAC representative. COMFAIRWESTPaC is authorized a 
staff of 192 personnel. 

The Commander, Naval Air Forces, Pacific, in commenting 
to CINCPACFLT on whether COMFAIRWESTPAC should be designated 
as a rranagement headquarters, recognized that COMFAIRWESTPAC 
performed a variety of the delineated command headquarters 
functions and that it is, in fact, a headquarters. It was 
reasoned that it did not qualify as a management headquarters 
because its responsibilities did not extend to policy develop- 
ment or long-range planning, progr?Tlng, and budgeting. Con- 
cerning whether it should be a headquarters support activity, 
the Commander, Naval Air Forces, Pacific, stated that it is 
a matter of interpreting DOD policy guidance. COMFAIRWESTOAC 
did not participate in the evaluation. CINCPACFLT did not 
provide comments to CNO on whether COMFAIRWESTPAC should be 
designated as a management headquarters. 

COMFAIRWESTPAC at least meets the criteria for designa- 
tion as a management headquarters support activity. There- 
fore, all of-the staff should probably be counted as manage- 
ment headquarters. -- -- 

COMMANDER, NAVAL FORCES, KOREA 

The Commander, Naval Forces, Korea (CNFK) participated 
in Phase II of the review ani! in a message to CINCPACFLT 
concluded that it (1) was correctly designated as a non- 
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APPENDIX I APPENDIX I 

management headquarters, (2) expended the majority of 'its 
resources as an extension of CINCPACFLT, and (3) was a 
headquarters support activity. 

CINCPACFLT did not forward these conclusions to CNO 
verbatim. CINCPACFLT stated that if its assignment of 
immediate area coordination to CNFK is also considered 
direct management headquarters support, then citing CNFK as 
a headquarters support activity (HSA) may be warranted. In 
this connection, CNO recognized that area coordination 
functions are similar to functions of other activities cur- 
rently designated as management headquarters. 

Even under the last resort criteria; CNFK should be 
designated as HSA because 70 percent of its efforts is 
devoted to area coordination and support of the unified com- 
mand in Korea, a designated management headguar ters. CNFK is 
authorized a staff of 164 personnel. 

COMMANDER, U.S. NAVAL FORCES, 
MARIANAS 

To determine if the Commander, U.S. Naval Forces, 
Marianas (COMNAVMARIANAS) should be classified a management 
headquarters CINCPACFLT requested it estimate the percentage 
of workload devoted to area coordination, fleet support, and 
general areas. -COMNAVMARIANAS estimated -that 55 Jetcent of 
its efforts was devoted to area coordination. COMNAVtiRIANAS 
did not express an opinion as to whether or not it should be 
designated as a management headquarters. 

. 
Also, CINCPACFLT only stated in a message to CNO that 

if the performance of area coordination is a criterion for 
inclusion in the Office of the Secretary of Defense (OSD) 
list then COMNAVMARIANAS should be considered as a candidate 
since more than half its manpower resources/workload in- . . 
volves area coordination. COMNAVMARIANAS is authorized a 
staff of 88 personnel. 

HEADQUARTERS SUPPORT ACTIVITY, 
TAIPEI 

The mission HSA Taipei, is to provide administrative -- _ and logistic support to the Headquarters, U.S.-Taiwan- - 
Command (TDC), the Military Assistance Advisory Group (MAAG), 
Republic of China, and other activities and units, as desig- 
nated by C?lO. It is authorized a staff of 480 personnel. ._- * 

CINCPACFLT, in commenting to CNO on the status of 
HSA Taipei, stated that it could be considered a management 

f . - 
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APPENDIX I APPENDIX I 

headquarters support activity because its primary mission 
is to support two management headquarters. CINCPACFLT 
also added that USA Taipei would not be a management head- 
quarters support activity under the last resort criteria 
because the number of personnel assigned to TDC and WAG 
represents less than 8 percent of the total population 
supported. However, the 8-percent figure does not include 
Navy personnel support management headquarters other than 
TDC and MAAG. The 13th Air Force Headquarters is on the 
OSD Management Headquarters listing, and there are severai 
detachments of this activity in Taiwan. In addition %A 
Taipei provides support to American Embassy personnel. It 
also supports various establishments in Taiwan, such as 
the commissary store, USN Hospital, and school units, that 
would probably not exist were it not for TDC and MAAG. 
None of the Navy people at HSA Taipei supporting these 
organizations was considered. Yet all these crganizations 
and more were included in the base used to arrive at the 
8-percent figure. Also HSA Taipei does not provide the ’ 
same level of support to everyone in Taiwan. Many of the 
organizations in Taiwan provide some of their own support. 
This indicates that there may be many more people in Taiwan 
support headquarters-type activities that are not being 
accounted for. Thus, our estimate of about 600 people not 
being counted may be a conservative figure. 

CINCPACFLT did not recommend to.CNO if HSA Taipei 
should .be desiqnated as a headquerters support activity. 
In our opinion, HSA-Taipei .persp_nnel in di.r.ect support -‘.< 
functions should be class if ied as management headquarters 
support activity personnel because they clearly meet the 
required criteria. The criteria states that organizations 
whose pr imary mission is to provide direct support to a 
designated management headquarters will be designated as 
management headquarters support activities. 

Other Activities 

Generally, as a result of liberal interpretation of the 
headquarters directive and use of the last resort cr iter ia; 
similar headquarters accounting discrepant ies (about 200’) 
also exist in these four activities. 

--Commander, Naval Forces, Japan 
-__ -_ --Commander, Naval Surface--Group, Western Pacific -- s_ a 

--Commander, U.S. Naval Forces, Philippines _ -_. -. 
--Fleet-Coordinating Grou‘E-Philippines - 
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