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PREFACE

Thie fe Volume 1I of the published stsff studiee cnd eupporting
pepers prepared for the Defenee Manpower Commieeion.

The Defense Maupowsr Commiseion wae creeted by & provision of the
Defenee Approprietion Authorizetion Act, 1974 (Public Law 93-155, Title
Vil), which, inter elia, steted:

Sec. 702. It ehall be the duty of the Commieeion to conduct &
comprehens ive study and inveetigation of the overell manpower
requirements of the Dcpertment of Defense on both e ehort-term and
long-term basis with e view to determining what the manpower
rejuirements ere currently and will 1likely be over the next fen
yeare, and how manpowsr can be more effectively utilized in the
Depsrtment of Defense.

The Commiesiorere have submitt:d two formel reporte to the Cengieee
and the President, an Interim Report on May 16, 1975 and the Finel Report
on April 19, 1976.

. In addition, for purposea of public information end to facilitate

further research on these subjects, the Commiseioners hsve arrange.d for

this publicstion of certsin studies and working pspers prepsred by the

i stsff of the Defense Manpower Comnission, togetuer with supporting

contract studies snd a special report prepsred for the Commission by the
! Department of Defense. While some of the published DMC Ftaff pepere are
; in finished form snd were presented formslly to the Commissioners, others

are only draft working pspers but still potentially useful to publish.
Not published but included 1n the Commission files are internal working
pspers, trip reports, miscellsneous dats, reference materisls, records of
DMC hesringa and meetings, snd sdministrstive pspers.

Th: views expressed in the published DMC stsff pspers and contract

studies are those of the authors or contrsct resesrch firms, 10
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sppliceble. Publication of such papers in these volumes does NOT neces-

serily imply approval or endorsement by the Defense Manpower Commission,

whos» views arc as steted in the aforementioned DMC Interim Report and
Fine. ort.,

All of the papers published by the Defense Manpower Commission may
be reproduced end disseminated without further authorization by the
Commission, notwithstanding any previous limitatious which may have been
stated on contract reports pending review end releese by the Commission.
Additionel copies, beyond those initielly distributed by the Commission,

may be purchesed, by volume, from the Government Printing Office,

Weshington, D.C.

Bruce Pelmer, Jr.

Generel, USA (Ret.)
Executive Director

Defense Manpowsr Commission

Washington, D.C.
May, 1976
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1
E,
3
o SUBJECT:
3 1
o] ISSUE:
E
3 BACKGROUND:
2 ]
! i
3 ANALYSIS:
b, |
lw
K'a
CONCLUSIONS :

EXECUTIVE SUMMARY
Totel Forcae Uverviev of U. S. Army
Optimal Manning of Army Generel Purpose Forces

DMC steff wes directed to prepere en overviev
peper on eech Service, in terma of the Totel
Force, focusing snalysis on manpov:r requirements
end mix of the Generel Purpose Forces.

7iret pert of study is essentielly informationsl.
Main point is that Active Army manpower is

projected in Five-Yeer Plan to continue et present
level of 785,000 in everege mauyears--with e slight
eud-strength increase (to 793,000) in FY 7T end
thereetter to edjust for seesonul verietions in

the new budget year system. No increese in civilien
manpower is progremmed by rhe Army.

Analysis focusea on the Army's planned expansion

to 16 ective divisions, including initielly the

use rf three Selacted Reserve Brigades to round

out three new "hybrid" divisions plus use of e
number of edditional, seperete round-out bettelions
from the Selected Reserve. This will be e major
test under the Totel Force concept.

The study examines e number of problems in plenned
Army force structure thet impact on wmanpower
requirements end utilizetion--including (e) short-
comings of the hybrid divisions under the 16-divirion
program, end (b) problems essocieted with three
brigedes in Germany (one elreedy there plus two

new ones under Nuna Amendment) deployed there

from parent divisione in CONUS. Some idees for
re~ionelizing the force structure in future veers
ere discussed, in terms of manpower.

There is strong justificetion of the objective of

16 Active Army divisions, but there ere sericus
practicel problema affecting manpower in the Army's
present force structure plans. The results of the
efforts to use "hybrid" divisions with Selected
Reserve round-out units will be especielly significent
in poincing ‘he way for future decisions concerning
the Totel Force mix.

It would appear thst little, if aay, significant
further mi) itery manpower savings csn be projected
in the Army Generel Purpose rorces, since major
Arny manpower sevings otherwise achieved sre
being concumed in the 16-division progre.. A case
could be mede for some !ncrease in such ma.n~ower,
hopefully offset by savings elsewherz in the Army.
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U.S. ARMY

TOTAL FORCE OVERVIEW AND GENERAL PURPOSE FORCE MANPOWER REQU1REMENTS 1SSUES

PART 1 - OVERVIEV

The purposes of this paper are: (a) to present sn informational
overview of the force structure and manpower of *he U.S. Army, including
its Reserve Components, in terms of the Total Force; and (b) to focus on
the 16-divigion plan end other manpower requirements imsues concerning
the Army force structure, principally Army General Purpose Forces, on
which the Defense Manpower Commissiovi should establish a position.

| (Other staff papers will focus on the support forces snd other issues.)

Summary of Army Manpower in the Total Fgice

U.S. Ar.y Forces cousist of the Active Army and its Reserve
Components. The Selected Reserve elements of the Army are the Army
et National Gusrd and the U.S. Army Reserve. (1lndividual Reservists
outside the Selected Feserve sre treated separately in another DMC
staff paper.) Selec*ed Army manpower data sre summarized as follows

(including FY 1964 as a pre-Vietnam bsselin: yesr):
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ARMY MANPOWER IN THE TOTAL FORCE

(In Thousands)

FY 77
FY 64 FY 75 FY 76 FY 7T DOD
Actual Authoriszsd Authorized Authoritzed Progn-6

Activs Militaryl  969.0 785.0 785.0° 793.08 793.0

Civiliansls2 453.2 401.8 401.8b 406.4° 407.7

Direct Hirs (360.0) (337.5)
Indirect Hirsd ( 93.3) (64.3)3
Army Nat'l Guard® 389.15  400.0 400.0 400.0 400.0
Army Rsssrva’ 261.05  225.0 219.0 219.0 212.4
Sourcss: DoD Manpowsr Rsport for FY 1976 and 197T; Dafenss Appropriations

Authorization Act, 1975.

1 End strength.

2 Military functions only. (Excludes saparataly fundad civil functions.)

3 Indirsct hirs not includsd in manpower authorization controls prior
to FY 76. Indirsct hirs figurss for FY 75 as wall as FY 64 ara actual.

4 Authorization for ARNG and USAR is minimum avaraga paid drill strangth.

SV National Guard tschnicians wers changad from Stats to Federal
smployees in FY 69, FY 64 data havs bssn adjusted to includs thess
technicians as if Faderal civilian employees.

6 As stated in DOD Budget for FY 76 and ¥Y 7T, January 1975. For
up-dated figurss, sss DOD Appropriation Authorization Requsst
for FY 77, whan submittad.

& Less Army part of 9,000 Congrassional cut (military) to bs allocated
by Ssc Def.

2 Programmsd part of DOD total, subject to Ssc Def re-allocstion of
reducad total sfter Congressional cut for DOD overall.
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Relow 18 a breakdown of the Active militarv, civilian (direct and indirect hure)
and Selected Reserve (paid drill strvength) manpower of the Army, according to the
main Defense Planning and Programming categoriea, showing the trerds FY74-1Y77:%

{Fnd strengths, thousands)
FY 74 FY 75 Y76 w77

Actual Auth Requested  Projected

Strategic Forces

Military 3.0 .9 .9 .8
Civilian 4.5 1.6 .9 L
Reserves ~—— _—— - ———

General Purpose Forces

Milltary 417.8 444.6 472.5 475.2
Civilian 45.3 46.5 45.7 47.3
Reserves 563.8 553.8 553.8 553.8

Auxiliary Forces

Military 40.1 35.2 27.9 27.3
Civilian 3.6 30.8 28.4 28,7
Reserves .- .- oo oo

Mission Support Forces

Military 42.9 41.7 0.5 39.7
Civilian 99.6 103.2 105.3 105.9
Reserves 26.9 25.9 21.9 b
Cen ral Support Forces
Military 144.9 128.7 s 120.6
Civilian 227.6 224.6G 221.5 225.2
Reserves §5a D 33.8 32.6 32.6
Indlvidual (Active MIl1) 134.2 133.9 121.8 134.8
Cadets, Students, troes (95,6} (95.5) (83.9) (100.4)
Pativnts, prison, trais. (18.6) (38.4) (37.9) (34.4)

* Compiled from DOD Manpower Requirements Report tor FY 1476 and DOD Reserve Furces
Manpower Requirements Report for FY 1976, For up-dating, see same reports for “
FY 77, when published.
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Organization of the Active Army

The Active Army in the United States is under Head,uarters, Department
of the Army, in Washington. DA commands Army activities in the United States
(except Army elements under unified or specified joint commands). Under
the National security Act of 1947, as amended by the Department of Defense
Reorganization Act of 1958, N\ ulso remains responsible for the administra-
tion of, and the provision of personnel, equipment and support for, Army
forces under the operational command of unified or apecified commands
overseas (or elsewhere).

The Army command atructure in CONUS underwent many changes in 1973,

As a result, there are now three major commands under DA, as follows:

s Forces Command (FORSCOM), with headquarters at “ort McPherson,
Georgia -- Commands the deployable Active Army forces in (CONUS, presently
including two corps (III and XVIII Aba) and sll the divislois and other
deployable units, and the forces-oriented installations on which those
units are based. Also exercises command over three CONUS "field army"
headquarters (dividing geographically the country, plus Puc:to Rico), which,
in turn, command the Army Reserve units in their areas and supervise USAR
and Army National Guard training. The three "field armies" control and sre
sssisted by nine Army Readinesa Regiona and by Active Army Advisory Groups
working with the USAR and ARNG units. Active Army troops under FORSCOM
repreacnted about 60X of total Active Army military atrength in 1974, with
the proportion increasing in 1975-77.

s Training and Doctrine Command (TRADO:), with hesdquaitera at Fort
Monroe, Virginia -- Directs all Army individual trsining, including the

Active training centers and Army schools* and exercisea command over aome

*Except the Army War College, which 1s directly under DA, and the Medical
Training Center snd Medical Service Schools.
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22 major instelletions. Maneges the Army ROTC, through four recently
esteblished regionel ectivities. Aleo is responsible for the develop-
ment of orgenizetions, materiel rsquirements and doctrine; directs three
functional combet development egencies (for sdainistretion, logistics,
end combined erms operations) co-loceted and affilieted with key Army
educetional institutions. (NOTE: Issues of DMC interest in the erees
of training and educetion ere eddressed in separete DMC esteff pepers
prepered by the Devslopment end Utilizetion Group.)

e Army Materiel Command (AMC), with heedquerters in Alexendrie,
Virginie -- Responsibie for the design, development, procurement, dietri-
bution of, arr support services for, the Arvy's combet end support materiel.
Exerciges ccumand over e number of subordinate '“commodity commands” (Arsaments
Command, Electronics Command, Troop Support Command, etc.), the Test and
Eveluation Command, depots, leboretories, etc and associeted instelletions.

In eddizion, there ere s number of smaller but highly importent other
ectivities directly under DA -- notebly including the Heelth Services Command
(single manager for Army medicel ectivitiee in the ",ited Stetes), the
Recruiting Command, the Army Intelligence Command, the Army Security Agency,
the Stretegic Communicetions Command, the Army Wer College, end the U.S.
Militsry Acedemy.

Overseas the Army provides, edministers end supvorts the Army forces
which ere under the operationel com:an® of the Unified Cormmandere. The
principel Army components overseae ere U.S. Army, Europe (USAREUR), consisting
primerily of the Seventh Army end support elements (4 1/3 divisions end

other units in Germany in 1974, with two more combet brigadee being added

in 1975-76 under the Nunn Amendment); and the Eighth Army in Korea, now dovn
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to one division plus supporting elements. (The U.S. Army is in the process
of eliminating field army headquarters.) Other Army organizations overseas
include the U.S. Army, Japan (primsrily concerned with logistical activities

and installations on Okinaws and in mainland Japan), the Army elements of

SOUTHCOM 1in the Canal Zone, and the Army elements of various U.S. MAAGS, missions

and attache activities accredited to foreign countries around the world.

Army Force Structure

The key combet unit in the Army is the division. The U.S. Army has
severel different types, which can be teilored in deteiled organizetion
end strength, but typically would run in euthor..zed strength (et 100X

manning levels with three brigedes each) about as folloss:

Infantry Division 16,500
Infantry Division (Mechanized) 16,300
Armored Division 16,5C0
Adrborne Division (32nd) 14,900
Airwobile D'ivision (10lst) 17,700

The U.S. Army uses a Division Ferce Equivele..” (DFE), sometimes celled
“divigion slice," for figuring . d allocating sanpower requiresents in an

active theater of operations. For about ten years, this planning figure

has been 48,000 for each division and 1ts proportionate share of ell the
other combet and support troops in the force, (NOTE: An analysis of U.S.
Army combat-to-support ratios in comparison to those of the Soviet Army is
provided in a seperete DMC staff paper and the associated contrect research
report on that aubject.)

As of 1974, there were 13 divisions (actually 12 2/3, as one was short
a brigade) plus four separate brigades and other unita in the Active army,

and 8 National Guard divisiona plua 20 separate brigaderx (general purpose)
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end other units in the Reserve Components.

T ey

A main subject of DMC and Congressional int:rest concerning the U.S.

Ammy Force structure is the on-going DOD/Army program tc increase the

uumber of Active Army divisions from 13 to 16 by end FY 76, 1inf.lally et

least using ¢ Reserve Component brigade to round out cach of {our "hybrid"

divisions, plus using a number of edditional "round-out" bcttelions.

At the same time, the Army is forming two additional divisionai brigades

for deployment co Europe vnder the Nunn Amendment. 1/ The Army has stated

that 1t can do this progressively by internal reorgenitatione and manpower

conversions with no significant increase in authorized personnel (except

e small end-strength adjustment for seesonal differeances under the new

fiscal yeer system;, DOD end Army five-year plans project a leveling off

et the Active Army level of 16 divisions and end-year strengths of 793,000

active militery personnel, with no increase in civilien employee levels.

Some needed reorganizetion of the Reserve Component force structure {is

being worked out (as will be discussed separately), but with no increase

now programmed in paid drill strength.

In a comparison of periods of hostilities, the Army reached a high

of 89 divisions and about 8.3 million in World War II (including about

2.3 million in the Army Air Force); 20 active divicione with 1,668,579

active military personnel (including some mobilized Reserves) as of

31 March 1952 during the Koresn War; and 19 ective divisions with

1,570,343 active nmilitary personnel during the peak of the Vietran

conflict (30 June 1968). 2/

1/ The Nunn Amendment (to the FY 75 Defense Appropriations Authori_i-ton Act)
required the non-combat component of total U.S. military strength to be
reduced by 18,000 by June 30, 1976 (6,000 by June 30, 1975) and authorized
equivalent increases in combst strength. The Army's shere of the non-combat
cut in Europe and of the commensurate incresse in combat strength there,
es sllocated by the Secretary of Defense, is about two thirds of the total.

2/ Source: Selected Manpower Statistics, DOD, OASD (Comptroller), May 1975.A
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Some other selscted comparative data follow: 1/

FY 64 FY 68 FY 74 FY 77 Proposed 2/

(Vietnam)
DIVISIONS
Active 16 19 13(-) 16(-)
Reserve 29 8 8 8
Total 49 28 21 24
SEPARATE BRIGADES
Active 3/ 5 6 4 4
Rsserves 11 20 20 &/ 20 4/
Total 16 26 24 4/ 26 4f
ARMORED CAV REGTS
Active 4 5 3 4
Reserve 3 & & _4
Total 7 9 7 8
SPEC FORCES GPS
Active 7 7 Al 3
Reaerve 1 & 4 &
Totsl 14 11 8 8

17 Sources: DOD Manpower Requirements Report for FY 1976; Report of
Hearings before the SASC (94th Congress) on S.920 (DOD Appropriationa
Authorization for FY 76 and FY 7T, Feb~Mar 1975).

2/ Programmed aa of spring 1975.

3/ Of the Active Army brigades, three are "specisl purpose" (Berlin,
Alsska, Canal Zone). The fourth, in FY 75-77, is the newly-organized
6th Armored Cavslry Brigade (Air Combst), 3 new type experimental
unit formed in 1975. 1In 1974 the fourth separate brigade was the
197th, subsequently incorporated in one of the new hybrid divisions.

4/ Of the Reserve (ARNG snd USAR) separate brigades in FY 74-76 snd
progrsmmed for FY 77, 20 sre in the deploysble "Genersl Purpose Forces."
There is sn additionsl special purpose ARNG brigsde, programmed for
school troop support in the event of mobilizstion.
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The projected 16 divisions in the Active Armv at the end of FY 76 will
vary from two Active brigades each to four, with varving use of additional
“round-out" brigadeo and sepsrate buattslions; there also are 24 separete
brigedes (es sho:n in the preceding tables) and many other non-divisional
combat units; end various Active/ieserve buttalion mixes ere involved.
Therefore, it is necessery to count the net changes in total numbers of
brigedes and combat battelions.

In terms of Active Army brigedes, there were 42 total in 1974 and
there will be 50 et the end of FY 76, a net increase of eight. The Army
and DOD prograrmed two more for FY 77, to replace the round-out Reserve

Component brigedes in two of the hybrid divisions. (The RC brigades would

remain effilieted es eugmentetion units.) However, the Senate Armed Service:

Committee, in ecting on the 16-division plan in May 1975, stated its approva

of the plen to be "condirioned only if the Army . . . continues f: maintein
an Army National Guard or Reserve brigade es one of the thre: brigades in
each of the three proposed divisions.'"* The Committee went on to peint out
that the number of Army divisions is not authorized a4 a matter of permanent
law and will cont {nue to be subject to changes in the annual euthorizetion
and appropriatior srocess.

In terms of Reserve Component brigades, the total of 44 (z4 aivisional
and 20 non-divisional) is unchanged from FY 74 in the present programs {or

FY 76~77 and thereafter.

*Report No. 94-146, Senate Ar.ed Services Committee on $.920 {DOD Appru-
priations Authorization Bill), May 1975, p. 1ll1S.
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Manauver battalions (counting other non-divisional combat units of
Armor and Infantry as well ase those included in the table above) totaled
378 (172 Active and 206 Reserve) in FY 74 and (as of summer 1975, eubject
to change) were programsed to increese to about 411 in FY 77 (205 Active
and the name 206 Reeerve). Thue, the Active Army maneuver battalions,

a meaningful measure of strength in cowbat units, would increase by 27.

Arty Ceneral Purpoee Forces also includa other non-divieional unite
of Rangers, Field Artillery, Air Defense Artillery, Engineers, etc. 1In all,
counting thasa units as well as the maneuver battalions, the Army etates
that it has programmed the addition of 48 new Active Army combet battalions
by ead FY 76 (comparad to FY 74), a 17% increaee in such units. (Actually,
some of these are conversione of previously existing units, i.e., con-
verting three Construction Engineer battalions to Combat Engineer units.)
Of thase, 28 battalions will go toward making up the Active Army compcnente
of the three new "hybrid" divieione. Eight will be used to form the two
new Nunn Amendmant brigades for Europe (both ac’.ually fourth brigadee,

de;loyed in Germany, of two divisions in CONUS).




11
Two are nev Rsnger battalions. Three are the Engineer unit reorganizations,
previously mentioned. The romainder are six fiald artillery battaliona and
one HAWX air defense battalion, to beef up non~divisional combat aupport.
(A tabular recapitulation of all the existing and programmed unita in the
Active Army caunot be provided in thia paper becsuae of security clasaification.)
In addition to the changes in unita, some aignificant manning increnaes
are programmed in the authorized level of actual crganization (ALO) of aome
units previously programmed for manning at less than full TOE ltrongth.l
Summing up all the changes, Mr. Prul Phillips, then Acting Assistant
Secratary of the Army (M&RA), atatad before a Sanate Armed Sarvicaa
Subcommittee on February 25, 1975 that the changea will ‘ncreasa the
Active Army's combat-to-support sanpower ratio to 53:47 by the end of FY 76,

compared to a FY 72 ratio of 41:59.2

z For example, tha Army planned to incraase the U.S. aanning level of
the 2nd Infantry Division in Korea (excluding attached Korean KATUSA personnal)
from 80z (ALO-3) to 86X in FY 75, hoping to goc highar in FI 76 and ultimately
to 100X (ALO-1). (Report of Haaringa before SASC, 94th Congress, on S. 920,
DOD Appropriations Authorization Bill for FY 76 end FY 7T, 1975, Part 3,
pp. 1197-98.)

2 SASC Hearings, op. cit., p. 1155. Apparently Mr. Phillips used tha
"major combat units" (divisions plus) methodology which counts aa "combat"
all manpower in divisions and all non-divisional combat units. For furtaner
discussion, see the separate DMC staff paper entitled, "U.S. and Scviet
Combat-to-Support Rstios" and the associated contrac® study for the DMC by

the General Research Corporation.
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g Projected en? FY 76 peacetime deploymente of Active Army divieions
; end veparate brigadee are as follows:
; CONUS 10 Divisiune (including 3 with one brigade
; ! each in Europe and 3 hybrid divieione ehort i
E I 1 active brigade each) é
E; ] Europe 4 Divisions + 3 Brigadee (from CONUS divieions)
p i 1 Brigade (special purpoee, Berlin) i
fi! i Hewait i Divieion (hybrid, ehor: cne brigade) i
Alaska 1 Brigade (epecial purpoee) ]
Panama Canal Zone 1 Brigade (epecial purpoee) |
Far Raet (Korea) 1 Divieion (rounded out by KATUSAs) §
The foregoing information hae been furniehed ir coneiderable detail 1
becavee the 24-divieion (16 sctive and 8 reeerve) structure and manpover :
levele programmed for FY 76~7T have been projected by DA and DOD to continue, 4
at lenet in general oulline, throughout the five-year planning period--eubject 1
to changee in detaile vhich may be programmed by DOD/DA and, of couree, to y
Congreeeional action in the annual authorization and appropriation proceeess. j;

Further detaile concerning the Army National Guard end the Army Reeerve

and their future manpover requiremente are preeented in the eeparate

LR T T UH—

DMC etaff papere entitled "Overview of the Reeerve Components" and "Selected
Reeerve leeuce."
lesuee covering the civilian employee componente and contracting for

servicee in the Army (and the other Services) are *reated primarily ae pert

of the eeparate DMC etaff paper on "Support Force lseuee".

Lok srainiaty i mdnikide

Selected ieeuee concerning the future manpower requirements of the Army,

i
-
S

primarily concerning its General Purpose Forces, are treated in Part II.
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PART 11 - SELECTED ISSUES: ARMY FORCE STRUCTURE AND MANPOWER

REQUIREMENTS
GENERAL
This section focuses om the Army's 16-division plan snd other

er requir ts 1iss.es concerning the Army force structure,

principelly Arwy Genecel Purpose Forces, on which the L:fense Manpower
Coumission should esteblish s position.

Iucremental Costs of Additonal Army Divisiom
At e hearing by the Manpower Subcomnittee
Peul Phillips {then

of the Senate Armed

Services Committee on Februery 2%, 1975, Mr.

Acting Assietant Secretsry of the Army, M6RA), respondicg to e question

by Senatur Nunnm, ecknowledged the sizeable manpower reductions which

aight heve been possible if the Army hed remained at 13 divisions. He

slso expleined other currently estimated incremental coats of

edding the three new divisious, toteling epproximately $2.0 biilion for

the five-year pariod FY76-FY80--including about $409 million in new

construction, ebout §1.3 billion for equipment requirements over five

yeers, and increased opereting costs (excluding militery personnel) of

$51 million in FY76 and $31-37 million (in constant dollars) snnually

:hcreuftcr.!:/ No edditional trsining ccsts were cited, although it

is obvious that significent treining sevings couid have beeu achieved

with e smaller force.

Requirements for Army Generel Purpose Forces

1f the Army can creete three more divisions (et least in hybrid

form) without an increase in manpower, en obvious question is:

1/ Report of Hearing on 5.920 (Defense Appropriations Authorization
Bill), SASC, Part 3, Feb-March 1975, pp. 1177-78.
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Why shouldn't the Arwy hold at tha 13-diviefon le.2l ard turn tha savings
back to the taxpayers? In responea to this question, tha Dapartment of
Defenss has provided etrony justiif{cation for a U.S. Army active force
of 16 divieiona, plue resarve ccmponants.

In hia Annual Defanee Department Report submitted to tha Congrese
in Pebruary 1975, Secretary Schlaeinger diecueeed the worilwide military
balanca, including the stratagic nuclear aepacts. In part of that
report ha aidreesad particularly tha balanca of military forcaa in
Veatern and Central Europe, whera U,S. and NATO forcas hava baen directly
confrontad by soms 27 Soviat and 31 other Warsaw Pact divieions (smaller
than U,S, divisions) with eome 16,000 tanks and abouv 2,900 tactical
aircraft in Esst Germany, Polani and Czechoelovakia Alone.y (And va
know from offficial intelligence estimatae and our study of unclassified
naterials from eputable eources?/ that the Soviet/Warsaw Pact Forcae
immediately confronting NATO are backed up by large Soviat Forcaa in the
USSR, although sone are committed to tha China Frontiar, plue a tremen-
doue Soviat mobilization cupacity.él) Mr. Schleeingar also addressed
1/ Pp. 1-19, IT1-3,4,

2/ For axampla, eee The Military Balance, 1975-1976, International
Institute for Stratagic Studies, London, 1975; and Jeffray Record,
Sizing Up the Soviet Army, The Brookings Institution, Washington,
1975. 1ISS astimates Soviet ground forcaa at about 1.8 million in
tha Soviet Army plus about 310,000 KGB and MVD asecurity troops, total

acout 2.1 million, excluding 17,000 Soviat naval infantry troops
(comparabla to U.S. Marinas).

3/ For further datailed estimatas of Soviet Army strengths and tha
aumbars and aiza of tha different typea of some 166~167 so-called
“divisione" (some mannad at only 2/3 or 1/3 stremgth but rspidly
mobilizabla), see separste DMC staff paper and accompanying contract
reaearch study by tha General Rasaarch lorporstion on "US and Soviet
Coembat-to~Support Ratios."
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4 ._; Chinese military strength and other factors worldwide affecting the

need for US ground forces. He went on to make e strong case for 16

active U.S. Army divisions in the context of the Total Force. Hie

9 e stated rationale for the 16-~dis ‘sion is so pertinent to this paper

f that it is extracted end attached (Appendix A).

In their turns beforz Congreeeional committees in 1975, Secretery

P . p: of the Aimy Celloway, General Wayand (the Army Chiaf of Staff) and

Mr. Paul Phillips ell emphasized the need for the l6-division active force.

Genersl Weyand stated that "Sinca 1968, while we have cut our Army in

half, the Soviets have added 20 more combat divieione."y

Genaral Weyand stated:

As you know, our NATO commitment slone exceeds 20 combat
divisions and s considerable number of non-divisionsl units,
and the best considered militery judgment of the Joint Chiefs
of Steff has established a requirement of 30 divisions (ircluding
Resarves) with & low-risk Army force level. 2/

Under questioning he explained, "That figure . 30 divisions ie what the

> o JCS believe that we required to respond not only to NATO but to uni-

lateral contingency problems . . . 30 divisions worldwide.3/ General

Weyand explained further:

Our objective . . . iz to build 16 active Army divisions from
roughly the same resources uzed to provide 13 divisions in 1974.
Our plan to do this involves the creation of three new, active
combat divisions frcm existing units and wanpower, both active
snd Reserve, that hal been made svailable by tue conversion from
support to combat furctions.4

1/ Statement by General Frod C. Weyand, before the Comittee on
Armed Survices, House of Representatives, February 26, 1975.

2/ SASC Hearings, op cit, p. 1123,
3/ Ibdd.

4/ Ibid., p. 1122,
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Mr. Phillips steted that, "Over tha ysars, cur best military judgment

has determined that in a counventional wer the Army would require i

about 30 divisions (Active and Reserve) to provia® the United States
with a low-risk forcs end a high probability of success.”" He went on |

to tell the Senate Committee:

A low-risk force of 30 divisions would be too expsunsive | ‘
considering other claimants Jor naturel resources. However, >
ve nov have the opportunity to create additional combat power 1

from within our current manpower euthorizetions and we should
do so. We ceu do so if you will again authorize us t> remain
et e strength of 785,000. Our Army would be significently 2
better than in 1972 when ws reached tha low of 12 2/3 divisions
with an 810,000 end strsngth, presumiig [then] thet we could

aake much greater immediete usa of large Resstrve component unita
then ve now knov to be possible, At the 13-division level, we 4
hed simply gone too fer in our post-Vietnam fc- . reductions.l/

The DMC staff's extensive study of pertinen. ..nturuloy and the

verious official briefings for ths Commissionsrs end staff (by OSD,

e T

DIA, 0JCS end CIA) support the need for increased cepebilities in the

b

Active end Reaerve components in the U.S. Army, especielly considering 3
ths Sovist threat to the United States end to NATO Europe, but elso
considering other problems in the worldwide situetion, both present

¥

end potential, We ere deeply concerned about the increased Soviet 4

5

threat snd ths shortcomings of the United States end NATO military :

porture, aside from our strategic forces, Y

4

3

: :

3

4

3

p

1/ Op. cit., p. 1155, ’ )

2/ Specifically includes a number of studies pn:blished by the
Brookings Instirution and the International Institute of .
Strategic Studies.
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Assuming or given the need for the expanded Active Army Force of

16 divisiona (including the hybrid divisions and the Nunn Amendment

brigades in Europe), this Commiaaion under its charter still must concern

{tself further with the manpower implicationa--vith the Army’a current and

projected . .anowe’ requirements and hLow that manpower will be used, The

enauinyg discuaajon focuaea on several selected igaues in that area or

related areas.

SEIECTED ISSUES
A Closer Look at the 16-Diviaion Plan

Aa mentioned earlier, all three of the new "divisiona" (aa well

as the older 25th in Hawaii) initially are "hybrids," each short

one active bvigade but in the event of mobilization to he "rounded-out"

by an affiliated brigade of the Army National Guard or Reaerve.

Two of these new hybrid divisions will additionally be short

another Active battalion each, and aeveral other CONUS divisions

will alao be short of battalions, again relying on Reserve Component

"round-out" unita. In all, as of mid-1975, the Army Staff waa pianning

on using 12 separate round-out battalicna by end FY76, 11 at the end of

o change as the Army reviews and

FY77. (These figures are aubject

modifies its plans following Congreezional action on the FY7G Defense

Authorization Bill.)

Moreover, two of the new hybrid diviaions (the 24t

with headquarters at Fort Stewart, Ga., and the 5th Infantry Diviaion

(Mechanized) with headquarters at Fort Polk, La.) will, at ieast

h Infantry Division
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through FY 76, have only one Active Army brigade each located with the
parent division headquarters and other division base units. The other
two brigades, redesignated (with slight reorganizstion) from "school
troops' brigades prsviously existing at the lnfantry and Armor Schools,
will continus in thoee "school troop" roles at Fort Benning and Fort
Knox, rsspectively.

Additionally, there sre some very serious problems about equipmsnt

for the new diviaions, which relste to the viability of the whole plsn

bBut are essentially outsids the charter of the DMC.
Thus the Army's 16-division plan should be sesn as exactly what

it is=--with no illuaion thst somshow the Army is producing three new,

full, ready-to-go Active divisions, plus the nzw two Nunn Amendemant
trigades in Europe (to be discussed further below), ali with adsquate
support--and all with no increase in manpower.

Because of their own concerns about thsse aame matters, the Army
and DOD planned to create an additional Active brigads for each of thess
two "hybrid" divisions in FY77, using manpower spaces hopefully squeezed
from savinga elsewhere and also using the additional time to procure 3
needed equipment. Under that plan, the two Reserve Component brigades
would continue in affiliated status as augmeutstion unita but no longer

relied on to "round-out" the divisions. This reflects DOD/A: ty

donbt that Army Gusrd and Reaerve units of brigade or lsrger nize
can realistically maint:in &nd sustain the high readiness starus

required for the quick deployment capability expected of Active

Army diviaions. The two new hybrid divisiona at rorts Stewart

and Polk were selected to be filled out with Active brigades first
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_ beceuse of their having onlv e bripude each located at their
3 4 bare stetions. Cleerly, the Army hoped to fill out the third new
% iivisfon ultimately, 1f it could squeeze out the manpover end obtein
] : the equipmenc to do so,

i
Meanwhile, however, as previously noted, the Senate Armed Services

Committe, in its report on the FY76 Defenae Authorization Bill,

if the Army fully carriee out its present plan end continuen to maintein

to edjust its planning accordingly. The Senate sction does not w.p the
Army from trying to reprcgram the man; .wer that would have zone into

the two new brigades so as to fors battalions in FY77 1if that wanpower
is authorized for FY77 (a big "IF') but that would do litrle to £1ll out
the truncated "diviaions'" at Forts Steswart and PRelk.

Round-Out and ths Total Ferce Policy

-19-

steted its approval of the 16-division plan to be "conditioned only j
3
o

N ¢ an Army National Guard or Reserve brigede as one of the three trigades {
|
in each of the three proposed divisions.” The Committee said nothing 4

about the seperate round-out battalions. Obviously the Army is having §

In terms of the Total Force concept, the Arsy's sifiliation
program (sffiliating Reserve Cumponent brigades and battelions with
Active Army diviaionx for training, etc.) is 2 wnolly lsudable one
which already is paying dividends in {mproved readiness and murals in
the affiliated unita. Going core step further and relying on the
sffiliated units to "round-out" Active divisions 8 a major exawnle
snd genuine test of the Total Force concept &s applied to the Aray,

The round~out units would be given speciai attentinn 4nd extraor-

dinary support, which they must have if they are to achieve the necessary
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degree of reediness to be able to mobilize rapidiy and deploy and fight
effectively with their affiliated Active diviaions. Even so, the question
remains sa to whether it is reelistic to conaider thet such Guard and
Rezerve units can really achieve and maintein the necessery readiness.
The round-out concept has proved itself to be successful in the apecial
csse of the hybrid 25th Division in Heweii, given geographic proxiamity and
other very specisl fectors including the expecially strong and proud Guard
sni Reaerve units involved end totel gupport from both them and the Ac ive
Aruy side. By contrast, the CONUS hybrid divisions snd their round-out
units face different circumitences, and the questions remain.

The cited action by the Senate Armed Services Committe: is going
to forus a genuine test of the rovund-out snd hybrid divisior concept
and focus increesed attention on that test--much more so than if
the rrangamunts were viewed es just a temporery, interim device pending
the filling out of the divisions with Active units. Thia should
challenge both sides, both Active and Reserve Components, who will have to
work very herd to make the coicept succeed, and the necessery first-line
equipment vwill have to be provided end funded, If it works successfully,
then a major breakthrough in implementing the Totel Force concept will
have been achieved snd the pettern shculd be continued. If it does rot,
and the results are faced realictically, chen the consequences must be
to step relying on the Army Reserve Components to do things thet
only adequate Active Forces cen do.

A related problem is, wtere do the affiliation and round-out progrems
leave the Nstional Guard divisions which do unot participate in these

programs? That and oth:r issues Concerning the Selected Reserve

will be addressed in a paper on "Selected Reserve Lssue. "
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The Nunn A d Brigadea in Europe. As previoualy notad, the

Army is creating two naw brigadea for deployment to Germany, as part of
the U.S. Army, Europe, under the prov’:‘ens of the Nunn Amendment calling
for reduction in FY75-76 of 18,0°'0 U.S. support parsonnel there (all
services) but suthorizing their replacement with combat units. Each
Nuwa brigada will be a fourth, .>rward deployed brigade of a CONUS
division.earmarked for wartime deploymer< to Europe. Each brigade will
have its headquarters and support clementa permanently atationed in
Germany, with the manauver battalions (armor and infantry) rotating
pariodically from the parent division in CONUS. This arrangament not
only is coatly but is impacting saverely on the readineaa of tha parent
divisions in CONUS (ea described in a separete paper on this subjact
by the Development and Utilization Group and Reginald Brown).

Meanwhile, the Army haa already had a brigade from the lat Infantry
Division nermanently stationed in Germsny as part of Saventh Army.
The rest of the 1st Division is stationed in CONUS at Fort Riley,
committed to NATO, with its personnel periodically airlifted there
temporarily on REFORGER exsrcises involving the use of aquipment
pre-positioned in Europe. That might heve made sense as an
economy meesure (reducing gold outflow, etc.) and thc Armed Forces
hava committed themselves to making the REFORGER system work; but it is
hardly the beat system in terms of militery efficacy. (We know that
more than one senior militery commander in Europe has been concerned
ebout this, while necessarily eccepting the dacision.)

Now that the two Nunn brigades are heing added, the question is,
why heve three separate divisional brigades in Europe--each separeted

from its parent division thoussnds of miles away in CONUS? The division
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is the basic self-sustaining combat organization of the Army, not a

- divisional brigade. The problems of the separate brigsdes ir this

E instance are horrendous, the readiness of the parent divisions of the

g two Nunn brigades is impaired and the adequacy of sustained support

? ‘ for ths expandsd USAREUR combat force is questionable (has been questionad

by a former CINCUSAREUR).

Rationalization of the Force Structure.

In light of the fovegoing, why not combine the three separate
division brigades into s fifth division in USAREUR, with the necessary
additional divisionsl headquarters and support slements, thereby creating
a more effective combat force, with more punch and sustaining power? This

would solve every single problem that has been mentioned above. And

the parent "hesvy" divisions of the Nunn brigades, besides being sble

to recover their readiness, would be back down to their normal three-

brigade size, s mora manageable and efficient forcs., It would take a

few more thousand troops in Europe, but the neceasary manpower rould

come from eliminating one of the hybrid division base organizations in

CONUS, not yst fully formed, anyway. Or manpower spaces could come from i
not activating the two new Active brigades for the hybrid divisions.

It probably ia too late to do any of the restructuring indicated
above, at least in the near term, without further undesirsble turbulence.
However, the foregoing observations have been set forth to show what a tan-
gle the Army's force structure has gotten fnto--an Army which has done a

truly superdb job of rebuilding in many respects but which now 18 confronted

with the results of a number of incremental actions, some of which were
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farced on the Aimy. All of this impacts on the requirements for and

e o Tl

utilizecion of Army manpower, which is not being us'd to maximum cost-

effectiveness in the force structure described above. As the Armwy

TR YT

proceeds into the decade ahead, and depending importantiy on the
resulte of the Total Force experiment with the new hybrid divisiona,

consideration skould be given (by the Army, the Departaent of Defense

and the Congrers) to modifying the Army's force structure into & more
rational one.
CONCLUSIONS

There are serious problems In the Army's present force structure

plans, as discussed above. The coming decade should afford an opportunity

to resolve these problems.

The use of Reserve Component units to "round out" Active Army
divisions is a major new effort to implement the Total Force concept.
The success of tuis experiment remains to be seen, 1inr terms of the ability
of the round-out units, with Active Army support, to achieve and
sustain the necessary levels of readiness., The continuation of such a
degrea of reliance on Selected Reserve round-ou: units depends on the
success of the experiment over the next several years. The results
will impact %u the subsequent force structure »f both Active and
selected Reserve units of the Army.

The Army's total manpower requirements snd optimal Total Force
manpower mix for the next decade cannot be completely projected until

further studies tha: are in process are completed (especially the

papers on Support Forces, Selecied Keserve Issues, and Individual

Reservea).}/

0y See the DMC Finsl Report, when publishecd, for estimates of overall

defense marpower requirements for the next decade.
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Insofar as can be projected for the analysis of selected issues
concerning the Army's Gensrsl Purposs Forces, it would appear that
lictle, if any, significant further military manpower savings can be
projected in these vitsl parts of the Army. Major savings in vevious
parts of Army manpower have already been accrued, but the net military
sanpower ssvings that otherwise would have been possible are being
applied, and used up, in the 16~division program. Indeed, a good case

could be made for some modest increases in C2neral Purpose Forces

military manpowver to complete the 16-division program and permit the

suggestsd changes in the USAREUR forcs structure. ’ending the final

results of the other relsted studies, we could expect any incraased

military manpover in the Army Censral Purpose Forces to bs more than

offeet by aavings elaevhere in the Army Total Force.

RECOMMENDATION

It is recommended that ‘he Defense Manpower Commission accept the

R foregoing analysis and conclusions ss a basis for preocaration of

pertinent sections of the DMC Final Report,

Attachment
Appendix A
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APPEND1X A

Following is an axtrect (Pagas I11-13 - 16) of the Report
of Secratary of Defensa James R. Schlesinger to the Congrass on the

FY1976 and FY197T, Faburary 5, 1975:

Tha Ground Porces

Despita the advances of modem tachnolcgy, no one doubts ths
seed for ground forcse in most conventional conflicts. There is
no other full countermeasura to eneay ground forces. They are the
key alament in holding territory egainst ettack, und (of course)
they can also seize enemy territory or thraaten to do so. Becausa
of this varsatility, they provide the most affactive levarage thet
ve have gveilable in bringing an snemy to tarms. For ail thesa
feasons, the ground forcas ers an irdispensable ingradient of ary

f-nuclaar detarrant.

In 1964 wa sat our Arey strength et 16 1/3 active snd 8 rasarva
divisions, 1n the afterwath of Viatnam, the change in strategi:
concept, budgatary pressurss, and the concarns about ths fsasibility
of tha all-volunteer force, we reducad ths Army objactiva to 1]
active and 8 raserve divisions. (The Marines, se you know, maintain
3 active divisions and air wings by law.) Now we balieve that wa
should ratum cc the 16 active end 8 r1eservs division objective
providad that tha Amy 1s able to improve its "tseth-to-teil" retio
and find more combat speces within its existing manpowver totel.

Some obsarvers hava esked why, if 13 activa divisions was a good
enough numbar sevarel years ego, wa nov nacd to revisa the iumbar
upward. Others heva suggasted thet, if thers ara support spacas to
be savad, wa should retumn tha money to tha Traasury rather then
provida the Army with this ellegedly parversa and unnacagsary incentivas
to bacoms more afficiant. But thasa criticisms miss the point that wa
had alrasdy gons too far in raducing our activa-duty ground forces.

Whan the pravious administretion changed tha stratsgic con-
cept and set an objactivs of 13 ective Army divisions, it did so
on tha assumption that ou: high-priority National Guard and Reaarve
divisions would echieve sufficiantly high standards of combat
readinacs 30 that we could deploy them a.nost es rapidly as our
active Army divisions. We have now concluded, howaver, that such
haavy relisnca on the Suard and Resarve divisions for initial defansa
missions would ba imprudent. It is worth rememb>ring, in this
connection, that it took a minimum of aleven month3 to raady thasa

divisions for combat in World War Il and Korea.
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In othar words, if wa sra to ect rasponsibly toward tha
Nationel Guard and Reserva, wa should stup pretanding that ve can
usa all of them es full substitutes for activa-duty ground forcas.
Obviously thay can be usatul in special circumstencas such as tha
callup during tha Berlin crisis of 1961. Eventually thay did
play an importent role in World War I1 and Korea, and they might
hava Jdone so in Viatnam had thera baan tha political will to call
thas to activa duty. But in circumstances whare thera are only
short periods of werning and tha most dacisive battlas of tha
wvar occur during tha first days end weaks of conflict, then the
sctive-duty ground forcas must bear the brunt of tha initizi da-
fense. Nonethelass, wa will still raly on two brigadas end e number
of sapiarata maneuva. bettalions from our Rasarva Componants to round-
out tha 16 division activa Army forca thet we are planning.

3
s
E
i ] Our plans for initial defense should depani primarily on the
] active forces for tvo main reasons. Pirst, wa might hava very few
3 days or waeks in which to rcady and daploy forces beforc the oui-
i braak of fighting. Second, as matters nov stend, wa must dapend primarily
% on active-duty ground force units to meat such demanding schedules. ’
; This is not to say that Guard and Resarve units would not
E ‘ have f{mportant rolas to play in conventionei conflicts of the future.
4 Mobilization and deployment schedules might prove lass damanding than
3 I 1 hava indicatad, in which case we might be: willing to call up the
“ ! ®main rascrva units. In addition, thay cen continua to sarve as the
5* | long-var hedge dascribad earlier.
. !
1

There still remains tha quastion of why wa naed 16 rathar
than 13 active-duty Amy divisions. Pert of tha enswer obviously
1las in a graater substitution of active-duty compouants for
reserve units in our initisl dafansc forca. But of avan greatar
importanca is our %2lief that in tha aftarmath of Vietnam and
tha changeover to tha all-volunteer forca, wa basically vact too far
in raducing our active-duty ground forcas.

For most contingancias, the ground force requirament depends
on savaral factors. Tua first is tha ratio of force to space.
Whether wva are talking about Central Europe or Koraa, {f a front
is to ba hald alorg its langth with a raasonabla dagree of confidance,
there sust be a ainimum dansity of menpower along that front, with no
significant gaps betwaan units. Sccond, there should be a raserve --
both locally end at highar iavels, that cen ba allocetad to halt
penatrations or davalop countarettecks. Third, cartain ratios ~~
vhather ve are talking about manpower, manpower in manauver bettelions,
firepower s-oras, or weapons effects indicators ~- should not ba allowad
to faver an ettackar by too great s marfin. For exarple, if an attsckar
could achieve a favoreble overell ratic of perhaps 1.5:1 in several
of these respects, ha could embark on such largs locel concantretions
that the defender would find it diffjcult to prevent ona or mora

breakthroughs.
.
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With these factors in mind, and ¢ deteiled knowledge of the
capebilities of both ellies end potential enemies, it becomes
possible to celculete the needed input of grourd forces by the
United Ststes to provide en edequete initiel defense in any given
theeter, end the deterrence thet goes with {it.

Our current stretegic concept, the maintenence of two major
strongpoints in con’snction with our ellies, end the nced to pro-
vide a highly combac-resdy force for initiel defense pretty well
dictete our ground force requirement. To satisfy this minimua iniziel
defense requirement (the United States ultimately deployed 90
lerge divisions in World Wer II), not only would we want 16 ective-
duty Army divisions; we would els> heve to depend heevily on the
three ective-duty Marine divisions t~ help fill the need.

Within e t.tel ective Army strength of 785,000 men and women,
we obviously cemnot axpect to ecquire the full 16 divieion force
or enything like it as 2=t ¢f the standing Army. Even if we
ere eble to briag our overhead for training support end cosmand
down to 25 percent of the total, thit will still leeve us with
fewer than 590,000 pecple for the ground forces. At this level,
we rast continue to dvew on the reserve for selected combet units
as. vall as for critical supporting elements of the division slices.

Given ') these circumrtences, I believe thet the Congress
not only shoild endorse the zoel of 16 active-duty Army divisions,
but should elso join in:

-~ continuing to offer the Army the incentive to convert
speces from suppor: to combat by ellowing them to retein
the benefits of resl efiiciencies in the form of increased
combet power;

-- maintaining active-duty Army strength et the minimum
level of 785,000 despite the high cost of manpower end
the understendeble temptetion to reduce military personnel
as in allegedly quick wey to save money;

-- considecing whether, in fect, we should not {ncrease ective
Amy mrnpover so es to reduce still further our dependence
on the Guerd end Reserve for our initial defense forces.

If the Ccngress will provide this kind of support, the Dejartment
1s confident chat Generel Weyend -- foilowing the example so powerfully
set by Generil Abrems -- will ensure the evolution of & lran and
cepable Arrys of which we can all be proud. We arc also confident
that our c¢serall men-uuclear deterrent -- and thus sll deterrence --
will be substentially strengthened.

;

oo Dol Sl e

~.

R e il L e, il o e il

S e

Ay

ok,

s

S 0 R P e Dl i




WORKING PAPER
NOT OFFICLAL POSITION OF DMC

U. S. NAVY
TOTAL FORCE OVERVIEW

AND
GENERAL PURPOSE FORCE MANPOWER REQUIREMENTS 1SSUES

(Raviead)

A Staff lseue Paper for

the Dafense Manpower Commiseion

by
?eul C. Kasnan, Jr., Joln D. Sittereon, Jr., and Hugh M. Walton
Defénae Manpower Commission Staff
November 1975

it S 2 e ot



EXECUTIVE SUMMARY

.. SUBJECT: Total Force Ovarview and Ganaral Purposa Forca
r Manpowar Requiremants Issues of tha U.S. Navy

4 ISSUES: o Uniqua Navy Problems
o Activa/Rasarve Mix
o Manpover Requiremants Datarminstion Problems

o Rotation - Tempo of Oparations

;‘ o Numbar of Aircraft Carriere

-

o o Manpovar Requiremants

%,-’.’ ' . BACKGROUND : Tha DMC Staff was diracted to prapara an ovarview paper on

each Sarvica in tarme of tha Total Forca and to focus on
issues partaining to Genaral Purposa Forces.

CONCLUSIONS: The U. S. Navy does hava uniqua problems in manpower mattars
compared to othar Servicas.

Continued attenti - should ba givar to tha Naval Resarva
to intagrata it *_..ar with the active forcas.

Tha Navy's manpowar requirements datarmination process is
baing improved but naeds strong and continued support.

Rotation and tempo of oparation hava major manpowar
implications on manpower planning.

The Staff accapts without issue tha latast Secratary of
Defense ections on the carrier program level, aarlier
marked for study. o A

The Staff seas little likalihood o/ furthar major savings
in wanpower of tha Genaral Purpose Forces of tha activa
Navy and balieves present DoD manpowar projections should
ba tentativaly accapted.

RECOMMENDATION: Tha DMC accapt this papar as basis for tha praparation
of partinant parts of tha DMC final repott. .
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U.S. NAVY

TOTAL FORCE OVERVIEW AND GENERAL PURPCSE FORCE
MANPOWER REQUIREMENTS ISSUES

TR AT R

1. PURPOSE

The purposes of this paper sre: (a) t7 present an overview of the

l force stru:ture snd the manpower of the U.S. Nsvy in terms of tae Total

Force; ani (b) to focus on manpower requirement issues concerning the

raval force structure, primarily the naval General Purpos:s Forces, which

sre of interest to the Defense Manpowar Commission. Other staff pspers

i e VA v Rl s Wiy, s B

will focus on the support forces snd other iscues.

I1. TOTAL FORCE OVERVIEW

sl "

A. Naval Force Structure - At the height of the Vietnam War in

1963, the U, S. Navy had s force structure of 976 ships. The structure

has been reduced to some 490 ships (with a low uf 480 prcjected by the end

s Y A

= of FY 76). Current plsns and Congressiorslly-approved shipbuilding programs

call for the fleet to increase from th~ FY 76 low to 509 by the end of FY 77.

b
LY

The Navy has set as its objective a Navy of 600 rbips; however, neither the

i o

Secretary of Defanse nor the Congress has indicated approval of that

.
B2 &

level at this tim2. The present and recent Navy force structure follows:
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NAVY FORCE STR.iiURE

!
{
i

Type of Ship Number ot Active Fo ;
P74 mi5 ¥
Submarines: 114 116 ot} % :
bailistic * ..u1le (SSBN) 41 3 +1 4
Wuclear At:. ‘¢ (SSN) 61 65 <8 §
Liecel Attack (SS) : 5! 10 ; ]
; ¥
Carriers: iy 15 13 q i
Atteck (Cvi) 1. 7 i i
Hylti-purpose (C. 3 6 2
Nucle+ Artack (CVad, N 2 ! A
Nucicar 'wlti-purposc (LVN) ] 0 - 1
Trainiug (CVT) 1 3 n g %
g
SUCLaca Cala Caopk 62 e &g (, J
(ruisers 3 28 28 ;
Destroye~a: 9z 13 76 5
WWII fram 18 18 15
DD 931/945 14 .4 14
DDG 29 38 39
CLG 28 0 0
DDGN 3 0 [v] ta 3
DD963 0 3 % :
Escort Ships: (13 [] o j
DE 58 0 0
DEG 6 0 0 %
krigstes: 0 64 64 3 3
T 0 58 58 g 4
FFG ° 6 6 1 e
Amphihious Fovces L € 63 §
Support Forces: 135 126 U
=
Underway Replenichmeat <9 w4 41 :
Auxiliaries 86 el 76 %
24
Patrol Craft : 14 7 j
)]
Minesweepers 3 3 3 S
i
TOTALS 515 504 490 z

*Multi-~+ ~0se carriers combine attack and ASW capabilitier; all CVAs wi).
eventv .7l be converted to CVs with the exception of the MIDWAY.

%%0n June 30 1’75, several surface combatants were redesfgn~ted: Cruisers -
DIGN to CGN, uiG-1¢ and DLG-26 classes to CG; Destroyers - .5~ class t.
DDG; Frigates - DE to FF and DEG to FFG. Ther= was no increase in ciuisers
from FY74 to FY7_ other than the redesignativn of destroyers.
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NAVAL RESERVE FORCE SHIPS

Type of Ship Rumber
FY 74 FY 75 FY 76

Destroyers 37 34 30

Amphibjous Warfare Ships 0 0 3

Mine Warfare Ships 25 31 22

Joo

Patrcl Ships 0 o
TOTAL 62 65 63

NAVAL AIR FORCES
Numher

FY 74 FY 75 FY 76

Active Tactical Air Forces

Fighter/Attack Squad:ions 68 70 65
Reconn & EW Squadrons 30 31 32

Active ACY Squadrons

Land Based
Ship Based

Raval Reserve

Attack Carrier Air Wings 2 2 2
Reserve Tactical Spt Wing 1 1 1
Carrier Anti-Sutuarine
_— Aviation Group 2 2 1
}. Reserve Patirol Wing 2 2 2
& 7 7 6

For FY 76, the squadrons of the Tactical Naval Air Forces are

organized into 12 Carrier Air Wings., ASW aircraft lorces include

squadrons of carrier-based (fixed wing and helicopter) and squadrons

of land-based P-3 patrol aircraft,
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B, Summaty cf Navy Menwpower in the Total Force - . 5. Naval
forces conaist of the active Navy, inclodingy its civillan component, and
the Naval Reserve. Selected Naval manpower data are summarized az follows:
(including F7 1964 as a pre-Vicinam baseline year):
NAVAL MANPOWER IN THE TOfAl FORCE
(End Strengthe in Thousands)
FY 64 778 Y 76 FY7T FY 77
Actusl futhor-  Author-  Authoer-  DOD
ized ired ized Progran
Active Military* 667.6 50,0 528.7 5315.9 546.0
Civilians 327.8 316.0 213.8 314.2 319.8
Direct Hire 334.7 300.3 304%.4 3G4.8 310.4
Indirect Hire 13.1 9.7 9.4 9.4 9.4
Naval Reserve®* 123.3 117.0Q 106 .¢ 106.0 9:.0
* End Strength
#**% Minimum average paid driil strenmgth
See Table I for Manpower Program breakdown.
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Relow la a breakdown of

and Selected Reserve (pald dri

Strateglc Forces
Milftary
Civilian

Reserves

teneial Pyrpose Forces
Military
Civilian
Nesesves

Auxilfary Forces
Milftaty
Civilian
Reserves

Micaion Support Forces
Military
Civilian

Reserves

tral Support Forces

Hilirtary
Civilian

Rerarvos

Individual (Artive Mil)
Mishpn, Students, troes

Pat.ents, prison, trans.

% rompiled from DOD Manpower Requirements Keport for IY 1976 and DUD Reserve Torces
Manpower Lequirements Repert

when published.

TABLE T
NAVY

the active military, vivilian (direct and

indivect hired,

1 strength! manposer of the Nov v according to the
watn Nefease Plaontng and Programming catepories, showing the trends FY 74-FY 77¢

(knd Streneths, thousands)

Y 1974

Actual

18.6

0.!

236.%

5.7
63.0

81,2
26,3
16,3

i06.2

(61.0)

(45,

Y 1975
Authorired

18.9
1.4
0.1

it.o
47.8
7.4

m.L
36.2
25,49

86.1
219.1
17.6

84.6

(56.9)
(27.7)

Fr 1976

Reguested

"4l
3.9

45.6

29.5
45,2

~

69,5
37.8
Al

B€.?
2234
16,4

8.7
(54.9)
(28.2)

Fy 1077

Frojected

0.4
1.8
0.1

o~
~ W
re

B5.8
228.8
16.4

for FY 1976, For up-dating, see same reports for FY 77!;
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C. Organization of the Navy* - The Secretary of the Navy heade the

Department of the Navy. Under the directiom, authority end control of the
Secretary of Defense, he is respunsible for the policies and control of the
Department of the Navy, including its orgarization, adminietration, operation
and efficiency. The Civilian Executive Assistants to the Secretary are the
principal advisere and aasistants to the Secretary on the administration of
the department as a whole and ars asaigned responsibilities in their
respective aress.

The Chief of Naval Operations (CNO), the aenior military officer of the
Department of Navy, is the principal naval adviser end naval executive to the
Secretery of the Navy and is a member of the Joint Chiefa of Staff. Under
the Secratary he heads the Navy staff and exercises command over the oper-
ating forces of the Navy not under the unified commands and over certair
central executive orgenizations (e.g., Naval Materiel Command, Bureau of
Medicine end Surgery) and assigned shore activities (functional field
commands). Under his direction the Department of the Navy provides the
operating Naval forces uuder the operational control of the unified commands
and provides support and administration for them.

The operating forces of the Navy include the several fleeta, seagoing
forces, district forces, Fleet Marine Forces and other sssigned Marine
Corps forces, the Military Sealift Command, and other forces and activities
as may be assigned.

The major conmands afloat include the Pac.fic Fleet, the Atlantic
Fleet, the Naval Forces, Europe, and the Military Sealift Command. The
Pacific Fleet includes the Third snd Seventh Fleets, with the former

#*Summarized from U.5. Government Manual, 1975/1976 revised May 1, 1975,

General Services Administration.
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operating in homa watars off the west coast of tha United States and the
latter deployed to the Westarn Pacific and Asian areas. Tha Atlantic
Fleet includas the Second and Sixth Fleets, with the former operating off
the eastern and Gulf Coast of the United States and the lastter dep’oyed to
the Meu._orranean area. The Naval Forces, Europe include forces assigned by
the CNO or otherwise made availabla by other naval commandars. Tha Militury
Scalift Command provides ocean transportation (by Government-owned or
commercial vessels) for persornel and cargo for all components of the
Department of lefense.

The Bureau of Naval Personnel plans and directs the procuremant,
cistribution, administration and career development of Navy personnal.

D. Reserve/Active Mix - Our main ireatment of manpower requiremants

issues concarning the Naval Reserve will be contained in the forthcoming
DMC staff paper, "Selected Reserve Issues.'" Meanwhile, however, some refec-
ence to the active/Reserve mix is appropriate hera.

The Nevy's approach to the Reserve/active mix indicates that the

Navy has been traditionally leas dependent on the Reserves than the Army,

Air Force and the Marine Corps. The Service is hardware-oriented and, under-

stardably, there has been a general tendency for the activa forces to have
priority >ver the Reserve forces in both numbers snd quality of equipment.
The Nsvy has been reviewing ita approach to the Reserve forces in tha past
few years and has initiated cianges in organization toward mission-oriented
activities.

The latest major restructuring of the Naval Reserve occurred in 1973

when it was adjusted in mission-capable, tssk-performing unita specifically
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tallored to provide capabilities for the active Navy, rather than the
heavy emphasis on individual sugmentation that previousl existed. This
was the fifth major restructuring since World War II.

The Navy is getting substantisl prodding to reexamine its approach
to the use of Reserves by both the Secretary of Defense and the Congress.

This will be covered in greater detail later.

E. Civilian Force - As shown by the statistics, the Navy has a relati’ely
large civilisn force. The projected percentage of civilians versus active duty
military personnel ‘a the Navy in FY 77 is approximately 60Z, compared to the
Army's 51X, the Air Force's 462 and the Marine Corps' 10X.

The civilian force fsces a number of difficult problems. The need for
civilians with technical backgrounds and skills is accentuated by the Title
VIII section of the Defense Apprnpriations Authorization Act of 1975, which
requires thst all major combatants built in the future be nuclear powered,
subject to the possibility of certain exceptions heing sought by the President
on the basis of the "na:ional interest." The general requirement for
nuclear power applies to new alrcraft i.-riers, major surface combatsnts
and strstegic and other submarines. The fact that the Navy builds a number
of its own ships in shipyards and the importince of the shipyard as a majo:
strategic element in our Defense program adds a dimension not paralleled in
other Services. [he problem of numerical civilian ceilings as well as
monetary control is viewed as a difficult problem with regard to supporting
and managing the Total rorce manpower base because of the lcss of flexibility.

The ability to forecast future shipyard work and the relative low

profits in the industry have made manufscturers reluctant to enter into
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expensive training programs for newly hired personnel. The Navy states
the need for a ‘‘stable, reasonably sized, long-range Navy shipbuilding i
comuitwent"” to overcome these difficulties. (Many of theae problems will

be covered in later Requirements Group papers under Base Support and in

Management Group papers which discuss the problems of specific operating

controla aet down by Congress for the Executive Branch.)

III. SELECTED ISSUES

A. Unique Navy Problems - The Navy haa unique problems compared tv

the vthar Services. The Navy is constrained in its manpower planning and
weapons system development by the size of a ship. A hul) of a .artain size
can cottain only ao muny bunks, so many missiles, aircraft, etc.

The nature of sea duty itself 1s a difficult and unique problem. The
Navy feels i¢ is not posaible to offer a career which would require aailors
to stay at sea during  heir entire time in the Ceorvice. The long deploymenta
in peacetime and the family separation pose wany difficulties. Some rotation
between sea and shore is considered essential. [lven then a aailor's life is
not a normal working experience. The hours sve long; witness the ship
manning documents which sre based on a 74-hour week for watch standers and

a 66-hour week for non-watch standera in "

at ses, at war' condition. In
addition to this, when the ships come in for overhsuls at periodic intervals
the crew, or at least part of it, remains with the ship, working side by side

«1th union workers who are generally better paid and have more reasonable

hours.
.
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Deployments continue to be difficul® even in peacetime. The Cosmission
found that the goal for pescetime deployments waus six sonths deployment
followed by 12 months uvperaiing from the ship's home port. Resiies the
planned deployments being far frow the hime port, the operstions conductel
by a Navy ahip during the "hume port period" may mean several veeks at e
time awvey from home port. At times, because of scheduling, time svey from
home port may begin to epproech that of an actual deployment,

The requirement for highly trained technicians makes the Kavy difficult
to man. This need for technicel competence ie required in both the military
and the civilicn brenches. The technician requirea difficult recruiting
competition for a high quality man, then long lead times for treining with
the concommitant expense. The Title VIII resuirement for nuclesr propulsion
exscerbates the need for top technical cepability.

B. Active/Reserve Mix - Tie Defense Department Totel Force Study
end the r~cent Congressional interest have increased the Nevy's interest
1+ the use of the Nyval Ressrve snd has highlighted some of difficulties of
effective use of these resources.

As of this late date, the questinn of the funded leval of the Nevel
Reserve for FY 75 2'111l is not settled, pending final Corgrissionel ection
on the Depariment of Defense Budget for FY 76 and 7T. The Senzte Appropri-
ations Committee recently voted to appropriete funds for en FY 76 Neval
Jelected Reserve at an overall peid drill strength of 94,000 (as proposed ]
by the Depertment of Defense), which ia 23,000 below the average strength
authorized and funded by the Congresa in 1975. Previou=ly the Congress

had approved en authorizatior. of 106,000 pend‘ng completion of « new Navy
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study. The Seaate Armed Services Cormittee commented Lhst although the
Committee re:eived testimony supporting higher levels from repreae: istives
ot the Nsval Reserve snd varicus Reserve assoctations, they found 10 speciiic
missions wiich would justify increases about these eirengths, but neither
d1d the Committee go slung with the further cuts which the Depar.ment of
Defense had proposed.® Further, the SASC singied out the Narsl Feserve
aa in need for increased integrstion cf Reserve unity with active duty forces.

The DoD Totsl Porce Study, recently coe~leted, .esulted ‘n the Secretary
of Defsnse directing the Mavy to conduct major tests tor beth the surface
component aad the sir componen: of the Rese:ve. A test in iV 77 will plen
three manning eystems for surface combatants (100X srtive, 3C sctive/20 Reserve,
2a2d $5/35, compering ships of comparsble age). In Navai avietion the Navy
was directed to provide two Reserve cerrier wings with e:tive dut; training
abosrd e cerrier snd is to dzvelop treining to e level of effiliency where
one wing -~ould alwsys be ready for couwbst within 14 dsys, including night and
cyclic operetions; the second wing ie to be ready within 30 days. The
Secretary of Defenie further pointed out if th.: Resarves could not meet tlese

requirensnts, the Msvy should iisband in FY 78 the Reserve Tectical Ar

Carrier Squndrons,

*NOTE (edded in February 1976): Subsequently, in the final Congressional
;ctlon on the FY76 DoD Zudget, the avsl Reserve was funded at 102,000
or 7Y 76.
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In ganeral, although thare hae baen renewed intarest in tha ¥aval
Resarve, thare eppesra to ba a lack of imsgination in th: uae of thaas
tesourcan. A presibie incrasaa in the use of Re¢sarvas to man shipe end
aircraft perhipc could asaist *ha Navy over tha difficult pariod facec in
tha imasatata futura whara et of tha praasing naeds ere in hardwara
acquisition or reluilding 1h: Flaat. Requiring thet all ahipa ba manned
fully by sctive duty psraonnel adda to tha ovarell coet of tha Nevy. The
concept of ellowing more units at lower immadiate readinees ralying on an
{omediata callup auc's sa in tha Army roundout concept, may ba of value in
raducing overall coata and allowing the Navy to mova towerd ita objective

to increasa the numbar of ehipe at a lrwer overall cost,

C. M:apowar Raquirementa Datcraination Problems - The hatrdwara

oriantation of the Navy hec put manpowar planning in tha back seet. Thara
doas not appesi to ba adequate understanding .o che top level of Navy
mainagement of the impact of eoma of tha dacisiona mace regarding waapower.
This appliss not just te ths manpowcr managers but to the antire Nevy
planning and prograuming oparation.

This problem 1a illustrated by examiration ol the c.aparison batwean
the raquiremants determined by the Ship Manning Documents snd other factors
which affect manning lavals. The Ship Manpower Documantation Program began
in 1966 with the objectiva of providing a rigorous, analytical process for
determining manpower requirements afloat. by tha and of FY 74 this program
had bean completed on a ship class basis and is of grest value to tha Navy.
The Navy has expanded the program so that it is now examining each individval
ship. This 1s necessary because the equipment and configuration modifications

are different between individual ships of the same class.
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However, what is occurring in Navy programs is this: A ship's

manning document will call for a certain nwrhe , say 300, in order to
accomplish the work based on a 74-hour watch standard and a 66-hour non-

watch standard working week. This takes {nto account all the ship's functions
and the weapons systems employed. However, it may be that the number of bunks
that s ship has is only 250. Next, in order to reduce costs, the total
manpower requirements will be underfunded so that perhaps only about

240 people are buageted for that particular slap. However, this is still not
the final number of personnel assigned, because of varying manning priorities
within the Fleet (such as the requirement to man the Fleet Ballistic Missile
Submarines at 100% and others at a higher percentage than the overall manning
level}. Thus the personnel actually assigned to 4 given ship may fall well
below the budgetoed average levels.

The end result of this is confusion and unhappiness in the Fleet. The
Tleet sees the bottom line, namely the personnel they have on board, comparcs
it both with the number of bunks they have and the number of personnel neces-
sary to run their ship and weapons system, and finds that it is inadequate
to do the jeb., Thus a frustrating experience is caused for the people on the
line. The reasons for this are not completely understood by the top level
deci sion makers.

Needless to say, readiness conditions from a personnel standpoint have

been deeply affected. Although the Navy states that most of the ships

and air-raft squadrons deploying are in an "essentially combat-ready status,'
critical shortages in middle grade, experienced petty officers degrade the
personal readiness of all units. For example, the Navy currently has an

erlisted shortfall of 15,207 enlisted personnel, which equates to a manning
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k- ] percentage of 962, However, this does not take {nto account a skill mismatch
problem of 29,900 petty officer deficit in 45 uadermanned ratings. The Navy
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reports that these personnel deficiencies have resulted in 35% of deployec
ships ard 551 of deployed aircraft squadrons reporting essentially non-combat
ready due to personnel. It should be noted, however, thst the Navy reporting
system is much wmore u.it-oriented than some of the other Services. This
means that although it gives the Navy a precise inaicuiion of its units, the
inter-Service comparisons may not be valid, as other Servicea report larger
aggregate units.

As mentioned above, the Manpower Documentation Progrem is being erpanded

in F7 75 to begin to do a ship~by-ship docuasentation program. This further

refinement 18 not expected to change the aggregate numbers of personnel
required by the Navy; however, experience to date has shown that the new
documentation indicates a need for larger numhers of technically trained
people who sre long lead time trsinirg problems. This will require careful
managemernt of these more expensive personnel in the Navy inventory end may
require increased funding for their training.

The Commission also notes that the training responsibilities wnd the
manpower responsibilitiea have been divided since 1971. While thia appears
to have many advantaces, this indicate’ thst there may be coordination
problems between the Chief of Naval Education and Training and the Chief of
Naval Personnel.

The DMC staff notes that many improvements have been initiated in

the Navy to improve their manpower requi::ments determination. The
Commission staff commends these ecforts, but cautions the Navy and the

Department of Defense that unless adequate funds and manpower are devoted to

L q_..a:u.‘&“”km&m'lm m&m o5l v st uM.h' i
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this important element of the Service, the difficult problems noted above
will not be solved. It ia incumbent that all top Navy managers underatand
the unique and difficult manpower problems that the Navy preaenta and that

they take that into account in all deciaion making.

D. Rotation-Tempo of Operationa - The DMC ataff notea that there cra

manpowcr implicationa of aubstantial importance from the rotation and temfo
of operation policiea of the Navy. The Navy, ~ a matter of course, apeads
a great deal of time at sea, deployed throughout the world to project i
presence of the United States. The problema of maintenaice of a vialle
personnel force under these circumstances are immense. For example:, in the
high priority, ruclear submarine and surface force community it has been
neceasary to provide an unprecedented bonua to encourage >fficera and
enlisted men to extend their obligated periods of duty in or’er to inaure
that the operational schedules can be met. A Navy person going into these
programs can expact the first ten years to be back-to-back sca duty tours
with little opportunity for normal family lite.

There 'vere several approaches taken in regard to rotation in an earlier
paper by the Defense Manpower Commission. In one paper it was noted that
stationing personnel overseas ior : period of three years appeared to be an
excellent idea, both from the cost 3tandpoint and that of morale. Neverthe-~
less, this does not spply directly to the situation the Navy fa..-, since
the Navy lacks the same infrastructure of housing, commissariea, etc.
overseas that is available to the Army and Air Force units in Europe.
Additicnally, repair facilities for the large combatants are not generaliyv
available in overseas areas. There is an excertiun to tuls in the Yokosuks
area where one aircraft carrier is now statioved, and this program appears

to be working reasonsbly well.
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E. Number of Afrcraft Carriers - In the subject issue paper developed

by the Reqiirements Team, Naval carrier forces wer: discussed. The approach
approved by the Commission was that we would study the subject and monitor
the progress of the planneu carrier reduction yrogram through the Congress.
The Navy program included in the Defense Department's budget request
for FY 76-7T reflected a decision to go ahead with the reduction in carriers.
It showed a decrease in the number of large carriers to 13 by the end of
FY 76, with 12 active carrier wings. The reduction would retire the two
oldest active carriers. Twelve are to be used to support the forward
deployment of four, in the usual three-for-one pattern. The thirteenth,
retained at least for the present, pending further decisions, wiil provide
a spare for surge requirements (in emergencies it could replace another
carrier in overhaul, using its air wing, or take on Marine or Reserve
squadrons) and c¢therwise make a deck available for training the two Naval Air
Reserve carrier wings. The Secretary of Defense decision regarding retention
of the thirteenth carrier will be subject to review in future years, depending
in part on the ability of the NAR carrier wings to meet criteria recommended
in the 1975 0SD study on "The Guard and Reserve in the Total Force."
We are satisfied that the question of the thirteenth carrier is being
addressed properly in the Department of Defense. Accordingly, the DMC staff
suggests that the Comumission simply note the foregoing and accept the

programmed level of carriers without issue.

F. Manpower Requirements - Despite all of the special problems which
have been discussed concerning the Navy's manpower requirements, it remains
ne essary for the DMC to address the question as to what those requirements

are,
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DoD planning and programming project a 17,000 increase in the Navy's
FY 77 active military manning requirements over those of FY 76. Even if those
additional personnel are provided, there still will be s 15,000 personnel
shortfall below requirements for fu.l manning, accordingly to the Navy (with
skill miszatches and serious petty officer deficiencies in certain ratings).
Apparently the decision to program manning at that level took place in the
budget process .n trade-offs between materiel, operating costs, and military
manpower. Considering the problems which hsve been discussed, the DMC staff
considers the General Purpose Forces portion of the Navy's military manpower
program io be fully justified. Even that level ought to be accompanied by
some decrease in the routine operating tempo. Some cut-back in routine
distant deployments of the Sixth and/or Seventh Fleets is feasible, would
ease the presently serious manning problems of the Navy, and actually could
even enhance, rather than diminish, the Navy's overall readiness and its
surge capability for wartime operations. Beyond that, any further savings
in Naval manpower (both military and civilian) would have to come from the
Navy shore establishment and possible measures for increased cost-effectiveness
which are discussed in the separate DMC staff issue paper on "Support Forces.

Beyond FY 77, the Navy will encounter additional manpower problems as
it pursues its presently approved programs for expansion of the fleet and,
beyond that, ‘its announced further ol ‘ective of a 600-ship active fleet. The
fleet of FY 80 is already fairly well set by shipbuilding programs already
in process, and some of the programming details out as far as FY 83-84 are
taking shape. Beyond that, with respect to the Navy's goals of a 600-ship

active fleet, the decails of programming and the prospects for 0SD and

[N
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Congressional approval and funding are far f.om clear, so it is impossible

for the DMC at this stage to know whether or when the 600-ship goal will be

achieved.

<

For FY 80, on the basis of testimony by the Assistant Secretary of the
4 Navy (M&RA), it appears that the Navy, with an increased number of ships, will

]
) require roughly the same number of ersonnel as in FY 77, with some differences r

in composition. Accordingly, ou: comments on th:@ FY 77 levels will still apply.

Before then, however, the experiments with different active/Reserve mixes will
have been completed, and may be (or may not be) appropriate to make some *

manning changes on the basis of the results of these tests.

Looking even further into the future, to the extent possible with
existiny, manpower planning factors, the Navy estimates that its goals of
600 active ships, when and if achieved, would require approximately 2,000
officers and 34,000 enlisted personnel over FY 76 levels. The LMC staff has
no basis for arguing against such an increase (other than the recommendations

in the separate paper on "Support Forces" and the expressed views on reducing

routine operating tempo.)

Conclusions

The DMC staff concludes that the Navy has a number of unique and serious
manpower problems and that this must be recognized, hoth within the Navy top

management and the Department of Defense and elsewhere.
Manpower plauning has taken a back seat tc hardware planning in the

Navy, and this is causing many serious problems within the manpower program.

Additionally, these are more serious because most manpower problems are long

range and are difficult to solve expeditiously. The staff notes that a
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solutions sand efforts to implement these solutions have been started by
the Navy and they should be strongly encouraged. By encouragement, it
is meant that manpower and funds should be properly committed to develop
the necessary tools for decision-making in the development of weapons systems
and the building of ships and aircraft.
Rotation, continuous distsnt deployments, and tempo of operations
ave major manpower .mplicationa and should be considered by strategic
planners. There haa been a serious impact on the Navy's manpower and on
reduced readiness and surge capability to meet emergency reaquirements. In
general, it appears that the tempc of peacetime operations could and should
be reduced. The importance cf this is emphasized.
The staff notes the issue of the programmed level of carriers and
accepts the plan that has been recommended by the Secretary of Defense.
The tests of active/Reserve mixes that have been directed by the Secretary
cof Lefense appear valid snd should be carried out. It is hoped that this type
of innovative thinking and testing may provide a better use for the Naval
Reseive than is cur-ently being considered. (For further treatment of the
Naval Reserve, see se¢parate DMC staff isaue paper, "Selected Reserve Issues.')
The DMC should tentatively accept the 0SD manpower projections for the

Genersl Purpose Forces of the active Navy.

V. RECOMMENDATION
That the DMC accept the foregoing analysis and conclusions as a

tasis for the preparation of pertineat parts of the DMC final report.
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FRZC OWWE SUMMARY
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SUBJECT: Total Force Ovexview nf the U. S, Marine Corps
ISSUE: Lusic manpower problems of the Marine Corps.

?;

E BACKGROUND : The DMC staff wss directed to prepere an overview
g peper on eech Service in terms of the Totel Force
]

end to focus on issues pertaining to Generel Purpose
Forces. The first pert of the peper is informational.

TETRTIIE B KT

ANALYSIS: Reveals a unique end hichly specialized torce
organized, L& complisnce with stetutory requirements,
for the primary mission of establishing and defending
edvenced bases in support of naval campeigns.

identifies significant personnel quality shortcomings
A end problem of numbers vs. quality,

Indicates Marine Corps is moving to improve quality.

Shows thet Marine Corps is underteking organizational
changes to enhance effectiveness and save manpower.

CONCLUSION: Marine Corps has serious manning problems, reising
questions of ability or desirability of maintsining
present levels.

Marine Corps should:

= a. Emphasize quality--at expense of size, if
g necessary.

b. Continue to examine its structure for possible
manpower savings which would not decresse combat
capabilities.

Major manpower savings and a more cost effective
Marine Corps could be achieved.

RECOMMENDATIOK: DMC accept the paper and its conclusions as a bssis
for rertinent sections of the final report.

NOTE: The Senate Armed Services Committee has asked the Marine Corps

for a special report concerning its mission force structure end manpower
problems by Jsnuary 1, 1976. This DMC staff paper, therefore, is 1
tentative, subject to revision based upon those reports. |
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L. S. MARINE CORPS

TOTAL FCRCE OVERVIEW AXD SEILECTED MANPOWER REQUIREMENTS

PART I - OVERVIEW

Purpoee

The purposee of thie peper are (a) in Pert I, to provide e
brief informational overview of the force structure end manpover
of the U.S. Marine Corps, including ite reeerve component, in terms
of the Totel Force; (b) i Pert II, Selected leeuee, to diecuss

baeic manpower problems of the Marine Corpe.

(NOTE: The Senate Armed Ser:icer vuvamittee hao aeked the Marine
Cotps to conduct e study concerning ite miseion, forre structure
and manpower problems end report beck by 1 Januery 1976. The
findinge of thet study could elter the determinations made in

this peper.)

Summary of Marine Corpe Manpover in the Total For:e

U.S. Marine Corps forces consist of the active U.S. Marine Corps
and the Marine Co.ps Reserve. The Marine Corps makes use of both the

Selected Reserve and the Individual Ready Reserve.’
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Marine Corpe Manpowsr
(As presented in th(e DD hudg’u for FY 1976-7T)

Theussnde

FY 64 Y 75 FY 76 o A 77

Activse
Militery 169.8 196.4 196.31  196.5  197.6

Civiliene 19.32/ 20.3 19.9 20.4 20,4
Direct Hire (18.0) (18.0) (17.6) (18.1} (18.1)
Indirsct Hirs (1.3) (2.3) (2.3) (2,3} (2.3)
Reserved/ 45.9 32.3 2.5 33.0 3.7

Marins Corps his sstsblished s full strsngth ective duty manpowsr
rsquirement st 212,000 militsry end 20,500 civilian spsces. For FY76-7T
ths suthorizations requsstsd wers fiecslly constrsined to ths 196-197,000
rang® for militery snd 18,000 for civilien spscss, s littls over 90X of
the rsquirement. As s result, sslsctsd units ers not fully manned end
some have bssn plscsd in cedre stsfus. Ths Marins Corps structure
saphssizes mobility and resdy combst cspebility. Ths military/civilien
aix ie, therefore, the highest in militsry of any of ths ssrvices; and,

additionelly, ths Merins Corps is manpower intensivs.

Organicetion of ths Marins Corps

The Marine Corps is unique among ths servicss iu thst its structurs
ie fixed by law. Ths Armed Forces Unification Act of 1947, es emendsd,
(Title 10, U.S. Cods) prescribss thst "Ths Marins Corps, within ths

Departmant of the Navy, shsll bs so orgsrized ss to include not lsss then

1/ SecDef will apportion a 9,000 cut among the services as directed by the
Conference Committee.

2/ Functiona performed by the Navy and Marine Corpa were differently
divided in FY64. These figuree are factored to provide comparability
with today's situation.

3/ FY75-F(77 Figures are average strength.
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three combst divisions and throe air wings and such other land combst,
aviation, &nd other services as may be organic therein.” While the
structure of the Marine Corpe is specified, its aize is not.

The Marine Ccrps mission is to provida fotrces of combined arms,
together with suppoerting air, for seizure or defansa of advanced naval
bases and for the conduct of lan! operations assential to a naval campaign.
In addition, it is responsidbie for aecurity of naval installations and
aboard ship. TFinally, it is charged with developing tactics and equipment
lor ampui.ious operations and the performance of such other duties as the
President may diract. The Marine Corps organization reflects both its
statutory basis and its mission requirements.

There are thrae division/wing teams in tha active force and a fourth
in the Reserves. These operational elements are assigued to the Flaet
Marine Forces (FMF). Tha remainder of the organization provides staff
services, training and aupport for tha operational forces. There are
twvo FMFs, one in iha Atlantic and one for the Pacific, under operational
control of the appropriace Flaet Commsnds, which, in turn, are under the
Unified Commanda and tha JCS. The Fleet Marine Forces themselves are
management headquarters.

FMFs are composed of divisions, winga, and forca troops. which provide
support, additional combat atrangth, and services for the diviaion/wing.
Whan combinad they form an intagrated combined arms team with its own
support sleméuls, dasigned to project naval power ashore. These deployable

organizations are called Marine Amphibious Forces (MAF).




Second P. Third Marinz
Marine Fleet Marine Forcea, Amphibious
L Amphibious Atlentic Force

T,

Force
|| Secoad Hll’i..ﬂ First and Third
Marine Divisions

po—a

Cod

Ve

Division
e |

—_—
First Marine r

: =
E The Fleet Mariune Forces
4
= ¢
3 7 1 Fleet Msrine Forces First end

; Briged~ 1/
3 ge—
. || Force Troopa, (Force Trocys, [
.y Atlentic Bcific
Second Marine irst nd Third
‘'~ Mrcreft Wing Marine Aircraft ™
Wing

One division/wing teain or MAF is loceted on the Eest Coast,
committed to NATO and supporting Atlantic Fleet ¢ :.ployments. One 1is
forward deployed in the Peciflc (besed on Okinawe). The third ia on
the West Coaat and cen le used as a stretegic reserve. The Reserves form

a fourth division/wing in the event of mobilization. The composition of

a MAF ia indicated below:

I MARINE AMPHIBIOUS FORCE J |
)

1 L
Land Forces Tacticsl Air Forces |
-Marine Divisions -Fighter/Attsck Units
~Force Troops of an Alr Wing
-Helicopter/Missile -Aircraft Csrrier
Units of Aircraft Security Detachments
Wing -Aerial Refuel Units

1/ Composed of units from Third Marine Division, First Marine Aircraft .
Wing, snd Force Troops Pacific.
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{ Maiine Anphibious Forces are, in .uru, organized in Marine Amphi-

¢

bious Unita (MAUs) which aze tailored to their tasks and deployed aa

T

E l needed. A MAU would be composed of the ssmpe or a portion of the elements

: I above, depenciiny, on its size, location and mission.

§ At any time the Fleet Marine Forces typically depioy tvo amphibious

é‘ units in the Western Pacific ond one in the Mediterranean, while one ]

{ rotates int> the Carvibean Area. Each is task organized and sired for

its particular mission. At present the MAU {in the Mediterranean numbers

about 1800 men with supporting helicopter and Harrier (verticai take-off)
fighter/attack aircraft. Those in the Pacific are somevwhat smsller.

Marine Division Organization

A Marine division totals about 18,000 personnel. Each is built

around nine battalions of infantry and four artillery battalions.

I Pivision i

5 [ [w] o
[ ‘ 1 - I i l
Infante ; Artillery Reconnaissance Shore Party E
y I - |
Regiments l Regiment Battalion Battalion !
] H |
\ 1 | [—-L—— | Engineer [
. ] ’ Battaljon ’
105 Howitzer || 155 Howitzer | ]
Battalion(DS)|| Battalion(GS) | | | Medical |
‘ Battalion®* 5
Infantry | _] Service l §
Bartalion Battalion ! i
) U {
= | [iotor teane ] | R
| Battalion
1/
* Primarily Navy manned L—— —— -—-!
L[]
1/ These elements will be removed from the division under the new FMF
organization. c
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Ths Shore Party Battalion is vniqu to Marina Divisioas, . virtue of
2 the awphibious mission. it is the function of the shore party to provide

coamand and control in establishing and supporting baach oparations during
amphibicus assaults. It can sarve the same function during helicoptar
assaulrs,

The iunfantry and artillary elements are similar to those of tha Aray

axcept that the infantry battalio. is about 25 parcent largar. Marine
Corps divisicns are somevhat differantly constituted in other espacts.

For example, they do not have tanks, halicopters or an intagral air defense
capability as does the Arwmy, nor do they furnish tha bulk of thair medicr

needs. These are supplied by Force Tronps, the associuted Air Wings,

| and the Navy in the case of medical suppoct. The Marine Division is
about 1500 men larger.y

As this papsr is written, the Marine Corps is undertaxing a
comprehensive reorganization which will leave the Division with combat
forces only. This will be discursed in more detail below.

2 Marins aviation is composed entirely of general purpose fighter/

attack, reconnaissance, transport/tankar fixed wing aircraft and transport
and attack helicopters. In all, there are about 900 op=rational aircraft,
roughly equally dividad F**ween fixed and rotarr wing aircraft.

Thesa assets ara organized into three wings in complianca with

statutory rsquirements cd in parallel with the division structure.

1/ A U.S. Army infantry division is approximately 16,500.

—
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Marine Air Wing Organization (MAW)

Marine Air Winge are not uniform in eize, althiough each has attack,
fighter, transport and helicoptsr and eupport aircraft aeeigned to
it. The Second Wing, for example, has about 500 aircraft, while the Firet
Wing in the Pacific hae juet under 200. The wings are eubdividad into
Groups (MAGs), sach generally consieting of 1ike tvpe aircraft, fixsd
wing or hslico;ter, and a wupport grovp. Certain limited rssoarcea, euch
a3 electronic countermeasurs (EA-6) and veconnaissance aircraft (RF4),
are preeently concentrated in a eingls wing for ease of maintenance and
operation. They provide thass capabilities to other wings by dsploying
dstachments on temporary duty.

A Marine air wing could be ae depictsd below:

[ ]

i ] . 1 1

MAG h:c MARINE AIR | [MARINE wING
FTR/ATTACK ATTACK LICOPTER SUPPORT GROUP
mx. WEATHER | |HELICOPTER LGT.
ATTACK ATTA(

|
ANT1 AIRCRFT| |TRANSPORT
MISSILE BN. | |SQUADRON

OBSERVATION
SQUADRON

The equadrone which make up these groupe vary from twelvs to twenty aircraft,
depending on complexity of support and maintenance and mission. Each MAG
has a Headquarters and Maintenance Squadron (H&MS) and a Marine Air Base
Squadron (MABS), which provide epecializsd maintenance beyond equadron
capability and opsratss ths airstrip. The Control Group providee command
and control, airborne obssrvation and fire control in ths combined arms

concspts.
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In the Marine structure, anti-aircraft capability is alao vested in
the air wing, which typically has a HAWK missile battalion for medium
and low altitude area defense, extending beyond the portable Redeyes
suitable for close-in, lower altfitude use in forward areas.

A Marfine wing is highly mobile and provides tailored, task oriented
packages to MAUs or other operations as required. It is versatile and
its aircraft are capable of operating from carriers, airfields ashore
or mobile SATS (short airfielda for tactical support). Iz the case of
the VSTOL AV.8 Harrier and the helicopters, airfields are not necessary.
Force Troops

Each of the FMFs has, in addition to a division/wing team, a third
component, known as Force Troops, to provide additional combat strength
(with heavy artillery and armor) and engineering, supply and maintenance
support beyond the capability of the division/wing. In addition to these
functicns, the Force Troops are the source of the major communications net
and furnish services such as medical and dental facilities, cold storage,
water purif . ation and other necessirics for a combat unii in the field.
Like the other two components of the team, the Force Troop3 ave organized
go that they can provide support to any size unit from a MAU to a full MAF,

The New Organization

At the present time, the Marine Corps is reorganizing its FMF
structure on the East Coast. FMF Atlantic as established a new Force
Service Support Group (FSSG), which assumes all the functions of the Force
Troops except the artillery and armor and some of the support functions
from the division and wing. The new organization will consolidate the

service, engineering, transportation and medical functions in the new
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organizstion. The Service Support Group will also take over the Shore
Party Battalion from the division. The divisions will have combat
forces only and will be smaller. When completed they will have only the
infantry regiments, the artillery regiment and the reconnaissance
battalion. The Force Troops will retain essentially the Artillery Group
and armored elements. The air wings will not be as heavily affected and
will retain motor transport and engineering functions.

The change, says the Marine Corps, is designed to eliminate the
duplication of functions and some manpower, centralize support functione
and create an organization that is more responsive to both garrison and
deployed needs.

Orgsnization and Role of the Reserves

The Marine Corps Reserves are comprised of two elemenis--the
Individual Reserves and the Orgsnized Reserve.

There is s third resource that can be called upon if necessary.
The Fleet Marine Corps Reserve, which is peculiar to the Marine Corps
(snd.Navy with its Fleet Reserve),is composed of enlisted Marines who

sre retired from active duty after 20 but before 30 years of gervice.

Thev are liable for training and recall until they reach 30 vears. In
the interim, they receive Retainer pay at the same rate as retirees
from other Services.

The Individual Reserves are primarily the Individual Ready
Reserve (1RR) and the Sts.dby Reserve, both of which sre described
for all Services in the separate DMC st-ff papers on "Individual
Reserves" and "Overview of the Reserve Components." They would he

used as fillers and initial replscements in case of recall. In additionm,
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other retired personnel (besides the Fleet Marine Corps Reserve) sre
subjact to recall under certain emergency conditions.

The Fourth Marine Division and Fourth Marine Air Wing U.S. Marine
Corps Reserve, wmake up the Organized Reuerve, which is the Selected Reserve
paid drill compcnent of the Marine Corps. Doth are organized in
eagsentially the same manner as the active duty divisions and wings.

In the case of the wing, however, there is a lesser number of aircraft
groups and squadrona. The Fourth Marine Division haa three infantry
regimenta, one artillery regiment snd service elements. The Fourth

Marine A'rcraft Wing 1a couprised of two fixed-wing (one fighter and one
attack and two iotary-wing groups. The wing also hss an air control group
and 7 service group.

The overall authoriged manning level of these Reserve organizations
ip just over 41,000 - -~nnel. There are almost 4,000 active duty Marines
assigned (incluad "0 in the av.ation unita), so that the actusl reserve
strength should be -+ 37,000, At present, however, there is a
ahortfall of about 3000 Reserve personnel. The Marine Corps feelr that
they will be able to bring the Reaerve division/wing back up to authorized
strength by FY 1978. The Marine Corps eatimatea that it would take
between 60 and 120 days after activation for the division to be ready for
deployment and, based upon the latest cycle of active duty toura, that
about half the air units would be ready within 30 days and the remainder
within 60.

The Reserve hss a three-fold mission. First, it can provide sub-

ordinate units of the division/wing team for assignment as needed;
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second, it can provide a full division/wing team in the event of general
war; and third, it could be uved as a source of individual replacements

in case of general mobilization.

PART II - SELECTED ISSUES

Basic Marine Corps Manpower Problem

The Marines are both helped and hindered by their special statutory

basis. On the one hand, they are guaranteed a structure made up of three
divisions and wings and they are given a unique status and mission

(emphaairing amphibious operations). On the other hand, the Marine Corps
ia faced with serious manpower shortages and quality problems, primarily

resulting from the special impact of the transition from a draft base to

a volunteer force, which makes it difficult to maintain their statutory
structure,

In an effort to keep up the numbers, the Corps recruited many low
quality enlistees, real troublemakevs as well as those of low usefulness,
and then was slow in getting rid of them. This situation unduly tied up
unit commanders and NCO's in dealing with personnel problema to the
detriment of unit training and readiness. Now the Marine Corps haa
faced up to their problems and (as of the fall of 1975) is moving
aggressively to correct them. The problems of the Services with respect

to recruiting accession and subsequent utilization will be addressed in

other DMC staff papers. Suffice to say here that the Marine Corps is
moving to restore standards, correct malpractices in the recruiting

and qualification of enlistees, and, thiough a combination of admin-

istrative procedures and judicial measures, dispose of substandard

personnel and disciplinary offenders already in the Marine Corps ranks.
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The Marine Corps is programmed to be manned at a 196,000 active
military level in FY 76, approximately the same as FY75, while their full
"requirement" is calculated as 212,000. The result is that some active
units have had to be programmed for FY76 undermanning--some reduced to
cadre status 01 even to zero.

FY 76 active du.~ strengrh as a percent of 100X wartime strength

would be about as follows, if target accessions are achieved:

1st Division 8c% 1st Marine Air 'ing 90%
2nd " 26% 2nd " " " 90%
3rd " 88x 3rd " " " 802

If target accession goals are not acliieved for any reason (including
restored recruiting standards as well as other factors), then manning
levels shown above will be correspondingly affected.

1. The Marine Corps snould emphiaize the primacy of quality
standards in its polici.s and procedures for recruiting, testing and
eliminating personnel., If this results in a somewhat smaller force,
so be it. As the main advantage, this will provide a high quality,

reliable Marine Corps--and still one of adequate size.

2. The Marine Corps should continue to examine its force and support

structure for possible manpower savings which would not decreas: combat
capabilities. In this connection we endorse the ongoing Marine Corps
examination of its mission, organization, and manpower shortcomings.

Manpower Implications. Depending upon actual developments, the

foregoing could result in a somewhat smaller but more cost effective
Marine Corps over the next decade. Manpower savings, m’litary and

civilian, cannot be projected accurately. Some of the manpower savings

H <
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achieved could be used to restore certain units to authorized manning
levels,
RECOMMENDATIONS

That the DMC accept this paper as a bas’s for preparation of
portions of the final report, subject to revision, based upou
conaidecation of the Marine Corps special rsport to the Senate Armed

Services Committee, due January 1976.

Note: January 15, 1976
No change was made in this paper after DMC staff review of the
report subnitted by the Commander of the Marine Corps to the Senate

Armed Services Committee in January 1976.

“
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EXECUTIVE SUMMARY
Subject: Total Force Overview of U.S. Air Force
Issue: Optimal Manning and General Purpose Forces
Background:

The DMC staff was directed to prepare an overivew paper on each
Service, in terms of the Total Force, focusing analyses on manpower
requirements and mix of the General Purpose Forces.

The first part of the study is essentially informationsl.

Analysis:

Review shows excellent use of Reserve Forces, which are highly
effective. Questions exist about costly level of their manning and
support, whicn will be addresded later in s separate paper on Reservea.

Major changes affecting manpower are in USAF's plan to expand
tactical forces from 20 wing equivalents to 26 full wings. USAF is
finding the necessary manpower spaces, which shows that without
expansion, manpower savings could be effected, Doubling up the new
wings with existing wings on existing bases would save manpower.

Review reveals imbalance between deployment (operational) require-
ments and military manning -~ fruitful areas for further civilianizatio.
and application of the Total Force policy. (Further analysis affecting the
USAF will be provided in a separate paper on Support Forces.)

Conclusion:

USAF has done a ccmmendable job of using the Guard and Reserve under
the Total Force policy., Substantial active force manpower savings which

would have been possible will largely be offset by expansion to 26 wings

r
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’g ! Even so, significant opportunities exist for some further savinga and
improvements in mix.
v Recommendation:

That DMC sccept the paper as a basis fov pertinent sections of the

DMC Final Report.
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I'_S. AIR FORCE

TOTAL FORCE OVERVIEW AND GENERAL PURPOSE
FORCE MANPOWER REQUIREMENTS ISSUES

The purposes of this paper are: (a) to present an informational
overvievw of the force ustructure and manpower levels of the active and
reserve elementa of the U.S. Air Force, sad (b) to focus on General
Purpose Air Forcee organizetion and procedures affecting manpover
requirements end co euggest changes which could yield long-term

sconomies.

Major Features of Air Force Structure and Manpower in *he Total Force:

U.S. Ar Porces consist of the active Air Force and ite Reserve Com-
ponents. The orgenized Reserve Components are the Selected Reserve elements
of the Air National Guard and the Air Force Reserve. There are also indiv-
idual reservists, not asesigned to aelected units, in the Individusl Ready

- . Reservi and Standbv Reserve, which are discussed in a separate paper. Man-

RS
pover data (excluding individval reservists snd coatractor personnel) are
summarized below.
AIR FORCE MANPOWER (in thousands)
(End Streagths except as noted)
FY1964 FY1975 FY1976 F1197T FY1977 3/
Actual Authorized Authorired Authorized DOD Progrsm =
Active Military 855.8 611.5 590.0 1/ 590.0 1/ 590.0
C{vilians (Total) 337.7 281.2 271,31/ 273.21/ 271.6
(Direct Hire) (305.G)  (265.6) (25%.9) (257.8) (255.7)
(Indirect Hire) (32.7) (15.6) (15.4) (15.4) (25.3)
Air National Guard ./ 73.2 96.0 94.9 95.0 94.0
Air Force Reserve 2/ 67.0 51.3 51.8 54.0 55.0
T/ Less USAF part of ¢ 9,000 military cut and a 23,000 civiliar cut in DoD,
made by Congress, to be apportion: { hy the Secretary of Defense.
2/ Selected Reserves. paid drill strength., For FY 75 through FY 77 figuves sre .
average strength as prescribed in P.lL., 93-365, Title IV, Reserve Fouces.
3/ Throughout this psper, the FY 77 progrsm figures sre from the DoD Budget
and Manpower Requirements Report for FY 76, submitted in 1975.
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The active component of the Air Force is organized to provide air forces
for strategic nuclear or ccnventional deterrance on o world-wide basis, for
support and airlift of other for.es, and for actual offensive and defensive
combat operations i: tie event of hostilities. For actual o, erations, most of
the operational control of the commanders of the specifisd and unified commauus

under the Joint Chief- of Staff and the Secretary of Defeunse.

The Strategic Air Comwand (SAC), a specified command of the JCS,
serves as a deterrent to ruclear attack end provides the forces to
retaliate if detervence fails.
The Aerospace Defense Command (ADC), also a specified command, is charged

with surveillance and warning for the continentel U.S. and with peece-

time control of U.S. airspace. In view of e !imited bomber threat
agains® the U.S., it has a liaited fighter defensc force.
The Military Airlift Cowmand (MAC), e major command of the Ailr
Force, provides a full spectrum of airlift services for the entire
- Department of Delense. Priorities are esteblished Ly the JCS end the
Commander, MAC, as the Executive Dircctor of Defense Airlift Services.
The Tactical Air Command (TAC) provides general purpose fighter/
attack and reconnaissance forees to counter known threata or contingencies
. world-wide. A portior of the TAC Forces are assigned to Air Force
components undsr operstional control of Unifiec. Commands overseas.
The twy largest of these are U.S. Alr Forces, Europu, and Pacifie Ailr
Forces, under the Commanders in Chief, Eurcpe and Pacific. There are

sizilar arrangements in Panama and Alaska. In aduicion, TAC Fc.vee

ir the United States sre svailable for deploymenc to mect contingencies

world-wide and serve as the Air Force element of the Readiness Command

and the Atiantic Command.




Each of the major ccmasnde above will he discussed in some detail

furthar below.

Supporting this structura are the logistic, training, resaarch and
sarvice elements of the Air Force, These ere organizad into commands
such as the Air Force Logistics Command (AFLC) and the Air Training
command (ATC), and Separate Operating Agencies (SOA's), such as tha
Air Forca Academy.

Intagral to tha "Total Force” structure of the Air Force is the Air
Reserve Force, made up of the Air National Cuard and the Air Force Reserve.
The Seiected Reserve elements of these Reserve Components provide trained,
equipped combat and support units which can join the active force upon
mobilt{zation. Each such unit is sssigned to a wartime "gsining command,"
which assists the unit by providing advisors, training teams and inspections
ag part of the tralning prucess. These Reserve Force units are required to
meet substantislily the same readiness standards as the active iorces; snd
insofar as practicable, they receive the same priority, logistic support
and training as comparable active urits.

Many rassrva units contribute to the active Air Force mission on
a reguler and daily basis. For many years, the Air Nstir12l Guerd hss
stood regular air defense slart and actually provides more than half
the total intercaptor force now., Even after force modernization is
complite and the overall air defense structure reduced, they will still
provide hslf the forces. The Air Force Reserve contributes tc the

daily airlift echedula of MAC through its Associate Program. This

progranm integrstes reserva aircrews and maintanance crews directly inmto
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active eirlift equadrons. They train and fly -;ith the active force
equipment end materizlly augment the unit's capebility. During the
Israeli Airlite of 1973, reserve crets fiew Z2% vi the flighte am an
esesntially routine o,2ration. The Air Force has for eome yeare uged
ite Resesve Forcee in a manner now embodied in the Total Force policy
and is expending on this relience by modernizing equipment and shifting
greater rasponeibility to them.

The Strat  ic Forces:

The Stravregic Forces are conposed of the Stretegic Aii Commaad and
the Aerospace Defanee Command.

The Strategic Air Commaad (SAC):

Inited Statee policy calle for maintenance of an aeeured retalistory
nuclear etrike capability. The “"TRIAD" of intercmtinentel ballistic
miseil s (ICBhM's), long-range bombers and submarise-leunched ballietic
missiles (SL3M's) !s designed to meet this requirement in Jigh* 'f the
c.rrently perce. ed threet. The Strstegic Air Command includes two elements
of the TRIAD, the ICBM force and the bombeis. Both of these elements are
undergoing cha.ges to enhance their capabilitie. and to reduce their
operational overhead.

The ICBM force csnsists o€ 1,000 solid propellent Minutemen miesiles.
0of thrse, 450 are MM11's end 550 are MMlil's, equipped with multiple
independently targetable reentry vehicle werheads (MIRV's), which provide
o=y it flexibility. In addftion, there are 54 o’der, larger liquid-fueled
Titans. The missile force is constantly on alert and maintains a very
high rcadiness rate. The missile force is undergoing modernization
sn¢ hardening of both the launch fecilities and the missiles themselves

ir order to increase survivability.
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The Bomber Force prasently coansists of 330 3-52's and 66 FBlll's,
plus their associeted KC-115 tankers. This element too is changing.

The B-52 force, which is over 20-yesvs o0ld, is being mcdified, end e new
bomber, the B-1, is under development. Operatlonal and orgenizational
ctanges also are taking place that will reduce manpower requirements
substentially compared to FY75 levels. By the end of FY76, there will
be 22 B-52 squadrons ~- marking e reorganizetion, not e reduction, of
the bomber force. In addition, SAC has reduced its 40X bomber alert
rete to 30X end echieved considerahble reaource sevings with compera-
tively little degradetion ir effectiveness. Iuring FY76, the Air
Reserve Forces will start to assume a strategic offensive role for

the first tiume. By the end of FY77, SAC will trensfer fiva squedrons
of KC-13" tankers to the reserves, vhere they will be formed into nine
szaller oir refueling squadrons.

Reporting to SAC Headquarters et Offutt AFB, Nebreska are two
numbered Air Forces, the 8th and the 15th. Certain unique orgenizetions
and the 3rd Air Division (Guam) also report directly to SAC.

Each numbered eir force is subdivided inio air divisioms which,
in turn, command a number of bomber or missile wings. A typical bomber
wing is equipped with 15 B-52's and 15 K-135's, organized into a bomb
squadron end en eir refueling squadron. Wings are highly centrelized
in their organizetion. Maintenance, personnel, supply, security,
operational controi and partically everything othe- then those functions
not directly -~onnacted with flying the aircraft is done on a consolidated
basis. The flying squadrons are fieed of all but their operational

functions.

vd
¥ ot AR AR A N

e i




-6 -

A typical bomb wing organization is shown below.

B52/KC~135 Wing

Wing Hg
307

I 1

_

-

l

Combat Support
Group

Deputy Cmdr

Deputy Cmdr

Deputy Cndr
Resources Mgt.

407

Maintenance
*

vil
M Engineering
Squardon

Avionilcs
Maintenance

gquardon

350

142

Security
q Police

214

Field
haintenance

270

efuellng

104

Operations
*

®

231

{(Transportation
n 1

110

Organizational
Maintensnce
 Squadron _____|
232
Munitions
Maintenance
adron

157

v

Cfficers

375

Airmen
2018

Civilian
451

FB-111 wings are similarly orgsnized, except that there are two

bomb squadrons cf 15 aircraft each, inatead of one aa

Minuteman wings are different. Instesd of being
operational launch sites are widely dispersed snd are
base by crews on a rotational basis. The operational
ments of this dispersed organization are considerably

those of a highly centralized bomb wing.

*Included in Wing Hq manning

.
oA £ M L 1t R f
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Total
2844 ) :f

in the B-52 wing.
concenirated, the
supported from the
and support require-

different from

The great travel distances
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involved and number of sites to be secured are evident in the lerge
number of security personnel and size of the tiensportation squcdron.
The number of operetional leunch crews required to maintein the round-
the-clock alert also results in ebout one-third more personnel being
assigned in the mission area than in a bomb wing. Manning of a typicel

missile wing 18 shown below.

Officers Airmen Civilians Total
598 2,703 564 3,865

The Aerospace Defense (- mmand (ADC):

The Aerospece Defense Command, also in the cetegory of Strategic
Forces, is the defensive counterpert of SAC. Its mission is to provide
strategic warning of attack and to provide eirspace surveillance end
control., Since July 1975, efter dissolution of the Continental Air
Dafense Command (CONAD) and the Army Air Defense Command (ARADCOM),

ADC hes assumed the additional function of controlling Army air defense
forces.

In the airspace surveillance and control role, the Air Natioaal
Guard has played a significant part since 1964. At present, it provides
15 air defense fighter squadrons. The active force has been reduced
to six squadrons, by contrast. However, by FY77, the ANG will alsc
phase out its older airc. €t and reduce t six squadrons. These
reductions are attributable to reevaluation of the bomber threat to
the U.S. warning.

With the changing nature of the threat, ADC has responded by
decreasing emphasis on mannec interceptors and increasing its reliance

on surveillance and warning to protect our forces. As an example, in

1y
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1964, ADC had 40 fighter interceptor aquadrons and waa poatured for
defense against aircraft,since the U.S5.5.R. had only a nominal miasile
force. Today, their missile force repreaenta the primary threat to
the U.S. and their bomber force has remained essentially constant;
hence, there has beer a shift to even greater emphasis on surveillance and
warning, besides continual emphasis on deterrence, with a reduction to six
active interceptor squaurons. These six squacdrons represent only 35 of the

total interceptor force, the remainder being in the Air National Guard.

A major change taking place ia tha program which consolidates military
radars with thoae of the Federal Aviation Agency. Alxost 30 are now

operated on a shared basis, and by 1978 iz is proposed that over 40

of the facilities be ahared. Consolidation will permit elimination of

some overhead and management atructure, and will also permit cloaer
coordination and better control of U.S. airspace.
Relatively minor strength changea are now programmed for the ADC.

Strategic Forces Summary

Strategic Force units and active force manpower programs are summarized

below.

Strategic Forcea Summary (Units)

FY1975 FY1976 FY197T FY1977

Active Forces

B-52 Squadrons 23 22 22 22
FB-111 Squadrons 4 4 4 4
KC-135 Squadrons 38 35 35 33
Titan Squadrons 6 6 6 6
Minuteman Squadrons 20 20 20 20
F-106 Squadrons 6 6 6 6
SR-171 Squadrons 1 1 1 1
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Reeerve Folces FY1975 FY1976 FY197T FY1977

KC~135 Squadrons - 4 5 9
F-4C Squadcons - 1 1 1
F-102 Squadrons Z - - -
F-101 Squadrons i 3 3 S
F-106 Squsdrona 6 6 6 6

Active USAF Strategic Force Total Manpower Summary

FY1975 FY1976 FY197T FY1977

Militery 90,035 81,933 81,649 81,641

Direct Hire Civilian 7,586 7,098 7,000 6,849

Total 97,621 89,031 88,649 88,490

The General Purpoee Forces:

The Genaral Purpose Forcea of the Air Force coneiet of the fighter/
attack and reconnaiseance forcee of the Tacticel Air Command and the
mobility forces under the Military Airlift Command.

Tactical Air Command (TAC):

The miasion of TAC ia to train, equip and provide tactical fighter
and reconnaissance forces for combat. It is primarily a management
hesdquarters and generally does not exerciaa command or control of
forces which are assigned to the Unified Commands overseas. As an
exception to this peneral rule, TAC does serve as the Air Component
for the Atlantic Commsnd (LANTCOM) snd Readiness Command (REDCOM) and
can provide them forces for contingencies in the Atlantic or Caribbesn
area or world-wide. For the purpose of this overview, all USAF tactical

units will be addressed, regardleas ox their actuai assignment or locatiom.

TAC directa the activitiea of two numbered air forces within the
United States, two specialized centers, two specialized schools, and a

world-wide sirrrsft delivery group.
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Tactical Air Command §
9th Air Force 12th Air Force
i i
i
]
USAF Tactical Air USAF Air/Grd. School 2nd Aircraft USAF Tactical 4
Warfare Center USAF Special Opera- Delivery Group Fighter Weapons 4
tions School Cencer !
TAC's forces may be employed at primitive levels of confiict on
a small scale up to full commicment of the force in all aspects of
tactical cperations, including nuclear delivery. As & result, organi-
zations are tailored to a degres to meet the sorts of threat that might
be encountered., At the lower end of the scale, ther: are a few units
that are equipped with a variety of relatively unsophisticated aircraft
suitable for limited operations in low intensity hostile environments. ﬁ
To deal with the bulk of the situations that might be encountered, the
majority of tactical figater and reconnaissance wings are equirped with
high performance, versatile, multi purpose aircraft. The F-4 fills this ﬁ
role today in both attack/fighter and reconnaissance configurations. 4
To support the upper end of the conflict spectrum, the basic fighter/ |
4
attack force wou!d be reinforced Ly more specialized aircraft that can
v ]
provide greater capability in selected areas. An example would be the 3
F-111, with i.s very sophisticated attack capability and long range, or ;
the F-105 "Vild Weasels" wi~h their electronic countermeasure equipment. ]
Today, there are 22 fighter/attack wing equivalents in the tactical
air forces, plus reconnaissance units. While there is a basic wing
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atructure, there are differences i{n numbers of sircraft and personnel.
This resultrs from tailoring wings to meet specific wartime requirements,
the number and type of bases to which the wing might deploy, and the
kogt or tencnt status the wing might enjoy at its home base., A meaningful
evaluation cf manning levels hiiges basically on the wartime deployment
requiremenis f the wing, but must take the other factors into account.

A typical tactical tighter wing is equipped with 72 aircraft.
Although st present some fall short of that objective, a full wing may
hsve either four squadrons of 18 aircraft or three squadrons of 24 aircrsft.
Frequently, one (or more) of these squadrons {s not immediately deploy~

able (not even subject to a C~reting for readiness), but is iz training

status. A typical wing might be presented like this:

*®
Unit Reediness Deployeble
One (1) Squadron C-1 or C~2 Iomediately
Two (2) Squadrons C-2 or C-3 Combat ready ~~ can be deployed
fairly rapidly, but require
upgrading prior to deployment.
One (1) Squadron Training Status Deployable by M#30, but must

be fully manned snd equipped
for combat prior to deoloyment.

Since it 1s unlikely thst sn entire wing will depluy to a single
base, the wing is structured to support individual squadrons. Each
squadron is supposed to be self-susteining for short periods of time,
snd wing support elements are orgsnized into packages to deploy “iith
the squsdrons and prcvide them necessary support. The deployment re-
quirements serve, therefore, as the baseline for establi~*' . military

manpower requirements. In addition, provisions must be made to maintain

* C-ratings, fror 1 through 4, classify the readiness status of the
organization in terms of equipment, personnel and training: 1, combat
ready; 2, essentially ready; 3, marginally ready; 4, not combat ready.
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an adaquata military training basa, a rotation basa for military parsonnal
from overseas and hardahip sasignmaits, ané a sufflciant numbar of military
replacement peraonnal, and to meat any othar assentially military
operatiornsl raquiremanta.

Coupled with thesa military paraonnel ia tha clviliin component of tha
wing, concantrated primarily in the aupport and services area. The urgani-
zation and manning tabla dapicted beliw ia for a typical 72 aircrsaft,
3-aquadror F-4 wing. The manning dapicta a hoat wing, which ia tha
attuatinn at 80X of tha TAC baaes.

1— . —'i‘uc tlli:c.ml -Pig;;;_l
wing Yy

T 3T .
& - R D= I o
' Deputy | Deputy I | Deputy i Combat l
I Houpinl_l Commander Commardar | Comaandar Support
Operationa l_)y_i.ntemnc | _Resourcea | L ~ Group R
254 93 138 i 148 235
‘Tactical, | [Organizational’ | “tranaporta’ v 2
M Pighte. Maintenanca | - tion Sq. |~ Eng. 84.
Squadron| Squadron__ | . i .
68 283 | 175 ‘ 394
e F o i Y
h{ Tactical Pleld ! ISupply ! Security
Fighter | ~ Maintanance ‘~{Squadron -*il’olicc
Squadron Squadron _ - ! 1 Squadron
€8 394 341 128
Tactical| Aviouica Sarvicaa
—Fightewr Maintenanc Squadron
Squidron uadron L
29 gquedron
68 288 187
Munitiona
| _[Meintenance
Squadrou
[¥1]
368 2805 557 3730
Officar Alrman Civilian Total
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A wing may contain four equadrone inetead of _hree, with fewer air-
craft each and the eame totel, but that would not materially chenge the
remaining organization or total numbere of pereonnel.

The deployment packagze for euch a wing would coneist of the fighter
equadrone in their entirety, a large proportion of the maintenance
elemente, and leeeer numbere of other eupport organizatione. Al) indivi-
dusle and equipment in a deployment package eve apecifically deeignated,
and frequent exerciees aeerve familiarity with proceduree and require~
mente. In all, the wing depicted would deploy about 1,750 pereonnel,
and would be capable of carrying on combat operations for G daye in
thie manning configuration.

When a wing hae deployed, there ie etill a large element in residence
et the home base. Theee pereonnel are required to maintain tha functione
of the airfield, provide communications, service traisient aircraft, tvein
replacement and rotation pereonnel, and continue to eupport the

tensnt organizatione on the baee.

Thir residual etructure requizes close analysio to aasure that
maximun economy ie attained without damage to miseion effectivenees.

For example, there ie coaeiderable variance in the ratio of deployable
zo non-deployable personnel ‘u e given equadren and in the military/
civilian mix of those equadrons. The following table demonetratee

thie epreed. The squedron titlee explain the baeic mieeion of the unit.
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Military Manning

Percent of Total

Unit (of TAC Wing) Total Military Deployable Military Deployable
Tactical Fighter Sqdn. 68 68 68 100 100

Fleld Maintenance Sqdm. 394 394 289+ 100 73 !
Avionics Maint. Sqdn. 288 288 148% 100 51+% ;
Supply Sqdn. 341 287 63 84 18
Transportation Sqdn. 175 128 50 73 29

Civi) Engineering Sqdn. 394 198 60 50 15

Services Sqdn. 187 78 48 42 26

Source: 4th Tactical Fighter Wing, Seymour Johnson AFB, North Carolina
It is apparent that there is wide diversity in the number &£nd types of

military personnel required in a deployed situation. The combat elements and
those required to directly support the aircraft are totally (or almost)
military manned and deploy in large percentages. As the support becomes less
directly associated with the aircraft and more generally allied tc personnel
and facilities, the percentage of military personnel decreases, and so does
the percentage of the unit which deploys.

It is in this latter ares that the Air Force should examine its

requirements and objectives, especially in 1ight of the DoD policy calling K

for civilianization of positions which do not need to be military.** In

the example ahove, the Supply, Transportation and Services Squadrons would

BT

appear to be unnecesarily rich in military personnel, unless there is a
demonstrated requirement not evident to the DMC ataff for military manning.
The non-deployable militsry manpower content of the Civil Engineering 4
Squadron is also high, although the Air Force contends that there are

reovirements for some of the residual personnel to be military.

* Subsequent information from the Air Staff is thst the above figures for
deployable personnel in the Field Maintensnce and Avionics Squsdrons
pertain to those immediately depioyable, and that most of the remaining
rilitary persomnel in those two squadrons would follow later.

*% The general subject of civilianization of positions in the support activities
of all the Services is addressed further in a separate DMC staff issue paper

by the Requirements Group on "support Forces. I,
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The Total Force Relationship:

Forty-two percent of USAF tacticel strike forces world-wide sre

b
E

3 in the Reserve Components. In ell, Air Reserve Forces would provide ?
i some 60,500 persornel in case of mobilization. The greet majority ol d

the forces gained by TAC are from the ANG, but there is also e signifi-

L% TrAE

cant fuput from the AFR. The Air Na" ‘c¢cnal Guard would previde 116 units

and the Air Force Reserve, 11 units. Together, they would sugment TAC
by about 1,200 primary mission eircrefc. The significant contribution

that the reserves make gives T/C a vested interest in their cepability,

N e o, Sl it R il

Each unic¢ in the reserves is matched by an edvisory unit within TAC.

The edvisory unit is responsible for an annual essistance visit with its

associated unit and such edditionel visits as it feels are necessary, or

W TS

as a«re requested by the reserve unit. Advisory assistence teams usually

comprise abcut twenty personnel and cover plans, operations, stendardiza- g

tion and eviluetion, safety, maincenance, personnel, supply, civil en-
S gineering and administrstion, plus other functions depen:'ng on the

mission of the unit. In addition, active duty advisors are assigned

-~

L A

to the unit to monitor their training end to provide edvice and lieison

with the parent unit. Typically, there is a reguler and free exchange

bt

sihrlai?

of ideas, new concepts, and problems between the units. The reserwe
unit is inspected by the numbered Air Force annuelly &nd meets ;
essentially the same criterin snd standards that apply to a like .ctive

force unit. The difference in criceria is bssically one of degree.

B NELTC B R

For example, en active RF-4 squadron would be required to demonstrate

y
1
capability in all aspects >f day and night reconnaissauce, whereas a i
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raserve unit would ba charged with aither dsy rr night capability and
familiarity with the other missiona.

In recent yuars, a strong eff:ct has been made to moderriza the
eqiipment of the Reaerva Components, At present, they ara aquipped with
F and RF-4's, A-7's atd F-105's, as ara activé unita. Older afvcraft
fuch as the F-100 and the KC-97 are programmed to ba veplaced with mora
A-7's, F-4's and KC-135's as additional aircraft are releasad by activa
force conversions to F-15's, F-16's and A- 0's. The A-10's will also go
directly from tha production line to thka Reserve Force, a first in Air
Force history.

TAC Reconstitution:

Along with the modernizacion of the Reserva Components, TAC 1s in
the process of reinforcing its own capabilities. The Vietram War caused
considereble personnel turbulence which resulted in reduced crew ratios,
shortages in certain support and maintenance fielda, and delay in moderni-
zation of weapons syatems. During the Vietnam War, TAC was forced ta
reduce its sircrew manning to 1.1 par eircrsft, which limited achievemant
of desired sortie rater and use of equipment. They are in the proceas
of returning to 1.25 per aircrsft to meet tha requirements of deployment
end combst sortiaa rates. In addition, mclernizetion of the force is commencirg.
Tha firat F-15 squedron will ectivate /. early }976 and the A-10 will be
joining the force beginning in FY77. 1In the longer term, the ACF (F-1b)
will be deployad to meet the threst expected in the 80's.

At the pres.nt time, combat crew training is a major effort.

Additional crews are necessary to provide for sustained combat operations

and to provide for full utilization uf aireraf.. Two F-4 wings have =
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3 primary mission of combet cre. training, end s third wing is just F
: f beginning to return to ite oprretionsl mission from thet stetus. The
> goel is to reise the crev ra%tio to 1.25 per eircreft from the presently
1 3
g euthorized 1.1 retto. Fach wing in treining stetus still has en opere-
E- tional commitment, but temporerily is not resquired to meet readiness -}

standerds until D+i90 or longer. I{ they were celled upon, instructnr 1
k. i personnel would, in combinetion with students, form crei= end requelify ]
L~
i in primary mission skills. Aircreft would elso be brought to combet i
! i
3 * resdiness in the intervel e lowed before deployment. This is different

4

from the case of treining squedrons within oparetionsl wings.

In eddition to the effort to reise crew retios, the Air Force is in

the process of forming, es wn objective, four eddi{tional tecticel fighter
wings over the next ssverel yeers. If echieved, this will reise the
force level from the present 22 wing equivelants to 26 wings. The Air

Forcs, with the Secrastary of Defense's epprovel, proposes to do <hie

- within overell manpower ceilings by making use of personnel speces 3
relecsed by reductions in support manning, eliminetion of headquerters i
end other mancgement edjustments. The eircreft necessary to flesh out .f
this structure will eccrue <during modernizetion of the force end
ecquisition of the A-10~ F-15, end F-16. 5
Initietives: 3
Two initietives have been teken within TAC to incresse its effec- ‘ _§
tiveness in the short term. The first is the Designed Operetioael g
Cepebility System (DOC), which wes instituted es e result of Vietnam / 2
experience end es a counter to fuel r siraints. DOC etfempts to ]
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optimize cech wing'a treining by eesigning it e specific tactical niseion,
either air-to-air or air-to-ground. The wing then concentrates its
efforts i its primary area, but eleo meinteins capebility in the
secondary role. The training concept hae further been modified to
accomplish the treining through .« allocetion of eorties, rether than
hours of treining. The eortie approach is more economicel, ite veeults
are reedily measureble, and %t zan be edjueted to individuel ekill levele

tc eliminate unneceesery treining. The objective ie optimua effuctive-

ness with minimum eorties expended.

The eecond effort being made by TAC liea in the maintenence erea.
Severel test programs which could seve mai,;twer ¢re underwey. Consoli-
detion of effort ie at the heert of two of them: one program combines
the intermediete maintenance effort of a TAC fighter wing and e SAC
bomb wing; another provides that certein maintenence functions be con-
ducted at onc bese for a number of unite from severel beses -- a regionali-
zation of e.fox.. %ath testa ere in the initiel stages ard manpower/
facility savings are not yet meesurable. A more innovative test is
being conducted by one fighter wing in which meintenence personnel are
being crosrs-trained into other compatible specielties so that they may
be more fully utilized. 1n addition, e considerable number of shop
maintenance personnel heve been physicelly moved to the flight line |
(where “hey have actually had to do the work in the past) to provide

more rapid response and greater flexibility. The next pheae c¢f this

test invo’ves reorganization of intermediate level maintenance to reduce

over-specialization and to provide a better interface with the flight
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line elements. 1Inltial results have been promising and the program
hes teen well-received by the fighter squedrona.

In the longer term, development of the high-low mix of aircraft
structvred to meet a specific threat is en ettempt to meet requirements
within reesonable resource allocetion. The Air Force is developing e
tactical force atructure with s limited number of F-15's, high per-
formsnce aircraft capable of performing the entire spectrum of tectical
fighter operetions (the high aide), end a lerger number of F-16's end |
A-10"s (the low side) which, while of lesser overell cepebility, are
specifically designed for the sir combet snd ground suppori roles.

Their specielization yields two edventages: higher effectiveness end,

by virtue of greeter simplicity, lower cost in dollars and operetionel

snd maintenance manpower requirements. The shift to the optimized
missions and aircrsft coucept and the choice of the air combat and ground
support roles slso reflect en effort to develop a force atructure designed
for combat against the NATO threat, which ia seen to require atrong
initis] sir concrol snd zround support capability in a limited battle

zone snd which deemphasizes tacticsl air's long stendiry adherence to

deep atrike counter-air and interdiction wissions.

The Military Airlift Command (MAC):

MAC ia responaible for strategic, tacticel, snd support airlift
for the Air Force and the Department of Defense. 1t derives its re-
sources and doctrine from the Air Force and reports to the Chief of
Staff, USAF. However, MAC performs its tasks in sccordance with

prioritiea established by the Joint Chiefs of Staff .nd Commander, MAC
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in his capacity of Executive Director under the single msne er concept.

MAC's mission was broedered in 1975 by essumption of all C-130 tactical
eirlift essets end responsibilities from TAC.

Airlift managesent and control is cerried out through two numbered
Alr Forces, which ere equipped with C-5, C-141 and C-130 aircreft.
Each of these numbered Air Forces is responsible for operetions in its
half of the U.S. and around the globe to e roint where they meet agein
an India. Each is reponsible for support of, end coordination with,
theetsr and area commanders in its geogrephical erea of operations.
MAC squadrons typically have 15 aircrsft for the C-5 and C-141 and 16
for the C-130. The C-5 and C-141 ere nominally strstegic end the C-130
tactical, but these Jiweignations are misleeding since any of the eircraft
cen be used in eit“er role depending on the situetion.

Three rpecialized wings complete MAC's artive airlift structure.

The 89th Wing proviues world-wide eirlift for government officials

end foreign dignitsries. The 442rd Wing condvcts aircrew and associated
ground crew training for the Command and the 357th Aeromedical Airlift
Wing performs domestic aeromedical flights for all Services. Aeromedicel

Airlift oversees is carried out by C-141's which sre designed to eccep.

specificaily configured and equipped packages for this purpose.
In addition to its airlift orgenizetions, MAC provides other services.

'he Aerospace Rescue and Recovery Service and Air Weather Service provide '

a network of rescue services and weather support world-wide for the Air w

Force end other DOD and government sctivities.

MAC, like other ~ommands, relies on Air Reserve Forces for e portion |

of its totai capability. Some airlift essets, notvably the C-130's, are
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assignad diractly to and vparated by the Raeerve. At the presant, thay

Lt Lt

furnish absut half the total C-130 forca. In addition, MAC hae eetab-

liehad a Reserve -aciate Program in which Raserve crews, both air and

ARy TR
——

ground, ara attache. > an activa airlift unit., Thay train with and
contributa to the day-to-day mission of their parent unit.

E _: Two other tacets of airlift ccma within the purview of MAC. Both
involva civil aviation. Tha firat and simplast ie direct purchasa of

airlife from civil carriers. Mora than 90X of all military parsonnel

are moved unc' v thase contrac's. Tha sacond is managemant, as Exacutive
Director, for the Secretary of the Air Force, of the Civil Reserve Air

Flaat (CRAF) Program. This is a joint program with the Dapartment of

Transportation to provida a raady transportation eyetem for uee during
national emargenciee. The CRAF can ba callad up incrementally to augment
military airlift cupability ae needed. When totally mobilizad, CRAF
could supply about 250 aircraft, prinarily in a cargo configuration.

~~ Airlift Enhancement:

Since the 1973 Ieraeli Airlift, MAC hae ‘.aken several initiativee
deeignad to aahance ite capabiliiiee. One etey has been to try to ruisa
aircraft utilization to 10 houre per day. In order to do thie, MAC is
raising crew ratioce to 4:00 per aircraft; in thie, thay are relying
haavily on Air Reeerve pereonnel. Another etep taken was to qualify
C-5 crawe in air rafualing tachniquee eo that there will be leee
reliance on intermediete eirfialde, loads can be increased, and fual

saved in future crieie situatione. A final broad etep involvee plane
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X to stratch C-141's and provide them with an in-flight refualing system
1
and to upgrade tha CRAF by providing incantivaa to build in "convert-
|

i ability” in civil jats, particulsrly tha new genaration of wide body
! aircraft. The total improvemant packaga would permit the U.5. to

daploy a division to Europe in sevan days, instead of the approximate

T e R T T S

tvanty days it takea now.

g

Genaral Purposa Forcas Summary:

Ganaral Purpose Forces units and active force manpover programs

TR
e
[

ara summarizad below.

GCaneral Purpose Forces Summary (Units)

Activa Forcas Y1975 Y1976  FYL97T  FY1977

Tac. Fighter Wing Equivalant 22 22 22 22
RF-4 Squadrons 13 9 9 9
C-130 Squadrons 17 15 15 i5
F-5E Training Squadrons - 3 3 3
C-141 Squadrons 13 13 13 13
C- 9 Squadrons

C-5 Squadrons

AWACS Aircraft

S0S Squadrone

Alrborna CP Squadrons

Rascua Aircrsfr il

WwMWwWw I W
DWW W
- ww b W
W W oW

8 9 9

Reserva Force FY1975 FYL976 FY197T FY1977

w

WOsE@m~NNNWV
w

TAC Fighter Squadrons 3
TAC Fighter Trsining Squadrons
RF-101 Squadrons

RF-4 Squadrons

KC-97 Squadrons

C-123 Squadrons

C-130 Squadrons

C-7 Squadrons

C-141 Asgoc. Squadrons

C-5> Assoc. Squadrons

Aeromed Assoc. Squsdrons

0-2 (TACS) Squsdrons

EC-121 (TEWS) Squsdrons

Rascue Squsdrons
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Active General Purpose Forces Totsl Manpower Summary

Military
Direct Hire Civilian

Total

FY1975

FY1976

FY197T

FY1977

11 ,530

_"4,518

140,48

112,417

29,323

141,740

112,736
29,349

142,105

116,598

29,607

146,205
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USAF Support Structure

Support functions are carried out by Major Commands, charged with

T T O AT T

specific tasks in support of the operational forces such as logistics,

i

research and development and training, and by Separate Operating Agencies

Ll o

which provide services on a more limited basis. Examples would be the

Mil!{tary Personnel Center or the Intelligence Service.

s ~
s

The bulk of USAF sanpower is found in the support area, and it is
in the this area that the largest reductions are being made. The majority

of thes> are the result of management {mprovements, headyuarters

reductions, base closures and consolidetions. FY 76 manpower reductions

alone amount to approximately 31,000 spaces, of which about 25,000 are in
th2 support srea.

Air Force Systems Command (AFSC)

APSC is responsible for research, development, test and evaluation

~ and procurement of Air Force aircraft, missiles and related materiel. It is
o functional.y organized to cerry out these responsibilities end expends ‘
approximately 25% of the Air Force budget. Five Systems Divisions sre respon- l
sible for the development and/or management of aircraft; electronic systems,
i medical programs, contract management an< toreign technology. In addition,

the Space and Miasile Organization develops, teats and procures apace

and misaile hardvare. There are also several test centers and laboratories

involved in evaluation of materiel being developed. AFSC is in the process

of realigning its laboratory siruciure to more closely parallel its

major aystems divisions and of consolidating its test aircraft in order

to reduce operational costa and save manpower.
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E ! Alr Force Logistics Command (AFLC)

- |

% AFLC (s charged with worldwide technical and logistic support for
E ! the Air Force veepona systems. Their mission includes supporting Reserve
. 1

i I Forces, allied forces and other U.S. agenciea s5 weli es the active Air

i Fcrce. Tha Coumand is org.:izad into five field organizations, designated
3

Air Logistics Centars (ALC), and four specializ-d organizations. The ALC's

are industriel complexes, lergely civilian steffed, that supply end

sarvice perticuler Air Force weepon systems. They ere alsn responsibls

for dasignated equipment end commodities worldwide. The Contract

Maintenance Center edministers worldwide civilien maintenance contrects.

Afrcreft storsge and diapoaition are handled for all Services, as ia *ha

maintenanca and overheul of irartiel guidince systems at the Guideaca

and Msteorology Center. Steps ere undervey to increase sffectiveness and

reduce costs et the ALCs through capitel investment in modern industrial

equipment., Fiscal 1976 sevings ere programmed to be over 700 spsces and

the ultimata goel is to seve 3,000 spaces.

Adr Treining Command (ATC)

ATC recruits end trains eirmen. It provides besic military

training, technicel training, end flying training, as well a. spacialized

training. It also provides field truining detachmants to USAF nd allied

orgenizetiona to assist in teaching ne technology or as unique neads

arise thet ere beyond the sbility of tha orgenization. Flying training

ia c;rried out at eight beses. One of these, Vence AFB in Okluhoma, has

baen opereted under contract for several years with singularly cuccessful

results. Some of the lessons learned there in relation to organization
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and supervision could well be applied to cther organizations.* Technical
training is carried out at four large centers which are {unctionally
specialized. Each teaches associated skills such as electronics and
comprter technology at Keesler or engine mechanics and airframe repair
at Chanute.

The Air University (AU)

The Air University, with its main facilities at Maxwell AFB,
Alabama, is s major command of the USAF and jirovides professional
education for officers and senior non-commisuioned o€ficers. 1t includes
the Squadron Officers School, the Air Command and Staff College, the Air
War College, the Non-Commnissioned Officers Academy and other specialized
schools, The Air University also is responsible for the development and
administration nf the Air Force ROTC Program.

Other Cosmards

Two other major commands bear brief mention: One is the USAF
Security Service, which provides signal intelligence and communications
security worldwide. The second is Headquarters Cowmnand, which is respon-
sible for operstion of the two Air Force bases in the Wsshington area
snd which ser .ces all USAF personnel in the USAF Headquarters and i
sssocisted agencies, and slso provides some administrative support for |
personnel assigned to unified commands overiess. Additionally it operates
the USAF Courier and Postal Service, the Civil Air Patrol, and the
Nationsl Emergency Airborne Commsnd Post.

Separate Operating Agencies (SOA) i

These agencies are charged with providing tiie specialized services
indicated in their titles. Many of the sgencies are operating extensionc

of the Air Staff, their commanders gerving in a dusl capacity

* For further discussion of contracting, see the DMC Staff paper on

"Support Forces." D ;
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ss an Assistant Chief of Staff or Director of the Staff agency reepon-

sible for the

Alr
Alr
Aflr
Alr
Alr
Alr
Alr
Alr
Alr
Alr

Hmpmr

function.

Forcs
Fo.ce
Force
Force
Force
Force
Force
Force
Force

Thes¢ SOA's are:

Academy

Accounting and Finance Centert
Audit Agency*

Data Automation Ageacy*
Inapectiun and Safety Cen:.rt*
Intelligence Servicet

Office of Special Investigetious
Military Personnel Centert

Tast and Evaluation Center

Reserve Personnel Centar

Summar{es for Auxiliary Forces, Support Forces end Individuels

USAF ective duty manpower categories other the: Stretegic Forcee
and General Purncse Forcee ere summarized below. Organizacional structire
does not exactly paraliel this breakout. For example, Miseion Support
Forces include prrsounel providing hase opeeting support in the stretegic
snd tectical wings. For some accounting perposes and functionally they are
support, but administretively they sre sssigned to the combet orgauization
they support. Thus, this category of manpower as well ae others cen be
found in SAC, TAC or in one of the support commanda described ebove.

Auxiliary Forces

Activities in this ce:egory include intelligence rcervices,
resesrch snd development sctivitien. communicstions functions and malitary

assistence programs.

Auxiliary Force Manpower

FY 75 FY 76 FY 7T FY 77
Militsry 71,767 67,723 67,630 67,525
Direct Hire Civ, 32,549 31,024 31,005 30,987
TOTAL 104,316 q8,747 98,635 98,512
* Air Staff extension
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Mission Support Forces

These forces include base operating suvoport, and coxbat

tratning operations,

Mission Support Manpower

FY 75 Y 76 FY 7T 2 S

Military 164,107 157,099 150,989 155,393
Direct Hire Civ. 717,024 74,623 74,782 73,212
TOTAL 241,131 231,722 231,771 228,605

Central Support Forces

This category includes centralized logistics functions,
centralized training, associated base operating support, medical services
and certain common support activities for the entire Air Force.

Central Support Forces Manpower
FY 75 Y 76 FY 7T n 77

Military 105,344 103,056 103,040 102,857

Direct Hire Civ. 135,489 129,200 131,031 130,362
TOTAL 240,833 232,256 234,071 233,219
Individualn

Includes studerts, cadets, patients and transients

Individual Manpower Summary

FY 78 FY 76 FY 7T Y 77
Military: .
Students 38,531 38,339 39,039 39,152
Academy
Cadets 4,417 4,417 4,211 4,240
Patients 800 800 800 800
Transiert 25,003 24,216 23,906 21,794
Military TOTAL 68,751 67,772 67,956 65,986
Civilian - ~- .- -
L]
TOTAL 68,751 67,772 67,956 65,986
S ‘\\
I KR i T Y ik ppe
A s - 4
'\ . J - e, \\
+ t * ‘4\ N, h|
? Ug e o
o r vos %
g e b 8 g t
|
>

e Ry ey




kTt ey et g

- 29 -

The totsls for ths sbove USAF msnpower categories srs given below.

Totsl USAF Auxilisry snd Support Fcices Msnpower and Individuals{Activs)

nIs R pIT R

Mil{tary 409,969 395,650 395,615 191,761

Diract Hirs Civ. 265,062 234,847 236,818 234,561
TOTAL 655,031 630,497 632,433 626,322
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Manpower Progrsms (Active Force)

As scen at the outset of this paper, the Alr Force was programsed
to veduce its overall streagth by 21,000 military and 10,000 civilian
personncl in FY 76 (compared to FY 75) and then more-or-less level off.
Some small further reductions probably will be required as the Secretary
of Defense apportions the overall DOD cuts of 9,000 military and 23,000
civilian personnel made by the Congress in its action on the FY76 budget.
This reduction ir being achieved by improving organization structure,
consolidating functions, eliminating marginally productive functions,
and changing operational procedures. The majority of the reductions
ave taking place in overhead support categories, tut there are also
significant reductions in strategic forces, both offensive and defensive.
The savings resulting from these redu