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ABSTRACT

AUTHOR: Hdmund W. Sullivan, COL IN,
TITLE: Reserve Component Readiness Hvaluatlon,
FORMAT: Esgsay.

The readiness o1 lack of readiress of Reserve Comjonent
units has been a subject of mucnh discussion. An easential
part of the problem has been th: lack of accurate readiness
information. This essay examines current US Army methods of
determining operational readiness. Material was collectsd
by a review of appropriate referancs hooks, after action
reports, previous studies of the problam, dir:ctives, Army
Training Tests, and by interview,

Current, procedures do not correlate realiness indicators
to arrive at acourate reliable evaluations, Certain deficiencies
exist in the Amy Training Test, which is th- rrinciple measure=
ment device. Accurate readiness information is deemed essential
under present conditions. This essay recommends improvements

to the Army Traininp Test and to othar evaluation procecdures,
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CHAPTER I

INTRODUCTION

Cur foundings fathers recognized that one of the princirle
responsibilities of a central yovernment is to p svide security

for its citizens. One June 1L, 1775, the Second Continental

Congress created the Continental Army. Later, when the constitution
was adopted, Conzress was charged with tha resoponsibility " To
ralse and support armies " and " To provide for orvanizing,
arming, and disciplining the Militiaeses ™s Since that time the
% Common Defense " has been entrusted to various combinations of
active and reserve forces.l
If security was the only governin:- factor, the defense of
the United States (US) would surely be provided entirely by
active forces, However, the nation has never consented to
maintain sufficient active forcea to provide the necessary
security. A larpe " Standing Army " has historically been repumant
to Americans., Recalling the experiences of their forbears in
other lands, Americans have remained reluctant teo suprort a
larce active force. Oskar Morgenstern discussed another reason
for this reluctance in " The Question of N ational Defense " as he

asks, " How lar;i:e a burden can be imposed upon the economy in

1 Albert B. Saye, et ale Principles of American Government
(1962), ppe 29, US1=ii56,




order to make us 'safe! if safe we ran be? "2 He later states,
" The true limit of the burden is the willingness of the people
to carry it. " In peacetime the people have not been willing to
carry a lar-e burden, Reducing military expenditures is a
recurring joliticzal issue, Thus the US, like most of the other
rations of the world, relies on a combination of active and
raserve forces,

Curcrent emergency planning relies on the Reserve Components
to maks a simificant contribution to the nation's security.
Secretary of Daofense Malvin Laird recently stateds

One major step we have taken is our new pol. ay
with respect to Reserve Forces. Members of “he
National Guard and Reserve instead of draftees,
will be the initial source of aupmentation of the
Active Forces in any future emersengy requiring
a substantial expansion of Active “orces,

Contingency plans now require earlier deployment of scme
Reserve Component units in the event of a future emergengy. Thase
early deploying units will have limited time for post mobilization
training., Flanners and commanders of gaining commands need to
know the capabilities of these units. The evaluation of Reserve
Component units is more important than it “as been in the past,

Thls research addresses the problem of evaluation of

Raserve Componznt units of the Army.

2 Oskar Morgenstem, The Question of the National Defense ‘
3 Melvin R, Laird, Statement of the Secretary of Defenss
before the Senate Armad Services Committee (15 March 1), Ps He

2
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CHAFTER IIX

THE VIET NAM MOBILIZATION

Slements of the Reserve Compcnents have been utilized in all
major confliets in which the US has been involveds The sipnificant
contribufions that they have made to th~ security of the nation
is amily documented in military history. However, many problems
have been encountered in ausmentin~ the active forces with forces
from the Reserve Com onents. tiobilization prlannin; has been a
matter of concern for military leacers throughout our tistony.h
Phedr recomrendations have frequently been iznored and each
mobllization has found us dealing with some of the same problems,

A recurrine problrm has heen the Y .ck of real knowled-e of thé
stotus of Kemorve Components readiness, This chapter reviews
oxperioncen in the mosct recent mobilization.
On April 11, 1968, a partial mobilization was directed.
On May 13, 1908, 76 units from the United States Army. Reserve (USAR)
and the Ay Nutdonad Guard (ARNG) were mobilized, These were
prdmatly vidto from the Strateric Reserve Vorces (SK')e. Some
vnd b bt bran dont nated SR an early as the fall of 1965 and
had recatvad exien funding, tesining, and equipment,

M wob) tieed untita moved to mobilization stations, and

08 JDaind GOPelted- § e

" Department of the Army, Pamphlet 20-2131 History of

:31)1t~tw Mobilinntion in the US Army 1775<19L5 (Juna 1956),
3




in most cases, began trainine on May 27, 1968, Most of these

units were unable to complete post mobilization training in the
anticipated time, Two brigades, which were mobilized, expected
to complete training through Advanced Unit Training (AUT) in
eipht weeks. This was based upon estimates made prior to
mobilization., These estimates were subsequently re=evaluated
and changed to 13 weeks for one brigade, and 11 weeks for the
other., The brirades actually required 17 weeks and 13 weeks,
respectivoly, to complete tr&ining.E

Lack of qualified personnel, and equipment shortarges were
cited as major reasons for extended post mobilization training.
Considered as other contributing factors weres Lack of MOS and
branch training, personnel shortares, late reporting fillers,
and leadership, A few units had recontly been reorganized
and required extensive retraining.6 A significant factor in
some n~f the mobilized units was the failure to stabllize strength.
Many individuals who had received the extra training were not
mobilized. Gven at mobilization, those personnel whose enlistments
expired prior to December 12, 1968, were exerpted from mobilization.

In this latest mcuilization the selecetion of units was not

5 US Department of the Army, Deputy Chief of Staff for Military
Opsrations, (S) The A Study of Guard and Reserve Forces (U)
(June 1972), ppe 35,39. (hereafter referred to as the Army Study)

6 Tbid, pe IV 32.
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based on accurate readiness data.7 Unit estimates of reauired
post mobilizetion training was re-evaluated by installetion
commanders after motilization, and in most cases the time wac

extended, The actual post mobilization treining, in muny cases,

was longer than either estimnte.8

A review of other mobilizations does not reveal any instances

vhere more accurate readiness data was availeble, In the past
therc has been time to mobilize, equip, and trein forces for
combat, Many Reserve Component units now have mobil{zation
assignments that do not allow similnr amounts of time, The
limited time avnilable f'or post mobilization training must be
used efficiently,

Recently steps have bteen talen to improvec the recediness
posture of reserve forces, Department of the Army has surplied
additional funds end equipment, Periodic testing is required
and readiness reporting has been resumed, Succeeding chapters

of this study will examine the effectiveness of this program,

7 The Army Study, p. IV 31,

Richard P, Weinert, COVARC and the 1062 Reserve Mobilization

(U), Secret (August 1970),




CHAPTER III
READINESS AND READINESS OBJECTIVES

A common understanding of readiness is desirable prior to
a turther discugsion of readiness evaluation., Readiness involves
qualified personnel, operational equipment, and necessary supplies.
In 1945 General Creiphton W, Abrams, then Vice Chief of Staff
of the Army, held these views on readinesss
The number one objective of the Army's readiness
program is to insure that each TOE company, battery,
or troop has its authorized personnel with the
required skills available for duty; that its
authorized equipment is on hand and maintained in
operational condition; that its necded supplies
are on hand; and each company, oattery, or troop
is maintaining a state of training that will permit
wission accomplishment.9
Amy Remulations (AR) 135-8 establishes readiness standards
and objectives for Reserve Component uvnits. It statea, " The
post mobilization readiness objective for each vnit is full
TOE personnel and equipment and a training status which will
permit the nnit to accomplish its TOE/TDA mission. "0 Units
of the Reserve Components, which are organized at less than
TOE strength, with equipment shortapges, and personnel turnover,

will not reach this status prior to mobilization., AR )35-8

assigns these units lesser pre-mobi].izgtion objectives,

9 Creighton W, Abrams, GEN, " The Army Readiness Program, "
Amy Information Digest,(Mey 1965), p. 2.
I0US Department of the Army, Army Repulations 135-8:

(March 1969), pp. 1,2. {(hereafter referred to as AR 135-8),
)




US Continental Army Cormand (CONARC), in its Reserve
Corponent (US Army) Training Guide, estaviienes training ob-
Jectives and furnishes training guidance to Reserve Component
units, The current training objedtive (1972-73), during pre-
mobilization training, is the atteinment and maintainance of
company or comparable level of proficiency, verified by the
successful completion of the applicable Army Traih:lng Test (ATT),
with 854 or more of authorized unit strength participating,ll
This establishes a readiness objective of company or comparable
level for these units,

Ideally, a unit commander would be assigned tre required
number and type of MOS qualified personnel and would begin a
Sasic Unit Training (BUT) cycle, utilizing the appropriate
Army Training Program (ATP). At the conclusion of the cycle,
the unit would ’undergo an appropriate ATTy If the unit successfully
completed the ATT they would have reached their prescribéd
objective,

The Reserwn Component unit does not progress through the
traininz program in this manner., A typical Reserve Component
unit consicts of personnel at various levels of traininge. Some

personnel have been with the unit for some time and require

11 ys Department of the Army, Headquarters, US CUNARC,
Ressrve Component (US Army) Training Guide (June 1972),
Annex F. pe Lo




only refresher training; some personnel have recently returned fron
RCP 63 traininz and require unit training; eome personnel have
partially completed unit trainingg and a few personnel are
untrained, awaiting R™P 63 training. Special training programs
are required for these units.

For these reasons, it is difficult Tor & Reserve Component
unit to attain and maintain proficiency at a specific levels
Althourh certain exceptions exist, especially in the service
support units, few units will reach combat readiness in the
pre-mobilization status. This is recornized, and post mobilization
training time 1is allowed to ccrrect shortccmings, However,
while the turmover of personrn:} creates difficulty in maintaining
specific levels of training, the retention of career personnel
results in degrees of proficiency at all levels, even above
the prescribed objectives. The evaluation procass should reveal
the status of the unit at each level, so that post mobilization

time can be efficiently utilized,




CHAPTER IV
ZVALUATION TECHNIQUES

The educaticnal process is normally accomranied by some
form of evaluation. There are several purposes for evaluation,
among which aret to determine student prorress; to determine
teaching proficlency; and to determine areas needing additional
emphasis.

Bvaluation and measurement are som-times used as synonyms.
However, in relating these terms to education there is a
difference. Moasurement refers to quantitative descriptions as
determined by tests and such devices., Evaluation is more
inclusive and qualitiative, it seeks to determine what prorress
has been made towards proviously detem'ned objectives,
Measurement is usually a part of the evaluation process, but
there may be a qualitative evaluation without measurement.la
Most educators would apgree, however, thal 2 sovnd evaluation
program will include both measurement and none-measnrement
(judgement) techniques.

Three important qualities to consider when constructing an

evaluation or measurement device ares validity, reliubility,

12 Noiman E. Oronlund, Measurement and Evalustion in Teaching
(1971)0 P 8.




and uaeability.13 To be valid a test must produce the desired
results, that is, it must test the areas desiredt be tested.
To be reliabls a test must produce consistant results. Finally,
the procedure must be useable, it must be practical and easily |
* administered.
[ The evaluation process is especially impartant to the armed
l forces as they seek to determine when individuals and units are
prepared to perform their operational mission, Each of the
services has developed testirg, evaluation, and readiness
reporting procedures. Two devices utilized by other services
are examined in this chapter,
‘ The Second Marine Division has developed a tactical training

test (TACTEST) to test training readiness of infantry and
artillery units, They have produced comprehensive standard
operating procedures (SOPs) which details all phases of the
test, The SOP specifies responsibilities and duties of tested
personnel and umpires, Evaluation procedures are explained,
and evaluation sheets ars prepared, A list of test events

are specified, from which the TACTEST director selects events
to teat tho unit., Squad and platoon tests are conducted as

part of the company test. Company/battery size units are tested !

appears to standardize testing in the division, and could be

13 H,H, Remmers, et al., Measurement and Evaluation (1966), p.119.

10

semi-annually, and battalions are tested annually. <7This test J




used as a basis to standardize testing of other Marine units, 4
The test is intended to reveal deticiencies for correction, as
well as to measurs readiness ..l

Annually (sometimes more frequently), the Air corce conducts
an Operational Readiness Inspection (ORI) and a Manayement
Effectiveness Inspection (MEI), concurrently, on its operational
units. These two inspections examine all phases of the unit
operation, to include administration, operations, and lo~istics.
The variovs command echelons, air force throurh US AIR FORCE,
have test teamse A unit is subject to being inspected by arny
of it's hipher headquarters on a " no notice " basis. HReserve
Component units are normally inspected by their " gaining command "
headquarvers, nbut hicher headquarters observers or teams may
monitor the inspection and/cr the tsam.

T, unit is inspected as it simulates a contingency mission.
Inspectors accompany the pilots on these missions, and they are
pgraded on a runnery phase as well, Support elements are also
inspectecs The ORI serves to verify the commanders evaluation
which he has submitted in the semi-monthly readiness report.

The inspections are standardized, and the same stendards apply

to active and reserve units, The inspactions evaluate unit

14 ys Marine Corps, Second Marine Division, Division Crder
P350C.11, (July 1971).

11




readincss, and reveal deficiencies., The vnit commander is
furnishe! a critique to include a complete report wich identifies
problem areas for further traininp.lg

Measurement and evaluation is not an exact science.
Evaluation will continue to be in part subjective and subject
to errors. A sound evaluation program will produce more
accurate resultses The devices utilized must be valid and reliable,
To the extent that tests can be standardized they will produce
comparabl: results, The Air Force prosram, and to some extent
the Second Marine Division TACTZST, contain many of the qualities

desired in measurement and evaluation devices,

15 Interview with Donald A, Torney, CUL, Commander, 185
Tactical Fighter Croup, Iowa Nacional Guard, 28 September 1972,

12




CJAFTER V
CURRENT US ARMY EVALUATIOW VFOCTOURES

The two main yurposes for evaluation of a unit are to
determine the unit rendiness statua and to identily those areas
in which the unit is deficient, There are several tests and
inspections utilized to arrive at this evaluation. The recilts
of most of theso are reflected on a semi-annunl readiness report.
The devices utilized are primarily subjective, although within
each, there is some opportunity for objective measurement. These

current procedures are examired in this chapter,
THE ARMY TRAINING TEST

ATTs have been prepared for marny tyres of units. Tests
have not yet been prepared for some units. Some tests are prepared
for battalion level and are not available for lower levels. The
purpose of the tests is to evaluate the ability of the units to
perform assirned missions vnder simvlated combat conditions.

The test examiries the unit's eperational procedures,
maintainance procedures, SOFs, and levels of performance of
specific functions and missions., It also includes an umpires
evaluation of unit equipment shortages that are considered
essential to the accomprlishment of the mission, Check lists

are provided as ruides for umpires. The chief umpire has

13




scoring resronsibility, and provides the final prass or fail
evaluation.1® The ATT is the primary device utilized by the US
Army to measure operational readiness. It is the best deviee currently
available for this purpose, and when administered as intended it
provid2s relatively valid and reliable results. The test has
certain deficlencies which are discussed in succeeding paragraph8e
Authorized modifications and scoring latitude subject the
test to less of validity and/or reliasbility. Major commanders
and chie’ umpires are authorized many modifications to the test,
If a number of these modifications are implemented it will reduce
the test validity., There is no standard weipghting system between
the elements of the test. The final prade is dependent, upon the
chief umpire's judgement. There could be considerable variation
in rating between two like and equal units, contineent upon the
modifications and scoring. The test is not considered completely
standardized, and will not necessarily produce consistent results.

The ATT is not ¢ cirely practical for Reserve Componont

units who must administer their own testse The testing
headquarters, with other concurrent requirements sometimes finds
it difficult to provide qualified test personnel. It usually

means that some of their best qualified personnel will be lost for

16 U3 Depamment of tha Army, A Training Test 7-47
Rifle Company Mechanized Infantry Eagtalion (1L Varch 1966) -
and Avy Training Test 29-202: Direct Support Maintainanen
Units (11 Aupust 1971).

pI]




——— .

the testing time and the time required to prepare. Further, the
results of tests conducted within an organization are subject

to questions The Army Study found instances where scorinz ecrades
had been readjusted afte- completion of the tests.l’ While this
practice is certainl’ an exception, the -ossibility exists, and

weakens the effectiv - :ass of the devica,
THE ANNUAL GENSRAL INSFRSTTION

Each unit recsives an Annual General Inspection (AGI) by a
represantative of the Inspector Generals, Over the years the
format has varied, but the intent is to provide an impartial
evaluation of the unit. An offlcer, som=times accompanied by
a non-commissioned officer, visits the unit for a short period of
tima, (usually one day or less, dependiny upon the type of unit)e
Time limitation preclude and in=-depth insnectlon and it is
normally limited to selective checks. It provides an insight as to
whether the 1;nit is properly organized and operating with current
regulation, according to Department of the Arny (DA) standards.
A beneficial side~effect is the preparation made by the unit
to be ready for inspection, The inspection is an indicator

but, by itself, cannot determinec the opcrational readiness of a unit,

17 The Army Study, ¢ “123, 2le

15




ANNUAL TRATNING EVALUATION

Each year at annual *raining (AT) each unit is evaluated
by representatives of their Continental US Army (CONUSA)
Commander. The tomat of the inspection varies, from year to
year, as does the size and composition of the evaluation team.
Other Arry commitments have sometimes limited the avallability of
qualifisd evaluation. The effectiveness of tha AT evaluation is
dependent upon both the size and the quality of the team. Tt is
difticult, for exanmple, for one ofiicer to evalnate all of the
units of a battalion in this srort time, It i35 an effective
device wut is more an evaluation of a unit's operating efficiency

than operational readiness.
THE ADVISOR RIPORT

Active Arry personnel assigned as advisors to Reserve Componant
units submit semi-annual rerorts on the units they advise. In this
report they evaluate the unit's progress and report problems
encountered, This riport can provide an intimate insi-ht on the
efficiency and propress of the unit. This is a subjective

evaluation and is cormletely dependent uvon the competanca of the f

advisor,
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READINESS REPCRTING

Reserve Compunents are required to submit semi-annual
readiness rarorts. AR 135-8 and Nationa) Guerd Repulations (NGR)
135-8 establish readiness renorting procedures. DA Form 2341
is utilized for this report. Major Armmy commanders forward a
narrative summary evaluation of unit readiness to tha Chief Office
Reserve Componznts, Department of the Armye. DA Form 2341 reflects
the status of personnel, training, and lo-istics. It also
furnishes the results of the unit's current A°I, ATT, and AT
evaluations Included in the training evaluation aret the unit
commander's estimate of his readiness condition (REJCON), and
his estimato of the number of weeks required to reach REDCON One,
Space 18 provided for the unit commander and hircher commander's
comments.-"'8

This fom collects most of the curr:nt readiness indicatois
relative to a unit's reediness condition. The "meat" of the
report is the commander's cstimate of the unit's RSDCON, There
is not necessarily any correlation between his estimate and an
ATT. The evaluation is subjective and depends upon the

commanders experience, jidgement, and competence.

18 ys Department of the Army, Amy Resulation 135-8:
Reserve Components Unit Readiness (10 March 1969).

17




SUMMARY

This chapter has reviewed most of the devices utilized to
measure a unit's readiness condition. Other tools not considered
here are: the maintainance assistance inspection, the commend
inspection, and‘ the commander's estimate. While these devices
provide readiness indicators, there is a need for considerable ]
improvement. Because of the infrequency of the ATT, the latitude |
al.owed in conducting it, and the lack of correlation among
various indicators, the evaluation may not be current or accurate,

Most significant, the final evaluation is essentially an
estimate, Unlike o piece of equipment, a unit, composed of
people, cannot be ovaluated entirely in an objective manner,
Further, since the commander has an intirate knowledge of his
wmit, his subjective eval‘uat:lon must remain a vital part of
the evaluation, It seems esgential, however, that the final
evaluation should inolude objective measurement, and evaluation
by an impartial observer as well an the commander's evaluation,

The Air Force's procedure i iiingly prevides an effective
method of evaluating their units. Because of operational
differences the methods are not necessarily mlaptgblo to US {

Army units. Fér example, " no notice " inspections would not

be practical for all Reserve Components units., However, the principles
utilized are worthy of consideration as we seek to imvrove US

Army procedures.

18
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CHAFTER VI
CONCLUSIONS AND FEJOMITNDATIONS
CONCLUSIONS

The secretary of defense has diracted that reserve forces
will plagy an essential role in the fubture security of the U3,
This reouires a higher state of readiness for Reserve Component
units. Most of these units will not attain combat readiness in a
pre-mobilization status. However, a orimary objective of these
units is to preparec to deplov with a minimum of rost mobilization
training.

In past mobilizations there has been a lack of accurate
readiness informati~n. Post mobilization training was based on
estimates. Current mobilization assirsnments of Raserve
Component units require current and accurate readiness evaluation.
Since; in most cases, these units will not bte operationally
ready, it is essential that the =valuation reveal post mobilization
requirements,

Since the last mobilization, an evaluation progzram has been
established.s ATTs are required, and readiness reporting has
resumeds This program is not entirely satisfactory. The ATT,
which is the princirle measurement tool, is not svailable for all
units. Thé existing ATTs need to be improved. The latitude

allowed by the scoring system and by test modification leads to

19
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inconsistent results, The requirements for units to administer
tests to subordinetes overburdens the units, and can compromise
the results, The readiness reporting system is submitted
administratively, and does not necessarily correlate readiness
indicators, The projectio.a of post mobilization treirning remains
primarily on estimate,

Additionel emphasis neris to be placed on evaluation and

ohase of it which reverls post mobilization requirements,
RECOM/ " NDATIONS

ATTs should be developed for all units, Existing tests
should be standerdized and improved, Modifications should be
limited to retein test validity, and the scoring system sh. 14
be stendardized to provide relisble results, Emphasis>needs to
be placed on determining post mobilization requirements as
opposed to just reting the unit,

ATls should be sdministered annually by impartial qualified
test teems, Methods considered feesible ure: Active Army test
teams; Reserve Forces test teams; gaining comwand test teama;
or & combination of these methods, At least two of these methods
have been partislly utilized, Round out units have been tested
by gaining commends and USAH-Manuever Area Commnnds have formed
teams end conducted tests,

Readiness reporting cthould be more clossly related to the

20




to the results of an ATT. A joint evaluation by the chief umpire

and the unit commander at the completion of the ATT cculd provide

an accurate status report., The evaluation shculd include a

projcction of post mobilization requirements as well as the

current unit readincss condition,

ﬂ, ”{llivan
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