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ABSTRACT

By one account , in Fiscal Year 1977 the Defense Depart-

ment spent nearly $10.7 billion for Base Operating Support

functions. The Army , for the same period , spent $3.4 billion.

Less than 10% of the DOD budget in that year , it still repre-

sents a substantial amount of money.

Congressional interest in just what constituted Base

Operating Support functions and why they cost so much caused

-1 a new annual DOD report to be generated in 1978. The Domestic

Base Factors Report (DBFR) attempts to answer those questions .

The purpose of this thesis is to examine the report and deter-

mine to what extent it satisfies its objective . Emphasis is

placed on the U.S. Army sections of the report.

Separate chapters treat the subjects of explaining what

Base Operating Support (BOS) functions are and how they are

• financed; the background and purpose of the DBFR ; a descrip-

tion of the DBFR format and content; the precautions to be

•1 taken when trying to use the data in the DBFR; an analysis

of some data and potential uses ; and recommendations for

improving the report.
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I. EXPLANATION OF BASE OPERATIONS

A. INTRODUCTION

The traditional approach to scrutini:ing the Defense

Departmen t ’s budge t is to focus on the major items of comba t

power: ships , aircraft , and ground forces. As ide from being

the weapons of war , these pieces of equipment and organi:a-

tions carry monumental price tags and , therefore , are hig h l y

vi sible in the budgeting process.

As the scrutiny of Defense appropriations increases in

the post-Vietnam era , ar~~~ of expense tha t previously

received perfunctory treatment are ncw receiving greater

attention. One of these areas is Base Operating Support

(BOS) functions and costs. Characteri:ed by one Senate staff

member  a~ a “nebulous mass of do llars ” spent to sustain the

op era ting forces with facilities and administrative support ,

- . BOS is easy prey to cost-conscious budgeteers. [3]

This chap ter addresses some definitions of BOS and the

sources of funds used to carry out BOS functions . Army

installation and command structures are explained as a means

of describing what BOS is in the actual , working environme nt.

The in tent is to reduce the imprecision and vagueness sur-

rounding the concept of 305 so that , in la ter chap ters , the

difficul ties encountered in trying to assess efficiency in

BOS terms will be minimi :ed.

11

~ 

~~~~~~~~~~~~~~~~~~~ ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ ~~~~~~:: ~~~~~~~~



- - -~~

B. DEFINITION

Base O p e r a t i n g  Suppor t  f u n c t i o n s  and costs  is an

umbrella-like term . It covers all activity which is not

direc tly related to the mission accomplishmen t of military

organizations . Base Operating Support (BOS) functions and

costs can be likened to overhead in the sense that they are

no t directly traceable to the final product or output. Un-

like the traditional private sector handling of indirect

expenses , BOS is no t necessarily alloc ated to the final

produc t but , ra ther , is identified and analyzed separately .

Sinc e this thesis addresses BOS functions and costs as

they per tain to the Department of Defense Domestic Base

Fac tors Report , the full definition used therein is included

in App endix A. [3] A summary of that definition is provided

here for the sake of continuity .

Base Oper ating Support costs are incurred by the con-

sump tion of resources at installations to provide services

to opera tional units so they may pursue their mission objec-

tives free of unrelated responsibilities. These BOS services

can be categorized as follows :

1. Facil ity Services - maintenance of land , plan t and
equipment.

2 . Adminis trative Services - Headquar ters and command
adminis tra tive func tion s , e.g., finance and accounting,
legal , data processing.

3. Specific Serv ices - consolida ti on of common functions
and prov ision of a safe environment , e.g., transpor ta-
tion , procuremen t , physical securi ty, fire pro tection.

12
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4. Community Support Services - maintenance of morale ,
welfare and recreation (appropriated funds only),
e.g., medical services , family housing , chaplain
activities , clubs , libraries.

These services are considered base operating support

services  regard less  of what  o r g a n i z a t i o n  is r e s p o n s i b l e  for

the funds , manpower  or equipment  needed to p e r f o r m  the

serv ice .  In o ther  words , the func t ions  and costs  are con-

s ide red  BOS if incurred by the  i n s t a l l a t i o n  commander , a

t enan t , a s u b - i n s t a l l a t i o n  or some ex t e rna l  c e n t r a l  au thor i ty .

By way of c o n t r a s t , the term “m i s s i o n ” cos t s  is used to

describe those costs which directly relate to the accomplish-

men t of the organization ’s miss ion. That mission need not

be combat to qualify as a “mission ,” or non-BOS , cost. The

cost of fuel for a hospital ’s ambulance is jus t as much

“mission ” cost as the fuel costs for the tanks in an armor

ba ttalion. Likewise , the cost of fuel consumed to heat the

hosp ital is a BOS cos t , as is the cost of heating the battal-

ion ’ s headquarters , barracks and suppl y facili ty.

In any accounting system there is l e g i t i m a t e  room fo r

l a t i t u d e  in c l a s s i f y i n g  c o s t s .  A m i l i t a r y  i n s t a l l a t i o n  is

s u f f i c i e n t l y  complex so t ha t  c o m p l e t e  c o n s i s t e n c y  f r o m  one

to another is simply not possible. An example is found in

the  d i f f e r e n c e  in accoun t ing  fo r  au tomated  data  p rocess ing

(ADP) costs. At Fort Benjamin Harrison ADP costs are charged

to the users of the service , whereas at For t Benning the

t o t a l  cost  is a g g r e g a t e d  in the BOS a c t i v i t y  key account  for

ADP . [4]

13
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The d e f i n i t i o n  of Base O p e r a t i n g  Suppor t  desc r ibed  above

and in Appendix A seeks to obtain as uniform treatment as

possible throughout the entire Department of Defense.

C . SOURCES OF BOS FUNDS

Congressional appropriations are the primary source of

resources used by the Army in all of its activities . The

two a p p r o p r i a t i o n s  acts  w h i c h  p rov ide  these  resources  are

the Department of Defense Appropriations Act and the Military

Cons truction Act. Data from the FY 1977 Acts are found in

Table I . [1 , iSJ

The DOD Appropriations Ac t includes the following titles:

• 1. Military Personne l , Army (also Reserv e Personne l and
National Guard Personnel)

2. Operations and Maintenance , Army (also Army Reserve
and Nation al Guard)

3. Arm y Procuremen t

4. Research , Developmen t , Test and Evaluation .

The Personnel t it les provide for pay and allo wances ,

subsis tence , permanent change of st ation travel , etc . Oper-

ations and Main tenance (O~M) titles fund the costs of oper-

ating and maintaining all organizational equipmen t and

facili ties , procurement of supplies and equipment , civilian

pay and benefi ts , morale , welfar e , educa tion and religious

activi ties , etc . The cost of purchasing or manufacturing

ma jor items of comba t or support equipment such as aircraft ,

mi ssiles , weapons , tracked or wheeled vehicles and equipment ,

and airunun i.tion , which are cen trally obtained , is funded by

14
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FY 1977 ARMY APPROPRIATIONS
($ 000)

Mili tary Personnel $9,748 ,595 37%
Army $8,564 ,011
Reserve 469 ,919
Nat ional  Guard 7 14 , 665

Opera tion and Main tenance $8,960 ,585 34%
Army $7 ,898 ,2 8 5
Reserve 356 ,100
N a t i o n a l  Guard  706 , 200

Mili tary Cons truction $ 730 ,2 10 3%
Army $ 580 ,868
Reserve 538 ,040

National Guard 61,128
Family Housing 34,410

Procuremen t $4 ,398 ,600 17%

Aircraf t ~ 5.41 ,900

Missiles 497 ,400

Vehicles and Weapons 1,089 ,800

Ammuni tion 902 ,900
•1 O ther  1, 366 , 600

RDT ~ £ $2 ,280 ,816 9%

Stock Fund 100 ,000 .1%

TOTAL $26,118 ,806

TABLE 1

15
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the Army Procurement Appropriation . The Research , Develop-

ment , Test and E v a l u a t i o n  appropriation supports not only

the mission but also the operation and maintenance of RDT~E

facilities. [27 , App. C]

Also included in the Appropriations Act are titles from

which the Army receives some benefit. These include :

Ret i red  Pay , Defense ;  Salar ies  and Expenses , Court  of Mili-

tary Appeals; Research , Developmen t , Test and Evaluation ,

Defense Agencies; etc.

The Mili tary Construction Appropriations Act provides a

small share of the Army ’s financial resources . [Table I] It

funds the acquisition , construction , installation and equip —

men t of temporary or permanent public works and military

installations and facilities. There are separate appropria-

tions in the Act for active Army , Army Reserve and Nationa l

Guard cons truction .

Another appropri ation contained in the Construction Act

• is for Family Housing , Defense. This Family Housing Manage-

- 

.~ men t Account funds the acquisition , cons truction , alterations ,

and opera tion and maintenance of family housing . A separate

amount is appropriated for each service. Unlike the services,

Defense Agencies receive a separate appropriation for opera-

tion and maintenance as well as cons t ruc t i on  of f a m i l y  hous-

ing in th is  Ac t .

The resources needed to finance BOS functions come from

both the DOD Appropriations and the Military Construction

Acts. Most of the BOS dollars are supplied by the O~M

16 
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appropriation to cover the cost of civilians assigned to BOS

functions (including contract work) , u tili ties , adminis tra-

tion , maintenance and repair of real property , transportation ,

etc. The Military Personnel Army (MPA) appropriation funds

the cost of those soldiers assigned to BOS functions. Pur-

chase of equipment used for BOS purposes such as communica-

• tions equipment , fire trucks , etc. is funded by the Army

Procurement A p p r o p r i a t i o n .  The RDT ~ E Appr o p r i a t i o n  supp l i e s

funds for  some BOS f unc t i ons  which b e n e f i t  RDT ~ £ f a c i l i t i e s .

Acquisi tion and construction of facilities , i nc lud ing

family housing , is supported by the Military Construction

A p p r o p r i a t i o n  Act .  Minor  c o n s t r u c t i o n , w h i c h  i s a l so  an O~ M

funded BOS activity in the Army , is funded by this Act

I t  sh ould be apparen t  tha t  O p e r a t i o n s  and Main tenance  is

rio t synonomous w i t h  Base O p e r a t i o n s  Suppo r t .  wh i l e  the O~ M

appropria tion is the major contributor to BOS , i t is by no

means the sole source of BOS funds . However , BOS i s not

un ive r sa l ly  unders tood to mean more than j u s t  O p e r a t i o n s  and

Maintenance  d o l l a r s  or f u n c t i o n s .

One major reason for the lack of a uniform definition of

jus t what  cons t i tu t e s  BOS is the ex i s tence  of an eleventh

and a twelfth program in the Five Year Defense Plan (FYDP )

used by the Army . [Table I I ]  Programs 11 and 12 are admin-

istrative budget programs designed to consolidate base

opera t ions  costs which are funded only by the O~ M appropria-

tions . [29, p. B-fl The intent of the programs is to help

17
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develop and justify the need for O~M funds and to assure

control and adequate provision of support to the installa-

t ion . [24 , p. C-fl The BOS funds for an installation are

provided from the major benefiting program known as the

carrier program . For instance , a base whose primary mission

is to support General Purpose forces would receive its O~M

support of BOS funct ions  from the Program 2 d o l l a r s .

F IVE YEAR DEFENSE PLAN PROGRA M STRUCTURE

Program T i t l e

1 S t r a t e g i c  Forces

2 General  Purpose  Forces

3 In t e l l igence  and Communicat ion

4 Mobi l i ty Forc es

S Guard and Reserve  Forces

6 Research and Development

7 Centra l  Supply and Maintenance

S Training, Medic a l and Other Genera l
Personnel Activities

9 Adminis trative and Associated Activities

10 Suppor t to Other Na t ions

11. Base Operations - Troop Support Activities

12 Base Opera tions - Real Property Maintenance

.TABLE II

18
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Anothe r reason for the absence of a universally accepted

definition of Base Operating Support is that there is a dif-

ferent definition used in the program element structure of

the FYDP . [29, p. 6] A program element is a grouping of

forces , manpower and costs associated with an organization

and is a subdivision of one of the ten major defense pro-

grams . An examp le from Program 2 is “European Divisions .”

[27 , p. 2-13] There are mission and service program elements

and they ma y be comprised of only manpower and costs  or j u s t

cos ts.

In this  con tex t BOS cos ts are aggre gated as a serv ice

program element  and associated w i t h  an o r g a n i z a t i o n  or force

(unit). The installation hous ing the organization or force

loses i ts  i d e n t i t y .  The Five Year Defense  Plan and the DOD

bud ge t are prepared  us ing this program elemen t s truc ture .

Another  vers ion of a d e f i n i t i o n  for  ~OS is f o und in the

Annual DOD Manpower Requ i rements  Reports (MRR) . [30] This

• report  is to be used w i t h  the annua l DOD M i l i t a r y  Manpower

Trainin g Report (MM TR) . [1] The purpose of the MMR is to

recommend to Congress , the military and civilian end strength

levels , for each component for the next riscal year. One

portion of the MMR contains the manpower requirements aggre-

gated by the Defense Planning and Programming Categories as

follows : [30, p. 1-5]

1. Stra tegic

2. Tactical/Mobility

3. Auxiliary Activities

19
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4. Support Activities - includes Base Operating Support

S. Individuals

For MMR purposes Base Operating Support  is def ined in a

more limited way than is used in the DBFR. For instance ,

the MMR usage excludes personnel involved in morale and wel-

• fare functions , centralized supply operations , and depot

level or centralized maintenance operations. Such personnel

would be included in the DBFR definition of BOS functions.

Base Operating Support is defined in different ways for

differen t purposes within the Defense Department. Each of

these versions is well suited for a specific type of evalu-

* a t ion . Grea t care mus t be taken , however , before comparisons

of data contained in each of these r e p o r t i n g  veh i c l e s  can be

made .

As a means of clarifying the funding sources for SOS as

defined in the Domestic Base Factors Report , the follo wing

lis t is presented.

1. DOD Appropriations Act

a. Opera tions and Maintenance , Army (and Reserve ,
• National Guard)

b. Mili tary Personnel , Army (and Reserve , Nationa l
Guard) - for military personnel assigned to BOS
funct ions

c. Research , Development , Test and Evaluation -

only for RDT~ E facilities

• d .  Othe r Procurement , Army • for equipment used in
BOS func t ions

2. Military Construction Appropriation Act

a. Military Construction , Army (and Reserve , National
Guard) - identified separately from BOS cost in
the DBFR

b. Family Housing , Defense * included in the Military
Construction costs above in the DBFR

20
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0. ARMY COMMAND AND INSTA LLATION STRUCTURE

The Army , l ike the other services , is organ ized  into

commands which have distinct missions , all of which con-

t r i~’ute to the general  miss ion  of p repar ing  for  land combat .

These commands are called Major Commands (MACOMS) of the

Ar my.

For the purpose of th is  thes i s  there  are four  MACOMS

which impac t upon Base Operating Support (BOS) functions and

cos t s .  A f i f t h  MACOM , the Ma te r i e l  Deve lopment  and Readiness

Command (DARCOM) is a principal major command charged with

the development , p rocurement , supply  and ma in t enance  of Army

ma teriel. The other four MACOMS are described in Table III.

The two ma jor commands of primary interes t are the Forces

Command (FORSCOM) and the Tra in ing  and Doctr ine  C ommand

(TRADOC) . FORSCOM , headqu a r t e red  at F t .  McPherson  in At lanta ,

is the o r g a n i z a ti on comprised of the Army ’s f i g h t ing fo rces

in CONUS such as the 7th Infantry Division , F t . Ord , Cali-

• fo rn ia , and the 2nd Armored Division at Ft. Hood , Texas.

Al toge ther , it commands the eleven CONUS based divisions ,

• t en br igade  s ized combat units and nine Reserve readiness

regions .

The Training and Doctrine Command is comprised of schools

and training centers  which run the gamut from indiv idual

basic skill training at posts like Ft. Leonard Wood , Missouri ,

to the Army ’s senior service school , the Army War College at

Carlisle Barracks , Pennsylvania. Doctrinal development

activities are carried out at its headquarters at Ft. Monroe ,

21
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Virginia , and at many of its training and education centers

such as the Armo r School at Ft. Knox , Kentucky.

PRINCIPAL MAJOR COMMANDS (MACOMS)

Name Function

• U.S. Army Forces Command Direct and supervise CONUS based
(FORSCO M) S t ra teg ic  Army Forces (STRAF),

Army Re serve and Nat iona l  Guard
uni ts;  serve as the Army compon-
ent of the U.S. Readiness Command ;

-
• command fo rces  o r ien ted  bases .

U . S .  A rmy Tra in ing  and Respons ib l e  fo r  indiv idual  t r a i n -
Doc tr ine  Comm and ing ,  education and doctrinal
(TRADOC) deve lopment ;  manage Reserve  Officer

Tra in i ng Corp s ( ROTC) p rograms ;
command t r a i n i n g  cen te r s  and
scho o ls , tr a in ing  or ien ted bases
and doc trinal developmen t facil-
i t ies .

U . S .  Army Hea lth Services  R e s p o n s i b l e  fo r  p rov id ing  all
C ommand manner of hea l t h  services to CONUS
(HSC) Army personn el , dependen ts and

retirees; command health service
o r i e n t e d  f a c i l i t i e s .

U .S. Army Communica t ions Plan , engine er , ins tall , opera te
• Command and main tain Army fixed communi-

(USACC) cation systems; doctrinal devel-
opmen t .

• TABLE III

Both MACOMS command CONUS i n s t a l l a t i o n s .  Some are single

m i s s i o n  bases l ike  F t .  Leonard Wood (bas ic  sk i l l  t r a i n i n g )  -

and Ft. Polk , Louisiana (home of the 5th Infantry Division).

More common are multi-mission installations containing organ-

izations from several of the MACOMS . [29, p. 18] Ft. Belvoir ,

2 2
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Virg inia , for instance , being the site of the Army Engineer

Center and School , is a TRADOC base .  Among its tenants are

the Defense Systems Management College , the Army Mobility

Equipment Research and Development Command and the Army Night

Vis ion  Labora tory , the last  two being DARCOM o r g a n i z a t i o n s .

Likewise , Ft. Knox supports the Armo r School and a basic

skill training center (both TRADOC activities) in addition

to the 194 th Armored Br igade , a FORSCO M uni t.

This mix of activities at an installation confounds any

at temp t to apply a simple base classification system. Those

classification schemes that are in use , includ ing the one in

the Domestic Base Factors Report , are of value only if it is

- . recognized that an installation ’ s pr imary mission designation

is probably not a complete description of the activities it

accommodates.

Mul ti-mission bases go hand in hand w i t h  m u l t i - M A C O M

bases as the earlier example s indicate. One MACCM is charged

wi th the r e s p o n s i b i l i ty for operat ing the base while t he

others are considered tenants. To some extent the host is

powerless  to cont ro l the na tu re  of the tenan t ’ s o p e r a t i o n

and t h e r e f o r e  i t s  impact  on SOS cos ts .  For example , a TRADOC

sponsored school , a tenant at a FORSCOM installation , begins

two-shift operations. Utility costs will increase as the

r e su l t  of longer  hours of o p e r a t i o n ;  custodial contracts will

cost more because of l a t e r  work hour s ;  e tc .  The host  has

l i t t l e  cont ro l  over such m a t t e r s  but remains responsible to

fund the BOS costs. Again , recognition that such relationships

73
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ex i s t  is essen t ia l  if a c lear  p ic ture  of each i n s t a l l a t i o n

is to be obtained.

Not to be overlooked are those bases which support

tenants from other services. Althoug h generally few in

numbers , these o r g a n i z a t i o n s , such as U . S .  Ai r  Force wea ther

un i t s  at Arm y i n s t a l l a t i o n s , p resent  ano the r  aspect of the

problem of con trolling SOS functions and costs.

The standard Arm y Base Operating Support functions are

described in Army Regulation (AR) 37-l00-XX entitled , The

Army Management  S t r u c t u r e .  It is issued for each fiscal year

(the year being represented by the two X ’ s above)  and a l so

changed as necess ary during the year. It contains the codes

used to accoun t for funds from the FYDP programs. There is

also a special Base Operations account (called the Account )

~hich details specific BCS acti vities or functions funded

solely by the O~ M appropriations. Each activity is identi-

fied by a letter ( A - 4 )  and is called a key account. The

• total : Account is then comprised of key accounts A throug h

R. A brief descripti on is included in Appendix 3.

Al thoug h no t shown in the Appendix , each key accoun t i s

sub-divided into three basic groups of elements of expense:

C i v i l i a n  Personne l , Supplies and Equipment , and Contracts

and Services. Fur ther , each key account is assigned to one

of the two administrative FYDP programs for BOS and is the

responsibili ty of a Department of the Army primary staff

office. This is described in Table IV.

24
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305 KEY ACCOUNTS BY ADMINISTRATIVE PROGRAM
AND FUNCTIONAL MANAGER

Key Ac counts  Func t iona l  Manager

Program 11 - BOS for Troop Support Activities

A ,B,C ,D,E ,F,Q Deputy Chief of Staff ,
• Logistics

G ,N Deputy Chief of Staff ,
Personne l

H ,R Chi e f of Engin eers

P Assistant Chi ef of staff ,
Autom ation and
Commun ica tion

Pro gram 12 - Real Property Maintenance Account

- - J ,K ,L ,M . Chief of Engineers

Note:

The Program 11 Director is the Deputy Chief of Staff ,
Log istics.

Th e Pro g r am 1 D i r e c tor i s th e Ch ie f of  En gin e e r s .

TABLE IV

An example of the sources of funds for an installation

is illustrated in Figure 1. The figure is based on the

current assortment of tenant organi zations at Ft. Ord ,

Cal ifornia. Housing a combat unit , the 7th Infantry Division

(71D), the primary mission category of the post is General

Purpose Forces - General  Purpose (Ca tegory  202 ) .

25 
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(This classifica tion system is described later in the thesis).

In addition to the 71D , Army Reserve  and Na ti onal Guard  uni ts

train at Ft. Ord and at one of its sub-installations , Ft.

Hunter-Liggett , C a l i f o r n i a .  For these reasons FORSCOM is

the hos t MACOM .

• Major tenant units include the Health Service Command

hospital and several TRADOC organizations. The Organiza-

• tional Effec tiveness Training Center (OETC) and the Combat

Dev elopment Experimentation Command ~CDEC) operat e from Ft.

Ord proper. The Defense Language Institute (~D L I )  is a DOD

activity, op erated by  TRXDCC and located at another sub-

install ation , the Pr esidio :f Montere y , Ca1iforn~ a. Reserve

- - O f f i c e r  Tra in in g Co rps ~ROTC) act ivities , a l so  a TRA DO C

• respons ibility , occur at F t .  ‘ 2rd and Ft . Hun ter-Lig ett.

Althoug h headquartere d a: Ft. ~)rd , CDEC performs much of its

testing and expe rim enta t~~zn at F t .  riunter-Lzgget: .

The ~ype of funds pr ovided to Ft. Ord and :ts tenants

from th eir respective carent ~-L \CT~-lS are sho~ n. •~s the host ,

F’JRSCCM furn:shes the operating fun ds to the Division , the

Reserve and National Guard forces , and finances th e entire

base opera ting support function for Ft. Ord and its sub-

in stallations. There are no M ilit ar Personnel appropria-

tions shown because those funds are not allocated by the

• Department of the Army (DA) to the MACOMS. Installations

and MA C OM S do no t bud ge t f o r  m i l i tary p e r sonn e l cos ts because

-

• their compensation comes from an open allotment maintained
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• 

- 
- •~~~~~~~ ~~~~~~~~~~~~

•
~~~~~~

• .
~~

• - 
~~
—--- 

~~~~~~~~~ ~
-

~~
-—--



30

• C~) 
-

~~ o — ~~ 
-i~

C _ _ _ _ _ _  ~~~~~~-‘_ 
— L)~ —~

~~~~~~~~~ o - ’ ~
~~~~~~ J~~V 4-’ ’~-~’V4_I 

~~~ ~0~~)-5—- V > ~ ~~~>
_____ = — -— - —

V C 4 _ I
~~~~~~~ -— -

~~c~ V
•~ ~~= . L~~
~~~~~~~~~ ~

—
~~ ‘-

-
—

— ~~~V O  ~~~ :)
—

~~~~~ ~.. 4.~
30~~~ V ~~~~~~~~
~~ O >  ~J~~~~ i)

- —

>‘>
— — > - — - —

u; C .-
~ 

•
-:

~ ~~ 
— - — ~ > ~) ~.

~~

z 
-~.-‘ 

~-.

--IC -f)
-I 

_ _ _ _ _ _ _  >.S I 
—

>-5 --I
-I: =.-. — —

— _ _ _  
•J ~~~~

-f
~ —

-5-

~~~~~~~~ I
• • -

~~~~~~~ ~~~~~~~~— • I
~~~— J ~~~~~~

IC • •i~ o . ~; >

r~~~~~~~~~

n-

~~~~~~~~~~~
i ~~~~~~~~~~

L!J 
H~~

~1
• - 

~~-.~ -_~-~~~~
- - ~~~~~~~~ — ~~~,~~~~ TiL ~~~ ~~~ ~~~~~~~~~~~~~~ - ~~~. -•



at DA . This precludes having to keep track of every soldier

with respect to the MACOM to which he is assigned as of the

end of each pay per iod. There is an exception to this

practice in the case of Reserve Officer Training Corps (ROTC)

cad ets. In this case TRADOC funds their training through the

Reserve Personne l , Army ~RPA ) appropriation.

The Health Service Command (HSC) finances the m ission

activit ies of ~t s ho spital through the ~per ation s and Main-

t enance , Ar m-.- ~OMA~ anp rorria zlon. The A r m y  Communications

Command SA C C ~ does the same for its unit which operates

t:~e ~‘i s e  c o :n m u n : c a : i on s  system. TR~ DCC does likewise but

•icds the Research , Development , Test and Ev al -~at zon ~R D TE)

and Reserve Personne l , Arm y funds t o support CDEC and RUTC

pr espect~ ve ~v .

F t .  •~rd ~s a fa ir ly tv~~:ca l  i n s t a l l a t i o n  ~~ :h respect to

i t s  m u i t  ~-m i s s : o r .  m u l t i - \ U \ C C M  c o n f i ~~u r i t  io n .  Phe m i x  of

a c t c v i t i e s  a t  F t .  Ord  is t h e  k i n d  -~h i c h  t e n d s  t o  op t  i m: : e

• t h e use  of a base ’ s c ar - ac .~~t v . A l a r - ~e t r o o p  u n i t  c o m b i n e d

• w i t h  some admin~ strat :ve or educat ional t y p e  or ~~in i : a t i o n s

~s l i k e ly  to result in the fullest use of the  f a c i li t i e s  a t

an installation . [29 , p. 2 41

The Ar~n ’ s land holdings in the United States which are

used as bases today have remained essent~ all v unchanged since

W o r l d  War I I .  [~~~~~~~, p.  20] During the intervening years the

for ce structure and its capabilities have changed dramatic-

ally. Today ’ s combat un its possess far greater mo b ility ,

longer range and more numerous weapon systems than their

28
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counterparts of World War II or Korea. Fitting these organ -

i:ations into bases which can adequately accommodate their

t r a in ing  requ i rements  for  maneuver  space , f i r i n g  ranges  and

impac t areas is difficult and often results in a sub-optimal

arrangeme nt. [29 , p. 28]

The organiza tion of the Army is very dynamic and , there-

fo re , the crea ti on , dissolution and reorganiz ation of its

component s is a perpetual process. Accommodating these

changes in the physical p lant at the Army ’ s installations is

a cont inuing problem . In order to minimize the need for

alterations or construction the existing facilities are used ,

even if th is me an s opera t ing from a less than optimal con-

figuration.

The current indec ision concerning the location of the

2nd Infantry Division (21D) when it is withdrawn from Korea

is a case in point. First , th e quest ion of when and ~f it

w i l l  be w i t h d r a w n , d e s p i t e  the  P r e s i d e n t ’ s p l a n  to  do so ,

is unans w ered because of  Congre s s io na l and some D e f e n s e

Depar tment resistance.

In that atmosphere of uncertaint y the search for a home

base was conducted. Only one installation , F t . Drum , New

York could accommoda te the en t i re  d i v i s i o n  and then under

less than op tima l conditions. Ft. Drum is a Reserve forces

base and would require considerable new construc tion to

support the division. Other choices included splittin g the

division be tween two bases like Ft. Devens , M assachuse tt s ,

2 9
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and Ft. Dix , New Jersey; deac tivating one of its three

bri gades and s ta t ioning it at one base like Ft. Bliss , Texas ;

deactivating the entire division and using i ts bri gade s to

augment three of the four divisions which currently are one

active duty brigade short of full strength; etc. Each

alternative required very different basing options.

• If and when the 21D returns to CONUS , its home w i l l  have

been de termined by cos t , physical pl ant , tr a i n i n g  and poli-

tical consi derations , g iven the existing installation struc-

ture. The point is that what organizations are housed at

which installations is dependent upon many conflicting and

complex fac tors. The goal is to optimize the unit-installa-

• tion assignment. Under the circumstances which have , do ,

and will exist , that goal , more often than not , wi l l  f a i l

to be attained.

E . SU~~1ARY

• Base Opera ting Support functions and costs is a label

wi th several definitions . In order to describe 30S uniformiy

across the Defense Department for the purpose of trying to

be tter manage i t , a common d e f i n i t i o n  was es ta b l i s h e d  in the

Domestic Base Factors Report and repeated in Appendix A. In

this sense BOS is any indirect function or cost related to

Facility , Adminis trative , Specific or Commun ity Support

services.

In genera l , each service rece ives its funds from Congress

in the DOD Appropriations Act and the Military Construction

30
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Appropr ia tions Ac t . As def ined above , mos t f i n a n c i n g  of BOS

functions is provided both by the Operations and Maintenance

titles of the DOD Appropriations Act and by the Military

Construction Act (including Family Housing). It is not

accurate to equate BOS with Operations and Maintenance only.

Most of the land the Army occupies today was acquired

decades ago . The composition and capabilities of the Army

have changed significantly over time and have created a cur-

rent need for installation configuration much differen t than

tha t which existed 30 years ago. To make the most effective

use of the existing base structure many installations house

several organiza tions whose different missions best utilize

- • the given p h y s i c a l  p lan t. G e n e r a l l y  this  resul ts in a base

being operated by one Major Command which then supports

tenan ts from one or more other MACOMS . For this reason

there is no simple way to categorize installations without

obscurin g the mu lti-mi ssior i ,-mu l ti-Ma ior Command relationships.

The Army is a dynamic organization. Fitting each of its

p a r t s  in to  the base s truc ture r equ i res  coping wit h the un-

certainties broug h t abou t by chang es in m iss ion , responsi -

b i l i t y ,  and p o l i t i c a l  cons ide ra t i ons . The current  base

• s tructure is not ideal ly sui ted  to the current needs of the

Army ’ s various organiza tions. It will never be ideally

sui ted to such needs. A sub-optimal mix of bases and require-

men ts is the only reasonably attainable goal.

31
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I I .  GENERAL BACKGROUND AND PURPOSE

• A.  GENESIS AND EVOLUTION

Given the cons ide rab le  amount of money spent  each year

to operate and main ta in  bases , coupled w i t h  the somewhat im-

precise and varied meanings assoc iated with Base Operations ,

H there emerged an effort to better describe and justify budget

requests for such funds. The Senate Appropriations Comm ittee ’s

Defense Subcommittee seems to have been in the forefron t of

such e f f o r ts . For several  y e a r s  p r i o r  to the hear ings fo r

the l9TS Defense Appropriations Bill , it had been trying to

improve the inform ation flow concerning the Operations and

M a i n t e n a n c e  p o r t i o n  of the bill. One of the largest single

parts , i t was considered to be the most poorly ~us t i f i ed .

[19 , p . 133]

At  the Committee ’ s requ est , the Con gressional Budget

Office (CBO) analyzed ways to improve the -DF~M justification .

[19 , p . 136] The result was a recommendation to display

budge t data for DOD by the following output categories:

1. Strategic Warfare - o f f e n s i v e ;  de fens ive ; command ,
con trol , communica tions

2 .  T a c t i c a l  W a r f a r e  - land , air and nava l warfare ;
t a c t i c a l  m o b i l i t y

3. Defense- wide Forces - i n t e l l i g e n c e , communica t ions ,• and Suppor t technology base R~ D , Defense-
wide management

4. Non-Baseline - aid to other nations , m i l i tary
Program re tired pay

32
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The CBO further recommended that each of these four

output categories contain the following inpu t group s to show

wha t was , or is , intended to be consumed in order to produce

the g iven ou tput . These input group s were:

1. Operations

2. Tra ining

3 . Technical Services

íA 4. Base Cos ts

5. Unalloc ated Support

ó. Communications support.

No te that this display format explicitly treats base

opera ting costs in two input groups: Base Costs and Unallo-

cated Support. The Congressional Budget Act of 19~ -~ requ i res

that the Defense Department display its budge t in this format,

beg inning with the FY 1~~7~ submission. [19 , p . 138] The point

here is no t to comment on the efficac ’-- of such a procedur e

but to illustrate one way the Congress has chosen to improve

the visibility and clarity with which base operating costs

are  to be repor ted.

During the course of the Senate Appropriations Committee

(SAC) hearings in the spring of l 9 6  it becam e apparent that

some bases had no mission save prov iding support to family

housing or tenant units. One example was Schilling Manor ,

Kansas , which was a governmen t housing facility intended for

occupancy by families whose mili tary sponsors were overseas

on unaccompanied tours. At the Committee ’ s reques t , DOD

furnished data on bases identified as containing little or

33
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no active military force structure and/or combat type units

or activities. [19 , p. 30]

In November l9~’6, following up the data submitted on

these selec ted bases , the Committee requested and received

similar data for most major DOD installations . Grouped by

mission type according to the I n s t a l l a t i o n  Defense  P lanning

4 and Programming Ca tegor ies  ( I D P P C )  , the data included popu-

la tion figures , base opera ting costs , school at tendance

figures and various indicators such as base operating costs

per  pe rson , ratios of supporting to supported p ersonnel , e tc.

During subsequent hearings the Committee found all the

serv ices , but especially the Army , to be un re spon s ive to

questions about base operating costs and efficiencies. [19 ,

p . 31] The data presented and the answers rendered did not

support each other . A common problem was the services ’ in-

ability to explain to the  C o m m i t t e e ’ s s a t i s f a c t i o n  the

reasons for large differences in base operating costs for

• ins tallations found within the same mission category .

Us ing the DOD furnished data , the SAC decided to adjust

th e base opera t ing fund ing levels for FY 19 8. These adjust-

men ts were ca l cu la ted by u s ing  the median Base Operating

Support (BOS) cos ts per mission person for each mission

category of installation and allowing a 20°j unexplained

variance above the hypothetical BOS cost based on actua l

m i s s i o n  population . Any bud ge ted amoun t in excess of the

a l l o w a b l e  va r iance  was w i thd rawn . [19 , p .  32 ]
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For example , Ft. Dix , New Jersey (Ca tegory 508: Central

Support Forces-Training , Medical  and Other ) , was iden tified

as a base spending too much for BOS . The median BOS cost

per mission person for Category 508 installations was $3 ,232 .

Ft. Dix had a mission population of 8,937 , al lowing i t a

theoretical BOS dollar requirement of $28.9 million (8,937

x $3 ,232) . Its actua l BOS cost had been $33. 4 million. The

d i f f e r e n c e  of $4 .5 m il l ion was wi thdra wn by reducing  bo th

mili tary and civilian personnel funding levels.

Some considera tion was made for bases with special cir-

cumstances. The Alaskan post of Ft. Richardson , despite

actua l BOS cos ts  more  than twice the allowable level , was

• no t decremented at all because of its relative remoteness

and location in a very costly area. Similarly, Ft. Ord ,

California los t only half its theoretical overage because

of some high er costs involved in changing missions from a

bas ic training center to a divisional force installation.

• Of the l0~ Army bases f o r  w h i c h  d a t a  were  p r o v i d e d , 20

were ident ified as having more than a 20~ excess of ac tual

over allowable BOS cos t. Two of the 20 incurred no reduc-

tion in funding , six others lost a portion of the overage

amount  and the  12 r e m a i n i n g  r ece ived  a reduc t ion  equal  to

their overage.

So pleased was the Committee and its staff at h a v i n g

been able to review BOS costs somewhat systematicall y that

it institutionalized the data reporting requirement in Senate

Report number 95-325. [19 , p. 34] The Defense Department was

$ 35
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direc ted to develop uniform definitions of base operating

support  costs , workload and performance  measure s , and pos t

popula t ion p r o f i l e s  and to es tab l i sh  BOS cos ts fo r  each type

uni t, e . g .  , a division . These data , including various

descrip tive statistics for each mission category , by service ,

were to be reported to the SAC a n n u a l l y ,  s tar t ing in January

l9~ 8. This requ i rement  was and i s being  me t by a documen t

known as the Domestic Base Factors Report (DBFR) published

by the Office of the Assistant Secretary of Defense for

Manpo wer , Reserve Affairs and Log istics (OASD (MRA ~ L ) ) .

De tails of the repor t ’s conten t and format are discussed in

the nex t chapter.

In teres t in base opera t ions C O S L S  is no t a new p henom-

enon.  In l~~’l the Army initiated a m a j o r  s tudy cal led the

Ana ly s i s  of C o n t i n e n t a l  Army Command 3ase Operations. Known

as the Maroun Study (after the  m a j o r  g e n e r a l  in cha rge  of

the e f f o r t ) ,  the  a n a l y s i s  focused on the  i d e n t i f i c a t i o n  and

• explana ti on of v a r i a n c e s  be tween  i n s t a l l a t i o n s  in BOS c o s t s .

[22] Research was also being done on an ind iv idual  ins t a l la-

tion basis to describe the BOS cost function better.

As public and Congressional scru tiny of the Defense

budge t heightened following the Vietnam draw-down , s u p p o r t

costs  became the target for cost cutting proposals. Combat

to combat  suppor t resource  ra t ios , also known as tooth-to-

tai l  ra t ios , were the popular measure of efficiency . It was

at this time in the rnid-1970’ s that the Senate Appropriations

Committee began its efforts to improve the information flow
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concerning BOS cos ts. Not surprisingly , some new energy

began to be devoted to this issue in the Office of the

• A s s i s t a n t  Secre tary  of Defense  (MRA~ L) in 19 74 . [14] Recog-

nition of the vulnerability of support costs to bud ge t cu t-

ting is expressed in a 3 February l9~ 6 le tter f rom the

Ass i s t an t  Secre tar ies  of Defense  ( C o m p t r o l l e r )  and (Program

Analysis and Evalua tion) to the Secretary of Defense. Dis-

cussing the previously mention ed Congressional Budget Act of

1973 (PL 93-344) and its new reporting forma t r e q u i r e m e n ts ,

t he  l e t t e r  s t a t e s  t h a t  not  to p r o v i d e  the desired data dis-

• play is to court bud ge t r educ t ions . 

Also , as i t is now , our program categories make it
easy to infer that at least a third and perha p s ha l f  of
DOD ’ s activ ities are really support “tail” withou t
discernible mission identifica tion. We invite cuts ,
In truth , our suppor t activities such as training,
medic al services , central supply and maintenance prov ide
c o m b a t  c a p a b i l i ty . [2 3 , p .  46]

The Congression al Budget Office was firmly in p l ace  by

this t ime . I t was capabl e of p erforming analytic functions

• for the committees and , thus , prov ided  a ne w sou rce  of

in forma ti on . Also , with the growth of high quality profes-

sional commi ttee staffs , the ability to cope with increased

informa tion input was enhanced. [12 , p. 154]

The adven t of a Domestic Base Factors Report or som e

similar type document should not have been wholly unexpected.

Base o p e r a t i n g  suppor t  cos ts  were s i g n i f i c a n t  por t ions of the

annual Defense appropriation and were difficult to defend to

an economy-minded Congre ss and the ordinary citizen. Having

the resources to evaluate and examine cost data enabled the
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Senate Appropriations Committee to ask per tinent questions

concerning cos ts at specific installations. Unable to defend

i t s e l f  adequa te ly ,  the Defense  Depar tmen t  found it s appropri-

ations be ing reduced by virtue of data it had furnished.

The obvious promise of such actions led the SAC to require

future data submissions on an annual basis.

It would be naive to assume that the reason that the DOD

could not expl ain the cost variances among its installations

• was that there was no valid explanation for them. This

f a i l u r e  mus t  be partly attributable to a lack of time to

pre-evaluat e the data before they were submitted to the SAC ,

i.e., inadequate preparation.

If the OASD (MRAF1L) had been interested in this area

s ince  1~~ 4, wh was such a poor d e f e n s e mad e ’ The answer

may be found in the working relationship between the services

and th e DOD. Any effort to impose additi ona l reporting re-

quirements to satisf y a low vi s~ b~ 1itv :nforma t~ on need would

sur ely meet bureaucratic resistance. To establi sh a DOD-wide ,

uniform and consisten t reporting vehicle would require a

cons iderable amount of persuasion if the need for such infor-

ma tion was perceived to be negligible by the serv ices. It

is qui te possible tha t the DOD staff , which was interested

in this issue of base operations costs in a proactive way ,

was s imp ly given the support it needed by the SAC directive

to obtain the necessary data that internal impedanc e had

denied i t  in the early years of its efforts.

38

~1

• - _______



- ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ - — -—

All  specula tion as ide , the Domes tic Base Fac tors Repor t

is a reali ty. It was submitted to the SAC in May 1978 (for

FY 1977) and again in March 1979 (for FY 1 9 7 8 ) .  The expected

pub l i ca t ion p rob lems  wi th a new documen t of this scope cau s ed

the sli ght delay in its re lease  in f i n a l  form .

B . PURPOSE OF THE DBFR

The purpose of the DBFR is not comple tely clear; it

varie s depending upon the organization for whom one works.

Neither the Senate Report nor the DBFR itself states the

purpose . Essentially, Congre ss iona l  r ecip ients of the report

vie w it as a fact book which describes each installation and

wha t  f u n c t i o n s  i t  s u p p o r t s .  The D OD p r o p o n e n t , i . e . ,  OA SD

(MRA ~ L) cons ide r s  i t  a m a n a g e m e n t  too l  to  be used  by i t s e l f

and the s e r v i c e s , i n c l u d i n g  t h e i r  m a j o r  s u b o r d i n a t e  commands ,

to i d e n t i f y - h i g h  cos t  bases  in c o m p a r i s o n  with s i m i l a r

i n s t a l l a t i o n s .

I n t e r v i e w s  w i t h  v a r i o u s  House and Senate professional

s t a f f  member s  r e v e a l e d  a common f e e l i n g  t o w a r d s  the  D B F R ;

i t  ought  to be used more  by DOD t h a n  the  C o n g r e s s  to  i d e n t i f y

those installations whose costs of operation appear to be

excess ive . In o the r  words , they  b e l i e v e  t h a t  the  onus is

on the Defense Department to make such determinations prior

to submission of the report to Congress. In that way DOD

is not forced to react to the probings of the committees ,

but , ra ther , adv ises the committees of actions already taken

or p lanned to ameliorate such variances.
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Everyone agrees that the goal is to operate and maintain

a base structure which adequately supports mission needs at

the lowest possible cost. How to attain that lowest cost is

no t universally agreed upon. There are those who insist

that closing bases is the only way to reduce costs si gn i f i -

cantly and those who believe that improving efficiency at

each base can bring substantial savings. Adherence to one

or the other philosophy is not necessaril -- rel ated to whether

one is on the Congressional or DOD side of t h e  i s s u e .

The whole base closure ~or som ewhat euphemistically -

base realignment) matter is an obviousl y political issue .

Because it is unlike l y that any Congressman ~ould recommend

- - 
closing or reducing the activit y level of an installation

which would affect his constituenc y , the res ponsibilit y to

do so rests w’~.th tne Detense Department. It is Congress ,

however , whic h a c c e D t s  or r e i e c t s  the decks ion. Every year

the process is  repeated; DOD pro~ oses t:~at certain realign-

me rit actions occur , the constituencies respond , and Con g r es s

decides.

A perenn ial case in po int ~s Fort Dix , Ne— . Jersey. For

each of the last few years DOD has recommended it be reduced

in activity leve l only to be rebuffed by the C o n g r e s s .

Final ly , in D79 it appears that the DOD recommendation will

be accepted . This example bears out the stated feeling of

one SAC staff member: If DOD is forcefu l enoug h and w i l l i n g

to take the political pressure , it can effect its base

r e a l i gnment desires. [3]
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The DBFR does g ive some concre te data by which installa-

tions can be measured in terms of efficiency , e.g. , the

previously mention ed BOS cost per mission person fi gure.

Having this kind of number to use as a basis for comparison

makes the justification for reali gnments at least seem more

objective than political and , th e r e f o r e , easier to accept .

given this type of apolitical data , the con gressman is in a

much be tter position to explain to his constituents why

“ t h e i r ” bas e is be ing  c losed  and is , therefore , more likely

to be receptive to DOD recommendati ons. Simply stated , the

DBFR can facilitate the closure or reduction of bases that

d e s e r v e  such a c t i o n .  The p o l i t i c i z e d  e n v i r o n m e n t  in W a s h -

i n g t o n  be ing  w h a t  it is , non e of the DOD or Congressional

s t a f f e r s  i n t e r v i e w e d  w o u l d  c l e a r l y  s t a t e  t h a t  t h i s  is one

a t  t he  : n t e n d e ~ ~u r p o s e s  a t  the D 3 F R .

Anothe r apparent purpose of t h e  r e p o r t  is  to d e s c r i b e  to

Congress wh at ts located at an installation and what is being

done there . By furn :shing data concernin g population , p hys-

ical charac :erist~ cs and basic mi ssion , a raugn picture of

the  i n s t a L l a t i o n ’ s f u n c t i o n  can be d e r i v e d .

Wherea s C o n g r e s s  does have the ability to analyze infor-

mation by virtue of its professional staffs and the Congres-

s ional  Bud get Office , it is not immune to a data overload .

The DBFR should contain the essential deta~ i in as concise

a form as possibl e. [ ]  In view of the magnitude of the

de c i s i o n s  made at the Con g ress ional  lev el , the aggre gation
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of data into summary form is acceptable and useful. For

example , population statistics need not be broken down into

officer and enlis ted group s; a composite figure is adequa te.

The primary purpose of the DBFR within DOD is to identify

hi gh co st bases in comparison with others of similar mission

typ es. There is not an automatic response ( e . g . ,  base

clo su re )  i m p l i e d  b y mere identification oi such a base.

T h e r e  may be sound r eas ons to ke ep a hi gh co st installation

open .

Cons :Jer the foll owt ng common Jeter nin ants of the m~ li-

t arv wor th of a base: [13 , p. S L -5 J

1. Force Deployment - locat. Lon of on-e rationa l forces
close t o  potential dep~ ovment areas

• - and tra n sport ation networks .

. )perations and Tra ining - auequacv of weather , terrain ,
impact and :naneuver areas , et c.

3. Mult iple Miss ions - ca~ ac~ t’-- to accommodate more tha n
one t ’- - ’-~e of m i s s i o n  organization ,
e s p e c i a l l y  if one is a s u p p o r t  typ e
(?~ D , -ead quart ers ) and one L 5  an
opera tt onil t ’:p e ~t raining center ,
dLv~ sLon a l~

4 .  ~uture Flex i~~~tv - abi i~~t’; to accept additiona l
m i s s i o n  o r g a n i z a t i o n s  in  t h e  f u t u r e .

The DBFR shau ll h ig h lig ht variant i n s t a l l a t i o n s , wh ich

can then be eva~ ua~ ed to determ ine the causes for the appar-

ent hig h or low cost. Considera t ion is given to the four

det erm inants of militar y worth , abov e , and a decision made

from th at perspective . The .Ar:nv ’ s A laskan posts are examples.

W h i l e  v e r y  c o s t l y when compared  to other similar missi on

bases  ~be cause of the i r  loc ati on) , they represent the only
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arc ti c tr a i n i n g f a c i l i ty a v a i l a b l e  to the se rv i ce .  The

mili tary worth is judged to exceed the cost of operating in

such remote and climaticall y severe areas .

C . SUMMARY

The DBFR was the response to a need of both Congress and

the Defense Depar tment to define better what it was costing

to operate and maintain the hundreds of installations corn-

• prising the base structure . Ti ghter constraints on resources

— and more vis ibility by virtue of the l~ 74 C o n g r e s s i o n a l

Budget .Act set the atmosphere in which this need arose.

The Sena te Appropriation Committee ’ s limited , in itial

F effort to review base operations costs systematically by

comparing like ins tallations revealed significan t variances.

Upon q u e s t i o n i n g , the C o m m i t t e e  found the Defense Department

unabl e to satisfactorily explain the hig h costs , nor  c o u l d

it discredit the Committee ’ s methodology for identifying

a b n o r m a l l y hi gh cost base s. Encouraged by what was appar-

ently a very effective means to hi ghl ight inefficient instal-

la ti ons , the SAC institutionalized the reporting requirement

to insure  i ts use in fu ture y e a r s .

There is no specifically stated purpose for the DBFR in

the records of the Committee hearings which resulted in its

creat ion. The using organization is free to define its

purpose. Essen tially , Congress uses i t as a fac t book of

ins tallation data to help it understand what activity is

going on at each location . The ability to compare similar

43
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bases and iden t i fy  hig h cos t (and presumably inefficien t)

ones is ano the r  purpose from the Congressional view. It

also he lps summarize  voluminous  data on hundreds of instal-

lations into a usable format for Congressional staffs.

J The DBFR ’ s purpose in the Defense  Depar tmen t as a whole

is to allow decision making levels up the chain of command

to make the same comparisons Congress will make and high l igh t

those b ases whose  cos ts vary w idely  from norms . Then i t can

take action to reduce costs or prepare adequate justification

to defend them .
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I I I .  DESCRIPTION OF THE DOMESTIC BASE FACTORS REPORT

A. GENERA L

The informa tion required by Congress as the result of

the Senate Appropriations Committee action in 19T6 resulted

in the publica tion of the Domestic Base Factors Report (DBFR).

Firs t published in its entirety in May l9’S (for FY l9~~ ) it

is now an annual submission prepared in the Office of the

Assi stant Secretary of Defense , Manp ower , Reserve A ffairs

and Lo gistic s (OASD (MRA ~L)). The FY l 9 T  report was printed

in two volumes , together numbering about 900 pages . The da te

of publ ication is intended to be in January of each year.

C o n s i d e r i n g  the s i ze  of the documen t , its distribution

is somewhat limited. However , it is sent to all cognizant

C o n g r e s s i o n a l  commi ttee c h a i r m en and key st a f f  member s , the

C o n g r e s s i o n a l  Budget  O f f i c e , t he  D i f i c e  of Management and

Budge t , and the Defense Documentation Center (for p u b l i c

acces s ) . Na tu r a l l y, it receives wide dissemination through-

out the DOD staff and copies are furnished to each service.

The data contained in the DBFR pertain to major instal-

lations of all the services in the fifty states and Puerto

R i c o .  In g e n e r a l , g o v e r n m e n t - o w n e d - c o n t r a c t o r - o p e r a t e d

industrial plants , bases in the process of being closed ,

and mino r ins tal l at ions , e.g., radar si tes , are exc luded .

Th e FY 19 TT repor t  inc luded data on 3T4 major installations.
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8. FORMAT

The DBFR begins wi th a DOD Overview section containing

tab les  and graphs  pertaining to each of the three services.

Typical information includes numbers of installations ,

acreage , real proper ty acquisition cost , bu i ld ing  area in

square feet , total Base Operating Support (BOS) costs , etc.

Graphs are used to depic t indica tor s , over t ime , fo r  the

DOD and fo r  each serv ice . For ex amp le , BOS cost per mission

person , f or FY 1YT6 and l9T~~, is dep i c t ed  in a bar graph fo r

the DOD , Army , Navy , Air Force and Marines . Similar graphs

are used for BOS cost per gross square foot (GSF) of bui ld-

ing ar ea , percentage of personnel performing BOS functions

that are military, averag e da ily load of students per staff

and facul ty popula t ion , etc.

The bulk  of the  r e m a i n d e r  of the r epor t  is p r e s e n t e d  in

a columnar format. There are 83 co lumn s used in t h e  non-

energy  r e l a t e d  se c t i o n s  and 3~ co lumns  in the energy related

• s e c ti o n .  An example  of each s e c t i o n  is included in .Appendix

C .  The 85 n o n - e n e r g y  co lumn h e a d i n g s  a re  e x p l a i n e d  in the

a p p e n d i x ;  the  ene rgy  co lumn head ings  a re  s e l f - e x p l a n a t o ry .

The column head ings  in the  n o n - e n e r g y  s e c t i o n s  are

divided in to th ree  bas ic  group s and are desc r ibed  in Table  V .

In the  FY 19 TT DBFR t h e r e  were  d u p l i c a t e  column s f o r  da ta

from FY 1968 and l Y T 7 , the  R e p o r t i n g  F i sca l  Year ( RFY) . In

order  to e s t a b l i s h  some b a s e l i n e , El 1968 was chosen because

it was the year of peak involvemen t in Southeast Asia.
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DBFR NON-EN E RGY COLUMN GROU P S

GROUP COLUMN S DESCRIPTION EXAMPLES

1 1 - 42 Genera l

la 1 - 10 Facilities Acreage , building area in
and Cos t gross square fee t (GSF) ,

backlog of main tenance
and repair (BMAR), BOS
cost

lb 11 - 21 Population Authorized full-time
a ssi gned (AFTA) ,  t o t a l
and m i s s i o n  popula t ions ,
dependent population

lc - 42 Management Building area/Total
Ind icators Population , M i s s i o n

pe r sons / BOS persons

2 43 - 63 Training

43 - 55 Training Staff and Faculty popula-
A c t i v i ty  t ion , Ave rage D a i l y  Load

(ADL) of s t u d e n t s , school
b u i l d i n g  a rea  in GSF

56 - 63 M a n a g e m e n t  A D L / S t a f f  and F a c u l t y ,
In d i c a t o r s  B u i l d i n g  area  ( G S F ) / A D L

64 - 83 M i s s i o n

3a 64 - Combat Number of divisions ,
Structure brigades and battalions

(comba t and non-combat),
i t e m s  of combat  equi pment

3b T8 - 85 Managemen t Acres / Comba t Brig ade ,
Indica tors Real Property Acquisition

Cos t/Comba t Ba ttal ion

TABLE V
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Facili ties were operating at or near full capacity then and

presumably  exper iencing the g r e a te st  degree of economies of

scale. L l4 1 The quality of the data reported for FY 1968

mus t be used with great caution , however .  Re tr ieva l  of

accurate data which are nearly ten years old is a difficult

task in view of the Army system for storage and disposition

of records . Fur thermore , the Army Management Structure

ch ange s a t leas t annua l ly  and , thus , make s compar i sons  be-

tween years , especially over such a long period , very tenuous.

Wi th appropriate recognition of these precautions , the FY

1968 data do provide some semblance of a baseline .

Following the DOD Overview section is the DOD/ Serv ice

Summary . Star ting w i t h  the  DOD a g g r e g a t i o n  of 3 T 4 ins ta l l a -

t i o n s , da ta  are p r e s e n t e d  fo r  each of the  n o n - e n e r g y  columns .

Each service  is then  t r ea t ed  s e p a r a t e l y ,  i . e .  , the Army ’ s

109 installations followed by the Navy ’ s 143 installations ,

e tc .  Each column in t h i s  section consists cf several

d e s c r i p t i v e  s t a t i s t i c s  w h i c h  a re  c o m p u t e d  f r o m  the  a g g r e g a t e d

da t a .  In  l a t e r  sections the raw data for each installation

are listed with the same statistics constituting the final

entries in each column . The computed statistics include the

sum , average , median and standard deviation based upon the

raw da ta in tha t colum n .

Next in sequence after this introductory/summary portion

of the report is the largest section , the non-energy related

data presented by service by installation category. The

Ins tallation Defense Planning and Programming Categories
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(IDPPC) used in the DBFR are explained in Table  VI .  They

are the same as those used in the Base Structure Annex to

the Defense Manpower Requirements Report (DMMR) but not in

the DMMR itself. Army installations reported in the DBFR

f all  into the fo l lowing  IDPP c a t ego r i e s :  103 , 202 , 2 04 , 205 ,

303 , 306 , 402 , 507 , and 508. IDPPC 2 0 2  is i l lustra ted in

Appendix C.

All 85 columns of non-energy related data are repor ted

for each IDPPC . If an installation category does no t possess

training activities and/or combat forces then , those da ta

columns from Table V are simply omitted. An example is IDPPC

20 4. Since the ac t ivi t ies covered by this  ca tegory do no t

• include training or combat forces , columns 43 through 63 and

64 through 35 , respectively, are excluded .

U n l i k e  the n o n - e n e r g y  r e l a t e d  da ta  which  are grouped by

m i l i tary serv ice  and by IDPPC , the  nex t s e c tio n  is a r r anged

by g e o g r a p h i c  r e g i o n .  The I n s t a l l a t i o n  Energy  C o n s u m p t i o n

and Costs por tion of the DBFR collects all bases within a

geographic region (e.g ., New England , Wes t North Central ,

etc.) into one group. Data concerning consumption and cost

by type of utility (e.g., steam , na tural  gas )  are repor ted.

The reg ions used are those of the Commerce Departmen t ’s

Bureau of the Census .

This sec t ion  also includes var ious  grap h s d e p i c t i n g

consump tion and cost data. Examples include energy consump-

tion percentages and costs by service and by typ e of energy;
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INSTALLATION DEFENSE PLANNING
AND PROGRAMMING ( I DPP)  CATEGORIES

IDPP CATEGORY

101 Strateg ic Forces - Strategic
103 Stra tegic Forces - Intelligence and Communications
105 Strategic Forces - Guard and Reserve
106 Strateg ic Forces - Research and Development

202 General Purpose Forces - Genera l  Purpose
2 03 Ge nera l  Purpose Forces - Intelligence and Communications
204 Genera l  Purpo se Force s - A i r l i f t/ Sea l i f t Forces
205  Genera l  Purpose  Forces  - Guard and Re serve
206 General  Purpose  Forc es - Research and Developmen t

303 Auxiliary Forces - Jntelligence and Communications
305 Auxiliary Forces - Guard and Reserve
306 Auxiliary Forces - Research and Development
307 Auxiliary Forces - Central Supply and Maintenance

( E a s t e r n  Tes t  Range)

• 401 Mission Support Forces - S t r a t e g ic
4 02 Miss ion  Support  Forces  - General  Purpose
403 M i s s i o n  S u p p o r t  Forces - intelligence and Communications
404 Mission Support F o r c e s  - A i r l i f t/ S e a l i f t  Forces
405 Mission Support Forces - Guard  and Rese rve

502 Central Support Forces - General Purpose
503 Cen tral Support Forces - Intelligence and Communications
505 Central Support Forces - Reserve and ~uard
506 Central Support Forces - Research and Deve lopment
50 Central Support Forces - Central Supply and Maintenance
508 Cen tral Suppor t Forces  - Tra ining , Medical  and O ther

P e r s o n n e l )
509 Central Support Forces - Administration and Associated

Act iv: t i e s

601 Individuals - Strateg ic
602 Individuals - General Purpose
603 Ind ividuals - Intelligence and Communications
604 Individuals - Air lift/Sealift Forces
605 I nd iv idua l s  - Guard and Reserves
608 Individuals - Training, Medical and Other Personne l

TABLE VI
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reg ional energy cos ts; consump t ion per person by region and

per square foot of building area; etc. There are also sum-

maries in columnar format with the same descriptive statis-

tics used in the non-energy section.

• It should be noted that the data input format required

of the services is not the same as that published in the

DBFR . There are 156 data entries furnished by the services

and 12 2 (35 ÷ 37) reported in the final document. Some of

the input information is not published at all , e.g. , the

Uniform Installa tion Code , the pr imary and lesser mission

codes , and the total number of building s at an installation.

Other service furnished data are aggregated in the published

DBFR . For example , the estimated cost of the Backlog of

Maintenance and Repair (BMAR) work is f u r n i s h e d by c a t e g o r y

(i.e., for  bu ild in g s , u t i l i ty  s y s t e m s , and all other real

proper ty f a c i l i t i e s ) ,  bu t  the  D B F R  r e p o r t s  o n l y  the  sum of

these  c o s t s .  Al so , v a r i o u s  p o p u l a t i o n  da t a  are f u r n i s h e d  in

te rm s of o f f i c e r  and e n l i s t e d  c a t e g o r i e s  w h i c h  a re  t h e n

summed in the D B F R .

The general forma t of the DBFR is clear and readily

usab le , given the size of the document. The summary info r-

ma tion in tables , graphs and columnar form- provides a concise

starting point for analyzing the data contained in the body

of the report. Precautions which ough t to be taken be fo r e

embark ing on an evaluation of installations based upon DBFR

data is the subject of the next chapter.
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IV . PRECAUTIONS CONCERNING USE OF TI-fE DBFR DATA

A. GENERAL 
-

The prodigious amoun t of information contained in the

Domestic Base Factors Report requires some further explana-

tion b e f o r e  i t  becomes u s e f u l .  Much of whe t is there can

too easily be misinterpreted or taken out of context. The

va lue  of the DBFR is c o n t i n g e n t  upon the  intelli gent use of

i t s  d a t a .  The f o l l o w i n g  comments  a t t e m p t to e m p h a s i z e  t hose

areas which require further explanation in order that readers

of the r e p o r t  may use i t  mos t  e f f e c t i v e l y .

Th is chap te r is arr anged by c a t e g o r y  of i n f o r m a t i o n

covered . The precautionary information pertaining to BOS

cos t  and i t s  c o m p o n e n t s  is p r e s e n t e d  f i r s t , f o l l o w e d  by com-

ments rel ated to population , facilit y and mission data;

reporting guidance and accuracy of data; and comparability

amon g serv ic es , categories and installations. This chapter

and the next deal primarily with the installations and data

found in ID PP ca tegor ies  20 2 (Genera l  Purpose  Pro g rams)  and

508 (Training , Med ical and Other Personnel Programs - Train-

ing Installat ions). Category 202 roughly corresponds to

FORSCOM ins tallations and the specific Training Ins tallations

sub-ca tegory of IDPPC 508 , to TRADOC. To a lesser extent ,

LDPPC 205 (Guard and Reserve Programs ), is also addressed.
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B. BOS COST AND ITS COMPONENTS

The premier  da ta elemen t in the en t i re  DBFR i s the annual

Base Opera t ing  Suppo rt  (BOS) cost , f ound in column 9 in the

non-energy sec tion. As defined in Appendix A , i t is in tended

to include all  costs  associa ted  with BOS functions , regard-

les s of source of funds , except Military Coistruction costs

wh ich are reported separately . There f o re , it should include

the cos ts of ac qu i r i n g  equ ipment used for BOS purposes funded

by the  O t h e r  P rocu remen t , Army (OPA ) appropriation.

Based upon the  inpu t  f o r m a t  fu r n i s h e d  b y the  i n s t a l l a -

t i o n s , BUS cos t  is the  sum of the  c o s t s  i n c u r r e d  in each ~f

the  f o l l o w i n g  seven c a t e g o r i e s :

- • 1. Military personnel performing BOS functions

2. C i v i l i a n  pe r sonne l  p e r f o r m i n g  305 functions

3. Purchased utilities

4. Rents and other contrac : costs

5. A c q u i s i t i o n  of a l l  s u p p l i e s  and m a t e r i a l , r e g a r d l e s s
of source of funds

6 . Ac qu isi t ion o f equ ipm ent purchased , reg ard less of
source  of funds

Al l  o the r  BUS c o s t s , i . e . ,  the  r e m a i n i n g  : account
costs.

BOS cost , as d e f i n e d  fo r  DBFR purposes , i nc ludes  recur-

r ing operating costs and non-recurring equi pment investment

cos ts . However , it excludes non-recurring military construc-

t i o n  i n v e s t m e n t  c o s t s .  A review of Army Audit Agency (AAA)

r epor t s  r e l a t i v e  to the FY l9~~ and 1978 DBFR ’ s revea l  th at

• this definition was not adhered to by the Army . [20 , p. 6;

2 1 , p. 3J
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I f  the d e f i n i t i o n  were  f o l l o w e d  e x p l i c i t l y ,  equipment

cos t ing more than $1,0 00 which  was purchased  fo r  BOS purposes

(and therefore OPA funded) would be included in each instal-

la t ion ’s annual BOS cost . In reality, th e Army ’ s f i x e d  asse t

accoun ting system is structured such that this typ e of

pro curement action cannot be captured , e spec i a l l y  a t the

installation level. {2 J Furthermore , to comb ine investment

costs for equipment purchases ~e .g. , data processing hard-

ware or administrative use vehicles) with what would other-

wise solely be recurring operating costs in a total BUS cost

amount would be misleading to users of the data. Equi pment

acquisitions are expensed in the year of p u r c h ase and are

not depreciated over the useful life of the asset. One

installation making a multi-million dollar procurement for

essential equipment would appear out of line with anothe r

whose purchase was made the year before. Since the reported

BUS cos t  is used  in many m a n a g e m e n t  i n d i c a t o r s , it seems

reasonable that only recurring costs be included if a meas-

ure of efficiency of operation in comparison with others is

to be achieved.

A s was pointed out in the AAA report from 1~~ 3 , the DBFR

def inition of BUS cost results in inconsistent treatment of

investment costs. [21 , p. 5] Since militar y construction

(including family housing) pro jects funded by the Militar y

Construction Appropri ation are excluded from BCS cost and

separ ately reported , procurement costs should receive similar

treatmen t. The AAA felt strongly enoug h abou t this deviation

54

- -  — - . 5- -~~ .- - —  -5--- - —- -



—s’-.-- — 5-— •~_5- •

f rom the DOD guidance that it specifically stated that it

did not take exception to the  Army p o s i t i o n .

Ano ther face t of BOS cos t invo lves  th e repor ti ng of

ho spital costs. The Army operates three major medical

cen t e r s :  W a l t e r  Reed in Washing ton , D.C., Fit :simmons in

Denver , and Tr ipler In Honolulu. It also maintains five

reg ional ho spitals: Beaumont at Ft. Bliss , Brook at Ft . Sam

Hous ton , Eis enhower at Ft. Gordon , Lett erman at the Presidio

-
~ I 

of San Fr ancisco and Madigan at Ft. Lewis. Fh e me di cal

centers are all major installations themselves and are

reported separately in the DBFR under IDPPC SO S . The re-

g ional hospitals are all located on bases operated by one

of  the MACOMS .

In addition to these ei ght ho spitals , man~- other instal-

lations have Arm y hospitals (as distinguished f r o m  m e d i c a l

centors and regional hospitals) as tonants. Those without

Arm ” hospitals are served by cli ni cs. -Ui of these medical

facilit ies are subordinate to the Army Health Services

Command • HSC).

Currentl y , the medi cal costs for the eig ht med ical

cen ters and regional hospitals are not included in any

installation ’ s BUS cost . Those posts possessing Army ho s-

p itals or clinics do include such costs in their BUS cost.

In  FY ~~~~ for exampl e , ~263 million of medical support

cost for the eig ht hospital s was not included in any instal-

lation ’ s BOS cost althoug h medical services were rendered to

them.  On the o ther  hand , F t. Carson bore the cost of its
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tenant Army hospital in the amount of $16.5 million , or 21%

of i ts total BUS co st , and repor ted it in the DBFR. [20 , p.  4)

¶ Thi s issue is f u r t h e r  compounded when c o n s i d e r i n g  A rmy

hospi tals such as the one at Ft. Dix which have a regional

respons ib i l i ty bu t are not considered regional hospitals.

The hospi tal at Ft. Dix provides support to various other

DOD organizations (like McGuire AFB); 36% of the active duty

people  se rv iced  by the F t .  Dix  hospital were non-Army. Yet

• F t. Dix , as the  hos t  i n s t a l l a t i o n , f i n a n c e d  the  f u l l  med ical

cos t and included it in the DBFR BUS cost. [20 , p . 4] This

is not to sax’ that the Air Force should receive service on

a reimbursable basis but rather to illustrate the range of

medical suppor t costs currently included or excluded from

reported annual BUS cost.

Medical costs can represent i0-2O ~ of an installa tion ’ s

t o t a l  BUS c o s t .  [ 2 ]  By v i r t u e  of an administrative desi gn a-

tion as to type  of m e d i c a l  f a c i l i t  , a h o s t  i n s t a l l a t i o n  may

• report no support costs; or a fairly substantial portion of

its total BUS cost could be attributable to a tenan t hospi-

tal. The point here is not to judge the adequacy of the

funding sys tem but to hig h l i g h t ano ther area  of incon s istency

amon g d ifferent installation ’ s repor ted BOS costs.

The co sting of military labor assigned to BUS functions

is done in two equally legitimate ways. One method uses an

Army-wid e average cost for officer and enlisted personnel ,

and the second method is based upon standard rates for each

grade level. [20 , p . 5J The la tt er me thod wi l l  give the
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more precise results , although both include an average factor

f o r  quar ters a l lowance , which inherently adds a distortion

• because of the variance in availability of governmen t quar-

ters among installations.

An example of the difference caused by using two costing

me thods i s g iven in the FY 1977 AAA report. An unnamed

installat ion reported BUS militar y costs of $2S .8 m i l l i o n

based on the Army-wide average method . The auditors , using

t h e  s t a n d a r d  r a t e  by  grade method , computed the cost as $26.

m i l l ion , a $~ O0 ,O00 difference. A gain , either method is

acc eptable; but allowing the use of both has caused incon-

- • sistency in the total BUS costs from base to base.

- • C . PUPUL A TI O N,FACILITY AND MIS SION DAT.\

1. Population Data

Most  of the  p o p u l a t i o n  d a t a  i s  e x p r e s s e d  in end-

strength terms , i.e. , how many personnel are in a particular

category on th e last day of the repo rting fiscal year (RFY).

Th is snapsho t of the installation ’ s population may not be

r e p r e s e n t a t i v e  of t h e  e n t i r e  RFY .

Popul ation data are used as an indication of work-

load . A representation of that workload by one day ’ s da ta

is no t  l i k e l y  to convey the inevitable peaks and troug hs

w h i c h  oc cur t h r o u g hout  the  y e a r .  [10]  For t h i s  r ea son  the

a l read y r e f e renced M aroun  Stud y [ 2 2]  and documents  such as

the U.S . Army Training and Doctrine Command Resource Factor

Handbook [28] use man years as a measure of workload .
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In this sense , the training population data are adequatel y

described as is because of the nature of those numbers. The

Average Daily Load (ADL) is not an end-strength but an aver-

age , and the Total Annual Output (TAO) of trainees is given

as a cumulative figure for the year.

A problem arises in the reporting of Reserve Compon-

ent (RC ) and ROTC training . End strength reporting would be

vir tually meaningless because of the short-term and inter-

mi tt en t na tur e of RC and ROTC. I t is qui te l i k e l y , for

ins tance , that no RC personnel would be supported on 30 Sep

19XX , the end of the RFY , whereas  thousands would  be in

on-bas e training during the summer.

To accommoda te this situation , popula t ion da ta are

recorded in terms of man years  f o r  RC per s o n n e l .  (A man

year is the equivalent of one person working a full day on

every normal  workday  f o r  a y e a r ) .  The RC man yea rs  are con-

verted to man months and then multiplied by a factor to

arrive at a daily average equivalent load. Two factors are

used , depending upon whether the RC personnel are engaged

in flying or non-flying training. The resul ting da i ly

average equivalent is added with the other end strengths to

compu te the RFY Total Population (column 15).

Reserve training also creates other problems for

inst a l l a t i o n  record keeping  and r e p o r t i n g .  The costs in-

cur red  to suppor t  o f f - p o s t  Reserve  Cen te r s  were included in

the h ost  i n s t a l l a t i o n ’ s BUS cos t .  G e n e r a l l y ,  the man days

of training conducted at these centers , i. e., weekend

58

—

___________ - — - 5-- ----- - ~~~~~~~~~~~~~~~~~~~~ -“ -- 

5 - _ •
__~l1



• — — n: .r zc~~~~~~r V i ctrc7t =rrr ..wc .~~~~~_- —
-5-- —- —5- -  —5--

training, was excluded from the population statistics. The

resu l t  th en is an u n d e r s t a t e m e n t  of the workload suppor ted

-• by the host. [20 , p. 5] Another AAA discovered inconsistency

concerned , in some cases , the exclusion of Army National

• Gu ard , ROTC , and Navy/Marine Reserves training data because

of a strict interpretation of the DOD guidance , i .e . ,

res tricting reserve training to Army Reserve units only . At

one pos t this caused an understatement of workload supported

by 863 man years. [21 , p. 4]

The retired population served by a base is also a

difficul t group for which to account. Their numbers are used

to compute the RFY Population Supported (column 21) figure .

Various techniques are used to assess retiree usage of

Fac i l i t i e s .  Surveys of commissary  and exchange pa t ron s ,

post mo tor vehicle reg istration , lists of re tirement payments

made to persons in the geographic support reg ion , exam ina tion

of medica l  f a c i l i ty records , etc., are all used to establish

the size of the retiree population. None of these techniques

ar e exac t , and it a lso mus t be r e c o g n i z e d  tha t it is impos-

sible to avoid double counting retirees served by more than

one i n s t a l l a t i o n  located in the same locale , e . g . , the Na val

Pos tg radua te  School , the P res id io  of M o n t e r e y ,  and For t Ord .

Populat ion data are grouped together in columns 11-21

(general popula tion) and column s 43-52 (school population )

in the DBFR. Some effort is made to identify population sub-

group s , e . g . ,  Depe nden t s (column 20), Average Daily Student

Load (column 47), etc. Most of the management indicators ,
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however , use the aggregated population figures of Total ,

Miss ion , and Authorized Full-Time Assigned (AFTA) popula-

tions . The RFY Mission Population (column 16) is comprised

of military and civilian personnel assi gned to non-BUS

func tions , mili tary and civilian school attendees , and

Reserve Componen t personnel whose training is supported by

the installation .

The cos t of supporting a military person is differ-

ent than that incurred for civilians by virtue of the medical

care , hous ing , exchang es , recreation fac ilities , etc.,

r equ i r ed  f o r  the f o r m e r .  F u r t h e r , school attendees differ

dramatically in terms of suppor t required. Basic trainees

certainly present far different support cost profiles than

do senior officers and civilian s attending the Army War

Co llege. [4] Even the Maroun Study neglected to reflect

this factor in its determination of BUS cost estimating

rela tionships. [5 , p. 4]

The type of unit assigned to a base determines the

ex tent to which BOS is required . I training or school

organiz ation possesses little organic eng ineer , t r a n s p o r ta-

tion , communica t ion or adminis tra t ive ~f inance , personne l ,

etc.) capabilities , to name a few . Al te rna ti ve ly , a division

possesses all of those capabilities to some degree; and ,

therefore the cost to the installation of providing BUS to

the division is much less , on a per  cap it a basi s , than it

would be to the training organization.
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All these variables are lost in the aggregated

popula tion data reported in the DBFR. The mix of personnel

has a profound impac t on the BUS cost incurred by an ins-tal-

• lation . This must be considered when comparing bases , even

those within the same IDPPC.

2. Faci l i ty Da ta

An installation ’ s size is reported in the Land Area

column ( 14) . The land ar ea by i t s e l f  does not  a c c u r a t e l y

• represen t the configuration of the base. Posts such as Ft.

Knox and Ft. Lewis  are b i s e c t e d  by p u b l i c  h i g h w a y s  w h i c h

res tr ic t the ac tual maneuver  space av ai l ab l e f or tr a i n i n g .

Sheer size does not necessarily imply adequate train-

ing facili ties. As ide from the type of problem just men-

ioned , some installations are located near growing population

cent ers. The result is a limitation on the firing of tank

guns and artillery weapons and a restriction on usable air-

craf t f l i ght corridors , due to both noise and air pollution

• considera tions. [ 2 9 , p. 20]

Further , a very large base may require duplicate

facil ities because of widely separated tenant organizations.

Mul t iple ra tion poin ts , dining , recrea t ion , r e l i g ious , and

main tenance facilities may all be required by virtue of the

size and configura tion of an installation. [3] The result

is somewha t highe r BOS cost because of an inability to take

advan tage of economies of scale.

Building Area expressed in gross square feet (.GSF)

repor ted in column 5 , inc ludes  a l l  b u i l d i n g s  loca ted on the
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land reported in column 3 , Land Area. This figure is joined

by the School Facilities Building Area data (column 53) to

represent the building space found at each base. Just as

with. the personnel information , the mix of building types is

obscured in these data elements.

The advent of the All-Volunteer force concept has

caused a great deal of new construction to be accomplished.

Stressing quality-of-life considerations , the ne w bar racks

are drama t i ca l ly  different from the old wooden structures of

yes terday. Thrty-man bays are replaced by four-man rooms ,

a single latrine is replaced with at least one on each floor ,

gas or oil central hea ting (and in some cases air-condition-

ing) units are used instead of a coal furnace for each build-

ing , e tc. Th e ex tra doors , locks , w indows , walls , toilet

f i x tures , etc., all  cr eate a very d i f f e r e n t BOS cos t p r o f i l e

than fo r  ol der st ruc tures . Th is mix of b u i l d ing s a t a g iven

ins tallation is not obvious from the Building Area data.

• The manner in which buildings are used also differs

and affects BUS cos t. Barracks , of f ices , d i n i n g  facil ities ,

warehouses , main tenance sho p s , recrea tion facilities , a i r f i e l d

b u i l d i n g s , family quarters and classrooms are all likely to

be found on any post. The energy and water consumption

pa tterns , phys ica l  securi ty requiremen ts , cu stodia l  requi re-

men ts , r epa i r  and main tenance charac ter i st ics , provision of

furnishings , etc., will all be differen t for each typ e of

facili ty as determined by its use. These and other factors

then will impact on BOS cost.
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The Real Property Acquisition Cost (column 4) is

not especially useful for making decisions about fixed costs.

I t represen ts the sum of al l  such cos ts , valued at t ime of

purchase , and not adjusted for depreciation. In no way does

it represent the current value or the replacement cost of

the existing real property .

The Backlog of Ma in tenance and Repa i r  ( BMAR) amoun t

(column 8) is the cos t of pe r fo rming all  the requi red  real

proper ty maintenance and repair at the installation . It is

essentially an indicator of how far behind in maintenance and

repair the base is that year. The BMAR is recomputed and

recosted annually.

Unused building space is ma intained at a far lower

standard than is occupied space. Therefore , the amount of

inac t ive space w i l l  impac t on BUS co st. Us ing FORSCOM in

l9~~’ as an example , only four of 23 installations reported

any inac t ive space and , with one exception , it represented

• less than 5~ of the  t o t a l  gross square footage. [251 If

thes e figures are typical , then inac t ive space , w h i l e  impac t-

ing on BUS cos t , represents a very minor issue in terms of

accurately describing a base ’s bu i ld ing  occupancy ra te.

Howev er , the one excep tion r epor ted tha t 20~ of i ts space

was inactive . Such abnormal utilization is worthy of note.

The other significant part of an installation ’s

building space is family housing . It is not uncommon to

f ind  a thousand or mor e se ts of quar ters (of a l l  types)  on

a FORSCOM or TRADOC pos t. Again , this kind of structur e

63

_

~ 

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ -- ~~~ •r ~~~~~~~~~~~~~~~~~~~~~~~~~~ ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ ~~~~~~~



~ur~ 
—

~~ 
—

~~ ~~~~~~~~~~~~~~~~~~~~~ 
_—

presen ts a different BOS cost profile than for mission

buildings or troop barracks .

Just as personne l mix affects BUS functions and

cos ts , so too does the mix of building types and purposes

for which they are used. The building area data in the DBFR

does not illuminate that point.

3. Mission Data

The mi ssion data found in column s 64-85 intend to

descr ibe  the opera t ional  f i ghting forces located at an in-

stallation . These data column s are only included in two IDPP

ca tegor i es:  202 and 30 3 . T h e r e f o r e  fo rces  loca ted a t in-

stallations from the other categories are not shown. For

example , the FORSCOM armored and infantry brigades at the

TRADOC posts of Ft. Knox and Ft. Benning, resp ec t ive ly , do

no t appear at all. Similarly, ne ither the 3d Armored Cavalry

Reg imen t nor the 11th Air Defense Group are reflected as

be ing loca ted a t F t. Bl i s s . Also , Ft . Richardson , the al-

• ready acknowled ged highly expensive Alaskan post , is depicted

as not possessing any combat forces when , in fac t , it houses

the 172nd In fan try Brigade . Th is is becau se on ly  d i v i s ional

componen ts are included in the Army portion of the DBFR.

Separate brigades , such as the 172nd , are omitted altogether.

And , since IDPPC 205 (Guard and Reserve) does not include

column s 64-85 , National Guard and Reserve units stationed

there , albe i t on a par t t ime bas is , are not reflected nor

are they accoun ted for  as a un it a t the ac tive Army ins tal-

lations at which they may be assigned. 

.• 1. 
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The lowest echelon organization reported in the

mission data is the battalion. This causes the omission of

separa te numbered companies , which are no t assigned to a

ba ttalion as are mos t companies . F t. Bragg has four such

units that go unreported. [20 , p. 13]

Those units of battalion and larger size that are

repor ted as combat units are limited to the traditional

“maneuver ” units , i.e., infantry , mechanized infantry and

armor. This results in the exclusion of artillery , a i r  de-

fense , eng ineer and aviation units , all  of wh ich have comba t

mission s. At Ft. Hood for example , this results in eig ht
k

artillery battalions (possessing 280 self-propelled howitzers

and tracked ammunition carriers) being excluded from the

combat battalion data. [21 , p. 5] The result is to exagger-

ate differences among the total battalion and combat battal-

ion numbers , implying , f o r  example , that the force at Ft.

Hood is f a r  more “tail ” than ‘tooth” oriented.

• Likewise , Ft . Sill appears to be only the site of

the Army Artillery Center and School. What is not shown is

that it also accommodates the III Corp s Artillery , cons i s t ing

of 12 firing battalions , or ap p roxima tely 160 guns of va r ious

sizes. Omitting the mission data columns from certain IDPP

ca tegor i e s  cr ea tes the impres s ion tha t a l l th e per sonne l

repor ted in the population data are a function of the primary

ins ta l l at ion m i s s i o n  and , as a p p r o p r i a te , of the comba t units

iden tified as being located there. These few examples demon-

st r ate the inaccuracy of that impression.
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The comba t equipment data (column 72) includes tanks ,

armored personnel carri ers and aircraft. This list does not

represen t a total picture of the combat equipment actually

at an installation. It was chosen to insure consistency;

there should be no doub t as to what constitutes a tank ,

personne l carr ier or an a i r c r a f t. Ven tur ing  into othe r types

of equ ipment poses additional problems . [14] For example ,

adding artillery pieces means having to define whether that

me ans only howitzers , howitzers and mortars , or ho w i tz ers

and mor tars above a certain size , etc. Whi l e th i s def ini-

tional problem s h o u l d  be r e c o g n i z e d , i t  is s t i l l  t r u e  t ha t

1 Ft. Hood , j u s t  by v i r t u e  of the  e ig ht  a r t i l l e r y  b a t t a l i o n s

p r e v i o u s l y  m e n t i o n e d , did  not  r e p o r t  the  144 h o w i t z e r s  in

those  b a t t a l i o n s  as c o m b a t  e q u i p m e n t .  Ad d to t h a t  t h e  a i r

de fense  and ~~~+-~~~ik ~~~~~~~~~~~~~~~~~~~~~~~~ a ccnsi~ er- — - -

ab le  numb er of leg it imate items cf combat equipment ~e~ ng

omitt ed from the report.

U .  REPORTING G U I D A N C E  AND ACCU RA CY OF DATA

1. Genera l

The Army A u d i t  Agency , a f t e r  r e v i e w i n g  the  FY 1977

DBFR submission , stated that neither the data nor the

resul ting management indicators ;~ere

reasonable for comparing the cost and operational
effi ciency of the various installations. rh e DRFR data
were not considered reasonable because of the s:~znificantand numerous inc onsistencies and errors disclo sed by our
r ev iew.  [2 0 , p.  13]

While acknowled ging improvements over the previous year , the
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AAA r e p o r t  on the  FY 1978 input still maintained that the

data and management indicators were of little use for making

• compari sons because of continued errors and inconsistencies.

Errors in repor ting are understandable , especi al ly

in the early years of submitting the data. By the time the

inpu t reaches DOD-for consolidation into the DBFR , has passed

throug h the installation (point of preparation) , the MACOM

-
~~ 

and Department of the Army . A l l  t h a t  t r a n s m i s s i o n  and pro-

ces sing effort inevitably causes other errors. Given time ,

this so r t  of p r o b l e m  can be m i n i m i z e d .

It is interesting that , at least in FY 1978 , the

Marine Corps prepared the DBFR at its Headquarters for each

• Marin e installation. In an audit similar to the AAA report ,

the Naval Audit Service shows a very low error rate for

Marine Corps input compared wi th Navy input. [33 , p. 2] The

Navy submits its data as the army does , from the installa-

tion. The two M a r i n e  bases audited -~ere found to average

• five error s each , whereas the five Navy installat ions iver-

aged 37 errors apiece. It is r e a s o n a b l e  to assume that the

centralized report preparation undertaken by the Marines

impacted favorably on the error rate of their input to DOD .

The q u a l i t y  of data then is not of the  h i g hes t

cal iber by auditing standards . However , none of the inter-

vie ws conducted with Congressional staff members , 0MB anal-

ysts and others revealed any hes itancy about accepting the

data at face value. The m a g n i t u d e  of some of the d i sc rep-

ancies uncover ed by the AAA are on the order of hundreds of
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thousands of do l l a r s  (bo th over  and u n d e r - s tated) and tens

of thousands of man days (for Reserve components) . In a ten

billion dollar BUS program such amounts may appear immater-

ial , bu t combin ing  these k inds  of e r ro r s  f rom al l  ins ta lla-

t ions could affect the aggregate fig u r e s .

The more importan t type of errors result from unclear

guidance . W ith several hundred installations from all the

servic es reporting dat a , clear guidance is a necessity. At

the ve ry  leas t al l  s u b m i s s i o n s  should be consistent , even if

accuracy suffers somewhat. Comparisons be tween installations

demand c o n s i s t e n t  da ta  w h i c h  can onl y be achieved through

luc id , comprehensive guidance.

Preparing such  gu idance  f o r  use  by f o u r  s e r v i c e s  is

a ve ry  diffi cult task. One would think that the entries for

an i n s t a l l a t i o n ’ s cit ’.- and s t a t e  c o u l d  be ~rov ided with per-

f e c t  a c c u r a cy  and c o n s i s t e n cy . The N a v a l  A u d i t  S e r v i c e

r e p o r t , however , d i sc lo sed ~ro blems : Did ‘citv ” m ean post

• o f f i c e  or  g e o g r a p h ic  1o c at i o n ~ ~ id ‘ s t a te ’ p e r t a i n  to the

l o c a t i o n  of the  cit y or of the instal lation ? [33 , p. Fl]

Development of the guidance was basicall y a DUD

project with little service input. It has changed somewhat

each y ear and , given the evolutionary nature of the DBFR ,

w ill continue to change. [14] The findings of both the Arm

and Navy auditing organi :at~ ons clear ly point out the contin-

uing need to further define and ti ghten definitions in order

to improve consistency, at least on an intra-service basis.

In this report consistency of data is paramount.
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A cognizant interviewee who prefers to remain unnamed

has ra i sed  the  point that DOD and the services mig ht benefit

from a repor t to Congress which cannot simply be taken at

face value. If information is pr epared for Congress and ii

their use of tha t information can result in funding cuts ,

then those furnishing the data are better served if simple ,

quick analysis is not possible because of inconsistencies in

the data. A compilation of data which stand entirel y on

their own can be a very potent source of power in the poli-

tics of Congressional appropriations.

From the servL ces ’ viewpo int , data ~sh:ch requir ~

a m p l i f i c a t i o n  and e x p l a n a t i o n  b e f o r e  t h ey  can be emplo yed ,

• p r e s e n t  l e s s  r i s k  than  a r e p o r t  w h i c h  can be used w ith out

service asststance , especially in the appropr iat ions process.

A s has  been m e n t i o n e d , t he  g u i d a n c e  n e c e s s a r y  to  p r o d u c e  such

a s t a n d - a l o n e  r en o i - t is e x t r a o r d i n a r i l y  d i f f i c u l t  to develop.

So , so me a m b i g u i t y  is i n e v i t a b l e .  H o w e v e r , t h e r e  a r e  prob-

• iCIfl S ~.hich have been reported by the AAA in consecutive

years , e.g., treatment of medical costs , which remain unre-

s o l v e d .  S u g g e s t i o n s  to  c o n d u c t  an a l l - s e r v i c e  c o n f e r e n c e  to

address inconsistencies have been made but have not yet been

acted upon. [11] There is apparently some credence to the

thoug ht th at the military departments ’ parochial interests

are best served by allowin g some degree of imprecision to

exist , especially if one accepts the premise tha t a perfect

stand-alone document is virtually unattainable under any

circumstances.
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1. Population Data

Re serve component training data suffer from unclear

g u i d a n c e. Wi th respect to inactive duty training (IDT ) and

annu al training (AT) the AAA found installations reporting

no man days desp ite IDT having been performed , rep orting IT

man days for only battalion size or larger units , and report-

in~ in some cases  tD T man days p e r f o r m e d  a t  R e s e r v e  C e n t e r s

and at the h o s t  in st aila t ton m d  tn other cases oni v i t  the

last - L il a t Lo n. [20 . p . 
~~~]

Severa l oth e r au dtt f:n~i in g~ r e - u l t e d  either from

erroneous Arm y sup~~ieme :ita1 ~u ~.Jance ~e . g .  , to inclw.l e

student AP L in the -\FT.\ pop u l a t t o n )  or , m o r e  c o m m o n l y , from

ba ses fa I in g to fo 1 lew the PCP gu t lance cons i s tent Iv . 11

n J •\n ex .un~’ e o f t he a or i s  inc 1 tic in -n iii a rv and

c i v i l i a n p e r  n n e l  ‘ -.ho ~cr’,-e i t  A rme d Forces bnt ran ce and

•~ in ii n o •~~ tat t ~ us ~. L ES :i the is a 1l.i t ~n p0 nu 1 a t en

~~~~~~~ oxc hid~ ng the ;\b iiES Si~S c e - t ~ and real pr opert y data.

::~ t h i s  c a - e  no \Fb : ~s Ja t a shoul d be tn c ltidcd tn the

insta l.~~a ti on ’ s PBFR.

T h e r e  are sever al personnel data areas requirin g

more comprehensive guidance. Group s of personnel c las si fied

as tran si ents , hospital in iti ents and pri soners at confine-

ment f a c i l t t i e s  are not tnc laded in the population data but

are r e f l e c t e d  in  BUS costs . One base w ith a personnel center

:i~~ i an  u n r e p o r t e d  a v e r a g e  d a i l y  t r a n sie n t population of - 00.

S i ;nil a i - l v , R o r :  instructors and cadets are not d e a r l y  to he

0
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included in popula ti on da ta;  ye t , the resultan t BUS costs

invariably are repor ted. [20 , p. 11-1.2 ]

Vir tually all bases have exchanges and other commer-

cial  en te r p r i s e s  [banks , dry c leaners , watch repairs , credi t

unions , etc.) which are not directly supported by the host

i n s t a l l a t i o n. The limited support rendered to such activi-

ties , e.g., utili ties , i s gener al ly  r e i m b u r s e d  to the

installation. Reporting of the employees varies from none

to a full accounting of all employees. The treatment of this

population group and its limited impact on the base ’ s BOS

cost cause this to be an area susceptible to wide over or

under-statement of workload.

3 . Cost Data

As prev ious l y exp la ined , the acquisition costs of

BUS equipment f u n d ~ d by the procurement appropriation were

o m i t t e d  f r o m  the  A r m y  BOS cost. Althou g h clearly contrary

to t h e  D U D g u i d a n c e , t h e  Arm :.- c hose  to use its own orienta-

tion , and not without some very good reasons. In this

i n s t a n c e  the  c l a r i ty  of the  gu i d a n c e  is no t  in question but ,

rather , th e fundamental concep t underlying the guidance.

Mil itary Construction (MILCON) costs are an area

f r a u ght with imprec ision. The definition for column 6

• (MILC ON N o t  C o m p l e t e d )  and co lumn 7 CFive Year Defense Plan

( F Y D P )  M I L C O N )  a r e  found  in Append ix C. The f o r m e r  is used

to report the cos t  of a l l  ~I I L C O N  p r o l e c t s  w h i c h  have been

approved , funded by an appropriation , and started but not

complet ed for the RFY and the two preceding years. The FYDP
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• MILCON column con tains the cost of MILCON projects authorized

in the FYDP , funded , but not yet started.

The AAA found that some installations interpreted the

guidance to apply only to MILCON projects funded by other

than O~M appropria tions. By excluding O~M funded minor con-

struction , the MILCON No t Comple ted da ta were unders ta ted by

as much as 21% [21 , p . 6] The same AAA report also found

that projects not started but reported were , in effect ,

caus ing bud geted values and not actual costs to be included

as M I L C O N  costs.

Inconsis tencies between the DBFR reporting guidance

( issued by DOD) and the d e f i n i ti on of FYDP M I L C O N  ( c o l u m n  
~~~)

resulted in the FY 1979 FYDP MILCON data being omitted from

the FY l97 DBFR. The reporting guidance called for includ-

ing Fl 1980 to 1983 costs whereas the  definition for column

7 required that costs for FY lY9 to 1982 be reported. The

installations followed the reporting guidance and , thus ,

• caused the omission of FY l~ 79 FYDP MILCON costs. [~~~~~? , p. ô~

4 .  Summary

A report the size and scope of the DBFR invites

errors to be made . Each service must institute quality

control procedures to minimize errors , but t h ey  will never

be completely eliminated. Consistency , wi th reasonable

accuracy , is par amount. Consistency of da ta , or the  l a c k

thereof , de termines the viability of the comparison process ,

~hich is the primary purpose of the DBFR. It does not matter

so much what is being compared as long as it is clearly
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defined and scrupulously uniform from sample to sample. The

repor ting guidance needs to be improved in the population and

cost areas to make the DBFR document more useful to external

groups , if , in f act , t h a t  is the o b j e c t i v e .

E. COMPARABILITY AMONG SERVICES , CATEGORIES
AND IN STALLATIONS

Despite the fact that the DBFR is intended to be a report

capabl e of providing comparative data , great care is neces-

sary in doing so. Inconsistencies are prevalent in the

defin ition of data elements and in the categorization of

installations. Recognizing these inconsistencies is a pre-

requisite to intelli gent use of the DBFR.

The prefatory material in the FY l9~~ DBFR cautions

against making inter-service comparisons ; the four services

are just too dissimilar in organi:ation and modus operand i .

Thi s point is well supported by the different treatment of

equ ipmen t p r o c u r e m e n t cos ts by the Army and the Navy mentioned

• earlier . In another instance , the A r m y  e s s e n t i a l ly  s u b s i d i z e s

BOS cos ts by virtue of its divisions performing BUS functions

financed by m ission funds . This is not the case in the Air

Force , where op era ti onal  squadrons  and w ings possess  v i r tually

rio BUS capability. [8] If such a critical data element as

BOS cost is not consistent among the services , then most

compar isons are of little value. And , when compar ing jus t

Army installations , the inconsistent treatment of medical

cos ts mus t also be r e c o g n i z e d .

- 
• 
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When using the report recognition must be g iven to the

lag inheren t in the data. In any year the DBFR contains

i n fo rma t ion  which was cu r r en t  as of 30 September , e.g., the

end of FY 1978. The report is published in January of the

• f o l l o w i n g  year (FY l9~ 9) and used by Congress in its hearings

during the spring and summer to influence the bud ge t fo r  the

upcoming f i s cal year  beg inn ing  on 1 Oc tobe r  (FY 1980).

D u r i n g  the fiscal year in which the DBFR is used by Congress ,

i.e., the bud get execution year (FY 1979), changes are being

made to the funding levels of the services and their instal-

lations . These changes are not reflected in the DBFR which

is being used to establish funding for the next bud get year ,

i.e. , FY 1980.

This issue is of concern not only to the services hut

also to some in Congress. [34J The problem can be resolved

during th e committee hearings process by fu rnishing data

updates as needed. Cf some relevance is the fact that , w hen

• the hearings begin , the data are orb six months old and ,

• given the leve l of magnitude at which the committees and

Congress function , only  ma jor m issi on or fund in g changes

are go in g to be per t inen t . [7 ]

Bes ide s  c o m p a r i n g  s e r v i c e s , t h e  n e x t  m o s t  o b v i o u s  b a s i s

for comparison is the IDPP category breakdown . As already

es tab l ished , the IDPPC does not comprehensively descr ibe  the

mi ssions of each installation. The Training, Medical and

Othe r category [IDPPC 508) may be the best example. Even

• when jus t t ra in ing  bases are taken alone , there  are gr ea t
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differences be tween recruit , f l i g h t and p r o f e s s i o n a l  develop-

men t training bases , to name a few . There is no simple way

to categorize installations without losing some of their

d i s t i nc t iveness .

This can be illus trated by referring back to the accoun t

of how the Senate Approp r i a t i ons  Commi t t ee  (SAC ) used median

BUS cos t per mission person to adjust various bases ’ appro-
-
• p r i at ions . The SAC used FY 197 5 da t a  a d j u s t e d  f o r  i n f l a t i o n ,

which data are not readily available. But , by us ing the data

in the Fl 1977 D B FR , the f a l l a c y  of c o n s i d e r i n g  one ID PPC as

a homogeneous  e n t i t y  can be illustrated. Table VII lists

four sub-c ategories of IDPPC 508 , composed of the ei ght hig h

• cost installations identified by the SAC. This table com-

pares the med ian BOS cost per mis sion person for category

308 as a whole with the median cost per mission person in

each of those four sub-categories. The differences between

the  c a t e g o r y  and sub-categor y median costs are substantial

in some c a s e s .  C o n s i d e r a t i o n  m u s t  be g i v e n  to  the  f a c t  t h a t

some of th e sub-categories contain only a few bases that

significan tly influence the size of the median cost. Neve r-

the less , homogene ity within an IDPPC is not a supportable

a s s u m p t i o n  fo r  t h i s  and o t h e r  p r e v i o u s l y  d iscussed r easons ,

such as multiple mission bases and var zant personnel mixes.

Al thoug h the IDPP categories seem to equate to the MACOM

s t r u c t u r e , t h e r e  is not  nor  was  there intended to be a per-

fedt match. Categories .202 and 508 are illustrative. The

former is pr imarily comprised of FORSCOM posts and the

••3
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training bases in Category 508 are basically TRADOC instal-

la tions .  However , IDPPC 202 includes Ft. Story , wh ich is a

sub-installation of Ft. Eu s t i s  which  is a TRADOC post in

IDPPC 503 . F t . Meyer , al thoug h an IDPPC 02 base , is no t a

FORSCOM installation . Ft. Sam Houston , home of Brook

reg ional hospital and a major medical training facility,

would ap p ear to b e a Heal th Se rv ice Comm and ins ta l l a t i on.

In fact , it is a FORSCOM post included in IDPPC 508. The

list of similar instances is too long to duplicate here.

Sub-inst allations present another eni gma to DBFR users

try ing to make comparisons . The parent instal lation furnishes

varying degrees of support to its sub-installation depending

on the latter ’ s mi ssi on , size and geographic proximity to

the parent. Typical of the services rendered are finance

and accounti ng, civilian personnel , procurement and data

pr ocessing; all of which are also typical BUS functions. The

manpo wer , equipment , supplies and contract costs of pro viding

• t:nese services are borne by the parent installation. For

purpose s of the DBFR , the sub-installation wi l l show lower

BUS costs and manpowe r resources utili:ed , while the paren t

installation ’ s data w i l l  be d i s t o r t e d  upward .  [ 2 0 , p .  12]

Thi s is not troublesome from a funding viewpoint but it does

di spla y m is leading  information for the un aware  u s e r .  Sinc e

many sub-installations (e.g., Presidio of Monterey, Ft. Story,

Hunter Arm y Airfi eld , Camp Perry , etc.), are also listed in

the v a r i o u s  I DPPC ’ s t h e i r  i d e n t i f i c a t i o n  as s u b - i n s t a l l a t i o n s

is d i sgu i sed.  L i kewi se , there is no way to distinguish

•~~~~~~~~~~~~~~ . Th~~~ . .  - 
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those bases which support sub-installations from those that

do not.

• The h idden  combat  f o r c e s  based at some p o s t s  p r e s e n t  ye t

another difficulty when compar ing  w h a t  appear  to be s i m i l a r

installations. The fact that the population data include

those soldiers assigned to such posts aggravates the matter

rath er than clarify ing  it.

For instance , comparing Ft. Cordon , Ft. Sill and Ft.

Benn ing would , on the surface , s eem reason abl e . Th ey are

a l l  in I DPPC SOS , s u b o r d i n a t e  to TRADOC , and have  p r i m a r \ ’

m i s s i o n s  of s p e c i a l i z e d  s k i l l  t r a i n i n g .  Wha t  does no t  a p p e a r

in the  DBFR is t h a t  F t .  S i l l  a l s o  h o u s e s  I I I  Corp s A r t i l l e r y ,

c o n s i s t i n g  of thr ee b r i g a d e s , and Ft. B e n n i n g  is the home of

the  197th Infantr \- Bri gade. All the soldiers in these

FORSCOM units are accounted for in the population data , hut

the existence of the units and their equipment is not. The

AFT A , Tota l , and Mission population fi.~ures w i l  reflect the

extra people just as if t h e y  w e r e  c o n n e c t e d  to t h e  t r a i n i n g

m i s s i o n  of the  p o s t .  BUS c o s t s  w i l l  be a f f e c t e d  becaus e of

the  r ea l , b ut  h idden , mix of u n i t s  and p e r s o n n el on bas e.

For e x a m p l e , the  Corp s A r t i l l e r \ -  p o s s e s s e s  e n g i n e e r , m e d i c a l ,

maintenanc e and transportation capabilities which are

financed by mission , not BUS , funds. Therefore , t he  bu rden

on F t .  S i l l  f o r  p r o v i d i n g  t h e s e  t y p i c a l  BUS s e r v i c e s  is

reduced. None of this info rmation is at a l l  a p p a r e n t  f rom

the DBFR alone. What started out as looking like three sun-

il ar installations ends up showing marked dissimilarities.
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F. SUMMARY

The Domes t ic  Base F a c t o r s  R e p o r t  is too complex a docu-

men t to be used in a simplistic way . The idiosyncracies of

each service make any a t temp t to d i sp lay  Base O p e r a t i n g

Suppor t Costs a complex problem . Intelligent use of the

DBFR demands that close attention be g iven to the incon-

s istencies inherent in the data.

BOS cost , the premier data element , is typ ica l . The

services differ in term s of wha t they include in the total.

W ithin the Army , med ical costs are treated differ ently from

base to base , as is the  c o s t i n g  of m i l i t a r  l a b o r .  The

Popul ation data are generally reported in end -str en~-t h s ,

w h i c h  do not fully describe what the actual workload was

d u r i n g  the year. Reserve Components bring a host of prob-

lems to the  r e p o r t .  How to account  f o r  p e r s o n n e l s u p p o r t e d

at various training sites for different types of training

has been  a complicated issue —-.hich resulted in ~‘.idel varian t

r e p o r t i n g  p r o c e d u r e s .  The mix of p e r s o n n e l  and  u n i t s  sup-

ported by an installation affect its BUS requirements and

cos ts. Real property configuration , age , t ype  and utiliza-

tion all affect BUS cos t  and c o n t r i b u t e  to  the  u n i q u e n e s s  of

each inst allati on.

Inconsistencies in t he  d a t a  r e s u l t  f r o m  e r r o r s  in record-

ing and processing as well as from unclear guidance. In the

judgemen t of Army auditors the DBFR was no t  usable for making

compar i sons  be tween ins tal l at ions , so se r ious  were t he incon-

sis tencies and so numerous the errors. The extraordinary
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difficul ty in devising comprehensive , lucid gu i d a n c e was

c l e a r l y  illus trated by the request for a clarification of

how to determine a base ’ s ci ty and state.

Recognizing that the DBFR is used to make comparisons ,

cons istency in the data is crucial to the report ’s utility.

Even accuracy may be sacrificed to some extent as long as

scrupulous care is taken to preserve uniformity. Reserve

Componen t  and M i l i t a r y  C o n s t r u c t i o n  d a t a  are  the  two areas

most in need of improved reporting guidance and definition .

A multitude of issues bear on the  p r o b l e m  of c o m p a r in g

s e e m i n g l y  similar installations. The IDPPC system , jus t as

any other classification system , is susceptible to all manner

of diff iculties. Multi-mission bases are not identified;

installations within a given IDPPC differ greatly with

respec t to missions , personnel and unit m ix , etc .; and MACCM

structures - d o  n o t  coincide exact ly w ith the bases in an

I D P P C .  F u r t h e r , c o m b a t  f o r c e s  are  h~~J d en  a t  s e v e r a l  p o s t s

and p a r e n t / s u b - i n s t a l l a ti o n  r e l a t i o n s h i p s  a r e  e n t i r e l y

undisclosed.

Serious m1s repre sentat~ on will result if the DBFR is

siezed by an unwitting u s e r  and s u b j e c t e d  t o  p e r f u n c t o r y

analysis. Careful attention to the multitude of inconsis-

tencies and vagaries in the data is essential for productive

use to be made of  the  r e p o r t .
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V . USES AND ANALYSIS OF DBFR DATA

A . GENERAL

• 1 . Basic Uses

Two bas i c  uses f o r  the  DBFR are e v o l v i n g  as i t  be-

comes a more  f a m i l i a r  document  in the  C o n g r e s s  and the  D e f e n s e

Department. Primarily, the DBFR is used to make comparisons

among services , Installation Defense Planning and Programming

Cat egories (IDPPC), geograp hic regions , and installations

w i t h i n  the same I P P ?C or r eg ion. Its secondar y usage is as

a handbook of ins tallation data and management indicators .

There is a third function ~h i c h  the r e p o r t  w i l l  s e r v e  ~n the

f u t u r e  as a n n u a l  d a t a  a re  r e c o r d e d , i . e . ,  t r e n d  d f l 3jV 5 ± 5.

~se of the PBFR in its primar y role is affected by

the precau tions noted :n the pre ceding chap ter. Nonetheless ,

compar :son of insta llations is the princi p a l function cur-

r e n t l y  s e r v e d  by t h e  d o c u m e n t .  L i m t  t e d  as t h e ’-- are by the

hig hly greg -ited nature of the data , the results of such

comparison s can only be to serve as exception reporti ng

• devices , i.e., identif ying widely variant bases which dc-serve

further investi gation. Ascerta ining the reasons for the

var iance requires far more detailed information than that

found  in t h e  D B F R .

-\s a fact book , th e DBFR is useful at the Congres-

sional level of decision makin g . It does present more infor-

mat :on on more installations than any other single document.
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Ho wever , in terms of presenting an accurate picture of what

BOS costs are being spent to support , the  r epor t is d e f i c i ent .

This  d e f i c i e n c y  was t r e a t e d  e a r l i e r  in C h a p t e r  IV and recom-

mendations for improvement are enumerated in the following

chapter.

A s data are collected over time , it will become

possible to compare installations on the b a s i s  of t r e n d s  as

well as for any g iven year. The direction and rate of change

of the Backlog of Maintenance and Repa ir (3MAR) estim ates or

t u e  p e r c e n t a g e  of BCS c o s t  a c c o u n t e d  f o r  by p u r c u a s e d  -u t i l i -

t i e s  r e p r e s e n t  t h e  k i n d s  of i n f c r m a t i o n  “ . h c - c h a r e  a p p r o p r i a t e

to w a t c h  ove r  t :me. T h i s  f u n c t i o n  of the r e p o r t  w i l l  be

rendered useless if t h e  c o n s i s t e n c y  of d a t a  d e f i n i t z o n  is

not ma~ ntsined from year to -
~-ear .

2. Measurement of Eff:czenc-

Th e D3FR jttem pts to thonish info rmat ion ...hich is

u~ efu fjr -de t ermin in g e ffic:encv . There ~s no attemp t to

assess effec t iveness , sinc e no goalS or ob ect~ ves are stated.

The O Ot i J f l  of e f f : c i e n c ; . - is-cc. in tue BFP is one of compar~n g

~ns~~a l l a t i o n s  on the basis of cost per u n i t  o f  m o -u t .~here

tn~ uts are resources such as p ers cnne : or facilities. This

concept of e f f i c i e n c y , as d~ stiugu :shed from the classic

~utm ut per unit of input Jef~ n zt ion , is made necessar y be-

cause of the difficu lty in qu anttfv ~ ng output for Defense

Department ins tiila t~ ons . The contri but ton a base makes to

the preparedness of  th e defense structure is , in no way ,

reflected in the DBFR. In this respect , th e report is
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typical of others which deal wi th the notion of efficiency

in the De fense environment.

Without a quantifiable statement of objectives , the

effectiveness of installations cannot be judged. The effi-

cient base may well be an ineffective one and vice versa ,

althou gh only its efficiency rating will be apparent from

t h e  D B F R .  The assumption implicit in the DBFR is thet each

ins tallation contributes the same cegree of surport to t he

preparedness ob~ ective : some iu st consume more resources to

render that support.

it is the inte nt ion of the DUD proponent for the

DBFR to establish targets for the service s to a t t a i n .  [4 ~
Th ey w i l l  be c o v e  b r ed as m o r e  d a t a  become  a v a i l a b l e  each

ear and oerm~ t the iden tif :cat:o n o f norms on the bas is of

trend .in alv si s. n:t~~a lL v . the ~‘~:iance w i l l  be of a general

nat ure and i n d uc ed  in such co curn ent s N the P r o - g r a m  T h i e c -

i’.-es Memor anda gu idance wth ch DUD furm ~ shes the se rvices.

in st itu t : ng tar e t s  f o r  t h e  s e r v i c e s  a c c o m o i ~~shes

s e v e r a l  th in gs. It s e t s  a v i s i b l e  s t i n u a r u  hv wh~~ch their

p e r f o r m a n c e  w ill be ~nJ ged. In th:s w -iv Congress , DOD and

t h e  s e r v i c e s  ar e  a l l  o p e r a t i n ~ by th e same se t  o f  r u l e s .  if

t hose  r u l e s  are u n s a t i s f a c t o r y  to t h e  Congress , it can take

i s s ue -
... itu the D e f e n s e  D e p a r t : n c r t  and d o e s  n o t  h i v e  to d e a l

w ith each m il~~tarv department in add ition to the DUD.

Furth er , setting standards w j li h e lp to mo ve away

from the current sit u a t~ on in which ef fi c~ encv is jud ged in

rel ation to the performance of the spec ific group of
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installations in question. In this case , th e group may be

operating very inefficiently, but , as long as all the in-

stallations are a l l  i n e f f i c i e n t  t o g e t h e r , there will always

be a neat arrangement of bases spaced along an efficiency-

ineff iciency spectrum , g iving the illusion that some are

actuall y operating efficiently when , in fact , that is not

true .

Estab l ishing standards will not cc easy nor w ill it

he a panacea for solving the eff icienc y m e a s u r e m e n t  p r o b l e m .

Each service w ill desire (and pr obabl y deserves) its :wn set

of targets. For instance , a standa rd f-o r the rer centa ge of

personne l rerform:n g 305 fur .ct:ons ~:th respect to m issi o n

rers ans would pro ba bl y hive to ~e J~~f f e r e n t  f o r  the Arm and

the A ir Force , in v iew ot tue J~ ss:mtla r 3CTh caraoil ~~ties

ergan :c to their un::s. Li~ ewLse , tar gets tor eacu IDPPC

ae more  -u s e f u l , :n l i g h t  of t h e  u n i q u e n e s s  -a : e a c h

i n s t a l b a t i ~ n grou p in g. Notw: th st anding the se d: ffic uit:e s ,

c 1retu ~~ v -nst:tj :ea stanu ard s ~.cuL J enninc e tue ut i~~~t ’- a :

t he  DBFR for aul u s e r s .

3 .  Utili:: to L e v e l s  of  D e c : s i - o n - ’h i k e r s

I n  a ny  o r g a n i z a t i o n  t h e  i n f o r m a t i o n  ne ed s of

de c isaa n-m ak ers change ~~:t u  their posi::on wi th i n the h~ er-

arch \- . The requ :rem ents for timely and detailed data

decrea ses as the decision-ma kin g echo i o n  m o v e s  t o w a r d  the

top . As a report prima r~ lv inte n ded for Congre s sional con-

sumption , the DBFR is , and oug ht to ho , an aggregated , hzs-

tori ca l comp ili tion of information.
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Ho wever , in view of the distribution of the DBFR

r ece ives , hierarchical position is no more important than

how the  r e p o r t  is to be used .  For example , the O f f i c e  of

Management and Budget , althoug h a top level organization ,

found  the  DBFR i n a d e q u a t e  f o r  d e t a i l e d  a n a l y s i s  of the  cos ts

of prov iding BOS because it fails to identif y, among other

things , fixed and variable costs. {6~ Th is s am e l ack of

d e t a i l  d i m i n i s h e s  its usefulness for lower echelons , e.g.,

the  :n a j o r  commands  (MAC3M) and the installations .

U s e r s  w h o  can d e a l  in h i g h l y  a g g r e g a t e d , h~~st o r ~~c a l

data and who need to identif y but not explain) w:de oar:-

ances among similar :nstallat ions , w :ll find the DBFR of

value. Recogni zing the time and effort spent ifl the rrepar-

a::an of t h e  report , one is tempted to encoura ge its use on

as wi de a scale ~s poss ible. This is not effect:ve because

-a: t h e  very c~~tt erent in~ -arma t :on requ irements tounc at each

echelon. The Jetaal ed , near rea l time intorm ation w h a c h  is

• necessar ; far successful m ana gement at the instal lat ion level

is ren a-cod by increas :nglv more summar :zed and less timel y

infor mi t :an as the decision making function moves up the

hierarch y to the Defense Department and Congress.

A t the MAC3M and :nstal latio n level the value of t h e

DBFR is affected by two factors. First , there are exist Ing

reporting systems , tailored to the specif :c organization ,

whi ch h ave long dealt w i t h  t he  c o n c e p t  of 305 cost s . The

DBFR is , then , an add-on rem ort of a more  g e n e r a l  n a t u r e

w ith , in all likelihood , different definitions of terms than
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those fam iliar to the user. Second , the MACOMS and , espe-

c i a l l y , the installat ions are far more interested in managing

those aspe cts of BOS cost (however it is defined) that are

c o n t r o l l a b l e  at  t h e i r  l e v e l s .  A costly physical plant or

energy inefficient facilities are certainly of interest but

are  j u s t  as c e r t a i n l y  beyond the  contro l of the commanders

and resource managers faced with such pr oblems . These people

are  m o s t l y  conce rned  w i t h  how t o  g e t  t he  a s s i gned  l o b  done

w i t h  the  a v a i l a b l e  r e s o u r c e s .  A c t i o n s  whi ch could improve

efficienc y (e.g., m i s s i o n  changes , base real:gnmen ts) on a

m e a n a n g f u l  s c a l e  a re  w e l l  b e y o n d  t h e  p r o v ~ n ces of  i n s t a l l a -

tion managers and , t o  a large extent , their MA CO M countermai~~

B . ANALYSIS  OF DATA

1. General

S t a t i s t i c a l  a n a l ’- s : s  of v a r i o u s  t v m e s  w as  d o n e  or.

the FY 19~~ Domestic Base Factors Report d ita t-o attemo t to

isolate those elements of i n f o r m a t i o n  w h i c h  w e r e  c l o s e ly

- 

- 

correlated to the princ Ipa l item of data , BUS cost. Computer

generated anal vs~ s was performed w ith the Statistical Package

for the Social Sciences (SPSS) system of programs . [
~

] Bo th

parametr ic and non-parametric techniques were employed to

try to o v e r c o m e  t h e  p r o b l e m s  caused  by having r e l a t : v e l v

s m a l l  s a m p l e s  and by h a v i n g  to  m a k e  t h e  n e c e s s a r y  n o r m a l i t y

assumptions. Unly -\rmy installation data -w ere  a n a ly z e d  and

t h e n  o n ly  f o r  I D P P  c a t e g o r i e s  2 0 2 , 2 0 5 , and t h e  t r a i n i n g

s u b - c a t e g o r y  from IDPPC 508 (hereafter referred to simply as

I D P P C  5 ) 3 ) .
36
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Corr e la t in g BOS cos t w i t h  other variables has been

done in the Maroun and other studies. [22 , 5 , 28 1  The e f f o r t

in those cases was to develop cost estimating relationships

for each installation to use for forecasting funding require-

men ts. The DBFR is not intended to be used in that manner ,

but the idea of identify ing s t ron g r e l a t i o n s h i p s  be tween  BOS

co st and other variables is sound in either case.

If a strong relationship can be established between

two v a r i a b l e s , t h e n  some ins i g h t  i n t o  t h e  c h a r a c t e r i s t i c s  of

the  d e p e n d e n t  v a r i a b l e  is nossi b le. This is no t  n e c e s s a r i l y

a cause and effect circumstance; to assume that it is e n t a i l s

great risk. However , by examining a range of independent

variables and how well the~- correlate w:th the dependent

v a r i a b l e , a c o m p r e h e n s i v e  p r o f i l e  of  the latter can be

d e v e l o p e d .  T h : s  can be u s e f u l  f o r  d i r e c t i n g  a t t e n t i o n  to

t h o s e  a r ea s  t h a t  can better explain c a u s e  a n d  e f f e c t  or In

d e v e l o p i n g  i n d i c a t o r s  w h i c h  a c c u r a t e l ’ — - s i gn a l  a ch a n g e :n

c o n d i t i o n  t h a t  w i l l  a f f e c t  t n e  d e p e n d e n t  v a r i a b l e .

O n l y  the  i n d i v i d u a l  d a t a  e l e m e n t s  (as  d i s t i n g u i s h e d

f r o m  t h e  m a n a g e m e n t  i n d i c a t o r s )  w e r e  s c r u t i n i z e d  s t a t i s t i -

c a l l y .  C o r r e l a t i n g  t h e  r a t i o s  l a b e l e d  m a n a g e m e n t  i n d i c a t o r s

is a potentiall y m isleading exercise because of  t he  in te r -

action between the two components of the ratio and the other

v a r i a b l e , i.e., BUS cost. Also , in many cases , BUS cost is

either the numerator or denominator of the ratio making cor-

relation w i th BOS cost impract ical. The data elements con-

cerned w ith M ilit ary Construction (MILCUN) were also excluded

8~

~~~~:~~~~~~~~~~~~~~
- 

— -
~~~~~~~~~~~~~~

— - - —  
~~~~

-— - -  —--5- - -
~~~~



— - 
~-=-- —  ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ ———- -————- - - -  —-—-- —

on the basis of the previous discussion concerning their

gross inaccuracy in the FY l9’’ DBFR.

In most of the correla tion analysis BOS cost was the

dependent variable and the other data elements , the indepen-

dent variables . In one instance total energy consumption

was used as the dependent variable and correlated with

various population and facilities statisti cs.

2. Identification of Hi ghly Correlated Variables

In order to identif y those independent variables

idata elements) which showed a s t r o n g  c o r r e l a t i o n  w : t h  BU S

c o s t , an e x a m : n a t t c n  was  made  to d e t e r m i n e  i: t h e  n e c e s s a ry

assumptions about normality could b e s u p p o r t e d .  The data

elements tested are listed in  Table VIII along w ith abbre-

vi ations w h i c h  ar e  u sed  t h r o u g h o u t  t h i s  c : i a p t e r .  U s i n g  the

SPSS program Ccndescr :pt :ve , the usual Jescript :ve statistics

e . g . .  mo an , s t a n d a r d  cev iation , etc. ) ~er e  c om p u t e c  :ar each

d a t a  e l e m e n t . Th e t h r e e  g r o u p s o f  ~ns:al iat ions ~~)2 , 103 ,

• and 5 0 3 )  w e r e  t r e a t e d  as one large groun of 53 b a s e s  an d  a l s o

as sepa r a t e  g r o u n s  of in , l and 22  i n s t a l l a t i o n s , respec-

t~ ve ly . These particular categor :es were chosen because the’:

represent essentia lly two different types of bases , i.e.,

operational forces 2 0 2 )  and t r a i n i n g  -~30~~). Categor y 2)5

genera l and Reserve) was chosen to contrast w it u the act:ve

f r c e  i n s t a l l a t i o n s  in  I D P P C  2 0 2 .  Als o , t h o s e  three group-

ings are re lativ e l~- large and they represent the more common

types of installation as c o m p a r e d  w ith t h e  specialized
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Li3 ting of Data Elements (Variables)

Abbrevia tion Data Element

GENERAL FACILITIES
Acres Land Area
RP ACQCOST Real Proper ty Acquisition Cost
GSF Total Building Area in gross square feet
BMAR Backlog of Maintenance & Repair
NBRBLDGS Number of buildings on an instalition
BOS Cos t Base Operating Support Cost

G E N E R A L  POP tJ L A T I ON
AFTA Autho rized Full-Time A ss~.gned personnel
TOTPOP Total ?opulati~~n
MSNPOP Mission Poculat~~on
BOSPCP Base 0perat~~ng Support Population
J~~?NPOP Dependent Population
5 ? T D P O P  Po~~u l a t~~cn  Su p p o r t e d

Sc H O O L  ? O ? v L A T I C N
S & F  S t a f f  ; F a c u l t y
AOL Av erage Daily LDad of st~~dents
TAO T o t a l  A n r ~u a l  u t p u t  o f  stuients

S O H O O L  ~AciL :T:Es
SOB BLDG Number of School facility Building s
SCH 355’ School r~~c~~ i~~ tv Bui ldin g Area :n 3SF
SCH AC~~CO S T School Fac~~l~~ty Real Prorerty A c q ui s i t i o n

2~~st
SOB O ? C SO S c ho o l Orerat in- ; ost

M : S 3 : t N  DA TA
DIO ,BDE , 3N D~~v i s : c n , BrL ;ade , 3 s t t a l i~~n
: BT D :v , CB T B D E , : B a B N  cmbat  - Div i sion , 3r ~de , Batta lion

:jmbat Oni ts of E~~u~~pm e n t

EXPE OL ? ExFanded Oomb at Onit s of E :uipment

E N E R O ~ D A T A
T O T M 3 T  T o t a l  E n e r ; v  Consumpt ion ~n Millio n

B rLtis h Therm al L’n i t s

MAN Y~~A R S  D A T A
‘4MY

, ~4 i l i t ar y  Ma n Y e a r s  S up por te d
iv~~l~~an Man Years Sunported

C MMY~ ~‘z~~lia n ~ Milita r y M a n  Years Supported

1.’ Data ~bta~~ned frrm Army DBFR ~ n p u t .
2/ Dat a obtaine~ from HQ FORSCOM Resource Manaaem ent Reference

Book [25 and H~ TRADOc -worki ng papers [~~~~~
} .

T A B L E  L I I I
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airlif t/sealift , r e sea rch  and deve lopmen t , or supp ly  and

main tenance bases .

In each case the data showed very little tendency

toward s normality. In a normal distribution only 5% of the

data should fall outside a range of two standard deviations

on either side of the mean. Ordinarily, the dis tr i bu t ion of

data within two standard deviations can extend beyond zero

on the  x - ax i s  i . e . ,  i n t o  t h e  range of negative values)

w i t h o u t  consequenc e. Ho wev e r , none of the DBFR data can be

nega tive in value , e.g. . it is not possible to have minus

building area or a negat ive dependent population .

Examining t h e  s t a n d a r d  d e v i a t i o n  w i t h  r e s p e c t  to  t h e

mean for each variable revealed that , in most cases , ii the

data were normally dis tributed some negative valued da t a

would be pre sent. Because this £5 i m p o s s i b l e  with D B F R  var-

i a b l e s , th e  c o n c l u s i o n  w a s  d r a w n  tnat -a normal distribution

ac- d n o t  r e p r e s e n t  t he  actual data d :stri huti on. Fur t h e r

support of t h i s  c o n c l u s i o n  w as  f o u n d  by e x a m c n ~ r ig t h e  s k e w -

n ess v a l u e s  f o r  each va r ca h i~ . A gai n , 10 virtuai1~ every

case , posi tive skewness was ev zdent. The distribution was

no t symm etrical , but tailed off to the ri g ht . Finally, there

is no intuitive reason to expect that the data would be nor-

ma l l y  distributed , as they are totall y devoid of any s ense

of randomness.

In order to cope with this problem and the small

sample  s i zes , bo th the Pearson product-moment correlation

coeffic ient Lr) and two non-parametric statistics (Spearman ’ s
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rho and Kendal l ’ s tau) were computed. Correlation coeffi-

cients and levels of significance using each of these tech-

niques were produced for the whole group (i.e., IDPPC 202 ,

20 5 and 50 8) and for  each group ind ividua l ly . The re sul ts

4 
are d i sp layed  in Table s IX , X , XI  and X I I .

Both the rho and tau statistical procedures produce

coefficients expressing the degree of a s s o c i a t i o n  between

v a r i a b l e s .  { ,  p . 202-223 ) They are both based on t h e

correlation between two se t s of ranks rather than the actual

v a r i a b l e  v a l u e s , e . g .  , the relationship between the rank-

o r d e r s  of i n s t a l l a t i o n s  on t h e  b a s i s  of the  a m o u n t s  o f BUS

cost and on the basis of the sizes of their mission popula-

- - t i o n .  The Spea rman  t e s t  d e a l s  w i t h  t h e  n u m e r i c a l  d i f f e r e n c e

b e t w e e n  the  r a n k s  of the  t w o  v a r i a b l e s  b e i n g  e x a m i n e d  f o r

each installata on . Kendall’ s procedure measures association

by d e t e r m a n a n g the number of changes necessary tn the ranking

of one var :abl e to p e r f e c tl y  ali gn i t  w i t h  the r a n k - o r d e r  of

the  o t h e r  v a r i a b l e .

The correl ation between the d e p e n d e n t  v a r i a b l e  BUS

Cost and each of the independent variables is expressed 5y

the coefficients listed at the intersection of the r , rho

and tau columns and the row corresponding to the independent

variable. Significance levels are listed o n l y  if they equal

or exceed .01. The “n” column is used to identif y cases

where the number of installations analyzed differs from the

t o t a l  s i z e , i . e .  , ‘n” for the whole group . That value is

note d directly be low the title of each table , e.g. , (n=55).
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Correlation Coefficients for IDPPC 202, 205 & 508
(n=55)

SOS Cost with Pearson Spearman Kendall
VARIABLES : n r sig rho sig tau sig

Acres .18 .18 .43 .32
RP ACQCOST 54 .92 .93 .78
GSF .92 .92 .76

46 .59 .67 .50
NSBBLDGS .83 .86 .67

.84 .93 .76
TOTPOP .89 .88 .69
MSNPOP .85 .34 .65
BOSPOP 54 .98 .98 .90
DEPNPOP 48 .35 .90 .73
SPTDPC P 54 .95 .90 .75

S&F 30 .33 .07 .1 .3 ’ .12 .32
AOL 30 .29 .12 .11 .55 .29 .45
TAO 30 .37 .04 .27  .15 .18 .17

SCH BLDG 30 .43 .02 .42 .32 . 9 .2 3
SCH 3SF 30 .17 .36 — .07 .71 — .04
ECH ACQCOST 29 .2 5 .19 . 2-6 .75 .32 .89
ScH OPCOST 30 .25 .19 .12 .52 .12 .36

3DE
BN
CBTD L7
-:B i’BDE REFER TO TABLE \ FOR MISE3ON :ATA

BTE~UIP
EXPEQUIP

TOT~IBT~O .36 .52 .79

35 .35 .89 •73
CM? 35 . 78 .74 .56

35 .38 .89 •
73

TAB LE IX
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Correlation Coefficients for IDPPC 202
(n=16 )

BOS Cost with Pearson Spearman Kendall
VARIABLES: n r sig rho sig tau sig

Acres .02 .94 .21 .42 .15 .42
RP ACQCOST .86 .79 .61
GSP .86 .86 .73
BMAR .50 .05 .57 .02 .43 .02
NBRBLDGS .82 .83 .65

AFTA .91 .91 .77
TOTPOP .91 .89 .73
MSNPOP .88 .37 .70
BOSPOP .99 .56 .85
DEPNPOP .37 .39 .77
SPTOPOP .36 .36 .70

3&F 9 .30 .01 .64 .06 .48 .0 7
AOL 5 .35 .72 .33 .61 .32
TAO 5 .37 .62 .08 .50 .26

S~~ 3LDG 3 .56 .12 .46 .2 1 .34 .21
SOH 3SF 3 .63 .04 .30 .43 .17 .53
SCH ACQCOST 3 — .44 .28 — .53 .13 — .39 .19
3C31 PCO-ST 3 .30 .2- 1 .77 .01 .65 .22

EDE 10 .73 .0 1  .75 .31 .63 0-2
13 .33  .63 .04  .53 .04
10 .45 .1? .41 . 24  .35 .22

~~ TBDE 10 .3 0 . .06 .6-3 .33 .58 . 33
~~TBN 13 .79 ~33 .33 .55 .33

10 .60 .26 .50 .14 .38 .13
EXPEL ~U P  13 .66 .24 .62 .25 .47 .36

TOT~~TU .80 .77 .63

MMY 12 .37 .79 .61
12 .31 .66 .34 .01

~ e4Y 12 .38 .78 .61

TABLE X

_ _  - — -~~~~~~~~-- ~~~~~~
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Correlation Coefficients for IDPPC 205
(n=17)

BOS Cost with Pearson Spearinan Kendall
VARIABLES : n r sig rho sig tau sig

Acres — .12 .64 .14 .58 .27 .68
RP ACQCOST 16 .64 .72 .50
GSF .70 .68 .51
BNAR 8 .70 .05 .82 .01 .69 .02
NBRBLDGS .75 .70 .53

AFTA .76 .34 .66
TOTPOP — .10 .71 .05 .83 .31 .93
MSNPOP — . 2 4  .34 — .09 .74 — .36 .~~4
BOSPOP .98 .83 .74
DEPNPOP 1]. .30 .98 .70 .02 .45 . 5
SPTDPOP .45 .27 .35 .64

3&F - - -

AOL - - -

TAO - - -

SCH B L G  - - -
SCH -3SF — - -

SCE AC~ CCST — - -

SCSi CPC CS T - - -

BCE - - -

BTD :7 - - -

C3TBCE - - -

BTBN - - -

BTEçTJ ? - - -

— - —

TCT~~~T’3 .79 .75 .60

MMY 4 — .35 .95 .20 .30 .00 .39
4 .12 .37 .80 .20 .67 .17
4 .95 .05 .23 .30 .0-0 .99

TAB LE ~ I
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Correlation Coefficients for IDPPC 508
(n=22)

BOS Cost wi th Pearson Spearma n Kendall
VARIABLES: n r sig rho sig tau sig

Acres .30 .17 .89 .74
RP ACQCOST .33 .96 .85
GSF .95 .95 .82
BMAR .64 .69 .52
NB RB LDGS .37 .94 .81

AFTA .33 .35 .68
TOTPCP .89 .90 .76

~,i$NpQp .84 .36 .72
3CSPOP 20. .35 .98 .90
2EPN P CP 2 1 .32 .90 . 71
SPTDPOP .67 .34 . 71

S&F 21 .73 .80. .59
AOL 21 .36 .70 .51
TAO 21 .74 .78 .56

S~~~~~ BLDG 2 1 .70 .36 .66
SCH 3SF 20. .42 .05 .42 .26 .29 .36
SCSi AC~~~C0ST 21 .52 .31 .65 .44

SCSi -090053 21 .65 . 6 .37

BCE - - -

3N - - -

- - -

~~TBDE - - -

~~ThN - - -

— — —
— — —

TCT~BT’3 .33 .~ 2

1) .35 .39 .77
13 .74 . .33
19 .9 1 .91 . 8

‘ABLE \ 1
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For instance , RP ACQCOST data were not included in the DBFR

for one of the 55 installations addressed in Table IX so the

number 54 appears in the “n” column for the RP ACQCOST row .

A dash is used to denote the case where data are

missing for every installation in the IDPPC. This is illus-

trated by the Training (S~F , ADL , etc.) and Mission (BDE,

CBTDIV , etc.) data in Table XI. IDPPC 205 (Guard and Reserve)

bases , as listed in the DBFR , report no such information.

The independent variable for Divisions CDIV) is omitted in

all cases because there are no non-combat divisions and to

list the DIV and CBTDIV variables would be redundant.

Coefficients for the Mission data (BDE , CBTDIV , etc.)

are found only in Table X because the DBFR reports this infor-

mation only for IDPPC ~02 bases. Therefore , to list the

coefficients in the summary table (Table IX) would be mis-

leading. The significance of the Expanded Combat Equipment

(EXPEQUIP) in Table X is discussed later.

• Choosing the most highly correlated variables was

initially accomplished by setting minimum acceptable values

for r , rho and tau as well as for the levels of significance.

The value set for the Pearson r was .75 with a significance

of .05 or less. Squaring r then results in a coefficient of

determination (r) of .56 , which means that at least half of

the variation in BOS cost is being explained by the indepen-

dent variable. The significance level sets the point at

which decisions are made about whether to accep t or reject

the hypothesis that the two variables are correlated .
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Since the purpose of this analysis is only to identify strong

intra-variable relationships , these coefficient and signifi-

cance values are sufficient. If development of cost estimat-

ing relationships was the obj ective , values of r approaching

.9 would be in order; as is the case in the TRADOC Resource

‘1 Factor Handbook. [28]

The two non-parametric tests , being rank-order based ,

have different standards than the Pearson test. Generally

speaking , if the significance level is low , the actual rho

or tau coefficients can be of a lesser magnitude than the

Pearson r and still indicate a strong correlation . Also , the

Kendall tau is a somewhat more rigorous measure than Spearman ’s

rho ; hence it shows somewhat smaller coefficients. The mini-

mum acceptable values were set at .55 for rho and .50 for

tau , with significance levels of .05 or less for both.

Selection of those independent variables strongly

correlated with BOS cost was accomplished using the foregoing

standards . If the correlation coefficient and significance

level expressed by Kendall ’s tau exceeded the standard for a

variable , that variable was examined agains t the Spearman ,

then the Pearson statistics , in that order. If the variable

exceeded the minimum standards for all three tests , it was

determined to be well correlated with BOS cost. If the

results were not consistent or if the relative ranking of

the variable was unclear , other factors were considered.

Specifically , sample size (i.e., the “n” value) and the

relative magnitude of the three coefficients were taken
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into account. The smaller the sample , the more reliance

was placed on the non-parametric statistics . Some intuitive

judgements were also made on the basis of general knowledge

of the DBFR data and the various installation groupings.

For example , the AFTA population variable is probably better

correlated with IDPPC 202 bases than Category 508 because it

excludes student population data and students comprise far

less of the total population at General Purpose force bases

(IDPPC 202) than at Training bases. Likewise , the TOTPOP

variable is better correlated with IDPPC 508 bases. This

judgemental analysis is supported by the statistics.

Table XII I portrays the results of this selection

process by listing the variables in order of correlation

strength . Only the five most highly correlated variables

are listed; beyond that the relationships become too tenuous

to ascribe any significant degree of correlation , even though

all three tests were used. In some cases there were not five

variables from which to choose (e.g. , School Population) or

less than five met the minimum standards , e.g., Mission Data.

The data elements shown in Table X III demonstrate

some strength of relationship with SOS cost. Care must be

taken not to infer that this relationship indicates cause

and effect. Hig h correlation does not mean that a change in

the independent variable causes a change in the dependent

variable CBOS cost) . Althoug h this may be true in individual

cases , that is not what is being measured by correlation

analysis.
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Best Correlated Variables
(ranked)

IDPPC 202, IDPPC 202 IDPPC 205 IDPPC 508
205 & 508 

__________

GENERAL FACILITIES

GSF GSF NBRBLDGS RP ACQCOST
RP ACQCOST NBRBLDGS GSF GSF
NBRBLDGS RP ACQCOST RP ACQc OST NBRBLDGS

BNAR

GENERAL POPULATION

BOSPOP BOSPOP BOSPO P BOSPOP
?~PTA AFTA AFTA TOTPOP
SPTDPOP DEPNPOP MSNPOP
TOTPOP TOTPOP SPTDPOP
MSNPOP MSNPOP DEPNPO P

SCHOOL POP~JL ATION

NONE ADL N/A S&F
TAO
ADL

SCHOOL FACILITIES

NONE SCH CPCOST N/A ScH BLDG
SCH OPcOST

MISSION DATA

N/A BDE N/A N/A

~~TBN

~~TBDE
BN

MAN YEARS

~ lMY ~ 4MY N/A O~4Y
MMY
Q4Y

ENERGY DATA

TOTMBTU TOTMBTU TOT~~TU TOTMBTU

TABLE XI II
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The listings in Table XIII are useful in a number of

ways. They tend to focus on the same data elements in each

category . For example , gross square footage CGSF) of build-

ing space, number of buildings (NBRBLDGS) and real property

acquisition cost CR? ACQCOST) appear in all four categories ,

whereas Acres does not appear at all and backlog of mainten-

ance and repair LBMAR) does so only once. This could ind i-

cate data which mig ht be dropped from the DBFR (e.g., Acres)

or added to it , e . g . ,  number of b u i l d i n g s .  Also , the consis-

tency with which a variable does or does not appear under

each group and i ts rank order p o s i t i o n  in each group is an

ind ica tor  of the s i m i l a r i t y  among the ca t ego r i e s . The pre-

v iously  ment ioned  AFTA-TOTPOP d i f f e r e n c e  between ca tegor ies

202 and 508 is a good example. Likewise , dependent popula-

tion CDEPNPOP) is ranked higher for IDPPC 202 than for

category  508 , where it ranks last. The transient nature of

the training environment places many students/t :ainees at

bases temporarily, and without dependents. Such posts have

less extensive facilities to service the dependent population.

Category 202 bases , on the other hand , have a much more

static population , with the likelihood of a greater propor-

tion being married and having families. This factor appar-

ently raises DEPNPOP to a stronger relationship with SOS

Cost than either Total or Mission Population .

The recurrence of data elements in each category

suggests that a more comprehensive treatment might be appro-

pr iate. Obvious ly GSF is a strongly correlated variable.

$ 
100
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Additional square footage measures that could be added

include space for active/inactive facilities , troop housing!

family housing , new/old construction , and mission/support

facilities.

As indicated by the word “None ,” there is no signif-

icant correlation for either school population or facilities

for the combination of IDPP categories. Inclusion of all

three schoo l population data elements in IDPPC 508 demon-

strates the uniqueness of the training environment as compared

to the general purpose bases. As can be seen from Table X ,

the average daily load (ADL) fo r  ca tegory  2 0 2  is only tenu-

ously  des ignated  as a s t r o n g l y  cor re la ted  v a r i a b l e  because

of the small  sample s i z e .  The re fo re , the use of th i s  and the

other school related data elements must be used with great

care for IDPPC 02 bases.

The ranking of variables in the Mission Data group is

more subject to dispute than any other group . Clearly, the

combat division CC BTDIV) has no meaning ful correlation.

Beyond that , little else is clear. Combat , as opposed to

non-combat units appear to be more strongly related to BOS

cost for reasons not altogether apparent. In only one of the

ten IDPPC 202 bases is there a difference between the number

of non-combat brigades CBDE) and combat brigade s (CBTBDE).

Ft. Bragg reports four of the former and three of the latter ;

in every other case there is no difference. Although corre-

lation coefficients for BDE and CBTBDE differ , they are
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essentially the same data element. However , whether CBTBDE

or CBTBN is more strongly correlated with BOS cost is not

clear.

One means of focusing on those management indicators

which are most revealing about a category of bases is to use

the listing of best correlated variables. For example , the

ratio of building area CGSF) to total population (TOTPOP) is

probably more descriptive of IDPPC 508 bases than General

Purpose bases because TOTPOP is more strongly correlated

with BOS costs of category 508 installations than it is with

IDPPC 202 bases. Further , thi s approac h can be used to

identify new indicators that could be included. In the

example just given , an indica tor composed of gross square

footage (GSF) of building area per person in the AFTA popu-

lation seems to be a log ical addition on the basis of the

strength of the AFTA variable with respect to BOS cost. The

DBFR does not currently contain a building area management

indica tor on the basis of the AFTA population.

There are various uses to be made of the information

in Table XIII . Suggestions concerning the addition or dele-

tion of certain data elements can be made from the consistency

wi th which the elements appear in each group . The rela tive

rank order posi tion of a data element from group to group

expresses the notion of similarity or dissimilarity of the

groups. Those variables which recur consis tently may be

candidates for more comprehensive treatment. The list of

best correlated variables is also useful in selecting the
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management indicators that should be most descriptive of a

particular category of installation or of the aggregation

of all categories.

• 
. 3. Analysis of IDPP Categories

Comparability among the Installation Defense Planning

and Programming Categories (IDPPC) within one service is an

assumption which must be made in order to contrast installa-

tions from the different categories. Both the parametric and

non-parame tric tests applied to this problem produced essen-

tially similar results.

Four data elements were chosen as the basis to compare

the three categories (202 , 205 and 508) because of their high

correlation to BOS cost and because they generally appeared

for each category in Table XiEi . The elements are GSF , AFTA ,

TOTPOP and TOTNBTU . The AFTA and TOTPOP variables were both

selec ted in order to use a variable which was well correlated

in all three categories. Data pertaining to school popula-

• tions and facilities and to mission units were omitted

because of their uniqueness to only one or two of the three

groups.

The parame tric tests used were the standard Student’s

T Test and the F statistic from analysis of variance . Both

statistics were again obtained us ing the SPSS programs on a

computer. The two-tailed probabilities generated by the

SPSS T-Test program are shown in Table XIV . These proba-

bilities represent the likelihood of getting as large a

difference as actually exists in the means (T statistic) and

$ 103
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Comparison of IDPP Categories

IDPPC 202~~ 205 IDPPC 202 ~ 508 IDPPC 205 ~ 508

F ~ T Statistics: F Prob/T Prob F Prob/T Prob F Prob/T Prob

GSF .000 .001 .304 .612 .000 .000
AFTA .000 .000 .001 .056 .000 .000

TG~POP .000 .001 .036 .319 .000 .000

TO’ThffiTU .000 .000 .407 .613 .000 .000

Wald - R Values R Values R Values
Wolfowitz: Table / Actual Table / Actual Table / Actual

GSF 11 12 12 21 13 8
AF~A 11 12 18 13 7
T~TPOP 11 10 12 19 13 10
TanvfflTu 11 8 12 17 13 6

S~.mmiarv: F T MV F T WW F T MV

GSF D* D S~~ S S S D D D
AFTA D D D D D S D D D
TOTPOP D D D D S S D D D
TOT~~~U 13 D D S S S D D D

I
* D different
**S sj.jular

TABLE XIV
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standard deviations (F statistic) purely by chance . The

smaller the p r o b a b i l i t y  the g rea te r  the l ike l ihood tha t  the

differences between the means or standard deviations are due

to some factor other than chance , i.e., they come from dif-

ferent populations. In this case the small probabilities

Ci.e., less than .05) are interpreted to mean that the cate-

gories whose means and standard deviations are being comp ared

are differen t from each other in a statistical sense; there-

fore , managemen t jud gemen ts abou t them should take this  in to

accoun t .

The non-parame tric test applied to the same variables

was the Wald-Wolfowit: runs test. It tests the hypothesis

tha t two s amples are drawn from the same popula t ion agains t

the alternate hypothesis that the two group s differ in any

way whatsoever. [28 , p. 136] This manually performed test

is based on the idea of rank ordering the values of a vari-

able for each group and checking the degree to which the

• combined ranking of both groups is interspersed. If the

hig hes t value of one group is immediately followed by the

highest value of the other group , and the next highest value s

are similarly arranged , and so on , both groups will be com-

pletely interspersed , assuming the group s are approximately

the same size. Conversely, if all the values of one group

• precede all the values of the second group there is obviously

no interspersion . In the former case , the interpretation is

that the two groups are similar ; in the latter case , that

they are not. Less extreme situations are evaluated by

~~~~ • _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _ _



comparing the number of runs (i.e., the number of times the

value s of eithe r group appear consecutively when placed in

rank order) actually found in the data with table values

which vary with the sizes of both groups. The results of

this analysis are also shown in Table XIV. When the actual

“r” Crun) value exceeds the table value , interspersion exists

and is interpreted to mean the group s are similar.

Analysis of the information from the two parametric

tests and the Wald-Wolfowit : test is summarized at the bottom

of Table XIV. The “ F” and “T” columns represent the two para-

metric tests and the “WW” stands for the non-parametric test.

A letter “D” stands for “different ” and “5” fo r  “ s im i l a r. ”

Clearly, IDPPC 205 (Guard and Reserve) is quite different

from both of the other categories. A great deal of similar-

ity seems to exist between the General Purpose and Training

installations. Intuitively, the first finding is acceptable;

the second is surprising.

On the basis of different statistical techniques ,

pe r t a in ing  to a few h i g h l y  cor re la ted  v a r i a b l e s , Gu a rd and

Reserve i n s t a l l a t i o n s  are s t a t i s t i c a l l y  d i f f e r e n t  from both

General  Purpose and Tra in ing  bases.  No such conclus ion  can

be drawn about IDPP categories 402 and 508. Therefore , any

comparisons of bases mad e hetween these three groups should

be made with these results , however limited by the scope of

the data examined , in m ind.
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4. Development  of an I n s t a l l a t i o n  p r o f i l e

One method of portraying the profile of an installa-

t ion is to select  ce r ta in  meaningful variables (data elements

and management indicators) and plot the installation ’s rank

within its category for each variable. A refinement of this

procedure can be made by selecting the most efficient , median

and least efficient bases (on the basis of BOS cost per

mission person) in the category and plo tting their rankings

for the same selected variables. Any other single installa-

tion can then be compared to these three to illustrate which

H variables tend to mirror those of the most efficient base

and which tend to reflect the ranking s portrayed by the least

efficien t base. Identify ing what seems to contribute to

inefficiency is the first step towards rectifying the problem.

An example of this type of display is seen in Figure

2 u s ing  IDPPC 202 data. Forts Hood , Campb ell and Wa inwr i ght

(deno ted in the figure by the letters H , C and W , respec-

• tively) were selected to represent the most efficient , the

median and the least efficient bases , in that order. Ft.

Hood was chosen over Ft. Hunter-Liggett (actually the most

efficient base) because the latter ’ s efficiency is a function

of its sub-installation relationship with Ft. Ord , whereas

Ft. Hood is a major , parent installation. Ft. Campbell was

chosen as the median post because its median BOS cost per

mission person was closest to the category median. Ft.

Wainwright is clearly the least efficient.
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The scale at the bottom of the figur e represents the

16 bases in the category . Depending upon what variable is

being used , the number one (left most) position represents

either the highest amount or value , or the most efficient .

Magnitude and efficiency diminish to the right.

In most cases Ft. Hood places far to the left in

terms of its rank within IDPPC 202 for each variable. Con-

versely, Ft. Wainwri ght is generally at the low/inefficient

end of the spectrum . Ft. Camp bell is usually in between.

Two anomalies occur , however , for the cost of backlogged

maintenance and repair [BMAR) projects and purchased utility

costs per AFTA person . The BMAR variable for Ft. Wainwright

either represents an extraordinarily large amount of back-

logged work (espe cially for such a small installation) or a

very costly area in which to get repair work done (the base

is in Alaska) or both. The cost of purchased utilities ,

however , can easily be explained by reference to other data

in the DBFR. DBFR column 36 in the non-energy Section

reveals that Ft. Wainwrig ht ’s purchased utilities constitute

the smallest percentage of SOS cost of any installation in

its category. Furthe r, the energy related section discloses

the fact that it pays less per MBTU and has lowe r utility

costs per person than most other bases in category 202.

The value of a display such as Figure 2 is that any

base can be readily compared with the hig h , median and low

performers for any variable. The trends set by the extreme

bases are also illuminating in terms of what tends to allow
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an i n s t a l l a t i o n  to be e f f i c i e n t  or i n e f f i c i en t . F igu re  2

points to bigness in si:e and population and the resultan t

ability to spread high costs over large numbers of personnel

supported as the characteristics of an efficient base.

Even without a graphic representation , an installa-

tion profile can be developed by moving column by column

through the DBFR and comparing the target installation with

the high , median and low performers. Contrasting one base

with this category profile can be instructive in terms of

determining what changes can be made to shift its position

toward the efficient end of the spectrum .

• S. Expanded Combat Equipment

As mentioned earlier , the combat units of equipment

(CBTEQUIP) included in the DBFR are limited to tanks , armored

per sonnel c a r r i e r s  and a i r c r a f t .  Tab le  X i l l u s t r a t e s  tha t

there  is a poor c o r r e l a t i o n  between CBTEQUIP and SOS cost.

However , as an indi ca to r  of the  s i z e  of the  fo rce  located at

a base , t h i s  v a r i a b l e  is ins truc t ive . The fac t tha t classi-
• fication standards preclude breaking the data down by type

of equipment only marginally affects their usefulness.

Additional information was obtained from Forces

Command which allowed a new variable , Expanded Combat Equip-

rnent (EXPEQUIP) to be generated. [25] The numbers of air

• defense (Chaparral/Vulcan) and artillery (105mm , 155m m , and

8 inch) weapons found at each of the ten installations

reporting combat equipment data were added to the
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CBTEQUIP variable. This new variable , EXPEQUIP , was then

correlated with BOS costs to determine what changes occurred.

There was a meaningful change in both the correlation

coefficients and the significance levels , particularly for

the two non-parametric statistics CTable X). All three

tests showed a stronger relationship between EXPEQUIP and

BOS cost than had existed using the original CBTEQUIP var-

iable. The utility of the combat equipment data element can

therefore be enhanced by expanding its scope.

6. Energy Data

As described earlier , an installation profile can

be developed using the energy related data found in the DBFR.

The management indicator Total Cost per Mission Person

(column 35) would probably provide the criterion for choos-

ing the most efficient , the median and the leas t efficient

• installation . However , arranged as it is by geographic

region , each category of installations is quite diverse.

In order to mitigate the considerable differences in popula-

tion and facility mix among shipyards , schools , air bases

and laboratories , etc., supplemental efficiency criteria

should be used. The cost per MBTU (column 29) and the

consumption rates per person and per square foot of building

area Ccoluinns 30-32) are indicators that would suit that

purpose.

The reg ions used in the DBFR are Census  Bureau

regions. As such , they appeared to be less than optimal in

terms of defining climatic regions with respect to determining

11].
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utility requirements. A test was performed to determine if

a more climatolog ical reg ional breakdown could be developed .

The criteria for determining which regional group ings were

better was the range between the max imum and minimum values

for each of the following four variables : cost per MBTU ,

MBTU consumption per to ta l  and per miss ion  popula t ion , and

per MBTU consumption gross square feet  of bui ld ing  area.

The regional  breakdown w i t h  the smallest ranges would pre-

sumably be the more precise and , therefore , the more usefu l

when comparing installations within the same region .

The new breakdown was derived using the average

degree day r a t ings  for  each state. The number of degree

days is the d i f f e rence  between 65 degrees Fahrenhe i t  and the

dai ly mean t empera tu re .  For example , if the mean temperature

is 60 degrees then tha t  day gene ra t e s  f i ve  degree days of

heating requirements. When the mean daily temperature

exceeds 65 degrees , no degree days are produced.

State degree day averages were obtained from the

Handbook of Degree Day Data for the U.S. [11 Using these

data and map s of the United States displaying isothe rmal

lines , a new regional structure was established by degree

- I day range. [15] Table XV lists the states according to the

new regions.

Comparing the ranges of the four variables from the

DBFR nine-reg ion breakdown with the new eight-region break-

down reveals mixed results (Table XVI). Tighter ranges are

found in the DBFR regions for cost per MBTU and consumption
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Regions by Degree Day

Region Number of
Numbe r Degree Days States ii’. each Region

1 0 - 2500 Florida , Georg ia , Alabama , South Carolina,
Texas , Mississippi , Louisiana , Puerto Rico ,
Hawaii

2 2500 - 3500 North Carolina , Arizona , Arkansas , Tennessee ,
California

4
3 3500 - 5000 Virginia , Kentucky , Missouri , New Mexico ,

Delaware, Maryland , West Virginia , Oklahoma

4 5000 - 6000 New Je r sey , Pennsylvania , Ohio , Indiana ,
- - Illinois , Kansas , Connecticut , Utah , Nevada ,

Oregon , Rhode Island , Washington

5 6000 - 7000 Colora do , Iowa , Nebraska , Massachusetts , New
York

6 7000 — 8000 Idaho , Michigan , South Dakota , Wisconsin ,
Wyoming

7 8000 - 9500 Ma ine , Montan a , Minnesota , New Hampshire ,
Vermont , North Dakota

8 9500 Plus Alaska

TABLE XV
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Selected Variable Ranges, by Region

DBFR Number Cost per MBTU per MBTU per MBTU per
Region of Bases MBTU ($) TOTPO P MSNPO P GSF

1 2 .16 136.4 181.3 173.9

2 5 1.72 151.1 335.4  103.6

3 3 2 . 3 3  290.3  412.3 138.7

4 4 1. 19 146.7 329.7  99.1

5 17 4.69 204.5 218.4 254.~
6 5 2. 73 85 . 3  127.8 128.4

7 6 3 .28  72.9 110.2 1359. 7

8 1 Q 0 0 0

9 12 7 .22 740.9 1209.9 410.1

AVERAGE : 2.91 228.5 365.6 333.5

Mew
Region

1 16 6.10 112.4 153.1 1373.6
2 9 5.61 116.0 118. 7 188.0

3 12 4.65 197.1 210.5 226.6

4 9 3.40 304.0 38 5 . 3  168.4

5 6 3.12 153.8 181.3 173.9
6 1 0. 0 0 0

7 0 No Installations

8 2 .4 5 377 .8 592 .8  49. 1

AVERAGE : 3.88 210.2 273.6 363.3

TABLE XVI
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per square foot , but in the eight-reg ion breakdown for both

of the consumption per person variables. The results are

inconclusive for several reasons. First , only the 55 Army

installations previously addressed are included in this

analysis. They represent 14% of the 394 bases listed in the

DBFR. A lso , those 55 bases are unevenly distributed among

the regions  in both  the DBFR and the new breakdowns.  Fur-

the r , the total utility costs and consumption rates are not

entirely dependen t upon climate; some portion is used for

lighting, operation of tools and equipment , etc. Therefore ,

degree days are only one factor which affects utility usage.

Although a breakdown based upon some climatological

criterion is intuitively superior to a demographic regional-

i:ation , the analysis performed does not clearly support that

hypothesis. Several reasons for this have been stated. More

comprehensive analysis may produce additional data which will

either support the current DBFR breakdown or suggest a dif-

• ferent one which places installation s in more common , and

tightly defined , climatic regions.

The amount of energy consumed at an i n s t a l l a t i o n  is

of in te res t  from a cost and conserva t ion  s t andpo in t .  In

order to identify variables which are strongly related to

energy consumption , correlation analysis was done using Total

Mil l ion  Br i t i sh  The rmal Uni t s  (TOTMBTU) as the dependent

var iab le  and several other data elements as the independent

var i ab les . The s t r e n g t h  of the r e l a t i o n s h i p ,  expressed in

corre la t ion  coe f f i c i en t s , between the pa i rs  of va r iab les  can
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be useful  in exp la in ing  the charac te r i s t i c s  of an instal la-

t ion ’ s energy consumption pattern and possible ways to change

that pattern .

Table XVII contains the results of the correlation

analysis. The tests , minimum acceptance standards , and table

notation are all identical with those used earlier in Tables

IX through X I I .  Again , only significance levels equal to ,

or greater  than , .01 are noted . A l i s t i n g , in rank order ,

of the variables most strongly correlated with TOTMBTU

consumption is found in Table XVI II .

In general , all five population variables (AFTA ,

TOTPOP , etc . )  showed a s t rong  c o r r e l a t i o n  w i t h  energy con-

sumption , although the ranking in order of s t r e n g t h  var ied

among the ca tegor ies .  Only ID PP ca tegory  508 (Training)

installations exhibited meaning ful correlations with the

school facility and population variables , whereas no sig-

nificant correlation existed for these variables in the four

aggregated categories or for IDPPC .02 , which has only a few

bases with training missions . The implication is that some

minimum level of training activity must be present within an

IDPP category before a strong relationship to energy consump-

tion is recognized. This notion of magnitude equating to

c o r r e l a t i o n  s t r e n g t h  seems to be suppor ted  in the M i s s i o n

Data variables. The battalion (BN) and bri gade (BDE ) van-

abl es , which rank hig her than the combat b a t t a l i o n  and

bri gade variables , represent more units than their combat

counterparts .
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7. Man Year Data

The DBFR uses end-of-year personnel strength data

primarily. Man-year data , as was explained in the preceding

chapter , are better indications of workload supported by an

installation over the course of a year. To test the hypoth-

esis that man-year data are satisfactory measures of workload ,

they were subj ected to the same correlation analysis as the

various popula tion data elements found in the DBFR.

Examination of Tables IX throug h XIII , XVII and XVIII

reveals that the three variations of man-year data exhibit

reasonably good correla tions with BOS cost and levels of

energy consumption. Generally, the combined civilian and

mili tary man-year LCMMY ) variable demonstrated a stronger

r e l a t i o n s h i p  w i t h  the dependent variable than either the

civilian or milit ary man-year (CMY or M?vtY ) data elements

alone . Between these  two , however , m i l i tary man years  con-

sis tently exhibited a higher correlation coefficient and

lower s i g n i f i c a n c e  l e v e l s .  F i n a l l y , the man-year variables

were comparable to the end strength variables used in the

DBFR in terms of strength of relationship with the dependent

v a r i a b l e .

8. Summary

This chapter proposed various ways to use the DBFR

and reported the results of statistical analysis performed

on the data. Correlation techniques were employed as a means

- of improving the understanding of BOS cost as it relates to

other data elements. Non-parametric tests were performed in
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• addition to parametric tests to help compensate for small

sample s i zes  and lack of data no rmal i ty .  An ana lys i s  of the

statistical similarities and differences among the IDPP

categories was also accomplished using parametric and non-

p arametr ic  techniques .

One way to display data to produce an installation

profile with respect to the hig h and low p e r f o r m i n g  bases in

a category was demonstrated. The improvement in correlation

be tween the combat equipment and BOS cost which resulted

f rom expanding the definition of combat equi pment  was a l so

illus trated.

Energy da ta are trea ted in sever a l ways . Su gges tions

for  compar ing ins ta l la t ions on th e bas is of ener gy re la ted

da ta are followed by a test of the effectiveness of the

regional breakdo wn of installations used in the DBFR. A

co r r e l a t ion a n a l y s i s , iden t ical to the one pe r fo rmed  ear l ier

with BOS cost , was done with total energy consumption as t~ie

• dependent variable. Finally , the value of us ing man-year

L population data as compared to end-strength data was

addressed.
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VI . RECO~ v1ENDATIONS AND CONCLUSIONS

A. GENERAL

This concluding chapter deals with recommendations for

imp roving the Domestic Base Factors Report. They are

arranged in six categories re la ted to cost , population ,

facilities , m i s s i o n , and energy  da ta and to genera l  adm in-

istrative or format issues. Each recommendation is based

on material presented earlier , primarily from Chapters IV

and V . T h e r e f o r e , only brief comments accompany each recom-

menda t ion.  ~In connection wi th each recommendation , the

reader is referred to the pertinent section in an earlier

chapter where the analysis supporting that recommendation is

discussed) . Following th i s  section is one containing broad

concludin g remarks about the DBFR.

Recommendation s to delete data elements or management

indica tors are made sparingly. The focus of this thesis was

on the Army portion of the DBFR , and then on only three IDPP

categories. The effect on the remaining Army categories and

on the sections dealing with the other services of remov ing

data from the report cannot , therefore , be evaluated . Sug-

gestions to add data are made more frequently, however , on

• the grounds that significant benefits accrue with respect to

the categories of installations studied and no ill effects

on the remaining parts of the DBFR are likely.
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B. RECOMMENDATIONS

1. Cost Data

a. Costing Military Labor

Either the service-wide average officer/enlisted

rate method or the standard rate-by-grade metho d should be

e s t a b l i s h e d  as the sole means of determining military labor

costs in the DBFR. ~cf. Chapter IV , section 3). Althoug h both

me thods are satisfactory , the latter method y ields more accur-

ate resul ts . Ho wever , it is also somewhat more time-consum-

ing to apply. Use of only one method ~i L1 prevent inconsist~~t

treatment of military l a b o r  cos ts .
I
’

b. Medical Costs

Medi cal c o s t s  borne by an i n s t a l l a t i o n  should  be

c l e a r l y  id e n t i f i e d  in a new s e p a r a t e  d a t a  e l e m e n t  co lumn as

e i t h e r  a d o l l a r  amount or a percentage of BOS cost. ~c f .  Chap-

ter Iv , sec tion B) This cost should remain part of the

installa tion ’ s 3CS cost fi g u r e , but i ts existence oug ht to

be recognized because it is a substantial amount of money and

is not common to all installations. Identification of medical

costs will facilitate comparisons of installations ~hich are

really alike.

c. Investmen t Costs

All investment costs should be separated from the

BOS cost amount used to assess installation efficiency. ( c f .

Chapter IV , section B) Investments in equipmen t should be

treated the same as investments in military construction.

Equipment costs should be identified in a new separate data
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elemen t column . As one-time costs , nei ther construction nor

major equipmen t investments should be included in the BOS

cos t currently listed in column 9 of the DBFR. To do so

makes the comparison of installations very difficult because

not all bases will have incurred  investment costs in a given

year. Further , judgements about efficiency of operation are

more mean in g f u l l y  based on recurring , not one-time , costs .

d . Sub- Installation Relationships

A notation should be made for every installation

li sted in the DBFR to indicate whether it is a parent or a

sub-installation. cf. Chap ter IV , section E ) The impact on

BOS cost for both types of bases is significant and should

be recognized. If each installation were assi gned a number

and a new data element column inserted , a sub-installation

would displa y its parent ’ s n u m b e r  and the paren t would  d is-

play a u n i q u e  c h a r a c ter or letter. BOS costs are affected

by a parent sub-installation relationship and the fact that

this si tuation exists should be known .

. Population Data

a. Man Year Population Reporting

Popula t ion da ta expressed in man years  should  be

included in the DBFR.  (cf . Chap ter IV , section C .l and Chap-

ter V . section B. ~) As a minimum , the current Total Popula-

tion figure should be stated in man years rather than end

strength terms because it is the most comprehensive measure

of workload supported in the report. Any such data should

include separa te listings for civilian and military man years .

l 4
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Man year data are superior to end strength data because they

more accurately reflect workload over the whole course of

the reporting period.

b. Popula tion Mix Repor ting

Some indication of population mix should be made

apparen t in the DBFR. Ccf. Chapter IV , section C.l) Emphasis

should be placed on differentiating between permanent party

personne l (military and civilian) , transients (students ,

trainees , new enlistees , etc.) and Reserve Component person-

nel. The population mix affects the BUS costs of an instal-

lation and also differentiates installations which otherwise

seem sim ilar and , therefore , it should be disclosed in eithe r

the DBFR or in accomp anying documentation.

c . Common Personne l Measure

Considera tion should be given to the establish-

men t of a common measure in which all personnel  suppor ted by

an installation could be expressed by use of appropriate

fac tors or weig hts. (cf. Chapter IV , sec t ion C . l )  I f  al l

categories of personnel were converted to a common measure

(e.g., military permanent party) , population mix effects

would be removed from comparisons of installations on any

basis concerned wi th personnel , e.g. , BOS cost per mission

person. Use of such a factor would e l imina t e  the need to

implemen t the previous recommendation regarding population

mix. Theore tically, the use of a factor is a sound way to

cope wi th the population mix issue . However , the feasibility
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of developing an accurate factor is unknown ; hence , the

recommendation is only to consider its use.

d. Post Exchange and Commercial Activity Personne l

Personnel  employed by post  exchanges and commer-

cial activities should either be included in the Population

Supported data for the installation (or sub-installation) at

which they work , on a factored basis , or be explici tly

excluded from the DBFR. (cf. Chapter IV , D.2) Reporting all

such personnel would probably overstate the significance of

the workload supported because of the l imi ted  BOS suppor t

rendered to the activities that employ them . If the develop-

inent of an accurate factor would be impractical , the explicit

exclus ion  of these people would at  least  assure cons i s t ency

among installations and , in vie w of the l imi ted magni tude of

such opera t ions . would have li tt le impac t on re la t ive accuracy.

e. Reserve  Componen ts

Revised  guidance should be issued which will

clarify the installation ’s responsibili ty to report training ,

suppor ted by the installation , of all reserve , National Guard

and ROTC personnel from any service. (cf. Chap ter IV , D . 2 )

The individuals should be accounted for regardless of the

size of the uni t to which they are assigned for training and

without regard to whether the training is their Inactive Duty

Training LIDT) or Annual Training (AT). Unless all personnel

who train at facilities supported by the ac t ive Army ins tal-

lation are reported , that installation ’s workload w i l l  be

understated.
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f .  Percentage of M i l i t a r y  in the BOS Popula t ion

Either column 19 , Percentage Military of BOS

Personnel , or column 33 , BOS Mili tary Personnel per Total

BOS Population , should be eliminated. The information in

these two columns is redundant.

3. F a c i l i t y  Data

a. Number of Buildings

The number of buildings located on the acreage

r epo r t ed  in Land Area  should  be added to the  DBFR.  ( c f .

Chapter V , section B. ) This information is readily avail-

able , because it is required from the services in their input

to DOD . The number of buildings , in addi tion to the Building

Area data , help portray a more accura te profile of the indi-

vidua l installation.

b. Backlog of Maintenance and Repair

The c u r r e n t l y  used t o t a l  Backlog of Ma in t en ance

and Repair (BMAR) cos t should  be r ep laced  w i t h  the t h r e e

- 
. BMA R figures required of the services in their input to DOD ,

i.e., BMAR Bu i ld ings , BMAR Utilities , and BMA R O ther . ( c . f .

Chapter IV , section C. 2) This expansion will allow for a

better understanding of what type of facilities at a base

are mos t in need of repair. Also , i t w i l l  improve the accur-

acy of the managemen t indica tor , BMA R per gross square foo t

of building area Ccolumn 38), by permi tting the use of the

BMA R Building cos t instead of the total BMAR cost.

c. Building Mix

Some indica tion of the mix of bu i ld ings  loca ted
on an installation should be included in the DBFR. (cf.
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Chapter IV , section C.2) Useful information would include

the mix of utilities and unutilized space , old and new con-

struction , and space devoted to housing (both. troop and

family) and mission related purposes. These data could be

reflected in either numbers of buildings or gross square

footage or as a percentage of total building area. The

va r i e ty  of f a c i l i t i e s  supported by an i n s t a l l a t i o n  a f f e c t s

BOS costs and should be more fully explained in the DBFR or

in some accomp anying documen tation.

d. Military Cons truction

Military Construction (MILCON) cost reporting

guid ance should  be reviewed and c l a r i f i e d  to p reven t  f u r t h e r

inaccurac ies .  ( c f .  Chapter  IV , sect ion 0 . 3 )  MILCON is an

expensive and important investment and should remain in the

DBFR .

e. Total FYDP and FYDP MILCON Costs

The management indicators for FYDP MILCON per

• mission person (column 26) and FYDP cost per mission person

(column 27) should be eliminated from the DBFR . (cf. Chapter

IV , section D.3) Both indicators are five year projections

of costs related to the current year ’s mission population.

In order for these indicators to be usefu l , one must assume

that the mission population will remain unchanged and that

all of the p ro jec ted  M I LCON costs  are intended so le ly  for the

support of the cur ren t  mi s s ion , not  to accommodate d i f f e r e n t

missions planned for the future . Furthe r , one must be able

to accept these assumptions for every installation in order
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to make valid comparisons. Such assumptions do not seem

reasonable , if one examines the current situation in which

plans are and have been in operation to relocate training

facilities , billet overseas divisions , etc.

4 . Mission Da ta

a. Definition of “Combat”

The definition of “combat ,” as it pertains to

miss ion  da ta in the DBFR , should be expanded to include

cannon artillery , air defense artillery and combat engineer

functions. Ccf. Chap ter IV , C .3) This w i l l  broaden the re-

por ting of units and equipment and presen t a more accura te

pic ture of the combat powe r supported by the installation.

This expanded defini tion is in consonance with the general ly

accep ted Army definition of combat.

b. Repor ting Combat Units

All installations housing combat forces , of

br i gade s i ze  or l a rge r , should  d i s p l a y  tha t fac t in the mis-

sion data sec t ions  of the DBFR. (cf. Chapter IV , sec tions

C.3 and E) This will require adding column s 64-85 to each

IDPPC in which combat forces are found . The result will be

a more accurate portrayal of the burden supported by the

installation than is now found in the DBFR.

c. Comba t Equipmen t

The current Combat Units of Equipment data

• Ccoluinn 72) should be expanded to include cannon and air

defense artillery weapons . Ccf. Chapter IV , section C.3 and

Chapter V , section B.5) The guidance required to implement
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this recommendation will not be so difficult to prepare as

to obviate the benefit derived from having a more accurate

accoun ting of the magni tude of ma jo r  weapons sys tems suppor ted

by the installation . The current definition of combat equip-

ment is so restricted that it serves little useful purpose

and oug ht to be deleted entirely if it is not expanded . It

does not adequately express the size of combat equipment

asse ts found in combined arms forces  of today .

d. Miss ion  Codes

Pr imary , secondary and tertiary mission codes

should be developed for each installa tion listed in the DBFR.

( c f .  Chap ter I , sec tion D) Althoug h this  inform at ion is

readily available from the services ’ input to the DOD , the

coding sys tem adopted for this purpose need not be as complex

as that. A better understanding of the range of functions

supported by an installation will result if major missions

are identified to supplement the mission categorization

inherent in the IDPPC titles.

5. Energy Data

-

~ 

• a. Degree Days

The average annual number of degree days recorded

at each installation should be reported in the energy related

section of the DBFR. Ccf. Chapter V , sec t ion  B. 6) This  added

information will permit refining the energy reg ion groupings

into sub-group s of bases whose wea the r  c o n d i t i o n s  are more

nea r ly  the same and , thus , enhancing the a b i l i t y  to compare

Costs and consumption rates.
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6. Administrative and Format Comments

a. Joint  Service Conference

A joint service conference , sponsored by DOD ,

should be held to reconcile definitional differences and to

recommend further changes to the DBFR format. (cf. Chapter

IV , section D.l) After two years of working with the report ,

the services hav e developed ideas for improving the DOD

initiated reporting guidance. Formal service input regard-

ing the content of the DBFR is appropriate at this point.

b. Quali ty Control and Data Accuracy

Posi tive steps should be taken to improve the

accuracy of the data submitted b y the installations. (cf.

Chap ter IV , section D .l) The frequency and magnitud e of the

errors discovered during the Army Audit Agency audits indi-

cate that the overall accuracy of the Army inpu t is ques t ion-

able . The v i s i b i li ty this  r~ port receives and the actions

that may be based upon its contents demand the highest

• quality inpu t.

c. Reporting Data Changes

Installations s’~ould be required to report only

those data which have changed from the previous year . (cf.

Chapter III , sectiMl B) This will serve to reduce the re-

por ting burden at the installation and may also result in

improved accuracy .

d. Fiscal  Year 1968 In f o rma ti on

Data and management indicators for FY 1968 should

be deleted from future reports. (cf. Chapter Ill , section A)
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The validity of that information is uncertain and virtually

imposs ib le  to ve r i fy . Also , us ing a year of peak involve-

ment in the Viet Nam conflict as a baseline presupposes that

every installation was fully utilized and operating at maxi-

mum efficiency by taking advantage of economies of scale.

Jus t as l ikely is the possibility that great waste and in-

efficiencies were experienced because of the haste to train

and equip urgen tly needed combat forces. Therefore , unless

evidence exists to support the presumption of e f f i c i e n c y ,

using the FY 1968 data as a baseline is misleading.

e. Installation Rankings

The r ank ings  assoc ia ted wit h the managemen t

indica tors should be explicitly def ined  as re la t ing to an

efficiency - inefficiency scale. (cf. Chapter V , sec t ion A . 2 )

I t is no w lef t to the user to de te rmine , fo r  example , if i t

is more e f f i c i e n t  to have inves ted more or l ess  money in r eal

property assets per person (column 2) or to have a hi gher or

lower SOS cos t per BUS person ratio (column 30). A standard

ranking order should be established so that , for instance ,

the numeral  1 alway s indicates  the mos t e f f i c i e n t base and

the highest numeral in the category indicates the least

efficien t base.

f. Es tablishment of Standards

The concept of setting standards for various man-

agement indicators should be considered. [cf. Chapter V ,

section A.2 1 As data are accumulated over time , standards

which can be l inked to efficiency will emerge , e.g.,
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c i v i l i a n/m i l i t a r y  personnel  r a t io  in the BOS population or

purchased utilities as a percentage of BOS cost. Setting

standards will help achieve efficiency in operating instal-

lations and will clearly state the measures by which

commanders ’ and managers ’ performances will be judged.

C. CONCLUSIONS

The Domestic Base Factors Report exists because of

Congressional pressure to explain what Base Operating Support

i s and why i t  costs ten b i l l i o n  do l la rs  each yea r .  The DBFR

con tains the information that officials of the Defense Depart-

men t thought appropriate for answering those questions. On

the basis of Congressional acceptance of the report , it

appears to have accomplished its objective .

An extraordinary amount of effort and time is required

to prepare and submi t the raw data that go into the DBFR.

To try to justify that expenditure of resources by claiming

that the report also has utility at levels between DOD and

the in stal la tion is only par t ly correc t. As one proceeds

down the hierarchy from DOD. the utility d imin i she s a t an

increasing rate. The closer one gets to the operating man-

agement level Li.e., where BUS costs are incurred) the

greater is the need for timely and detailed information.

The DBFR is historical and , despite its bulk , hig hl y aggre-

gated. There are many other information systems which were

designed to serve the requirements of managers at these

levels.
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To be of op timum use to the decision makers and p lanne r s

in the Congress (for whom the repor t  was intended) and others

of similar stature in the governmental hierarchy , the DBFR

needs to depict the uniqueness of each installation in a

manner that is consistent within , if no t be tween , the serv i

services .  Users of the repor t  at hig her echelons are not

familiar with the particulars of every installation , bu t they

need to know them in order to make intelli gent judgemen ts

about resource allocations . The DBFR goes a long way towards

providin g this sort of information and the recommendations

pr esented earlier are intended to improve upon that base.

How much information to prov ide and in what form is dif-

ficult to determine. It should not be a unilateral effort ,

at least not any longer. Strong direction was essential at

the start , bu t increased service participa tion at this point

can be of va lue .

The initial use of DBFR data by the Senate Appropriations

Commit tee in 1976 to reduce FY 1978 funding levels has gener-

ated a sense of distrust in some quarters. More judicious

use of the report the following year has had a ~1iti gating

e f f e c t , bu t the susp icion is still there. Involving the

services in the foundation of plans to modify the DBFR will

go even further towards alleviating doubts and will probably

result in an improvement in the quality of the data.

The DSFR has been institutionalized. The Congress is

pleased wi th it , and the services are learning to cope with

it. As a compendium of facts , it is useful ; as a means to
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measure a single installation ’ s efficiency , it falls short.

The burden of preparing the document will remain. So , the

emphasis should now be on how to improve it while minimizing

the burden at the ins talla t ion leve l , wh ere the lo ad is

grea tes t and the bene f i t i s the leas t .
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APPENDIX B

KEY ACCO UNTS OF THE BASE OPERAT IONS
CZ) ACCOUNT (0 ~ M) FUNDED

A - Audio Visual: photograp hic , television , audio-visua l

B - Supply Operations: operation of storage facilities ,
4 clothing sales , operation of supply

stock fund activities

C - Maintenance of aircraft , combat vehicles , we apons ,
Materiel: automotive vehicles , audio-visual

equipmen t

D - Transportation administrative motor , rail and aviation
Serv ices :  services ; mov emen t of househo ld  goods

E - Laundry and self-explanatory
Dry Cleaning :

F - Food Service: operation of bakeries , dining facilities
Cinciuding KP contracts ), ra t ion
processing point s

C - Personnel Support chaplain ; command information; morale
support (libraries , gyms , spor t
f a c i l i t i e s ) ;  p r e s e r v a t ion of order
~ini1itary police , traffic con trol ,
physical securi-t\’); other (drug and
alcohol rehab ilitation )

H - Bachelor  Hous in g acquis i ti on , issue and ma in tenance
Furnishings: of bachelor housing (including troop

bar racks )  , f u r n i sh ings

I - Not Used

J - Opera t ion of wa ter , sewage , b o i l e r  and hea t ing
Utilities: plants , cold s torage , air  cond it ioning

K - Maintenance and utility systems , b u i l d i n g s , grounds ,
Repai r  of Real  su r f aced  areas
Proper ty:

L - Minor determined by dollar value of the work
Construction: to be performed
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M - Other Engineer fire protection and prevention ,
Support: refuse collection , custodial services ,

snow r emoval , pest control

N - Administration: Headquarters Commandant functions , e.g.,
protocol , operation of the base head-
quarters; finance and accounting;
administrative services ; Adjutan t
General functions ~message center ,F- publ i ca t ions )

0 -  No t Used

P - Data Processing : self-explanatory

Q - Troop Issue! opera tion of troop issue subsistence

9 Commissary breakdown points , opera ti on of the
Opera tions : retail commissary stores for certain

leg is la ted func ti ons

R - Installation return of property used for chemical
Res toration : weapon research and experimentation

purpos es to general use
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