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VOLUME III
ALTERNATIVE ORGANIZATION STRUCTURE FOR TDA
OF THE 21st CENTURY - MAJOR COMMANDS WITHIN THE
CONTINENTAL UNITED STATES (CONUS) AND MOBILIZATION

PREFACE

_ “THE CONUS DILEMMA" _

The structure of the Army in CONUS poses complex and unique organizational
problems. The Army’s sustainment base and management headquarters are, for the .
most part, located in CONUS. The dilemma, referred to in the title, is derived from the
fact that these organizations must be configured to provide support to and sustain the
several OCONUS Army component commands while simuitaneously supporting and
servicing the sustainment base itself. This is compounded by the requirement for the
sustainment base to concurrently expand and provide for its own security upon mobili-
zation as its mission requirements multiply. Central to this is the command and control
structure for the United States Army Reserve.

Several methods can be used to identify problem areas in the structure of any
. organization. " One of the easiest is a historical review to identify recurring organiza-
tional issues. The command and control structure of the United States Army Reserve is
a recurring organizational issue and has-béen the subject of much criticism. The last
major reorganization of the USAR command and control apparatus resuited from’the
Operation STEADFAST reorganization in 1973 (see Figure I-1).

SHOULD FORSCOM
COMMAND US

ARMY RESERVE
FORCES?

%ADFAST 1973 SAID,
THRQ:I'GH SMALL CONUSAs WHICH:
1. BCSUAR AEADSWESK OF THE MESERVES

1. COMMAMG ML AR UNTS

BUT NOW 1948...
I PORSCOM GIVEN LG MISEION: DESIGNATED
SPECIFIED COMMAMD

* W THIEE AN MONE AC UNITS TODAY THAM AC UNITS
A CAPITONE TRACE
A CINCH PRESCTIE CAPSTONE MIRBION

Figure [MI-1. Mobilization United States Army Reserve

-1



Although numerous changes to thé Department of the Army’s handling of the
United States Army Reserve have been recommended, substantial progress has been
made in the readiness of USAR units under the existing organization (see Figure II-2).

STRENGTHS

* CAPSTONE PROGRAM

® INCREASED READINESS
— 17% INCREASE IN UNIT READINESS SINCE FY 86
- TPU INCREASED BY 363 SINCE FY 88

@  OVERSEA DEPLOYMENT TRAINING
— 12 UNITS IN 1976 - 1,500 UNITS IN 1988

® TALENTED, DEDICATED, EXPERIENCED LEADERSHIP

-- AVG 29 YOS FOR GENERAL OFFICERS
— 107 OF 153 GO + 06(P) SSC GRADUATES

Figure IMI-2. Mobilization United States Army Reserve Strengths

Nevertheless, the Army has not been completely successful in attaining readi-
ness objectives for Army Reserve Units. Most telling, is the extremely high 33% an-
nual personnel turnover of the Army Reserve. The weaknesses dispiayed in Figure
II-3 have been identified in numerous studies. The statistics regarding MOS/Branch
qualification are stable through time and have defied improvement under current pro-
cedures and policies. Fuil time support of USAR units by military technicians has not
been adequately resourced. The administrative requirements that USAR company and
battalion commanders are faced with greatly surpass those of their Active component
counterparts.



WEAKNESSES

« MOS/BRANCH QUALIFICATION

— 28.9% (69,434 OF 340,219) ENLISTED NOT QUALIFIED
— 36.9% (5,600 OF 15,156) LIEUTENANTS NOT QUALIFIED

* LACK OF FULL TIME SUPPORT
- SHORTFALL OF 10K AUTHORIZATIONS

= TRAINING DISTRACTCORS

- QVERWHELMING ADMINISTRATIVE BURDEN
— UNDISCIPLINED/CHANGING WARTIME TRACE

® UNEXPLOITED POTENTIAL

SOURCE: OCAR

Figure I-3. Mobilization United States Army Reserve Weaknesses

Given the fact that over ninety percent of the USAR force structure is located in
CONUS, it is clear why Forces Command (FORSCOM) is center stage of the USAR
. command and control issue. Within FORSCOM, the Continental United States Army
(CONUSA) headquarters is the focal point for Reserve Component management (see
Figure II-4.)

ROBUST TF ASSERTS THAT...
CONUSAs:

= HAVE BECOME MORE INVOLVED IN:
- PERSONNEL MANAGEMENT
- RESQURCE MANAGEMENT
-QTHER ADMINISTRATION

= ARE VIEWED AS AN OBSTACLE BY USAR COMMANDERS
« DO NOT UNIFORMLY TRAIN TO CAPSTONE '
« ARE DEEPLY INVOLVED IN:

~ MOBILIZATION

- LAND DEFENSE OF CONUS
= COQORDINATION WITH FEMA, ETC.

Figure IlI-4. Reserve Component Management
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Design of the command and contrel structure for the Army Reserve must ad-
dress ail the organizational requirements associated with the transition from
premobilization, through mobilization, to war. The organization must be configured to
mobilize quickly and efficiently in order to provide essential theater force units to
support Unified combatant commanders wherever necessary (see Figure III-5).

HQDA
|
NGB FORSCOM
] "
1 | conusa
:
| 4
$ 4
=~ COMMAND STARG MUSARG
mueee  TRAINING : ARCOM |  TRNG | GOCOM

a

ASSISTANCE - I
—+— RESOURCE UNITS w
MANAGEMENT

Figure -5, Reserve Component Command and Control Structure

/

All the alternative configurations for managing the Army Reserve, whatever
their characteristics, can be categorized under one of two basic models (see Figure

m-6).
TWO BASIC MODELS

= AC COMMANDS RC
— AC RESPONSIBLE FOR AC READINESS
~ AC RESPONSIBLE FOR RESQURCING
— RC SUBORDINATED TO AC

« RC COMMANDS RC
— RC RESPONSIBLE FOR PROVIDING READY UNITS/NDIVIDUALS TO AC
'~ RC AESPONSIBLE FOR RESOURCING IN COORDINATION WITH AC
— RC CO-EQUALWITH AC

Figure IMI-6. Alternative Configurations for Army Reserve Management
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The ROBUST Task Force considersd a variety of command and control aiterna-
tives for the Army Reserve. Each of these has certain advantages and disadvantages
(see Figure II-7).

ALTERNATIVE
AR COMMANGS

(1 o {2) o

CARUSAR USARS
MO8 CO0 MOBCMO |
eaen) | MUSARC MUSARC
I |
UNITS

=

Figure HI-7. Army Reserve Command and Control Alternatives

Although perhaps not obvious in the wording of Public Law 90-168, The Re-
serve Forces Bill of Rights and Vitalization Act, the intent of congress with regard to
the management of the Army Reserve is abundantly clear in the record.

“Tt was at the time of passage of this act (P.L. 90-168) and
is our intent today and in the future that these Chiefs of the
Guard and Reserve Components shall be managers of re-
serve affairs and that they shall be solely responsible for
administering and supervising the Guard and Reserve pro-
grams within their respective Services.”

Representative Fisher (4 June 1973)

“The necessity for a closer relationship and interdepend-
ence of their active forces and their Reserve Components
than has ever existed before is recognized. I applaud the
increased cooperation and dedication that I sense is the
general pattern within the Department of Defense. How-
ever, when it comes to internai management of the Reserve
Components, it seems we must periodically remind our-
selves of the catastrophes of the past whenever the man-
agement of the Reserve Components has been usurped, in
whole or in part, by the active force. Notwithstanding what-
ever weakness may exist in the management of these
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forces, of which the Congress is quite aware, the very
strength and viability of the Reserve Components today is
largely due to their own ability to plan and manage from a
perspective that can only be acquired from a lifatime of
experience with the citizen-soldier. It is for this reason
that acts of Congress for literally decades have reaffirmed
the concept of management of the Reserve Components by
their own Chiefs.”

Representative Sikes (9 March 1976)

“It was the intent of Congress under P.L. 90-168, imple-
mented by current Department of Defense Directives, that
the Reserve Component Chiefs would have...management
responsibility under the Army Chief of Staff. It may be
necessary to enact legislation so that the Army and all
Services will understand clearly the intent of Congress that
the military Raserve Chiefs do have specific primary deci-
sion authority and responsibility to the Chief of Staff for all
program and morniies appropriated by Congress for Reserve
Components.”

Senator Thurmond (1977)

The ROBUST Task Force has developed a prescription for improving the Ar-
my’s management of the Army Reserve (Figure III-8 and Chapter 15). Much more
detailed work is required, however, it is the opinion of the Task Force that the path to
increased readiness of USAR units, improved support to Unified combatant command-
ers and enhanced capability to mobilize lies along the recommended course.

. TO LEVERAGE THE TALENT AND
R . EXPERIENCE OF THE ARMY RESERVE
X @ ARMY COMPONENT COMMANDERS
COMMAND USAR

« OPCON USAR TRAINING DIVISIONS TO TRADOC
« DESIGNATE CAR, DCG (USAR) FORSCOM

& EXPLORE ALIGNMENT OF USAR COMMAND AND
CONTROL WITH STATE BOUNDARIES

® INCREASE FULL TIME SUPPORT OF USAR

@ EXPLORE TRANSFER OF RESOURCE MANAGEMENT
FUNCTIONS FROM CONUSA TO MUSARC '

® SALANCE AC FORCE STRUCTURE MIX
Figure lI-8. ROBUST Prescription for Improving Management of Army Reserve
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CHAPTER 14
ARMY COMPONENT COMMAND - U.S. FORCES
COMMAND (USARFOR)

The United States Army Forces Command (FORSCOM) is both a Specified
Command and the Army’s largest major command (MACOM). In its Mission Essential
Task List (METL) submission to the ROBUST Task Force, FORSCOM identified nine
major missions. These are:

(1) Command of Active Army units in CONUS, .

(2) Command of United States Army Reserve Umts in CONUS,

(3) Operate as a Specified Command,

(4)  Supervise Army National Guard (ARNG) Training,

(5) Plan and execute the Land Defense Of CONUS (LDC),

(6) Plan and execute the mobilization and deployment of forces,

(7)  Plan for the land defense of Alaska, less the Aleutians,

(8) Plan for Combined Canada-U.S. Land Operations (CANUS LANDOP)

and

(8) Army Component Command to CINCLANT for planmng.

These broad missions could be subdivided into narrower supporting missions,
however, the mission of planning and executing military support of civil defense
(MSCD) needs to be appended to the list. Other FORSCOM missions not listed in the
METL.,, include command of Third U.S. Army (TUSA), the Army element supporting
the United States Central Command (USCENTCOM) and command of 1st Special
Operations Command (1st SOCOM), the designated Army Component Command of
the United States Special Operations Command (USSOCOM). _

Operation STEADFAST eliminated the United States Army Continental Army
Command (CONARC) and the United States Army Combat Developments Command
(CDC) in 1973. In their place, the United States Army Forces Command and the
United States Army Training and Doctrine Command were established. Then LTG
DePuy, the Assistant Vice Chief of Staff of the Army, and Coordinator of Army
Studies, was the force behind what came to be known as the STEADFAST
reorganization. He demonstrated how the proposed reorganization would accomplish:

(1) Reduction of the CONARC span of control,

(2) Emphasize training, readiness, and contingency planning for deployable
forces,

(3) Integrate doctrine development w1th the service schools,

(4) Rationalize the combat and force development process,

(5) Simplify the test and experimentation process,

14-1



(6) Be manageable, and

(7) Fulfill area responsibilities in CONUS.

The STEADFAST missions for FORSCOM were: command all units of the
Strategic Army Forces; command all units of the Army Reserve, less OPCON of the
USAR Schools and Training Divisions to TRADOC; supervise ARNG training;
command associated installations and the Continental U.S. Armies (CONUSA). The
CONUSA were eliminated from the chain of command with respect to installations and
Active Army units. The CONUSA were given the missions: to command USAR units;
plan for mobilization; coordination of military support of domestic emergencies; and
coordination of geographical responsibilities.

Time has demonstrated the wisdom of the changes made in the Army s
CONUS organization through OPERATION STEADFAST. However, the
organizational environment of the Army continues to change and evolve. The
Department of Defense (DOD) Reorganization Act of 1986 has reinforced the
responsibility and authority of the Unified and Specified commanders. With the
disestablishment of the United States Readiness Command (USREDCOM), FORSCOM
has been designated a Specified Command and the commanding general of FORSCOM
has joined the ranks of the joint commanders. Responsibility for the Land Defense of
CONUS belongs to the FORSCOM commander, as does the responsibility for
combined planning for land operations. with Canada.. As stated, FORSCOM also
commands Army Component Commands of two,Unified Commands (USCENTCOM
and USSOCOM) and is itseif, the Army Component Command of a third Unified
Command (USLANTCOM). Given the Army’s commitment to force modernization,
and joint operations, it is easy to understand how FORSCOM’s missions have
muitiplied and become more diverse over time.

14.1 OBSERVATION

United States Army Forces Command has muitiple and diverse mlssv:ms

14.1.1 SCOPE

The Unified Command Plan; Headquarters, Department of the Army; United
States Army Forces Command; Continental United States Armies; United States Army
Reserve Units; CONUS Installations.

14.1.2 PROPOSAL _

Initiate a study to review FORSCOM missions, functions, and organizational
relationships.
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14.1.3 CRITERION

Principles of war (FM 100-5, Operations, Appendix A). Span of control. Rules
of inefficiency (Annex D, Inefficiency Rules, to Chapter 3, Methodology for
Comprehensive Review, to this report).

14.1.4 ANALYSIS

Army Regulation 10-42, Organizations and Functions, United States Army
Forces Command (effective 15 April 1984), lists the FORSCOM mission as follows:

(1) Command, control, and support asszgned forces.

(2) Organize and modernize the force to-meet wartime requirements.

.(3) Prepare the force for mobilization and commitment to perform wartime
and other missions.

(490 Train and motivate individuals and units to perform assigned missions.

(5) Provide an environment that will attract and retain the people required to

sustain the force.

This regulation goes on to list six functions of the FORSCOM commander as
Commander in Chief, United States Army Forces, Readiness Command
(USCINCARRED), three functions as Commander in Chief, United States Army
Forces, Atlantic (CINCARLANT); the responsibility of providing administrative and
logistical functions supporting the Army components to the United States Southern
Command (USSOUTHCOM) and Joint Task Force (JTF) Alaska; and thirty-four (or:
thirty-eight, depending on how one counts) functions as a major Army commander.
AR 10-42, also- lists ten other agencies/commands upor which FORSCOM is
dependent for a variety of essential services and support.

Although, obviously in need of substantial updating, AR 10-42 accurately
reflects the breadth and variety of FORSCOM miissions and responsibilities. It is safe
to say that no other major Army command is required to establish and maintain the
number or variety of external organizational relationships, that are necessitated by
Forces Command’s multiple and diverse missions.

Forces Command is at the hub of what the Director of the ROBUST Task Force,
has referred to as the CONUS DILEMMA. The preponderance of the major Army
commands that are headquartered within the continental United States are part of the
Army’s sustainment base. The primary MACOMSs in the sustaining base are the
United States Army Materiel Command (AMC), TRADOC, and FORSCOM. They are
respectively responsible for industrial preparedness, training base expansion, and
theater force units to include mobilization and deployment. Functional MACOMs,
such as Heaith Services Command, Information Systems Command, Intelligence and
Security Command, etc., along with numerous field operating agencies, like the Total
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Army Personnel Agency, Recruiting Command, and Troop Support Agency, are also
part of the sustaining base. The Army sustaining base supports and provides services
to the Unified and Specified commands worldwide. The dilemma is that the sustaining
base must sustain itself, must be defended, and must be capable of mobilizing
simuitaneously, while continuing to sustain deployed forces and support the Unified
and Specified commands throughout the world (see Figure 14-1).

SUSTAINING BASE

WE SERVICE
THE WORLD

BUT

WE MUST
o SECURE . —
e MOBILIZE -

=
Figure 14-1. The CONUS Dilemma

The ROBUST Task Force explored several alternatives to address the problems
associated with organizing the Army in the continental United States to perform the
difficult missions reflected in the CONUS DILEMMA. The first alternative to be
examined was the return of the CONUSA to pre-STEADFAST responsibility and
authority. This involved conveying command and controi of both Active and Reserve
units, all CONUS instailations, and responsibility for sustainment of the Total Army in
CONUS to the CONUSA commander. Under this course of action, the CONUSA
commander would enjoy command authority, within their geographical regions,
analogous to that which the Task Force recommends be provided to OCONUS Army
component commanders with assigned areas of responsibility (AOR) (Preface of
Volume 1) and would have responsibility for support analogous to that of the
OCONUS Theater Army Area Command (TAACOM) commander (Chapter 7). The
intent here was to maximize unity of command to facilitate coordination of the RC
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support, mebilization planning and execution, LDC, MSCD, and military assistance to
civil authorities (MACA) missions. This course of action was rejected for essentially
the same reasons it was rejected during OPERATION STEADFAST. Expansion of
CONUSA authority would increase the span of control, resuit in headquarters layering,
~ and dilute the CONUSA focus on Reserve Component (RC) readiness and training.
Subsequently, the Task Force explored the total elimination of the CONUSA.
" This alternative was also rejected. The need for a geographical Army headquarters in
- four major FORSCOM mission areas, LDC, RC readiness, mobilization planning and
execution, and regional representation of the Army (and DOD), is apparent from the
Task Force's visits to; CONUSA, FORSCOM, Major United States Army Reserve
Command (MUSARC), and State Area Command (STARC) headquarters; the Federal
Emergency Management Agency; and senior Army officers in a variety of positions of
great responsibility. However, some modification of the role of the CONUSA, with
respect to command and resource management relationships between the CONUSA
and MUSARC, was recommended by the Task Force (Chapter 15).

It is apparent that FORSCOM can and shouid be relieved of several missions in
order to reduce its span of control and improve its ability to manage the remaining
CONUS oriented missions. The Task Force has recommended that FORSCOM be
relieved of responsibility for TUSA (Chapter 10) and 1st SOCOM (Chapter 13). Each
- of these commands are dedicated to Unified commands and there is little justification
for FORSCOM involvement in. their activities.

14.1.§ CONCLUSION

Initiate a study to review FORSCOM missions, funcnons, and organizational
relationships.

14.1.6 IMPLEMENTATION

Office of the Deputy Chief of Staff for Operations and Plans, HQDA, in
coordination with United States Army Forces Command, and the Office of the Joint
Chiefs of Staff initiate a study to review FORSCOM missions, functions and
organizational relationships in its various roles as a Specified Command, an Army
component command, and a major Army command, using the criterion in 16.1.3, and
prepare and submit their findings to the Army Leadership no latter than 1 May 1989.
The Office of Director of Management include the missions and functions of
FORSCOM in a revision of AR 10-87, Major Army Commands in the Continental
United States, in accordance with the decisions of the Army Leadership concerning
FORSCOM missions and functions no later than 1 July 1989.

Forces Command is the Army’s largest and, as a result of its designation as a
Specified Command, perhaps its most complex organization. It is apparent that
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FORSCOM plays a central role both as a management headquarters and as an
operations headquarters. ‘It is essential that FORSCOM's organizational retfationships
be simplified and clarified in each of its structural roles.

Although, beyond the scope of the Task Force charter, it is obvious that there is
a need for clarification of the role of FORSCOM as a specified command. Forces
Command’s designation as a Specified command creates the requirement for another
set of different organizational relationships with many organizations with which the
command already has organizational relationships as a major Army command. The
decision to designate FORSCOM a Specified command, rather that create a Unified
North American Defense Command requires explanation. Qur doctrine requires joint
operations and a Unified command for the LDC mission seems much more appropriate
than a Specified command. _

The number of related issues, that are contained in this report, is indicative of
the importance of Forces Command to the Army. The following issues have a direct
impact on FORSCOM: 10.1, 13.1, 15.1, 15.2, 15.3, 154, 16.1, 19.1, 21.1, 22.1, 23.2,
26.1, 27.1, 28.1, 28.2, 30.1, 30.3, 30.4, and 30.5.
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ANNEX A TO CHAPTER 14
MANPOWER AUTHORIZATIONS BY UNIT IDENTIFICATION CODE
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ANNEX A
Army Manpower Authorizaticns by UIC

uIc Unit Designaticn As@e

FA9537 ACT ARNG TNG STTE
KBS017 AUG 205TH SIB (RO)
WOO1AA EDE 704 MT
WOO2AA EIE USA NSA

WO1AAA ACT MI BN CI/CE
WO1BAA [ET INSCOM MI (C1).
WO1HAA GAR VINT HILL
WO1KAA CO 749TH MT
WOLNAA ACT EMRA
WO27AA TM PARACHUTE

WO31AA IAB USA HARRY DIAMOND
WO322A IAB COLD REG RSCH
WO38AA CMD USA NATTCK
WO39AA AGY SATOM
WO3DAA IAB USA ENGR TOFO
WO3FAA AGY FAC ENGR SPT
WO3HAA AGY USA ENV HYGENE
WO3JAA Q4D USA MED R&D
WO3KAA IST OF RSCH WRAMC
WO3SAA IST USA SURGL RSCH
WO3WAA IST USA ENV MED RSCH
WO3XAA IST USA [ENTL RSCH
WO3YAA IAB USA AERCMED RSCH
WO412A CTR USA QOLD RGN TEST
WO43AA U AVN ENG FIT
WO49AA IST USARTESS
WO4LAA CTR USA EEL RéD
WO4WAA RNG WHITE SAND MISSLE
WO4XBA PVG USA YOMA
WO4YAA PVG USA ELECTRONIC
WOAZAA PVG JEFFERSCN .
WOSEAA OFC ARMY RESEARCH
WOSTAA AGY USA MED MATERTEL
WOSXPA HQ TROSCCM
WO61AA ACT USA ENI, ELIG
WO62AA ED US ARMY CHAPLIN
WO65AA HQ GRARRISCN

WOEMAA CTR USAREC SUPPORT
WORRA U USA QD INFO
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USARFCR
o w BL v
Auths Auths Auths  [HUS
10 57 31 0
0 0o 392 0
142 37 1040 26
48 0 1 0
4 4 13 1
13 0 1 21
5 0 2 7
6 0 2 22
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1 0 0 37
68 0 1 67
24 0 1 76
55 0 4 132
1 1 1 2
146 16 83 309
41 30 113 17
3 1 5 5
5 1 96 150
2 1 57 0
21 5 167 426
3 0 56 13
5 0 0 649
2 0 3 231
24 2 57 895
4 0 a1 119
4 1 7 312
7 8 123 18
114 0 52 . 383
51 1 6 95
146 1 229 - 407
53 o 102 74
21 0 54 o1
22 0 36 18
23 1 43 67
24 1 28 0
23 5 26 98
17 0 0o 23
19 0 2 872
62 10 532 2229
27 2 224  s55

42 3 342 225
3 0 0 387
2 0 0 11s
22 7 21 183
49 3 45 1682
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7 0 1 6
14 1 175 - 338
4 0 59 13
15 o 18 31
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WIUX2A AGY NG INFO MGT
WLVEAA RQV 1ST ROTC JR FROG
WIVEAA STA MEPS CHICAGO
WIVCAA STA MEPS BOISE
WIVCAA PLN RIVEREANK A AMMO
WIVRAA HQ USASAC .
WINQAA PIN VOLIUNTEER A AMMD
WIWYAA TML MIMC MOTBY
W1YJAA OFC RESQURCES MGT
WIYMAA OFC GEN CXINSEL
WIYNAA OFC EMPL PICI/GRV REV
WIYSAA OFC ADMIN ASST
W1ZAAA RGN 2ND ROTC JR PROG
W207AA EN INFO SYS INSTL
W21RAA BRS USA DISCIFPLINARY
W21KAA AGY USAISC-MIMC
W21IAA AGY USAISC-EASTERN
W2IMAA AGY USAISC-WESTERN

W280AA U USA MH RSCH @
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W2AKAA STA MEPS SEAT
W2ALAA STA MEPS SEOK
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W337AA FISUSAR FIS 89ARCM FC
W33TAA [ET USAISC WEST FOINT &2
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WINQAA HQ SECOND US ARMY
W3PSAA [ET USAISC FT GREE
W3P8AA AGY USA TROOP SUPFCRT
W3FXAA FISUSAR 311 COSCOM
W3Q2AA AGY USA OT AND EVAL
W3Q4AA IAB BALLISTIC RSCH
W3QSAA IAB HUMAN ENGR
W3QW@A CIR USA ETSENHOWR MED
W3QPAA AGY USAISC HSC
W3QTAA ACD USA SGM

WaR0AA DET USAISC FT LEWIS
W3RGAA DET USAISC FT DROM
W3R7AA DET USAISC FT DEVNS
WIRSAA HQ USATISC~TRADOC
WIROMAA AGY USAISC FT MONROE
WIRNAA U USAISC FORCOM
W3RPAA AGY USAISC FT MEALE
WIRQAA AGY CET USAISC FTB —
W3RRAA DET USAISC FT CAMP
W3RSAA DET USAISC FT STEWRT
W3RTAA DET USAISC FT MCER
W3RIAA AGY USAISC FT HOOD
W3RVAA AGY USAISC FT RILEY
W3RWAA DET USAISC FT MCCID
W3RC@A AGY USAISC PRESIDT
W3RZAA DET USAISC FT CARSN
W3S2AA BN USATNSCOM MT
W3SAAA DET USAISC FT SHERIIN
W3SBAA DET USAISC FT EEIVR
W3SCAA DET USAISC FT EUSTN
W3SEAA AGY USAISC FT EENING
W3SFAA AGY USAISC FT LEE
W3SGAA AGY USAISC FT RUCKER
W3SHAA [ET USAISC FT HARRSN
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W3SRAA AGY USAISC FT BLISS
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‘WATGAA PLT LIMA TANK

-WAYZAA AGY CQMIS FEO

WATFAA PLT DETROIT THK

WATRAA AGYUSARMY OCMM ACTS
WATVAA FIS USAR 125 AR
WAUZAA ACT USA MED CEPT
WAUBAA SCHUSA SCH AMERICAS
W4AUHAA GRP USA SPT ALASKA

WAVMAA OFC PM RCASRIVICR e/
WAVNAA FT US ARMY FT EELVOIR MW
WAVUAA AGYUSA SPECIAL OPS  SF
WAVYAA ACTUSA INSCM FORG MOD AS
WAW3AA U NG TECHNICIAN
WAWGAA CTRICINT READ TNG CTR TC
WAXTAA MEPS

WAXOAA AGYUSA CHEM DEMIL
WAXCAA AGYUSA P&O INFO SPT
WAXFAA AGYUSA INFO MGT SUERT
WANGAA AGYUSA PUBSPRINTING
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WEA9AA HQ STARC TN

WEABAA HSP 0147 USA 100 B

WBACAA HQ STARC MI
WEALRA HQ STARC CT
WBAEAA Q) STARC MN
WEAFAA ) STARC LE
WBAGAD HQ STARC MS
WEAHRAA HQ DC DARC

WBAJAA HQ STARC MO
WBARAA 1) STARC FL
WEALAA HQ STARC MT
WBAMAA HQ STARC GA
WBANAA HQ STARC KE
WBAQAA HQ STARC NV
WEARAA HQ STARC ID
WEASAA HQ STARC AL
WEATAA HQ STARC IL
WEAUAA HQ STARC AK
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WSECRA HQ STARC UT NG 95 40 198
WSEEAA HQ STARC KT - NG 86 30 173
WSEFAA HQ STARC VY NG a1 28 207
WSBGAA HQ STARC SC NG 143 48 318
WSEHAA HQ STARC MH NG 78 21 155
WERJAA HQ STERC VA NG 112 68 489
WSEKAA HQ STARC NJ NG 119 49 369
WSELAA HQ STARC WA NG 102 3s 250
WeEMAA HQ STARC NM NG 89 19 161
WEENAA HQ STARC NY NG 199 86 598
WSEFAA HQ STARC KC NG 126 44 339
WEBQAA HQ STARC ND NG 72 33 182
WSERAA HQ STARC CH NG 157 62 431
WSBSAA HQ STARC W NG 86 21 185
WSBIAA HQ STARC WI NG 130 g 284
WSEUAA HQ STARC WY NG &5 22 146
WSEWAA HQ STARC FA NG 124 60 169
WSCOAA OMD USAR FC 87 12 109
WSC7AA CMD USAR FC o8 7 120
WEC3AA CMD USAR FC 89 8 107
WEC9AA CMD USAR FC 91 10 95
WECTAA CMD 0094 USAR FC 92 7 110
WEQ@A O USAR FC 97 7 121
WBCNAA CMD USAR FC %0 8 115
WSCPAA CMD USAR FC 90 8 111
WSCQAA QMD 0121 USAR FC 95 14 120
WECTAA O USAR FC 84 - 8 95
WSCUAA OMD 0090 USAR FC a9 9 103
WSCVAA OMD USAR FC 91 '8 127
WECWAA OMD USAR FC a6 7 96
WBCHAA OMD USAR FC 95 6 106
WECAA OMD USAR FC 88 12 101
WSCZAA QD USAR 0063 ARCCM  FC 88 10 113
WaJOAA U USA TRANS TML FC 26 - 3 53
WeJ4AA U USA TRANS TML FC 24 - 1 43
WBTSAA U USA TRANS TML FC 26 1 55.
WBJEAA U USA TRANS ML FC 24 1 47
WaJ72A U USA TRANS TML FC 22 1 34
WSJSAA U USA TRANS TML FC 23 1 45
WBJ9AA U USA TRANS TML FC 30 0 31
WBJAAA U USA TRANS ML FC 26 1 ‘585
WBJEAA U USA DEFIOY CONT FC 38 1 44
WSJCAA U USA TRANS TML FC 22 1 44
WSJEAA U USA DEPTOY CONT FC 38 1 44
WBJGAA U USA DEPTOY QONT FC as 1 44
WeJHAA U USA TRANS CCNT FC 22 0 46
WBJJAA U USA TRANS TMI, FC 26 1 55
WBJZAA U USA TRANS TML FC 23 1 39
WSKDAA ESP USA 1000B (ADG) FC 77 0 172
WKLAA HSP USA 1000B FC 139 2 563
WeKRAA HSP USA 1000B (AG) FC 145 1 187
WSK3AA HSP USA 300B FC 48 1 192
WOKAAA HSP USA 500B (AUG)  FC a1 0 69
WEKSAA HSP USA 750B (AUG)  FC 57 0 132
WeK72A HSP USA 7508 FC 108 2 420
WBKAAA U USA TRANS TML FC 24 1 47
WEKBAA U USA TRANS ML FC 24 1 47
WSKCAA U USA TRANS TML FC 21 0 33
WSKEAA U USA TRANS TML FC 26 1 55
14-A-22 .

0000 0Q0OOoO0OQOO00C0000000000000000000000000000QCO000000000COO000O00DGOO
CO000CO0O0O0C00000O0O0OOOOVOLOO000O0000000O0000000000000C000000000O0O00O00
0000000000000 0000000O000A000000000OA0000000D0O000CGO0O00O0O0Q0



WEKKAA HSP USA 1000B
WSKLAA HSP USA 1000B
WEKMAA USA 1000B (AIX)
WSKNAA HSP USA 1000B (ADG)
WEKQAA HSP USA 1000B (ADG)
WEKRAA ESP USA 100B
WEKSAA HSP USA 750B (ADG)

WBKYAA ESP USA 100B
WBKZAA HSP USA 300B (AIG)
WEL1AX U USA DENTAL SVC
WSL2AA HQ USA GAR

A333433333344433334333333334334444443443334343334333933333333

A I I L L T T T L TR R L

RHRNER

[ ]

14-A-2

ubNUOSM'mNMNUIUIMUI-hOOOOOOOOOOOOOOOONS\IOOOM-OOOOOOODONNOHH

LCunoaumn

OOOOOOOOOOOOOQOOOOOOOOOOOOOOOOOOOQOO@OOOOOOOOOOOOOOOOOOOOOO

OOQOOOOOOOOOOOOOOOO‘OOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOO

OOOOOOOOOOOOOOOOOOOOQOOOOOOOOOOOOOOOOOQOODOOOOOOOOODOOOQOQO



00000000000000000000000000000000000000000000000000000000000
00000000000000000000000000000000000000000000000000000000000

000000000000003000000000Oonla9131000”00n000$730400000000000

COOoOO0ONMNOFROOOAMMMNEYMNMMOT O~

Q
& “A

3ITRSIIINREYRNPOCCoooc000c0onynanogryo

553355443553321—00000.000000000305oo-&onoonaolonwd.d.lozoocoooo02

“ﬁﬂﬂ%ﬁﬁ“n“«”mnsnau“*a4223322020m041100413“02007%00%00001000@0

g
p B gé 8as
vmmmwmmmm
EELLELE
mmummmm

B
HHH

14-A-24



00000000000000000000000000000000000000000&00000000000000000
oo000000000000000000000000000000000000000000000000000000000

00000000000000000000000000000000000000000000000000000000000

FC
FC

BhR

s

AGRARA mnm

B
mm
b B B . bl

ARRAARLLEEEE oo
T T
£ mmmmm

B8 mmmmmw
L

Be 8

WVSQ99 AIX: HHC 104 DIV (ING) FC-
WVSRS9 AUG HHC 108 DIV (TNG) FC
WVSS99 AUG HHC 76 DIV (TNG)
- WUST99 AUG HHC 80 DIV (TNG)

]
3
:
:
.
:

WV4Wo9 AUG BN 402 BOE (SEP)
WV4X99 ADG BN 402 BOE (SEP)
WVS299 AIG EN 5 ECE (SEP)
WVS399 ADG BN S ECE (SEP)
WVS499 A EN 5 EDE (SEP)
WVS599 AUG BN 5 EOE (SEP)
WVUSP39 AlX: HHC 100 DIV (TNG) FC

R

mm
BEwnd
st
11

:
TH
:
w



oooooocooooooooooooooooo00000000000000000000000000000000000
OCO0OO0C0O0CO0O0O0000000O0OO0O0DO0DODOO0O0O00000000000000000000000000D0O000OCOO00O

0000000000000 0O0O0O0OO00C0O0000000CO00000000O000COO0OOVODODOO0O0O00O000O0ODOL

S EPEEREEEREEREFEE PR EER VPR ENEE S ELEREEEE LR R EERER RS FEE

uumnuu33333m\433333333333330003355553333333333333333330000000

EERRRIERAINARALGHIIAAdANNARSARLHEARAANAREARISIAAAAAAAARGRIRRR

mmmmmmmmmmmm.mmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmm

BRE

BeREee L opppeppptBE B iy EEEBRER
| §er BEREEEERREEEE e egpees

mmwmmmwmmmmmmmmwmmmmmmmmmnnmmmmmmmwwmmmnwm”um%mmmmmmmmmmmmm

mmmmmmmmmnnnnmnmmnunmmmmmzllmmnnmnnmmmmmmmnmnmnnmmum44lllll

3412412412122341234mmm341234123124123412341231mmmmmmm

HHRRNAARAERRRRAARARARRNARRARANRANARANARALIRAARARARY

T TR,

TNG)

i
4

WVV499 ALK

14-A-26



00000000000000000000000000000.000000000000000000000000000000
0000000000000000000000000000000000000.0000000000000000000000

000000000000000000000000000000000000000000000000‘00000000000

108
108 -
107

LEEERR R L ETEE LR R L L L EREELEEEE R FEEEEEEEELLE:
O00O000O0000000000ODO00OOO0COOHHHAAMAFMAMHAOODOODDOOODDODOOOOODODOOOO0O

ARNARBNBIHAAAAEN AFAAAAAARAIIGHLGLARAARAORRNAIIARRARRR

17
17

AR P P A T
BERREREREERRRRERERRRREERERRRRRRRERREERRRREERRERERRRRRARERRE

T T T

CEEEEEEEEEEEEEEEEEEEEEEEEEEEEEEEEEEEEFEEEEEEEEEEEEEEEEEEEEE

NN AANANNNMMIN TS L AN NN ANNNNIOINT S LA A NN ST O

i 5 4 A O O U
B HERRRRRRRRRARRRERRARRRRAERRAERRRRARARRRRRRERERREEE

REBBER BER :
LB LB HEH

WVW299 AG

14-4-27



00000000000.000000000000000000000000000000000000000000000000
000.000000000000000000000000000000ooooo000000000000000000000

00000000000 ROO0O000000000000000000000000000000000000000CCOOO0

5888855388539+ mmm«mmmmmmumm SEEEEERCEREREEERSEEEREERERERE

A33350HYM322238RGRAERENNORNNYARRRRR]SSR

20
15
15
15
15
29
15
15
15
19
15
15
20
20

mmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmmm
REEEREEERERRRER mmmmmmmmmmmmmmmmmmmmmmmmmmmmmmwmmmmmmmmmmmm

SRR RRRIII3S 8999899999992 9esn838888cusnrrannragnnnyny

mn-mmn-nnnnnnnnmnnnnnnnnunnnun-nu-nnn-nmnnnnnnnnnnunnumnmmm

1222444.1_113‘_444“211112222333341444.4233334122222333344111122

AR AR AR AR AR AR A AR AR A AR AR AR AR A A A AR AR A AR AR AR AEAARARARA A

HERARRRRRRRERRARARREARARRELEALARALERAR HERRERRLARERARANE
:

EEEE! RERARA
S BB

WVIS9S9 AlG

l4-a-238



00000000000000000000000000000000000000000000000
00000000000000000000000000000000000000000000000

CO000000C00000000000O0DODO0000000V00000DO0000000000

AN
§3333333333338R8

IR LR EEEEEEELELELE L ERREEERLE T

1.-111._110000000030000000.0000000000000000001110000

mmmmmmmmmmmmmummmmmuuunmnnmuummmnmmmmmoomlnoomu

mmmmmmmmmmmmmmmmmmmmmmmmmmmmwnm@mmmmmmmmmmmmmmm
nbhERERARERERY REREREREARRAEREARARARAD wmmmmmm

euneunS88 8888 888333333333 33433388888 g

oA It el HrerddddddrddrdrteAd A A A A Oy

CEEEEEEEEEEEEFREEEEEEEEEEREEEEEEEEEEEL mmm

NN A 44411112222333444431312 311m

i 1 6 6 O o G R mwmmm
HERRRRRRRRRRRRARARRR | mmm

T
mmm
B mmmmmmmmmmmmmmmmmmmm mmm
SN N B R mmmmm

A&
:
:

134

197

6475 172576 297331

58658

14-4-29






ANNEX B CHAPTER 14 _
REGIONAL DEFENSE COMMANDS (CONUS) BOUNDARIES
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CHAPTER 15
UNITED STATES ARMY RESERVE COMPONENTS

The Reserve Components (RC), the Army National Guard (ARNG) and the
United States Army Reserve (USAR), are an integral part of the Army’s deterrent
force. In 1971, the Secretary of Defense (SECDEF) announced the Total Force Con-
cept, which has resulted in much greater reliance on national security being entrusted
to the ARNG and the USAR. It is national policy that the RC are the primary source of
additional units and individuals required for any rapid expansion of the Active Compo-
nent (AC). ' .

The ROBUST Task Force examined the Table of Distribution and Allowance
(TDA) organizations of both the ARNG and USAR. The Task Force made no major

. observations or proposals about the ARNG structure. Therefore, this chapter deals
almost exclusively with the USAR.

. The Army has utilized a number of aiternative management structures for the
USAR. Prior to 1958, USAR activities were supervised and administered by the Mili-
tary Districts, which were organized along state boundaries. The Military Districts
were commanded by colonels who were supported by a staff of approximately 300
Army advisors, ROTC instructors, and administrative personnel. The chain of com-
mand went from the Military Districts through the appropriate Continental United
States Army (CONUSA) and the Continental Army Command (CONARC), to the De-
partment of the Army (DA). In 1958 the Districts were replaced by fourteen Active
Army corps commanded by major generals. In 1967 the SECDEF directad the inac-
tivation of the corps and the transfer of their responsibilities to the CONUSA. In order
to implement the directive, Army Reserve Commands (ARCOM) were established to
supervise the training of ail USAR units not assigned to the General Officer Com-
mands (GOCOM); the CONUSASs were authorized a major general to supervise USAR
activities; and various Sector commands were established to represent CONUSA com-
manders in the field. A criticism of this system was that it lacked uniformity. The
CONUSAs centralized functions to different degrees and support to the field varied
among the CONUSAs. From 1969 through 1973, numerous studies reviewed the Ar-
my’'s organizational structure for command and control of the USAR. Operation
STEADFAST muodified the 1967 organization refieving the CONUSAs of their installa-
tion management responsibilities so they could focus on RC readiness, through nine
Army Readiness Regions (ARR) and facilitate twenty-seven Readiness Groups. The
deletion of the ARR and the transfer of their functions to the CONUSAs in 1984, along
with the simultaneous increase from three to five CONUSAS, yielded the USAR man-
agement structure that exists today.
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_ Since the Total Force Concept was adopted, the DA has undertaken numerous
actions to improve the readiness of the RC. These actions have included large scale
equipment issues and modernizations, increased affiliation between Active Army and
RC units, improved recruiting programs, and increased authorizations for military tech-
nicians. At the time, it was apparent that major improvements were required in train-
ing supervision, mobilization planning, and the attainment of operational readiness.

In 1971, it was assumed that the personnel administration and logistical support
activities serving the RC were satisfactory. The observations of the ROBUST Task
Force do not support this assumption with regard to the USAR. The Total Army Life
Cycle Personnel Management Study, completed for the Army by Arthur Andersen &
Company (also known as the "GINN Report™), identified substantial headquarters lay-
ering in the command of Army Reserve-units. The existing organizational structure
has placed a heavy administrative burden on USAR units and detracts from training
(see Annex A, List of ARCOM Required Reports).

Criticism of the command structure of the USAR is not new.

“The Air Reserve structure is relatively efficient and
viable. On the other hand, the Army Reserve Component
structure contains duplicative and overlapping capabilities,
is unable to move from a peacstime to a wartime configu-
ration without significant structure modification and has
d.leﬁciencies in the mechanisms for developing mobilization
plans.” : :

..GAO Report 25 April 1979

"The Committes believes that removing the layering
that exist in the USAR chain of command would result, not
only in improved management but in millions of dollars in
cost savings as well.”

Senate Armed Services Committee
...Report #97-330 13 April 1982

The ROBUST Task Force examined the Air Force Reserve command and con-
trol structure. Several significant differences exist between the Air Force Reserve and
the Army Reserve. The Air Force Reserve is a relatively homogeneous organization
with respect t0 mission and types of units. It is structured around 57 "flying” squad-
rons in three numbered Air Forces. Air Force Reserve units are maintained at or near
full strength and account for only about ten percent of the Total Air Force. Upon
mobilization the three reserve numbered Air Forces are integrated with Active num-
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bered Air Forces (assigned to SAC, TAC, or MAC) in CONUS. The United States
Army Reserve, in contrast, contains a substantial number of individual ready-reserv-
ists, as well as over 3,000 separate units, of all types within the twenty~-five branches of
the Army and accounts for approximately 22 percent of the Total Army. These USAR
units are troop listed to Army component commands and functional commands
throughout the worid. Upon mobilization they must move to mobilization stations, be
cross-leveled and trained, as necessary, to achieve strength and readiness standards
prior to depioyment. The Task Force does not advocate that the Army adopt the same
command and control structure for the Army Reserve that the Air Force has adopted
for the Air Force Reserve. However, there is a need to streamline the command
structure of the Army Reserve and reduce the administrative burden of USAR units.

During the visits made by either the Task Force On Site Evaluation Teams and/
or MG John H. Mitchell, the ROBUST Task Force Director, to the 6th U.S. Army
Readiness Component Support Group, 77th ARCOM, IX Corps (Reinforcement), 4th
U.S. Army, 5th U.S. Army, 6th U.S. Amy, 8th U.S. Army, FORSCOM, WESTCOM,
USAREUR, and the Reserve Officer Association, the importance and value of the
CAPSTONE program to unit training and mobilization planning was apparent. In fact,
General Thurman, the TRADQC Commander, suggested that it would be most appro-
priate for USAR commanders to brief their annual training programs, in accordance
with the CAPSTONE “trace.”

- Many options for providing for the command and control of the Army Reserve
were examined during Operation STEADFAST. As noted, there are several recurring
themes in the literature of previous studies and recommendations concerning the man--
agement of the United States Army Reserve. One of these recurring issues is the
alignment of the USAR Training Divisions. This issue has surfaced repeatedly and is
the subject of issue 15.4 in this report.

15.1 OBSERVATION .

Multiple layers exist between Chief, Army Reserve as USAR Appropriations
Director and the USAR troop program units (TPU).

. 15.1.1 SCOPE

Admin/logistics and fiscal management functions being performed at CONUSA
level replicate those same functions at MUSARC level and impedes the flow of infor-
mation and services up and down the chain of command. CONUSA focus needs to be
oriented more in areas of training assistance and mobilization planning for USAR
TPU. Change will result in more efficiency and support the trend towards fewer re-
sources in a constrained environment (see Figure 15-1).
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TODAY
HQDA

[ ——
CAR FORSCOM
———
CONUSA
*
'MUSARC

USAR TROOP
PROGRAM UNITS

" Figure 15-1. Today-~Multiple Layers Exist Between the Chief Army Reserve as
USAR Appropriations Director and the USAR Troop Program Units

15.1.2 PROPOSAL :

Eliminate fiscal, personnel and logistics managément functions from CONUSA.

15.1.3 CRITERION

Allow CONUSA commanders to enhance their organizational efficiency by
shifting admin/logistics/fiscal responsibilities to MUSARC; CONUSA emphasis has to
be directed towards mobilization planning, unit training to increase overall readiness of
USAR units, reacting to civil emergencies and preparing for Land Defense of CONUS.

15.1.4 ANALYSIS ‘

For over ten years DAIG reports have indicated that there are too many manag-
ers of admin/logistics/fiscal requirements for USAR units. This is evidenced by the
number of resources allocated at the CONUSA and MUSARC levels to perform these
functions. The redundancy at these command levels for these functions is cumber-
some and inefficient. As recent as 27 April 1988, the Arthur Anderson & Company
study, "Total Army Lifecycle Personne! Management,” specifically addressed aspects
of these problems and made recommendations for corrective action. ROBUST Task
Force conducted additional analysis of these problems to substantiate findings in the
Arthur Anderson study and to further refine the major causes. An example of the -
proliferation of reports required in the current layered headquarters structure, is in-
cluded in Annex A for a typical ARCOM. The USAR is in the best position to reduce
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this overwhelming burden and free up inactive duty training periods to concentrate on
unit training. Shifting the admin/logistics/fiscal functions from CONUSA to MUSARC
is a positive step in the right direction. It efiminates a layer of management at CON-
USA and allows the CONUSA commanders to focus their resources on crucial mobili-
zation pianning and training assistance. With MUSARC in control of admin/logistics/
fiscal functions, reservists are afforded the opportunity to better manage Army Reserve

requirements (ses Figure 15-2). -

HQDA |

I |
CAR ' FORSCOM

MUSARC

USAR TRCOP
PROGRAM UNITS

Figure 15-2. Future

15.1.§ CONCLUSION
Shift admin/logistics/fiscal responsibilities from CONUSA to MUSARC (ses
Figure 15-3).
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-

CURRENT FUTURE

MANPOWER AUTHORIZATIONS AUTHORIZATIONS  QIFFERENCE

MILITARY: 5§23 aas =195

CIVILIAN: 1098 g1 =407

TOTAL 1821 1019 -802
ADVANTAGES: .

® STREAM LINES AND EXPEDITES USAR FUNDING AND PERSONNELLOGISTICS
MANAGEMENT FROM CAR TO MUSARC FOR USAR TROOP PROGAAM UNITS,

® ELIMINATES REDUNDANCY AT CONUSA/MUSARC LEVELS FOR ADMINISTRATION
AND LOGISTICS FUNCTIONS

Figure 15-3. Space Redistribution

15.1.6 IMPLEMENTATION

FORSCOM, within six months, provide an implemeantation plan which includes
validation of manpower savings for redistribution. Implementation in FY 91.

15.2 OBSERVATION

Congressional leadership has proposed for over twenty years that Reserve forces
be commanded by Reserve officers. It was feit that by placing greater responsibility on
Reserve forces it would hold them strictly accountable and lead to more combat ready
forces on mobilization. Army Reserve forces remain predominantly under the com-
mand of FORSCOM which has further subordinated them under CONUSA. Public
Law 90-168 (1 December 1967) prescribed Reserve leadership for Reserve units;
USAF and USN (minus USMC) implemented 1 January 1968 and 29 May 1987, re-
spectively, for their Reserve units.

15.2.1 SCOPE

Present study of the Army Reserve command and control system reflects a lay-
ered and cumbersome management system and one that has not increased readiness of
Army Reserve forces to the satisfaction of Congress (see Figure 15-4).
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TODAY

HQDA

CAR FORSCOM

S N
CONUSA

MUSARC

USAR TROOP
PROGRAM UNITS

Figure 15-4. Today—Layered Management of Army Reserve

15.2.2 PROPOSAL

Designate CAR as DCG (USAR), FORSCOM.

15.2.3 CRITERION _

Place CAR in a leadership position of USAR Troop Program units. CAR shares
FORSCOM and CONUSA commanders’ responsibility for technical management of
Army Reserve units, allowing them to focus on mobilization planning, training assis-
tance and land defense of CONUS.

15.2.4 ANALYSIS ' :

Congressional changes in the 1 December 1967 Public Law 90-168 (Reserve
Forces Bill of Rights and Vitalization Act) were intended to place command of Reserve
forces with the Reserve chiefs for all services. The U.S. Air Force via Special Order
dated 22 December 1967, effective 1 January 1968, placed a Reserve Major General in
command of the Air Force Reserve. The U.S. Navy continued to command the Naval
Reserve with reguiar Navy Rear Admirals until Mr. Webb, as Secretary of the Navy,
directed via message (270023Z May 1987) that Naval Reserves be commanded by a
Reserve Rear Admiral. The Navy implemented on 29 May 1987, with a change of
command at Headquarters, Naval Reserve in New Orleans, Louisiana. Both the
USAFR and USNR Chiefs are dual hatted as special staff officers on Reserve matters
to the CSAF and CNO; and both command their Reserve forces. Army Reserve units
are still commanded by reguiar Army Commanders in FORSCOM, USAREUR, and
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WESTCOM with the majority of the units under FORSCOM. Existing command rela-
tionships for USAR units limit the influence of the CAR and detract from his exploiting
the talents and capabilities of Army reservists to improve overall readiness. Recent
Congressional hearings continue to focus on why the Army has been unablie to signifi-
cantly increase USAR mobilization readiness in view of the billions of dollars appropri-
ated during the 1980°s to improve the combat capability of USAR units (see Figure
15-5).

MQDA
ARBNG| |FORSCOM CAR"
il - l‘ DCG,FC*
I CONUSA
GOVERNOR— 1
| |
STARC |- - ~ MUSARC
|
ARNG 1. 1 USAR
UNITS ‘ UNITS
*CAR IS DUAL HA;;E?HAASLWE DEPUTY : mmu BLANNING ANO

FOR USAR TRAINING ASSISTANCE

Figure 15-5. Future

By placing the CAR in a dual role at HQDA and as DCG FQRSCOM (USAR), it
is projected that USAR readiness can be increased at a faster pace than has been the
case over the last ten years. Technical command of the USAR by the CAR allows the
Army Reserve to enhance its management system and be held strictly accountable for
its successes as well as shortcomings. ROBUST task force analysis supports the rec-
ommendations for streamlining command and control refationships in the USAR as
evidenced in the 22 April 1988 Arthur Anderson & Company study ("Total Army
Lifecycle Personnel Management”). The Army should support these recommenda-
tions. The advantages supporting this concept are:

(1) Does not alter the CAR's role as USAR Appropriations Director.

(2) Eliminate redundancy by establishing a second role for CAR within

FORSCOM.
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- (3) Recognize that majority of USAR TPU are commanded by FORSCOM,
the Army Component Commander for CONUS USAR TPU.

An increased state of mobilization readiness planning for USAR units is antici-
pated in making this major command and control policy change. It further ailows
CONUSA commanders to focus their resources on mobilization planning, training as-
sistance and reshaping of the land defense of CONUS.

15.2.5 CONCLUSION .

Allowing the Army Reserve to command and control its own
forces, with overwatch. by the active component, is a responsible
management change, _

15.2.6 IMPLEMENTATION .

FORSCOM, in conjunction with CAR, provide an implementation plan within
six months which includes validation of manpower savings for redistribution. Imple-
ment on 1 October 1991. Implementation of proposed changes is considered to be in
the best interests of the Army for increased USAR readiness and is in-keeping with
Congressional intent in the 1967 legislative changes to PL 90-168.

15.3 OBSERVATION

CAPSTONE trace and employment of all RC units is not identified for all com-
ponent commands.

15.3.1 SCOPE

FORSCOM CAPSTONE trace is over three’ years oid. Force structure changes
for USAR TPUs have not been totaily updated. Moreover, there are significant USAR
TDA. units which have neither a CAPSTONE trace nor a post mobilization mission and
may not be postured to support a warfighting CINC (see Figure 15-6).

TODAY

FORSCOM USAR TROOP PROGRAM UNITS...

CONUSA gglsl.%l\lgus AUTHORIZATIONS ggg..owne AUTHORIZATIONS
FIRST ARMY 556 72,362 163 22,280
SECOND ARMY| 374 38,116 107 15,823
FOURTH ARMY | 464 49,133 107 18,123
FIFTH ARMY 373 37,225 92 12,698
SIXTH ARMY 298 31.007 - 88 12,652
TOTAL 2,085 227,843 555 79,573

Figure 15-6. USAR Units Without a CAPSTONE Trace or Post Mobilization Mission
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15.3.2 PROPOSAL

Establish CAPSTONE trace from FORSCOM to nondeploying USAR Troop Pro-
gram units.

15.3.3 CRITERION

Each USAR unit needs to be identified for CAPSTONE to one Army component
commander.

158.3.4 ANALYSIS

555 non-deploying USAR units were identified from the Program Decisiori
Memorandum (PDM) locked master force in the force accounting system (FAS) (An-
nex B). The latest FORSCOM CAPSTONE Mission Priority Report has not yet been
crosswalked with the M-Force to validate errors and identify those non-deploying
USAR units without mobilization missions. Report codes (REPCO) from M-Force
printouts indicate that many USAR units have no mobilization mission and others dis-
continue after M + 30 to M + 60. In consideration of the many FORSCOM high
priority missions, the CDR,. FORSCOM has some missions that require significant re-
sources all of which have not yet been identified. For example, 2 FORSCOM review of
the land defense of CONUS (LDC) mission this past year initially projected a LDC
need for 85,000 additional personnel over and above the 47th Infantry Division. This
increased requirement equates to an additional 80 military police battalions. A review
- of the USAR non-deploying units should identify additional resources for use in the
LDC and other priority missions. Once identified, HQDA can provide results to the
Joint Chiefs of Staff for a review in order that units without valid missions on mobiliza-
tion can be provided bonafide missions and added to the troop list.

15.3.5 CONCLUSION

Establish CAPSTONE trace to FORSCOM for ail USAR TPU without mobiliza-
tion missions. :

15.3.6 IMPLEMENTATION

ODCSOPS provides in six months an implementation plan which assigns a
CAPSTONE mission to all USAR non-deploying units. Impiement in FY 90.

15.4 OBSERVATION .

USAR training divisions and USAR schools are not under the control of the
training functional command (TRADOC) (see Figure 15-7).
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F‘gure 15-7. USAR Organizations Not Under Control of Their Functional
. Command

'15.4.1 SCOPE
. FORSCOM maximize the effective management of its varied missions and unijt
" training. TRADOC oversees individual training. Facilitate the most effective/efficient
structure for the functional controi of training capability.

15.4.2 PROPOSAL

Transfer control of USAR Training Divisions and USARF Schools to TRADOC.

15.4.3 CRITERION

The missions of the training division are to train to establish or expand a U.S.
Army Training Center and conduct Basic Training (BT) and/or Advanced Individual
Training (AIT) upon mobilization; to command, control, and supervise assigned and/or
- attached personnel and units. The USARF school mission is to provide a means for
personnel of 3l components to attain requisite military education and proficiency stan-
dards by conducting Army Service School/College approved programs of instruction.
These missions are best accomplished by providing a clear and effective chain of com-
mand, authority, and doctrine from the functional headquarters for individual training.
Operational control by TRADOC will enhance the priorities of TRADOC instaliation
support to RC, and will facilitate the transition to mobilization. FORSCOM possesses
the greatest expertise and resources to conduct and control unit training. TRADOC
possesses the greatest expertise and resources to conduct and control individual train--
ing.
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15.4.4 ANALYSIS

The transfer of the USAR training divisions and USARF schools to TRADCC
simplifies the organizational structure, facilitates the transition to mobilization by giv-
ing TRADOC direct control of ail individual training; decreases the need for muitipie
command and different CONUSA directives; transfers and coordinates school courses;
and conducts training on an area wide basis in a community college type setting. By
consolidating and extending unit and individual training to AC/RC/NG in the same
geographic area, year round two-week training could be conducted at AC Schools/Cen-
ters more readily. (Protrain concept)

FORSCOM/TRADOC Regulation 135-3 and TRADOC Reg. 350-15 for partner-
ship/affiliation of USARF Schools with TRADOC SChools are enhanced.

This action places individual training organizations under TRADOC and unit
training focus to FORSCOM, thereby relieving FORSCOM of individual training re-
sponsibility for USAR units. No manpower redistribution is expected although it is
possible a pius up of spaces in TRADOC may be in order (see Figure 15-8).

FORSCOM TRADOC
I
MUSARC
= USAR
TNG'I DIV ' SCHOOL

COMMAND
- ()= OPCON

= {3} = COMMAND, LESS
OPCON

Figure 15-8. Transfer of USAR Training Divisions and Schools to TRADOC

15.4.5 CONCLUSION
Subordinate the training divisions and USARF schools to TRADOC
15.4.6 TMPLEMENTATION
The transfer of control of training divisions and USARF schools to TRADOC
stiould be phased to conform to the other proposed transition changes to FORSCOM. -
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The proposed transfer of operational control (OPCON) to TRADOC should be initiated .
immediately and be completed by FY 90. The second phase for TRADOC to com-
mand should be completed by FY 94.

Many training divisions are aiso Major U.S. Army Reserve Commands
(MUSARCs) which operate as regional command and controi headquarters for geo-
graphically related separate units, detachments, and other commands.  MUSARC
boundaries must be realigned to fill the void created when training divisions are com-
manded by TRADOC. Care should be taken to "protect” state boundaries as this
transition occurs between FY 90 and FY 94.

Currently, Army component commanders command the USAR units that are in
their areas of responsibility. This means that the commanders of WESTCOM,
USAREUR, and FORSCOM command USAR units. The Task Force does not recom-
mend any change to this set-up in the near or even mid-term. However, during the
Task Force review, it was apparent that the Army National Guard management struc-
ture was more streamlined and experienced less difficuity in attaining unit readiness
standards. This perception is widely held throughout the Army.

The Task Force recommends that the United States Army Reserve organization
at the Major United States Army Reserve Command (MUSARC) level be the subject of
a more detailed, dedicated study. Specifically, the Army should explore the alignment
of MUSARC headquarters with state boundaries. This course of action appears to
offer the following advantages: '

(1)  Aligns USAR command and control apparatus with that of ARNG, facili-

tating coordination. (A problem was noted in the OSET visit to the State
Area Command (STARC) in Hawaii. Reserve units had recently been
established in Hawaii that required the same, hard to find, technical
skills that were required in Hawaii ARNG units, making recruiting more
difficult for both components.) Additionally, this facilitates integrated
USAR/ARNG training and support, local identification of USAR units
with ARNG units, and most areas of Reserve Component management.

(2) Simplifies USAR command and control structure.

(3) Does not require any increase in the number of MUSARC (currently,

there are fifty-one).

(4)  Facilitates coordination and assistance by Readiness Groups.

(5)  Facilitates obtaining congressional support for USAR requirements.

(6) Provides simple, logical command and control apparatus for FORSCOM

contingency missions. '

A second aspect of the Reserve Component (RC) structure requires additional
review. The Task Force noted that the ARNG consists largely of combat units, while
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the preponderance of USAR units are combat support (CS) and combat service support
(CSS). The balance of the RC force structure mix should be examined. Perhaps the
readiness of more technical CS/CSS units would be enhanced by the lower personnel
turbulence enjoyed by some ARNG units. USAR personnel turbulence is about 33
percent annually and has a very serious impact on the readiness of units that require
skills with long training times.

The Task Force aiso noted that Full Time Support (FTS) was lagging in the
USAR. During a visit to 5th U.S. Army, it was stated by the CONUSA staff that they
could normally expect a one day turn around on information requests from ARNG
units, but often had to wait a full month to receive complete replies from USAR units.
This situation was attributed to the low level of FTS in USAR units. Office, Chief
Army Reserve (OCAR) has identified a 10,000 authorization shortfail in FTS to the
USAR. The USAR has the lowest FTS ratio of any of the RC of any of the services.

The Army must more fully exploit the wealth of talent that exists in the United
States Army Reserve.
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»120%h ARCOM Cir 335-48-1

DEPARTMENT OF THE ABMY
Headquarters, 120th United States Army Reserve Command
Fort Jackson, South Carelina 29207-8070

1204 ARCOM Cirecular 1 November 1988
No. 33%-88-1

Expirea 31 October 1990
Managenent Informsation Control
LIST OF APPROVED RECURRING MANAGEMENT INFORMATION REQUIREMENTS

Paragraph Page

PUPPOZ® . . « « . v o o s v o o v e o v s s e e s el i
Applicability . . . « . . . . . o o v v e e e e 0 2 1
ROfOrence® . . . . « « & « v 5 o ¢ o 4 s s e 6 n e e 3 I
Selactad Definttions . . . . . « « o ¢ v ¢« « o 0 00 oo o 4 2
Polici®B . . . ¢ ¢ ¢ ¢ v o s s o o s o 2 4 s e 24w . LN 2
Explanation of Format of List of Approved . . . . . . . . 8 2
Recurring Management Information Requirements
APPENDIX A - Deputy Chief of Staff, Resource Management A=l
APPENDIX B - Deputy Chief of Siaff, Logistics B=1
-APPENDIX C - Deputy Chief of Staif, Cperations c-1
APPENDIX D - Deputy Chief of Staff, Training b=-1
APPENDIX K - Deputy Chief of 3taff, Personnel E-1
APPENDIX F - Deputy Chiet of Staff, Information Management F-1
APPRNDIX G - Inapector denaral a1
APPRNDIX H - Internal Review Office H-1
APPRNDIX I - Publia Affainre 0ffice I-1
APPREDIX J - 3taf? Judge Advocato Jd=1
APPENDIX K - Chaplain K~-1
APPENDIX L - Enginesr L-1
APPENDIXI M - Surgeon M=1

1. PURPOSE. To publish a listing of approved recurring msanagement
information requirements (recurring reports} from Depariment of the Army,
Forces Command, Second U.S. Army, 120th U.S. Army Reserve Command, and
other agencies.

2. APPLICABILITY. This circular is applicable %o this headquarters, Major
Subordinate Commands and assigned units, Heserve Canters, and activities.

3. REFERINCES.
a. AR 333-15, Management Information Control System.

b. DA Pam 1%-9, List of Approvcd Recurring Management In!or-ltion
Requiresents.

*This circular aupersedes 120th ARCOM Circular 338-87-1, 1 Jul 87.
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120th ARCOM Cir 33%-488-1 - 1 NHovember 1988

c. FORSCOM Suppl 1 %o AR 335-15, Management Information Coatrol
Systenm.

d. 24 Suppi 1 to AR 335-1%9, Management [nformation Control System.

e. FORSCOM Cir 333-88-11, List of Approved Recurring Management
Information Requirements.

£. 24 Cir 333-48-1, List of Approved Recurring Menagement Information
Requirements. ' . -

4. SELICTED DEFINITIONS.

a. irements Control Symbol (RC3}. An identification symbol
assigned to a reporting requiresment by the Management Information Control
O0fficer (MICO) to indicate it has been approved in accordance with AR
338-18.

b. Controlled Requirement. A requirement not specifically axempt
(Chapter 3, AR 333-15) and whick has been approved and assigned an RCS.

¢. BExempt Requirement. A reporting requirement of the type specified
in Chapter 3, AR 338-15, and which does not require assignment of an RCS.
Exemptions will be cited only after approval of the MICO and will be
identified By a citation similar to the following: RCS exempt: AR J35-1%,
paragraph 5-2a(4). The citation will be placed immediately after the
request for inforsation. -

d. Unauthorized Rggéirou-nt. A reporting requirement which has not
been assigned an BCS prior to publication of the reporting directive.

S. POLICIES. Consistent with the objectives of an effective Management
Information Control System as prescribed in AR 335-19, eachk level of
command and the personnel within will become familiar with the content of
this eircular to ensure that all requirements being preparsd are listed and
correctly identified or are specifically exempt from management information
contrel {(Chapter 5, AR 333-183).

6. ZEXPLANATION OF FORMAT OF LIST OF APPROVED RECURRING MANAGEMENT
INFORMATION REQUIREMENTS. The following explanations are keyed to the
appropriate columnar hesadings:

a. BREQUIREMENT CONTROL SYMBOL (1). 4An BCS will be asgigned to each
separats, controllable management information requirement. See AR 338-18,
Appandix C. .

b. TITLEK OF REQUIREMENT AND FORM SUMBER (2). Identifies the compiete

title of the requirement and the form number on which the requiremant ias
preparesd, where applicabla.
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e. FREQUENCY (3). Frequency Codes are as follows:

GODE  EXPLANATION

Daily

Weekly

Monthly

Quarterly

Semiannually (every six months)
Annually

Other (irregular or as required)

N UWOKED

d. REQUIRING DIRECTIVE (4). Established by the originating agency.

e. PREPARED BY (8). This headquarters, Major Subordinate Commands and
agsigned units, Reserve Canters, and activities.

{. SUSPENSE T0 BEQUIRING HEADQUARTERS (8). This column provides the
suspense date of each report required by an higher headquarters ar support

agency.

§. SUSPENSE TO ARCOM HEADQUARTERS (7). This column provides the
suspense date of each report to be sent %o the ABCOM headquarters i{n order
to meet internal, higher headquarters, or support agency sanagement
information requirements. )

h. SUSPENSE TO MAJOR SUBORDINATE COMMAND (8). This coiumn may be used
by each MSC to provide the zuspense date of sach report to be zent to the
M3C in order %0 meet management 1ytoruntioa requirements.

{. SUSPENSX TC BATTALION (9). Thisz colusn may be used by each

battalion te provide the suspense dats of each report to be sent to the
battalion in order to meet management information requiresents.
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ANNEX B TO CHAPTER 15
DEPLOYABLE/NON-DEPLOYABLE UNITS - FY 89

AUTH UNIT
AGR COUNT

** ARMY: 1 TYPCO: 1 DEPLOYABLE
* REPCO:
* Subsubtotal * 70029 552
* REPCO: D :
* Subsubtotal * 2240 3
* REPCO: N
* Subsubtotal * ' 93 1

** Subtotal ** 72362 556
** ARMY: 1 TYPCO: 2&3 NON-DEPLOYABLE

* REPCO: N

* Subsubtotal * 3 1
* REPCO: R

* Subsubtotal * 9810 _ _ 80
* REPCO: D

* Subsubtotal * 32 2
* REPCO: M . -

* Subsubtotal * 1369 . . 13
* REPCO: N

* Subsubtotal * 2502 13
* REPCO: R

* Subsubtotal * 3564 54
** Subtotal ** 22280 163
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DEPLOYABLE/NON-DEPLOYABLE UNITS - FY 89 (CONTINUED)

AUTH
AGR
** ARMY: 2 TYPCO: 1 DEPLOYABLE
* REPCO:
* Subsubtotal * 37363
* REPCO: D
* Subsubtotal * 753
** Subtotal ** 38116

*s ARMY: 2 TYPCO: 2&3 NON-DEPLOYABLE

* REPCO: R

* Subsubtotal * 5096
* REPCO: M

* Subsubtotal * 6355
* REPCO: N )
* Subsubtotai * 2168
* REPCO: R

* Subsubtotal * 7904
*¢ Subtotal ** 15823
** ARMY: 4 TYPCO: 1 DEPLOYABLE
* REPCO:

* Subsubtotal * 43380
* REPCO: D

* Subsubtotal * 753
** Subtotal ** 49133
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374

39
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DEPLOYABLE/NON-DEPLOYABLE UNITS - FY 89 (CONTINUED)

AUTH
AGR

** ARMY: 4 TYPCO: 2&3 NON-DEPLOYABLE
* REPCO: D
* Subsubtotal * 422
* REPCO: N
* Subsubtotal * o 3
* REPCO: R _
* Subsubtotal * 6782
* REPCO: D
* Subsubtotal * 31
* REPCO: M .
* Subsubtotai * 600
* REPCO: N ‘
* Subsubtotai * : 1563
* REPCO: R
* Subsubtotal * ' 6720

** Subtotal ** 16123

** ARMY: § TYPCO: 1 DEPLOYABLE
- * REPCO:

* Subsubtotal * 35719
* REPCO: D

* Subsubtotai * 1506
** Subtotal ** 37225
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DEPLOYABLE/NON-DEPLOYABLE UNIIS -

AUTH
AGR

** ARMY: § TYPCO: 2&3 NON-DEPLOYABLE
* REPCO: D -
* Subsubtotal * 8
* REPCO: R
* Subsubtotal * 4612
* REPCO: M '
* Subsubtotal * 724
* REPCO: N :
* Subsubtotal * 1868
* REPCO: R - .
* Subsubtotal * 5483
** Subtotal ** _ 12695

** ARMY: 6 TYPCO: 1 DEPLOYABLE

* REPCO:
* Subsubtotal ° 30254
* REPCO: D :

* Subsubtotal * 753
** Subtotal ** 31007

** ARMY: 6 TYPCO: 2&3 NON-DEPLOYABLE

* REPCO: R
* Subsubtotal * 4953
* REPCO: M

669

* Subsubtotal *
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FY 89 (CONTINUED)

UNIT
COUNT

© .42

335
92

297

298

41



DEPLOYABLE/NON-DEPLOYABLE UNITS - FY §9 (CONTINUED)

* REPCO: N
* Subsubtotal *

* REPCO: R
* Subsubtotal *

~ ** Subtotal **

L )] Toml L L

AUTH
AGR

1418

5612
12652

307416

. 15-B~7

UNIT
COUNT

32
86
2620






CHAPTER 16
MOBILIZATION - CONCEPTUAL OVERVIEW

“The deterrent value of mobilization resides not only in
the Active and Reserve Components, but aiso in the prepar-
edness to convert civilian manpower and industrial produc-
tion rapidly into military units, individual replacements,
and supplies. The greater our capab:hty for timely, total
mobilization, the higher the risk which a potential enemy
would incur as a result of actions which could escalate into
war with the United States.”

“The capability of the United States to expand the ac-
tive force rapidly and efficiently factor in deterring poten-
tial enemies and assuring U.S. ailies of U.S. resolve. Fun-
damental to achieving such a capability is the coordination
of mobilization planning with the planned deployments of
war plans which require mobilization.”

U.S. Army War College, Carlisle Barracks, PA

16.1. OBSERVATION

There is split responsibility within the mobilization planning function.

16.1.1 SCOPE

Headquarters, Department of the Army (HQDA), Major Commands (MACOM)
and instailations.

16.1.2 PROPOSAL

Integrate mobilization pianning at DA.

16.1.3 CRITERION

Principles of War (FM 100-5, Operations, Appendix A) and the rules of ineffi-
ciency (Annex D, Inefficiency Rules, to Chapter 3, Methodology for Comprehensive
Review, in this report).

16.1.4 ANALYSIS

The Department of Defense (DOD) Master Mobilization Plan (MMP) (May 88)
lists 41 separate authorities in the United States Code (USC) as a partial list of Emer-
gency Authorities for Mobilization. The primary statutory authorities for mobilization
are displayed below (see Figure 16-1).
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Action Required

Situation Authority Pearsaonnei Invoived Remarks
1. Any level of : Publish order to M0USGC§721{d] Voiunteers from May be usad for any
amergency. active duty. Nationai Guard and lawfui purpose. Consent
10 USC 3504 Resarves. Retired of the gavernor is
membaers of the Reguiar i required for NG
forces. members serving under
. MW USCE72 (dl.
2. Domestic i Presidential Procls- 10USC3500. Nationsl Guard & May be used for:
Emergency. mation to disperse 3500 & appro- Resarves. Federal Aid 1o states in
(Selective - sunder 10 USC3IN & priata orders case of insurrection
Mobilization) :Exscutive Ordarunder & of higher {10 USC331); Enforcs
10 USC appropriste to H federnl suthority (10 USC
purposs of the csil 10USC3a3t, 112, 332 Suppress
b << 4 intertarence with State
. & Federsi law (10 USC |
3.
3. Operstional ! Presidential 10 USC 573b Units and individuais President must report to
mission Executive Qrder PL 99-681 of Selected Reserve: Congress within
raquiring limited to 200,000 {ail 24-hours an circum-
sugmentation services) for up t0 30 stances and antici-
of active days. patad use of farcas. May
force (200K not be usad in lieu of a
Cail-up} Call-up (10USC 331 et
298q.. 3500,3500), or for
. . disaster reiief.
4. Contingency? Presidential Procia- 10 USC§73isi Ready Reserve units and ! President may extand
operation, war : mation of 3 national Individual Ready appointmaents, aniist-
pian, National ; emergency & an Exec- = Resarve; limited to maents & periods of
smergency utive order. 1.000.000 {ail services) servica when Congress is
{Partial : for up to 2 years, notin session.
mobhilization) ] (10 USC 571 b}
5. Wearor Passage of a public 10USC e al Nationsl Guard & May axteand eniistmaents
national iaw or joint reso- 10UsScCsn Reserve units, Individual ; in Regular and Reserva
smergency tution by the Congress fleady Reserve, Standby { forces & extend period
(Fuil or declaring war ot nationail Reserve. mambars of of active service for
total mobilize- : emergency. Retired Ressrve. No duration of the war plus
tion). numaerical or time 8 manths.
fimitation uniess
established by Congrass.

Figure 16-1. Mobilization Authority

The DOD MMP defines mobilization as the process whereby the nation makes a
transition from a normal state of peacetime preparedness to a war- fighting posture. It
involves the assembly, organization and application of the nation’s resources for na-
tional defense. The Plan establishes the following peacetime responsibilities for the
military departments: develop plans, maintain units, process personnel, prepare fiscal
actions, develop plans and/or procedures to acquire facilities for mobilization, deter-
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mine industrial base needs, train personnel and/or units, and develop automated data
processing support systems. ’

The Army Mobilization and Operations Planning System (AMOPS) is estab-
lished by AR 500-5 (Aug 1986). AMOPS is published in four volumes. The Army
Mobilization Plan (AMP) is also a part of AMOPS. The AMOPS documents are out-
lined below (see Figure 16-2).

The Deputy Chief of Staff for Operations and Plans (DCSOPS) has Army Staff
(ARSTAF) responsibility for AMOPS. AR $§00-5 requires major Army commands,
mobilization installations, coordinating installations (AR 5-9), supporting installations
(AR 5-9), each separate Reserve Component (RC) unit down to detachment level, staff
support agencies (SSA) and field operating agencies (FOA) as directed by the heads of
Army Staff Agencies to develop mobilization plans. The AMP consists of separate
plans from: _

(1) Headquarters, Department of the Army (HQDA)

(2) ©  United States Army Forces Command (FORSCOM)

{3)  United States Army Training and Doctrine Command (TRADOC)

(4)  United States Army Military Traffic Management Command (MTMC)

(5)  United States Army Materiel Command (AMC)

(6) United States Army Information Systems Command (ISC)

(7)  United States Army Intelligence and Security Command (INSCOM)

(8  United States Army Health Services Command (HSC)

(9)  United States Army Western Command (WESTCOM)

(10) United States Army Corps of Engineers (USACE)

. The HQDA MMP is part-of the AMP. It is not a coordinating or base plan. It

only addresses responsibilities and functions within HQDA. AR 500-5 tasks the Com-
manding General (CG) of FORSCOM to publish detailed instructions for RC activities
and actions that will be required upon receipt of an alert or mobilization order and to
coordinate matters pertaining to RC units or individuals with the National Guard Bu-
reau (NGB), the Office of the Chief, Army Reserve (OCAR), and the major Army
commands (MACOM).

AR 500-5 requires the CG of TRADOC to publish detailed instructions for
training base activation/expansion and to approve training base expansion annexes to
mobilization station mobilization plans.

AR 500-5 establishes a General Officer Mobilization Review (GOMR) to make
recommendations to the Army leadership and provide guidance for the resolution of
mobilization and deployment issues. It is chaired by the Vice Chief of Staff of the
Army (VCSA) and has general officer or equivalent representatives from 27 different
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DOCUMENT

PURPOSE

SCOPE

AR 500-5
AMOPS!

SYSTEM
DESCRIPTION.
RESPONSIBILITIES
AND PROCEDURES

ESTABUSHES AMOPS
DEFINES SYSTEM FOR:

1. ARMY MOBILIZATION

PLANNING AND EXECUTION

2 ARMY PARTICIPATION IN THE
JOINT OPERATION PLANNING

SYSTEM (JOPS)

» CONSOLIDATES POLICIES AND
PROCEDURES AND DEFINES
RESPONSIBILITIES FOR ARMY
MGOBILIZATION PLANNING AND
EXECUTION AND FOR ARMY
PARTICIPATION IN JOINT
OPERATION PLANNING &
EXECUTION

* DEFINES MCBILIZATION PLANNING
AS APPLYING TO ALL PLANS FOR
RAPID EXPANSION OF THE ACTIVE
FORCE UNDER SELECTIVE, PARTIAL,
FULL AND TOTAL MOBILIZATION,
AND PLANS OF HQDA. MACOMS,
INTERMEDIATE HQ. INSTALLATIONS
AND AC/RC UNITS

+ DEFINES OPERATIONS PLANNING
AS APPLYING TO ALL JOINT AND
SUPPORTING ARMY PLANS FOR
CONDUCT QF MILITARY
QPERATIONS IN A HOSTILE
ENVIRCNMENT AND OEPLOYMENT
QFf ARMY FORCES TO THEATER

AMOPS I
STRATEGIC EMPLOY-

PROVIDES MOBILIZATION AND
' OPERATIONS PLANNING
GUIDANCE PERTAINING TO

APPIES TO:
1. CBT, CS. CSS 8 GSFUNITS
2. DEPLOYABLE & NONGEML.OYABLE

MENT OF ARMY AVAILABILITY, ALLOCATION, UNITS
FORCES AND EMPLOYMENT OF ARMY 1. ALLCOMPONENTS
FORCES ° N
AMOPS I PROVIDES ARMY AGENCIES, COM- | CONTAINS ADMINISTRATIVE, QPER-
MANDS, AND COMPONENTS QF ATIONAL. AND PLANNING
ARMY MOBILIZATION UNIFIED COMMANDS GUIDANCE ; GUIDANCE. APPLIESTO ALL
& DEPLOYMENT REQUIRED TO PLAN FOR MOBILI- | COMPONENTS.

PLANNING GUIDANCE

ZATION & DEPLOYMENT OF ARMY

FORCES

AMOPS IV

ARMY CRISIS ACTION
SYSTEM

DESCRIBES ARMY CRISIS ACTION
SYSTEM, RELATIONSHIP TO JCS
CRISIS ACTION SYSTEM, PRE-
SCRIBES HQDA CRISIS MANAGE-
MENT ORGANIZATION & STAFFING

METHQDS

DESCRIBES STREAMLINED STAFF
ORGANIZATIONS OF JCS & ARMY,
ARMY CRISIS STAFFING METHODS,
MOSILIZATION DECISION SURPORT
PROCESS, ALTERNATE COMMAND
CENTER QOPERATIONS, PRE-
POSITIONED AUTHORITIES FOR
MACOM USE, RELATIONSHIP TO
EMERGENCY ACTION PAOCEDURES

AMp

ARMY MOBILIZATION
PLAN

ESTABLISHES PROCEDURES FOR
MOBILIZATION EXECUTION
WITHIN HQDA & EACH MACOM

1S COMPRISED QF THE COLLECTED
MOBILIZATION PLANS OCFHQDA
AND THE MACOMS

Figure 16-2. AMOPS Documents
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HQDA agencies and MACOMSs. The regulation aiso provides for an Army Mobiliza-
tion Review (AMR) panel that is chaired by the Deputy Director, Operations, Readi-
ness and Mobilization Directorate, ODCSOPS. The AMR consists of colonel level
representatives from the organizations that participate in the GOMR.

AMOPS supports the Joint Operation Planning System (JOPS) and the Joint
Deployment System (JDS). AMOPS, Volume 1 (Jun 88) fixes ARSTAF responsibility
for Army mobilization doctrine and preparation of Army forces for deployment with
DCSOPS. ARSTAF agencies and MACOMs have the responsibility to assist
ODCSOPS in developing, reviewing, and maintaining those portions of AMOPS per-
taining to respective areas of interest and to conduct mobilization planning within their
areas of interest.

AR 10-42, FORSCOM, (Mar 84 - current) tasks CG, FORSCOM to act as the
HQDA executive and coordinating authority for planning and managing mobilization
and deployment of USAR units in CONUS, Puerto Rico, the Virgin Islands, and
Alaska. AR 1042 also states... Mobilization and deployment is executed IAW
AMOPS and FORSCOM Mobilization and Deployment Planning System
~ (FORMDEPS). FORMDEPS performs the following functions: 1) provides detailed mo-
bilization stationing planning and assistance to ARNG and USAR units; 2) coordinates
with the gaining MACOM for stationing assignments of mobilizing sustaining base
units;. 3) manages execution of mobilization plans for all of the above geographical
areas; 4) prepares plans. for activating and stationing Component 4 units required for
full mobilization and for units and installations required for support of total mobiliza-
tion; and 5) tasks CG, FORSCOM to prepare for the depioyment of AC units according
' to approved contingency plans.

AMOPS Volume 1 states... The FORSCOM Mobilization and Deployment Sys-
tem (FORMDEPS) is directive in nature... FORMDEPS serves as the framework for
centralized planning management and consolidates FORSCOM policies, mission as-
signments, procedures, and plans for the development, coordination, dissemination,
review and approval of mobilization plans and provides for planning the execution of
mobilization and deployment.

The AMOPS system is divided into eight subsystems that describe the augmen-
tation and sustainment of theater and other strategic forces and the augmentation of
the CONUS base. The AMOPS structure for mobilization identifies the agents who
transform the mobilization directive of the President into a mobilized force available to
the theater commander for warfighting.

AMOPS suffers from the lack of an integrating Departmental Mobilization Plan.
The AMP is a compilation of ten separate plans rather than a single plan or a base plan
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- and supporting plans. FORSCOM is responsible for the Mobilization and deployment
of force units. AMC is responsible for the expansion of the industrial base (a separate
function) but must support the mobilization of force units with equipment. TRADCC,
whose mobilization planning system, TRADOC Mobilization and Operations Planning
System (TMOPS), is responsible for the expansion of the training base. It is simuita-
neously responsible for supporting the mobilization of force units on its instaliations
which are mobilization stations. AMOPS focuses on the mobilization of force units.
The fact that DCSOPS and FORSCOM are each only identified as agents in three of
the five functional areas of mobilization shown in Figure 16-3 should not go unnoticed.
Unity of command is important to any planning process The Army’s mobilization
plan lacks unity of command

L I { o lized olanni { ge lized .
is a workable concept. With its current mobilization planning svstem, the Army has
decentrajized mobilization pianning as weil as execution.

The Army War College text, Army Command and Managcment Theory and
Practice, in its discussion of Army structure, identifies three major subsystems (com-
~ bat, production, and integrating) in the Army organizational system. The combat sub-
system is based on AirLand Battle doctrine. It uses the output of the other two major
subsystems to create and support combat ready theater force units.

The production subsystem is the sustainment base of the Army. It consists of
the AMC, TRADOC, and FORSCOM (in its role as the mobilizer and deployer of
theater force units); the functional commands, such as ISC, INSCOM, HSC, and
USACE; numerous field operating agencies, such as the United States Total Army
Personnel Agency (TAPA), United States Army Troop Support Agency (TSA), United
States Army Recruiting Command (USAREC), and the United States Army Commu-
nity and Family Support Center. The bedrock of the Army’s sustainment base is the
installation. Army installations are our operatmg bases, logistical bases, and mobiliza-
tion bases.

The integrating subsystem of the Army consists of the Secretariat and the
ARSTAF. Together, they comprise HQDA. The Department’s contribution, to the
entire organizational system, is the horizontal and vertical integration of the nine man-
agement functions performed by the numerous MACOMs and FOAs. As currently
stated these functions include structuring, equipping, manning, training, sustaining,
mobilizing and deploying, managing facilities, managing information, and managing.
The Army performs a tenth departmental management function, intelligence, which
needs to be appended to this list (See Chapter 24, HQDA). It is the role of HODA to
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MILITARY MANPOWEH

PHETHAIN INDIVIOUAL RESERVISTS
ACTIVE INDIVIDUALS (NON-UNIT)
RETURN TO DUTY INQIVIDUALS
VCLUNTEERS (NON-PRIOR SERVICE}

VOLUNTEERS (PRIOR SERVICE) MATERIEL
DELAYED ENTRY ENLISTEES )
FORCE UNITS SELECTIVE SERVICE INCUCTEES / WAR RESERVE MATERIEL
STANDSY RESEAVISTS STOCKS (WRMS)
ACTIVE ARMY UNITS ~ ANTIRED INDIVIBUALS PREPOSITIONED MATERIEL
ARMY RESERVE UNITS (POMCUS)
ARMY NATIONAL GUARD UNITS UNIT EQUIPMENT
UNMANNED (NEW) UMTS

MOBILIZATION
STATIONS

COMMAND & DCSCPS TRANSPORTATION

CONTROL 0esLoG SUPPORAT
MANPOWER TRANSPORTATION FACILITIES
FACILITIES TRANSPOATATION MEANS
SERVICES CIVILIAN WORK FORCE

GENERAL SUPPORT FORCE

uNITS
COORDINATION PORTS
TRAINING BASE MEDICAL SUPPORT
ENLISTMENT/INDUCTICN LOGISTICS SUPPORT REHABILITATION
CENTERS SUPPLY EVACUATION

CIVILIAN WORK FORCE PRODUCTION TREATMENT

AECEPTION ACTIVITIES PROCUREMENT MEDICAL FACILITIES

TRAINING DIVISIONS MAINTENANCE CIVILIAN WORK FORCE

THAINING FACILITIES CONSTRUCTION GENERAL SUPPORT

SERVICE SCHOOLS PORCE UNITS

Figure 16-3. Functxonal Subsystems of AMOPS with their Prmc:pal Activities
and Proponent Agencies

16-7



The organizational system is bonded together by command and management
relationships. The President, as Commander~in-Chief, and then the Secretary of De-
fense, command all the military forces of the United States. However, within the
Army, command (often less operational control) of Army organizations originates from
HQDA and flows to all Army organizations through the c¢hain of command. In a
similar manner, rescurces are allocated by the Department to the MACOMs and then
suballocated as-appropriate. Command and management relationships define the or-
ganizational structure of the Army.

As stated, HQDA, integrates the management of the departmental functions
both horizontaily and vertically. In general, responsibility for performing individual
functions is assigned to the Army’s MACOMSs and specific FOAs. The MACOMs are
structured verticaily and they generally do not extensively integrate horizontally outside
their respective commands. Integration involves, not only the assignment of responsi-
bilities, coordinating, directing, and controlling, but also planning, organizing and, per-
haps most importantly, allocating resources. It is no accident that tasking authority is
seldom delegated outside the normal chain of command. Resources are managed
through the chain of command. It is difficult to avoid abuse of tasking authority when
the tasker does not have to foot the bill.

Figure 16-4 depicts the AMOPS structure for accomplishing mobllxzauon The
chart.depicts HQDA as the lowest level of organization that can coordinate mobiliza-
tion activities. It must be kept in mind that during mobilization it is likely that
FORSCOM is also preparing to execute or executing CONPLAN 7040 (LDC) and the
CONUSA are transitioning to Joint Regional Defense Commands (JRDC). i

Much effort is expended on mobilization plans. However, the results are often
frustrating and disappointing. One of the major difficulties, is the fact that mobiliza-
tion planning, as currently performed, requires very detailed information about units
and facilities that are continuously changing. Hence, numerous disconnects occur dur-
ing mobilization exercises. The mobilization. pianning function is, in general, not ade-
quately resourced to keep the data and the plans current. Our mobilization planning
systern is complex and our plans lack simplicity.

16.1.4 CONCLUSION

Centralize and integrate mobilization pianning at HQDA.

16.1.5 IMPLEMENTATION , : _

HQDA, DCSOPS, review and analyze the Army’s mobilization planning system
using the principies of war and the rules of inefficiency and prepare an implementation
plan that centralizes mobilization planning and decentralizes mobilization activities no
later than 1 May 1989 for implementation no later than 1 October 1991,
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Figure 16-4. AMOPS Structure for Mobilization
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Mobilization requires the synchronous efforts of the entire Army. (This issue is
related to observation 14.1, FORSCOM has diverse and muitiple missiéns.) The vari-
ous plans for expanding the training base, industrial preparedness, and force unit mo-
bilization and deployment must be integrated under a single plan that clearly states the
mission, provides a concept of operations, identifies specific responsibilities and pro-
vides necessary coordinating instructions. Much effort is expended in mobilization
planning and much has been accomplished. However, we need to ensure that planning
is accomplished at the appropriate level of detail. Extremely detailed plans are very
difficuit to maintain and do not often justify the effort necessary to prepare them. If
we expect mobilization pianning to be done well, leaders must be involved. The old
adage, “Units only do well, what their commanders check.” applies to mobilization
planning. .

Finally, the Army needs to review the wartime contribution of contracted serv-
ices. Contracted services have been an integral part of the sustainment of American
armed forces since colonial times. The services necessary to support mobilization and
the transition to war should be identified and, if appropriate, contracted for now to
facilitate the mobilization process.

16.2 ADDITIONAL INFORMATION

Annex A, Contracting in War, and Annex B, List of Mobilization Stations pro-
vide additional information concerning a conceptual overview of mabilization.
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ANNEX A TO CHAPTER 16
THE ROLE OF CONTRACTING IN WAR

OVERVIEW .

During periods of war, the U.S. Army has contracted with civilians for a variety
of functions—administration, logistics, medical, transportation, inteiligence, quarter-
master, engineering, domestic services, communication, ordnance, and morale. These
civilians have included both U.S. national and foreign skilled as well as unskilled labor-
ers whose duties have ranged from providing technical advice to grave digging. The
purpose of this study is to trace those services the Army hired civilians to perform
from the Revolutionary War through the Vietnam War. '

During the early eighteenth century contractors provided for almost all of the
Army’s needs although there were no formal regulations or methods for entering into
private contracts. The Army rarely asked for the submission of bids, but rather simply
contracted through oral agreements rather than written specifications. Since these
carly agresments were not regulated strictly, contractors often took advantage of the
situation. Because of rampant corruption and poor service during the American Revo-
lutionary War and the War of 1812, after 1820 the Army attempted to carry out sup-
port functions itseif. _

When the Mexican War broke out, the Army quickly found it lacked the neces-
sary resources and manpower since federal foundries, storage depots, and clothing
factories could not meet wartime needs. Again the Army turned to fullscale utilization
of civilian contractors for specialized services. This practice continued throughout the
nineteenth century. The Army hired civilians to undertake a myriad of duties during
the Frontier and Plains Wars. With the magnitude of operations in the Civil War and
the overseas operations in the Spanish American War, the Army’s need for civilian
contractors increased. Once. the Army realized that contractors were necessary to
fulfill it mission in times of war, the Army provided greater regulation of and tighter
control over the civilian contract system of provision and support throughout the nine-
teenth and twentieth centuries.

The twentieth century brought increasing industrialization and technology which
revolutionized warfare. The Army thus required greater specialization in the tradi-
tional technical services. The changing character of war brought new requirements for
supplies and equipment. Beginning with World War I, military operations reflected the
development of new weapons, new vehicles, new food preparations, and new equip-
ment of all kinds. After World War II, the nature of the Army changed too. Fewer
and fewer men joined infantry, armor, and artillery units; the majority of men were in
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the technical services. The increasing number of men joining the Army’s technical
services did not, however, decrease the need for civilians. This was evident in both the
Korean and Vietham Wars when the Army hired large numbers of civilian technicians
as well as foreign civilian laborers. Although the basic needs of the Army have re-
mained the same, contractors have been needed to provide the necessary technological
expertise in electronics, communications, and transportation to help the Army fight
effectively.

The enclosed tables represent services, not specific individual skills, contracted
for by the Army during times of war (i.e., individuals such as carpenters, plumbers,
and roofers are included in the engineering category for construction). After each
table is a short explanation of how and why that category was contracted.

The civilian contract system initially was weak because it made supply of the
Army a function of individuals who were not under Army control. The contract sys-
tem, now under unified and coordinated conwol and supervision has been the system
arrived at in all wars to take care of the needs of the Army. As outlined in the
following tables, civilian contractors have provided the same basic services throughout
time. Soldiers have relied on civilian support on a variety of levels, in both official and
unoificial contracts.
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TABLE 16-A-1. MEDICAL
EXXSICIAN DENTIST NURSE STEWARD/ VET CONSULTANT

ATTENDANT -
AMERICAN YES NO YES YES YES* NO
REVOLUTION
WAR OF 1812 YES NO YES YES YES NO
MEXICAN WAR YES**. . NO YES YES YES NO
FRONTIER WAR YES " NO YES YES YES NO
CIVIL WAR "~ YES ~ NO YES YES YES NO
PLAINS WAR YES NO YES YES YES NO
SPANISH AMERICAN YES NO  YES YES YES NO
WAR
PHILIPPINE/CHINA YES YES YES YES YES NO
WAR
WORLD WAR [ YES YES YES YES YES YES
WORLD WAR II YES YES YES YES YES YES
KOREA YES YES YES YES YES YES
VIETNAM YES - YES - YES YES YES YES

*During the Revolution and War of 1812, the Army hired farriers. Farriers
were generally blacksmiths who performed veterinarian services without being fully
qualiﬁed. ,

**During the War of 1812, the U.S. Army General Staff positions of Surgeon
General and Apothecary General were filled by civilian doctors. This is the only time
that the Army paid civilians to fill these positions.
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MEDICAL ,

The Army has hired civilian doctors, nurses, attendants, and veterinarians in
every war since the Revolution. Prior to the Mexican War, however, a sufficient num-
ber of physicians were interested in serving so that it was not necessary to hire many
doctors; the Army did authorize individual officers to hire civilian doctors when there
were no Army surgeons aitached to their unit. Initially, contract physicians performed
both dental and veterinary functions until the Army established separate dental and
veterinary corps in the late nineteenth and early twentieth centuries. Neither commis-
~sioned nor enlisted, without regiment or corps affiliation, the contracted personnel
served at remote posts and in the field, and until World War I were given few benefits
other than subsistence and housing with the soldiers.

The Army hired a larger number of nurses and attendents than physicians until
the Army Nurse Corps was created after the Spanish American War. Before the Span-
ish American War, male help was preferred in the hospitals and the duties of female
nurses usuaily were restricted to cooking and supervision over the linen and laundry.
With the educated and trained female nurses in the latter haif of the nineteenth cen-
tury, female nurses became important to insure expert attendance on the patient dunng
the absence of the physician or surgeon.

During World War I, the Army expanded the system of contracting medical
personnel to include both female and foreign doctors as well as medical consultants. .
Generally the female physicians were utilized in Zone of the Interior hospitals, while
the foreign doctors and medical consultants worked in theater hospitals. By Worid War
II, civilian medical consuitants were used for a dual role. Some of these doctors, those
with special training and skills, travelled to various theater hospitals sharing their ex-
pertise with Army doctors. Other consuitants were hired to overses Army hospitals to
insure that they were operating efficiently and providing the best possible care to the
soldiers.
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INTELLIGENCE
TABLE 16-A-2. INTELLIGENCE

INFORMANT SCOUT TRANSLATOQR/

- INTERPRETER
AMERICAN REVOLUTION YES YES NO*
WAR OF 1812 YES YES NO
MEXICAN WAR YES ' YES YES
FRONTIER WAR YES YES YES
. CIVIL, WAR YES YES NO
PLAINS WAR YES YES . YES
SPANISH AMERICAN WAR YES YES YES
PHILIPPINE/CHINA WAR YES YES YES
WORLD WAR [ YES YES YES
WORLD WAR 11 YES YES YES
KOREA YES YES YES

VIETNAM YES YES YES

*During the Revolution, the Army found sufficient volunteer translators making
it unnecessary to hire translators and interpreters.
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INTELLIGENCE )

From the American Revolution through the Vietharmn War, paid informants have
provided the Army with area reconnaissance and information. Despite the fact that
some type of formal Army intelligence organization existed in almost every war, indi-
vidual soldiers also made use of local informants to keep them apprised of enemy
operations. Intelligence operations required that information be gathered from local
sources familiar with the local terrain, politics, and language. Thus, civilians were
employed to collect information on the opposing forces. The Army rarely signed for-
mal written contracts with the individuals who provided intelligence services; it simpiy
paid them for the information provided.
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QUARTERMASTER
TABLE 16-A-3. QUARTERMASTER
CLOTHING EQOD FODDER EUEL MISC. EQUIPMENT

AMERICAN REVOLUTION YES YES YES YES YES
WAR OF 1812 YES YES YES YES : YES
- MEXICAN WAR YES YES YES YES YES
FRONTIER WAR - YES YES YES YES YES
CIVIL WAR : YES YES YES YES YES
PLAINS WAR YES YES YES YES YES
SPANISH AMERICAN WAR YES YES YES " YES YES
PHILIPPINE/CHINA WAR YES YES YES YES YES
WORLD WAR [ YES YES YES YES YES
WORLD WAR II YES YES YES YES YES
KOREA YES YES YES YES YES

VIETNAM ‘  YES YES  YES  YES YES
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QUARTERMASTER : :

During periods of war, The U.S. Army has always relied upon contractors to
provide subsistence. A variety of types of contracts have been used to provision the
Army with food, clothing, fuel, and equipment such as tents, bedding, canteens, and
stationery. Initially there were no formal regulations governing these contracts, so
many early contracts went partially filled or unfilled. Contracting became more for-
malized during each new period of war.

During the nineteenth century, civilian contractors not only furnished supplies,
but they cleared roads, drove wagons, and operated storehouses for the Army. Prior to
the Spanish American War, large numbers of civilians travelled with the Army to work
as clerks, blacksmiths, packers, firemen, carpenters, and laborers. In both the Mexi-
can and Spanish American Wars, the Army utilized foreign laborers. The Quartermas-
ters had difficulty in controiling such civilian workers and often the failure of these
laborers hampered military operations. Prior to World War I, a service corps of en-
listed men was created to do the jobs previously done by civilians. The service corps.
grew slowly, and despite the existence of this workforce civilians were still needed to
work as laborers throughout the twentieth century. The service corps was never large
enough to support the logistical demands of the Army. The Army found it necessary to
utilize foreign civilian labor as well as prisoners. of war to supplement soldier labor in
World Wars I and II, Korea, and Vietnam.

Beginning in-the mid-nineteenth century, the Army's supply functions were no
longer confined to the support of its own units. It also had broad responsibilities for
the support of the other Services, especially the Marine Corps. Also, during World
War II, the Army became responsible for executing the military aspects of the govern-
ment’s foreign assistance programs. Increasing technology also required faster deliv-
ery of more types of subsistence supplies. For example, gasoline was much more
efficient than hay and oats for moving supplies, but generally it was not to be found as
easily in the remote countryside; new sources of supplies had to be found and contrac-
tors filled the new needs.

Contracting for supplies traditionally has been done on several levels. In addi-
tion to official contracts signed with major producers and suppliers in the United
States, soldiers consistently have entered into smaller, and often informal, agreements
with local suppliers. This was particuiarly true with regard to food supplies. Officers
often were authorized to secure items such as fresh meat, vegetables, and fruits from
local producers, since this supply was often more reliabie than shipments from Army
depots. On an even smaller scale, individual soldiers also procured foodstuffs from
local farmers and townspeople. These were not officially sanctioned purchases, but
often added variety to daily menus.
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ENGINEERING
TABLE 16-A-4. ENGINEERING

{NDI= TIONS  TIONS (NON- BRIDGES EXPERTISE
YIRUAL)Y MILITARY) MILITARYY
AMERICAN ' YES YES NO YES YES
REVOLUTION .
WAR OF 1812 YES YES " NO YES YES
MEXICAN WAR YES YES NO YES YES
FRONTIER WAR®* YES YES NO ~ YES YES
CIVIL WAR YES YES NO YES YES
PLAINS WAR* YES YES NO' YES YES
SPANISH AMERICAN  YES YES NO YES YES
WAR
PHILIPPINE/CHINA YES YES NO YES YES
WAR :
WORLD WAR I YES YES YES** YES YES
WORLD WAR II YES YES YES YES YES
KOREA YES YES YES . YES YES
VIETNAM YES YES YES YES YES

*Although the Army utilized civilian engineers during the nineteenth century
Indian Wars, those civilians were used only on a limited basis. During this period, the
Army expected the soldiers to take primary responsibility for construction projects.

**Beginning with World War I, the Army heiped build and operate plants and
factories in the United States producing war materief.
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ENGINEERING

The Army always has contracted for civilian engineers during wartime. Engi-
neers have been hired for a myriad of reasons and projects including the construction
and maintenance of buildings, installations, and roads.® The Corps of Engineers was
established during the early nineteenth century to alleviate the need for civilian engi-
neers, but engineering units traditionally have lacked the manpower necessary to fulfiil
the Army’s worldwide needs. Generally, an engineering firm was contracted to under-
take a specific project. To fulfill his contract, the primary: contractor usually would
subcontract various aspects of the work.

The Army aiso has consistently relied upon civilian technical experts to under-
take special projects and to advise the Army on specific tasks. In this manner, the
Army obtained sappers, miners, topographers, and demolition experts when trained
soldiers were not available to undertake these duties.

*Construction activities have always been divided between the Engineers and
the Quartermaster. Initially, the Quartermaster had responsibility for constructing
sts, storehouses, barracks, hospitals, and military roads. In 1812, the Army gave the
gineer Department responsibility for the establishment of frontier posts, barracks,
quarters, and storchouses at those forts, as well as all coastal fortifications. During
World War I, the Corps of Engineers was given responsibility for ail construction over-
seas and the Cantonment Division responsibility for all construction within the United
States relieving the Quartermaster of ail construction duties. In 1920, however, the
Quartermaster assumed all of its previous construction duties in the United. States.
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DOMESTIC SERVICES
TABLE 16-A-5. DOMESTIC SERVICES

LAUNDRESS COOK MISC. SERVANTS
AMERICAN REVOLUTION YES YES . YES
WAR OF 1812 YES ‘ YES YES
MEXICAN WAR . YES YES YES
FRONTIER WAR YES ' YES YES
CIVIL WAR YES YES YES
PLAINS WAR YES YES YES
SPANISH AMERICAN WAR YES YES YES
PHILIPPINE/CHINA WAR - YES 'YES YES
WORLD WAR I YES ' YES YES
WORLD WAR II YES ' YES YES
KOREA YES YES YES
VIETNAM YES YES * YES
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DOMESTIC SERVICES

The Army has consistently used civilian cooks, laundresses, and other domestic
servants during periods of war. Until World War I, the Army never formally con-
tracted for these services. These individuals were hired on an ad hoc basis by troops
and instailations in the field to free the soldiers to fight. Regardless of the fact that
official funds were not available for the hire of civilian servants, soldiers since the
Revolution have hired civilians to cook and clean for them. Whether these individuals
were the soidiers’ wives following the unit or. whether they were foreign nationais living
near the installations, civilians have been utilized throughout the Army’s history, since
their services could be obtained inexpensively.

In addition to the informal hire of domestic servants, the Quartermaster’s De-
partment formally hired civilians to provide domestic services. The Army hired foreign
nationals and prisoners of war to staff laundry and mess units. In fact, the Army
utilized such individuals to undertake a wide variety of duties in the camps in order to
release soldiers from such duties. :
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ADMINISTRATION/LOGISTICS
TABLE 16-A-6. ADMINISTRATION/LOGISTICS
IRQOP INFORMATION CLERKS PLANT/FACTORY. _SPECIALISTS

MANUALS/NEWSPAPERS OPERATION

NO YES NO YES
AMERICAN REVOLUTION NO YES NO YES
WAR OF 1812 ‘ . NO YES NO YES
MEXICAN WAR : NO YES NO YES
FRONTIER WAR NO YES NO YES
CIVIL WAR YES YES NO YES
PLAINS WAR YES YES ° NO YES
SPANISH AMERICAN WAR YES YES NO YES
PHILIPPINE/CHINA WAR YES YES NO YES
WORLD WAR 1 YES YES YES* YES
WORLD WAR IT . YES YES YES YES
KOREA YES YES YES YES
VIETNAM YES YES YES * YES

*These plants and factories were in the United States and in the overseas thea-
ters; they were built or appropriated to provide ordnance and subsistence materials.
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ADMINISTRATION/LOGISTICS

The Army has found it to be a mors economical use of time and money to
contract with civilians to aid in its administration and logistics operations in theaters of
operation. Various types of services have been provided in this manner. Not only
were stenographers, clerks, and typists hired, but also civilian specialists trained to
operate new equipment and efficiency experts educated in management techniques and
hired to help the Army operate more effectively. These specialists contractad to travel
with field units to aid them in solving problems. _

The nineteenth century Army relied particularly on civilian clerks. These clerks
had a variety of duties. They helped not only with the dispersal of information and
official correspondence, but also aided the paymasters and quartermasters in the field.

The administrative load of the twentieth century Army increased with the advent
‘of new technology. Already noticeable in World War I, and more so in World War I,
this trend accelerated in the Korean conflict. Although the Army detailed large num-
bers of scidiers to administrative duties, an equally large number of civilians were
- employed. Finding enough skilled technicians for logistical and administrative support
activities was a problem that grew with each technologicai advance in warfare. The
introduction of automated data processing, for example, had a greater impact on logis- -
tics and administrative matters than either the telegraph or the radio. It provided the
basis for unprecedented centralization of control over supply, and for procedures to
speed up the whole supply operation. The use of new electronics and computers re-
quired trained technicians and operators. In order to fill the widening gap between
available manpower and its growing needs, the Army hired civilians.
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CIVIL AFFAIRS
TABLE 16-A~7. CIVIL AFFAIRS
CIVILIAN AGENTS/ INSTRUCTORS HEALTH GOVERNMENT

COMMISSIONERS SERVICES ADVISORS
AMERICAN NO NO NO NO
REVOLUTION
WAR OF 1812 NO NO NO NO
MEXICAN WAR NO NO NO NO
FRONTIER WAR YES YES YES NO
CIVIL WAR NO NO NO NO
PLAINS WAR YES YES  YES NO
SPANISH AMERICAN NO NO NO NO
WAR |
PHILIPPINE/CHINA NO NO NO NO
WAR :
WORLD WAR I NO* NO NO NO
WORLD WAR II NO _ NO NO NO
KOREA , YES . NO NO . YES
VIETNAM NO NO NO NO

*During World Wars I and-II, the Army commissioned civil affairs specialists to
aid in its overseas activities. 'Hence, most American civil affairs officers were civilians
in the sense that they were trained professional economists and political scientists.
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CIVIL AFFAIRS

During periods of hostility, civilians generally have not been used to aid in civil
affairs duties. Traditionally soldiers have been trained or commissioned to undertake
such functions in occupied zones. The Plains and Frontier Wars were an exception to
this policy. During these wars Indian agents and commissioners, as well as teachers,
farmers, and missionaries were paid to aid in the pacification of the Indians. These
individuals lived on or near Indian reservations to provide a service that the isolated
and remote frontier posts had neither the men nor the resources to undertake.

The Army hired a limited number of civilians for civil affairs during World
Wars I and II, when it could not commission the necessary specialists for a specific
area. Usually these civilians worked in theater headquarters as consultants. The Army
also utilized and worked with civilians in Korea.. During the Korean War the Army
lacked sufficient officers trained in civil affairs functions so it hired civilian specialists
to aid in pacification and for the military government. The relationship between the
Army officials and the civilians was poor, a fact that encouraged the Army to promote
the idea of civil affairs training for its officers. In Vietnam, the Army did field civil
affairs teams. These teams, however, were aided by civilian agencies also operating in
Vietnam. '
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COMMUNICATIONS/SIGNAL

TABLE 16-A-8. COMMUNICATIONS/SIGNAL

PONY

CABLE TELEGRAPH TELEPHONE

EXPRESS/STAGE
AMERICAN REVOLUTION YES YES
WAR OF 1812 YES YES
MEXICAN WAR YES YES
FRONTIER WAR YES YES
CIVIL WAR YES YES
PLAINS WAR YES YES
SPANISH AMERICAN YES YES
WAR

PHILIPPINE/CHINA WAR YES YES
WORLD WAR I YES YES
WORLD WAR II YES YES
KOREA YES YES

YES

VIETNAM YES

*-- signifies that the service was not yet available.
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COMMUNICATIONS/SIGNAL

Prior to the Mexican War, the Army relied upon the services of paid messengers
to deliver its communications. The nineteenth century invention of the telegraph began
the revolution in Army communication. First utilized during the Mexican War, ex-
tended use of telegraph lines did not occur until the Civil War. During the Mexican
and Frontier Wars, the Army used the telegraph to place orders for supplies, to send
administrative directives and reports, and for the mobilization of forces. The Army
created a Military Teiegraph Office during the Civil War to aid in strategy and tactics.
It was essentially a civilian organization supervised and operated by civiliang who were
responsible to the Secretary of War.

Since the Mexican War, as the technology became available, the Army has con-
tracted for the use of locally-owned and operated cable, telegraph, and telephone sys-
tems in theaters of war. These privately-owned communication networks as weil, as
limited numbers of civilian operators and technicians, have been necessary for the
effective operation of the Army in-hostile environments. Army communication units
were undermanned and lacked the necessary training to undertake major communica-
tion developmental projects. Also, as technology advanced throughout the late nine-
teenth and twentieth centuries, the Army lacked the resources to fulfill its needs. The
Army was able to effectively utilize the increasing technology only through the use of
contracted communications networks. For example, during the Vietnam War the Army
contracted with ITT to establish and operate a microwave communications and elec-
tronics system in Vietnam, allowing U.S. Army Signal units to be redeployed.
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TRANSPORTATION
TABLE 16-A-9. TRANSPORTATION

DRIVERS
LIVESTOCK IEZAMSTERS/ VEHICLES BRAIL  SHIES  (NONMIL

STEVEDRORES "(NONMIL) ROADS YEHICLES
AMERICAN REVOLUTION YES NO YES - YES* YES
WAR OF 1312 YES NO YES -— YES YES
MEXICAN WAR : YES*® NO YES -— YES YES
FRONTIER WAR YE3 NO .YES — YES YES
CIVIL WAR YES NO . YES YES YES YES
PLAINS WAR YES NOQ YES YES YES YE3
SPANISH AMERICAN WAR  YES NO YES YES YES YES
PHILIPPINE/CHINA WAR YES YES YES YES YES YES
WORLD WAR 1 YES YES YES YES YES YES
WORLD WAR I YES YES YES YES YES YES
KOREA - YES YES YES YES YES YES
VIETNAM YES YES YES YES YES YES
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TRANSPORTATION

Whether wagons, carts, ships, railroads, or cars and trucks, the Army has con-
tracted for the use of privately-owned vehicles to transport men and supplies during
war. Although major contracts were let in the United States for the production of
vehicles and ships, traditionally the Army in the field has found it necessary to obtain
transportation on a set fee per day basis. Whereas the majority of these agreements
were official contracts, officers also found it necessary to form extra-legal agreements
with local townspeople or farmers to meset their transportation needs.

Throughout its existence, the Army has faced a continual transportation revolu-
tion. Initially, solely reliant on horses, mules, carts, and wagons, mechanization and
motorization have made the Army increasingly more mobile. The use of the steamboat
modernized the Mexican War, but the railroads made the Civil War the first modern
war. Every subsequent war has witnessed wider and wider use of transportation inno-
vations. The use of innovations, however, has not forced the Army to abandon tradi-
tional modes of transportation. For exampie, the horse virtuaily disappeared from the
battlefield during World War I, but horses and muies were stiil widely used to transport
supplies through the Vietnam War.

The use of increasing numbers of men, supplies, and weapons have com-
pounded the Army’s logistical and transportation problems throughout time. Industri-
alization forced a greater reliance on the civilian population. Lacking sufficient man-
power to handle all of its transportation needs, the Army relied on hired teamsters,
stevedores, and other laborers to load and unioad freight. The Army also has tradition-
ally refied on civilian laborers to help build and maintain roads, bridges, and railroads
in theaters of operation.
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TROOP MORALE
TABLE 16-A-10. TROOP MORALE

MUSICIANS POST  ENTERTAINERS/ POST ANNOUNCERS/

EXCHANGE ITECHNICIANS QFFICE REPORTERS
AMERICAN REVOLUTION NO NO NO YES -
- WAR OF 1312 YES NO © . NO YES -
MEXICAN WAR YES . No YES* YES -—
FRONTIER WAR NO NO NO YES -
CIVIL WAR ' NO NO " NO YES -
PLAINS WAR NO NO NO YES -
SPANISH AMERICAN WAR NO NO NO YES -
PHILIPPINE/CHINA WAR NO - ‘NO NG YES -_—
WORLD WAR I NO YES YES YES YES
WORLD WAR I NO YES YES NO ; YES
ROREA NO YES YES NO YES
VIETNAM NO YES YES NO YES

*“In this war, there developed the practice of bringing the civilian standards of
living along with the field forces. The troops in the field were provided with dancing
girls, bars, theaters, ice, liquor, vaudeville, gambling houses, fancy tobaccos, fancy
groceries, camp followers, Bibles, souvenir items, etc.” (Kreidberg, Marvin A. and
Henry, Merton G. History of Military Mobilization in the United States Army
1775=1943. Washington, D.€.: Center of Military- History, reprinted. 1984. pp.
79-80.) i
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TROOP MORALE

The Army always has maintained responsibility for morale during periods of
war. Except for the existence of sutlers on Army posts and traveiling with the Army
during the nineteenth century, the Army did not utilize large numbers of civilians to
bolster the morale of soldiers untii World War I. Not until this war did Army-spon-
sored civilian entertainers and radio announcers enter war zones. The War of 1812
and the Mexican War were exceptions—in both of these wars, officers were given
permission to hire musicians to strengthen regimental bands. Beginning with World
War I and continuing through the Vietnam War, the Army paid civilian announcers,
actresses, technicians, hostesses, and a variety of other individuals.

During World War [, the Army granted the YM.C.A. authority to establish
exchanges near the battlefields for the American troops in Europe. These exchanges
were designed to take the place of post exchanges in order that the enlisted men and
officers could be freed for military operations. During this period, the Army also
authorized the hire of civilians to staff post exchanges where necessary.

The Army did not directly control the postal functions in theaters of war until
World War II. The U.S. Post Office detailed civilian employees to Army camps and
installations to manage mail services (this included the sale of money~orders). The
Army did not pay these individuals, but provided them with support. Beginning with

~World War II and the creation of the Army Post Offics (APO), the Army utilized
soldiers to perform postal duties. .

Beginning with the Civil War, although not funded by the Army, the Army did
sponsor and provide transportation for volunteer service organizations interested in
aiding the war effort. In the Civil War volunteer men and women, prior to the forma-
tion of the Red Cross in 1881, acted as nurses and provided refreshment, food, and
other services to soldiers in camps behind the lines. The Red Cross began its war
service during the Spanish American War, when volunteer workers served as doctors,
nurses, hostesses, and cooks and provided a number of morale boosting activities.
During World War I, other volunteer organizations, such as the Knights of Columbus,
Y.M.C.A., and the Salvation Army, competed with Red Cross goodwill activities. In
World War II, several nonprofit organizatiorts combined to form the United Service
Organizations (USQO). Army regulations of 1943 outlined the respective duties of the
U.S.0. and the Red Cross so as to eliminate competition between the groups. Under
these regulations, the Army gave the U.S.0. permission to stage its overseas shows.
The regulations permitted the Red Cross to operate clubs, cinemobiles, hotels, can-
teens, and donut dugouts at camps and installations. These volunteer organizations
continued to operate in both the Korean and Vietham Wars providing recreation and
entertainment to soidiers.
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ORDNANCE
TABLE 16-A-~11. ORDNANCE
AMMUNITION WEAPONS SPARE PARTS MAINTENANCE

AMERICAN REVOLUTION YES YES YES YES
WAR OF 1812 YES YES YES YES
MEXICAN WAR YES YES - YES YES
FRONTIER WAR YES YES  YES YES
CIVIL WAR YES YES - YES YES
PLAINS WAR YES YES YES YES
SPANISH AMERICAN YES YES YES YES
WAR
PHILIPPINE/CHINA - YES  YES YES - YES
WAR
WORLD WAR [ YES YES YES YES
WORLD WAR It . YES YES YES YES
KOREA YES YES © YES YES

VIETNAM YES YES - YES YES
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ORDNANCE

The Army always hired private ordnance companies to provide it with sufficient
ammunition and weapons in times of war. Historically federal munitions factories have
been unable immediately to meet the Army’s needs once war was declared. Lacking
the resources to maintain high production levels during peace, these factories never
could meet the ordnance demands of the mobilized Army. Contracts with privately-
-owned foundries, which possessed the resources and manpower to increase production
quickly once war was declared, were necessary to keep the Army afield. Weapons,
ammunition, and spare parts, however, were provided by contractors in the United
States rather than in theaters of war. The Army has also procured ordnance from
foreign manufacturers when U.S. production could not meet its needs.

The twentieth century Army saw the development of new types of weapons.
The increasing complexity of these weapons requires that technical representatives
from the munitions manufacturers be available to answer questions and help with
maintenance.  For this purpose, civilian representatives of the manufacturers are as-
signed to field units to provide technical assistancs to the soldiers.
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MISCELLANEOUS SERVICES
TABLE 16-A-12. MISCELLANEOUS SERVICES

MORTICIANS/
CHAPLAINS  SECLIRITY GRAVES. PEAYMASTER  RURCHAZIING
REGISTRATION

AGENTS
AMERICAN REVOLUTION NO NO NO YES —
WAR OF 1312 YES NO NO YES -—
MEXICAN WAR YES NO YES YES -
FRONTIER WAR NO NO NO YES w—
CIVIL WAR : NO NO NO YES -—
PLAINS WAR NO NO NO YES -
SPANISH AMERICAN WAR NO NO . NO YES -
PHILIPPINE/CHINA WAR . NO NO NO YES -
WORLD WAR I NO YES YES YES YES
WORLD WAR II NO YES YES NO YES
KOREA NO YES YES NO _ YES
VIETNAM NO YES . YES NO YES
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MISCELLANEOUS SERVICES

Several services, not included in earlier categories, are outlined here. These are
services always needed by the Army during war, but for various reasons, represent
oddities in the contracting scheme. The Army, for example, never hired civilian chap-
lains; chaplains were simply commissioned when needed.

Although the Army always appointed officers as paymasters, it did hire civilian
assistants for the paymasters. The assistants, however, were generally clerks, possess-
ing no particular requiremernits or skills. This same pattern emerged with regard to
security guards. Before the formation of the military police corps, the Army aiways
detailed soidiers to provide police duties. The Army, on the other hand, often hired
civilians as guards. These guards possessed no special skiils for the position, and
generally were detailed from the large groups of unskilled native laborers hired by the
Army. .
Until World War II, the Army hired civilians to help with the burial of soldiers.
But, until the Spanish American War, the Army hired civilians to provide these services -
on an ad hoc basis. Beginning with the Spanish American War, the Army authorized
Quartermasters to hire civilians in war zones to aid in graves’ registration and burial.
For the first time, the Army provided for a systematic method of burial. In World War
1, Graves’ Registration units took full responsibility for the dead; the only civilians
hired from this time on were unskilled laborers used as grave diggers.

The Army has also consistently hired civilians to act as its purchasing agents
during war. The Army hired such agents for their expertise in local procurement,
hence, in overseas theater the purchasing agents were foreign nationals. During the
early part of the nineteenth century these agents worked on commission, but by mid-
century because of the fraud inherent in such a system the Army began to pay the
agents.
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ANNEX B to CHAPTER 16

MOBILIZATION STATIONS

SUPPORT FORSCOM MOBPERS
CONUSA INSTALLATION INSTL MACOM MS MS
1 APG AMC X X
Cp Edwards Devens Ped-SO/PC X X
Ft. Belvoir TC X X
Ft. Devens FC X X
Ft Dix ' TC X X
Ft Drum FC X X
Ft Eustis TC X X
Ft. AP Hill Meade SA-FC X X
Ft I-Gap SA-FC X X
Ft Lee . TC X X
Ft Meade . FC X X
Ft Monmouth . AMC - X
Ft Myer (MDW) MDW X
Ft Pickett Bragg SA-FC X X
Ft Story Eustis TC X X
Walter Reed AMC HSC : X
2 Cp Blanding StewartSO-SO/FC X X
' Cp Shelby RuckerFed-SO/FC X X
Ft Benning TC X X
Ft Bragg FC(TC) X X
Ft Campbell FC(TC) X X
Ft Gordon TC X X
Ft Jackson : TC X - X
Ft Knox TC X X.
Ft McClellan : TC X X
Ft McPherson FC X
Ft Rucker TC X X
Ft Stewart FC X X
Redstone Arsenal AMC X
4 Cp Atterbury Harrison Fed-SO/FC X X
Cp Grayling Sheridan SO-SO/FC X X
Cp Ripley - MeCoy SO-SO/FC X X
Ft Harrison i TC X X
Ft McCoy ‘ FC X X
Ft Sheridan FC X X
S Cp Robinson Sit . SO-SO/TC X
Ft Bliss i TCFD X X
Ft Chaffee Sill SA-TC/FC(TBD)X X
Ft Hood FC(TC) X X
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Ft Leavensworth
Ft L. Wood

Ft Polk

Ft Riley

Ft Sam Houston
Ft Sill

Cp Roberts
Fitzsimons AMC
Ft Carson

Ft Huachuca

Ft Irwin

Ft Lewis

Ft Ord

Gowen Field

Presido of San Francisco

QCONUS Ft Buchanan

CONUS Replacement Centers:

Fort Dix

Ft Richardson
Ft Shafter

Fort Benning
Fort Jackson
Fort Xnox

Fort Leonard Wood

Fort Lewis
Fort Ord

Ord

Lewis

McPherson

Fed-SO/FC
HSC

FC

sC

- FC

&)%p/fc
FC

FC
FC
WC

AP PO RN
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CHAPTER 17
SUSTAINING BASE - ARMY MATERIEL COMMAND (AMC)

Reviewing Army Materiel Comimand, the ROBUST Task Force focused on
improved support to the warfighting CINCs and better mobilization. Both AMC
headquarters and ROBUST advocate reorganization of AMC anticipating 21st Century
conditions. As a foundation for understanding AMC today (Figurs 17-1), we will
comment on the role of the Army Service Forces (ASF) in World War II and on the
Army Materiel Acquisition Review Committee (AMARC) study done in 1974

)
AMC
T 1
Feree [AemTo]
r__l':_"_ MGMTE DEVELOPMENT SUPPLY
SPECUAL STAFF | | pacoucTiviTY ENGINEERING & [ |L_MAINT & TRANS
CHAPLAN FESOURCE ‘
) ST ' Ty TECH PLANNIG
—— il NGMT
NEMGMT INSTALLATION & EVAL &
SAFETY LOGISTICS
MAJOR SUBORDINATE OMMANDS & TESTING )
AMCCOM CECOM LABCOM TACOM TFOSCDM,
| AvSCOM DESCOM MICOM TECOM USASAC e COMMAND

Figure 17-1. Army Materie! Command - 1988

The issue of whether AMC should manage materiel by commodity or by
function at the Major Subordinate Command level was the only significant area of
controversy. How ROBUST arrived at its recommended reorganization of AMC is
discussed in section 17.1.4 below.

Prior to the Second World War, development of War Department materie! and
supply of that materiel were separate.. No single organization managed materiel
through its “life cycle.” Further, much of that materiel was centrally managed.
Through the “emergency period” from June 1940 to December 1941, it became evident
the old system would not work. By March 1942, the War Department formed the Army
Service Forces (ASF) (see Figure 17-2). The Ordnance Department and
Quartermaster Corps, as two of the Technical Services, performed most of the
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functions we associate today with AMC. Both technical services were responsible for
materiel from its inception to obsolescence; developmental testing was an integral part
of the materiel development process. Likewise, the ASF decentralized operations as
much as possible, as did the Office of the Quartermaster General (OQMG) and the
Office of the Chief of Qrdnance (OCOQ).

Prior to tite war, the OQMG was organized by commodity. Each of its major
subordinate organizations managed all aspects of certain materiel from research to
supply. In the crucible of World War II, the OQMG reorganized functionally. The
OQMG had one major subordinate command (MSC) for research, development and
procurement, another for supply and distribution, and so forth. Each of these MSCs
were organized by commodities such as tentage, clothing, and shoes. The OQMG
managed certain commodities and did so by function. Within each functionaily
oriented MSC, materiel was managed by commodity. Prior to the war the OCO was
organized functionally. There was an industrial service responsible for design,
deveiopment, production, and so forth. There was a Field Service responsible for
storing, issuing, inspecting, repairing, modifying, and maintaining ordnance materiel.
However, within each of these functional MSCs, materiel was managed by
commodities such as ammunition, artillery and small arms. By the end of the war, the
Ordnance Department had added a research and development service to the industrial
service and. field service. (Figure 17-3) Even when the Tank-Automotive Center
(T-AC) was established in Detroit to manage heavy equipment commoadities, its
immediate subordinate organizations, branches, were functionally organized by
development, engineering, manufacturing, supply, and maintenance. However, each of
these functional branches were organized into commodity operating sections.
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Constancs M. Green, Harry C. Thomson, and Peter C. Roots, The Ordrance Department:
War, UNITED STATES IN WORLD WAR II, (Washington: Governmens Printing office, 1955), p. 89.

Figure 17-3. Organization of the Ordnance Department: 6 July 1944

Even though the OCO successfully managed materiel at the MSC level by
function, MG Campbell, the Chief of Ordnance, appointed the Harris Board in 1944 to
examine the best organization for the Ordnance Department after the war. The Board
recommended organization into six “product centers” with T-AC as the model. From
the UNITED STATES ARMY IN WORLD WAR 10, Green, Thomson, and Roots state in
their book The Ordnance Department: Planning Munitions for War, The success of
T-AC “..led many Ordnance officers to propose that the Department [Ordnance
Department] be organized after the war on the basis of similar decentralized 'product
centers,’ each of which would be responsible for one group of items from start to
finish. This was perhaps the most significant new concept of organization developed
within the Department during the war, and the one that resulted in the widest
differences of opinion.” (p. 118) However, Green and company further state, “This
suggestion was not put into effect by Campbell’s successor, Maj. Gen. Everett S.
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Hughes, during the years immediately following the war and remained one of the
major questions on which opinion within the Department was divided.” (p. 119)

While MG Campbell conternplated reorganizing the OCO by commodity, the
commander of the ASF, General Somervell, envisioned a functional organization for
the new Army Supply Agency he believed would replace the ASF at war’s end. In
General Somervell’s plan the Ordnance Department would exclusively handle the
procurement function; Quartermaster would handle storage and distribution, and so
forth. Each of these major, functionally organized commands would then manage
materiel by commedity. Of course the ASF did not survive the post-war period, and
the Army Supply Agency was never formed as each of the chiefs of the Technical
Services desired restoration of their pre-war status directly subordinate to the Army
Chief of Staff.

-From the World War II period, we find that life cycle management of materiel
was born and worked. Of course AMC today is responsible for the life cycle
management of most Army materiel (“womb-to~tomb”). The War Department began
the war with research separate from readiness at the MACOM level and found it just
did not work, the two functions were combined in the ASF. Second, most supply
functions were decentralized. Even CONUS base operations, the responsibility of 45%
of ASF’s manpower during the war, was decentraily managed on an area basis by nine
regional service commands. ‘Lastly, materiel was managed functionally at the MSC
level within the Technical Services. Below the MSC level, materiel management was
organized by commod:ty The issue of whether to manage materiel functionally or by
commodity and at which level to do so remained an unresolved issue at wars end even
though most materiel was managed functionally during the war.

From December 1973 to April 1974 “a preponderantly nonmﬂltary
non-governmental group” was formed to conduct a “comprehensive review, analysis
and critique of the Army’s materiel acquisition process,” at that time believed to be the
worst of the three services. This group was the Army Materiel Acquisition Review
Committee (AMARC). Of note the committee did not scrutinize the entire AMC
organization but only those parts related to materiel acquisition.

Among their many observations, AMARC recommended AMC organize along
functional lines [shades of World War II!] and “by evolution, consolidate laboratories,
installation and commodity command RDT&E elements, project managers, support
elements, selected user elements, and command elements into mission oriented
[functional] development centers; logistic and readiness functions performed in logistic
centers.” AMARC did not specify at which level such reorganization should occur.
From 1976 to 1977 AMC was compelled to implement AMARC and chose to do so by
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organizing functicnally within each commodity command instead of at the MSC level.
Thus, within TACOM research and development were split from readiness and
logistics.

By 1981 AMC’s leadership was convinced the AMARC reorganization did not
work, and by 1984 AMC was organized along commodity lines largely as it is today.
The debate on functional versus commodity management and at what level was not
resoived from World War I. The initial ROBUST proposal would flounder on the
same rock (ses Figure 17-4).

17.1 OBSERVATION

The Army Materiel Command is orgamzed functionaily and by commodlty

HQ
AMC

COMMODITY COMMANDS FUNCTIONAL COMMANDS

| [ i 1
[[AMCCOM | [AVSCOM | ~ [pEscom] [LABCOM |

| I
[eow] [asac ]
e

Figure 17-4. Qbservation: Army Materiel Command is Organized by Both
Commuodity and Function
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17.1.1 SCOPE

This proposal affects every level of AMC, the Army Staff (DCSLOG), Program
Executive Officers, and relationships with defense industries. The ROBUST Task
Force and the staff of AMC headquarters agree that AMC should reorganize for the
21st Century. The Goldwater-Nichols legisiation has profoundly affected the
acquisition process. As the industrial base of the United States diminishes in areas of
heavy industry, AMC's ability to mobilize its internal manufacturing capability
assumes increasing importance. Complex major weapons systems make current
commodity distinctions less meaningful. Financial and manpower resources will be
more constrained. New capabilities in automated data processing and communications
allow greater centralization.

17.1.2 PROPOSAL

Organize AMC's internal industrial base functionally and reduce the number of
commodity commands.

17.1.3 CRITERION

The ROBUST proposai simplifies AMC’s command and control. Fewer
commodity commands is more compatible with increasingly complex weapons systems
which cross traditionai commodity lines. Fewer commodity commands simplifies the
coordination by Program Executive Officers. The new AMC structure should improve
AMC’s capability to quickly mobilize its internal manufacturing foundation resident in
its arsenals, depots and plants. Lastly, the ROBUST proposal reduces administrative
overhead, headquarters layering, split responsibilities, and duplication of function
among AMC's MSCs.

17.1.4 ANALYSIS — -

Based on the view of the future discussed in section 17.1.1 and the criterion in
section 17.1.3 above, ROBUST proposed AMC manage materiel functionally rather
than by commodity by restructuring AMC from its current ten MSCs to five (see Figure
17-5).
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Figure 17-5. Original Proposal

AMC would form a Systems Command to manage research, development and
acquisition (RD&A), an industrial command to manage AMC’s organic manufacturing
plants, arsenals and depots, and a logistics command to support materief in the Army
inventory. Thus, AMC would be organized functionally at the MSC level, but within
each of these functionai MSCs, materiel would be managed by commodity, analogous
to the World War I experience. Analysis indicated AMC was evolving in such a
direction. There were reservations among the ROBUST analysts and members of the
DCSLOG staff about the wisdom of departing from management by commuodity,
especially given the success of AMC in providing and sustaining first-class equipment
for the Army. Further, based on a query of the ROBUST relational data base, AMC
seems to be making best use of their people.
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. RESULTS OF RELATIONAL DATA BASE QUERY

Based on the METL reports, AMC has 7652 military and 107,627 civilians. The
query conciudes they are being appropriately used.

MILITARY CIVILIAN
Logistics 1708 43,306
RED Z 16,753
isition y
Materiel Acg. 587 . 5,325
4901 72,263

Thus, 64% of military and 67% of civilians are performing duties based on Standard
Work Center codes directly related to AMC’s primary missions.

Other allocations of manpower:

MILITARY CIVILIAN

Command 10% 3%

- Resource Mgmt 5% 10%
Personnel & Manpower 3% 3%
Ops. plans-& forces 6% . 2%
Administration 5% 5%

40% of the officers in AMC are in R & D (22%) or logistics (18%)
61% of enlisted are in R & D (36%) or logistics (25%).

The ROBUST proposal, however, seemed organizationally sound, would
simplify AMC's command structure, and, over several years, would likely accrue
significant savings in civilian manpower.

On 18 October MG Mitchell and COL Weigand presented the ROBUST proposal
to GEN Wagner, the CG of AMC, and his command group. The proposal was
well-received. Agreement was reached regarding the view of the future and the need
to change. The formation of an industrial command was generally agreed upon as
worthwhile. However, the proposal to disestablish the six commodity commands and
form two functional commands, one for RD&A and another for logistics support, was
viewed with extreme concern.

The primary concern focused on the difficulty of integrating support throughout
the life cycle of the system. Who would do that in the ROBUST proposal? The
PEO/PM stucture does not; commodity commands do. AMC headquarters does not
and would need a much larger staff to do so. The ROBUST proposal is analogous to
the Air Force wholesale system. There is an Air Force Systems Command (RD&A)
and an Air Force Logistics Command (logistics support or readiness). Not only do
these Air Force commands duplicate much of what they do, but they even require the
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Aeronautical Systems Division to coordinate their activities. Meanwhile, the Army’'s
system of life cycle management by commodity at the MSC level insures fuily
integrated support throughout the life of the system.

This initial ROBUST proposal was also compared to AMC after the AMARC
study. Considering each commodity command had difficulty coordinating and
integrating the readiness activities and the research activities within that commodity,
the problem of coordinating those activities across AMC without commodity
commands becomes enormous. Everyone agreed, however, that current commodity
distinctions are becoming fuzzy and that realignment of commodity responsibilities
coupled with a reduction in the number of commodity commands from six to possibly
four or three has merit.

Based on the constructive criticism and advice from the 18 October meeting at
AMC headquarters and on subsequent meetings the following week, the proposed
ROBUST reorganization of AMC assumed its present form (see Figure 17-68).

HQ
AMC
FUNCTIONAL COMMANDS | coMMODITY cCoMMANDS
[ |
oM | | INDUSTRIAL
LasCo COMMAND 1 QuMODTS '”.‘

T
TEST & EVALUATION USASAC
COMMAND — GOMMAND

Figure 17-6. Proposed Reorganization of AMC

Whether materiel should be managed functionally or by commodity has been a
controversy since at least 1944 with good arguments on both sides. The issue is
unclear and probably never wiil be definitively resoived. Given the strong commitment
within AMC to life cycle management of materiel by commodity, attempting to impose
management by function is unwise. If the present ROBUST proposal, explained in
more detail in sections 17.2 and 17.3 below, is accepted, and implementation is begun
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by AMC, the process of change would be evolutionary. Adjustments to the broad,
flexible plan undoubtedly could exploit unforseen circumstances.

MANPOWER CUBRBENT AUTH EUTURE AUTH CHANGE
MILITARY - 7.400 7,400 0
CIVILIAN - 104,000 94,000 -10,000

| TOTAL- 111,400 101,400 -10,000 |

ADVANTAGES:

1. A SINGLE HEADQUARTERS FOR MANAGING AMC'S INTEANAL INDUSTRIAL
CAPACITY BETTER ORGANIZES INDUSTRY AND FACILITATES MOBILIZATION.

2. FEWER COMMODITY COMMANDS 1S MORE COMPATIBLE WITH INCREASINGLY
COMPLEX SYSTEMS WHICH CROSS TRADITIONAL COMMQDITY LINES.

3. FEWER COMMGODITY COMMANDS COMPLEMENT PROGRAM EXECUTIVE OFFICER

ORGANIZATION.
4, COMMUNICATIONS SYSTEMS AND DATA PROCESSING DEVELOFMENTS SUPPORAT
MORE CENTRALIZED MANAGEMENT.

5. REQUCES ADMINISTRATIVE QVERHEAD, HEADQUARTERS LAYERING. SPUT
RESPONSIBILITIES, AND DUPLICATION OF FUNCTION.

Figure 17-7. Space Redistribution

17.1.5 CONCLUSION

Organize the internal industriai base of Army Materiel Command functionally
and reduce the number of commodity commands by realigning them.

17.1.6 IMPLEMENTATION

Allow AMC twelve months to propose a detailed plan for implementation during
1993 to 2004. AMC will require significant resources to modernize existing automated
data processing and communications equipment. Expect considerable Congressional
resistance as organizations are disestablished consolidated, or relocated.
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17.2 OBSERVATION.
Management of AMC’s industrial base is divided among three major
subordinate commands (see Figure 17-8).

TODAY
HQ
AMC
HQ - HQ "G
AMCCOM DESCOM TACOM
.

ARSENALS
& PLANTS ( DEPOTS l PLANTS

COMMAND
Figure 17-8. Observation: Management of the Army Materiel Command Industrial
Base is Divided Among Three Major Subordinate Commands

17.2.1 SCOPE _

This proposal affects DESCOM, AMCCOM, and TACOM as well as
relationships with private industry. As the industrial base of the United States
diminishes in areas of heavy industry, AMC's ability to mobilize its internal.
manufacturing capability assumes greater importance. Financial -and manpower .
resources will be more constrained. New capabilities in automated data processing and
communications allow greater centralization.

17.2.2 PROPOSAL

Consolidate the various arsenals, plants, and depots in Army Materiel
Command under one major subordinate command.

17.2.3 CRITERION®

A single headquarters for managing AMC’s internal industrial capacity better
organizes industry and facilitates mobilization. Communications systems and data
processing developments support more centralized management; reduce administrative
overhead, headquarters layering, split responsibilities, and duplication of function.

17.2.4 ANALYSIS ' '

See analysis provided in section 17.1.4. The proposal to consolidate AMC's
manufacturing capability, currently resident in three MSCs, into one MSC was
approved by AMC headquarters (see Figure 17-9).
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Figure 17-9. Future Organization Structure

There is little doubt that one MSC headquarters can manage AMC’s organic
industry more efficiently and more readily mobilize that industrial capability in the
event of war. Space redistribution is shown in section 17.1.4.

17.2.5§ CONCLUSION

Consolidate AMC’s manufacturing capability in one major subordinate
command. _

17.2.6 IMPLEMENTATION

Allow AMC six months to propose a detailed plan for implementation during
1991. AMC will require significant resources to modernizé existing automated data
processing equipment. Expect considerable Congressional resistance as organizations
are disestablished or relocated. . '

'17.3 OBSERVATION .

Modern complex'wcapons systems cross traditional commodity lines (see Figure
17-10).
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Figure 17-10. Observation: Modern Complex Weapons Systems Cross
‘ Traditional Commuodity Lines :

17.3.1 SCOPE

This proposai affects every level of AMC, Program Executive Offices, and
relationships with defense industries. The ROBUST Task Force and the staff of AMC
headquarters agree that AMC should reorganize for the 21st Century. The
Goldwater-Nichols legisiation has profoundly affected the acquisition process.
Complex major weapons systems make current commodity distinctions less-
meaningful. Financial and manpower resources will be more constrained. New
" capabilities - in automated data processing and communications allow greater
centralization.

17.3.2 PROPOSAL

Consolidate some of the commodity commands in AMC thereby reducing the
total number to four or less.

17.3.3 CRITERION

Fewer Commodity Commands is more compatible with increasingly complex
weapons systems which cross traditional commodity lines. Fewer Commodity
Commands complements program executive officer organization. Communications
systems and data processing developments support more centralized management;
reduce administrative overhead, headquarters layering, split responsibilities, and
duplication of function.
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17.3.4 ANALYSIS

See analysis provided in section 17.1.4. The increasing complexity of modern
weapons systems makes commodity distinctions less clear. Further, Project Managers
for many weapons systems such as the Bradley or M1 tank must coordinate with
several different commodity managers. There is merit in combining some of the
current commodities such as trrets at AMCCOM with hulls or chassis at TACOM.
(See Figure 17-11).

£3

i i | |

COMMCDITY COMMODITY COMMODITY COMMQDITY
COMMAND COMMAND COMMAND COMMAND

’ [ : AH-84
BRAOLEY ACH
M1 TANK VEHICLE

lllllll-'ll COORDINATION
COMMAND

Figure 17-11. Future Organization Structure

Some combination of MICOM and part of AMCCOM also seems to be in order
given the complexity of “smart” munitions. Perhaps a commodity management
structure organized in the broad categories of shoot, move and communicate is more in
line with the future of weapons technology. Additionally, advanced technology in
automnated data processing and communications systems ailows for the centralization
of many functions such as inventory control, cataloging, printing, and some
procurement. As stated in section 17.1.4, AMC headquarters supports such a
consolidation of commodities and a reduction in the number of comrmodity commands.
Space redistribution is shown in section 17.1.4.

17.3.5 CONCLUSION .

Reduce the number of commodity commands in AMC from six to four or less.
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17.3.6 IMPLEMENTATION

Allow AMC twelve months to propose a detailed plan for implementation during
1993 to 2004. AMC will require significant resources to modernize existing automated
data processing equipment. Expect considerable Congressional resistance as
organizations are disestablished or relocated.

17.4 OBSERVATION .

The Central TMDE Activity (CTA) and the TMDE Support Group (TSG)
duplicate acquisition, management, and accountability for Army testing, measuring
and diagnostic equipment (TMDE), worldwide (see Figure 17-12).

TODAY
)
ANC
| {
CENTRAL TMDE TMOE SUPPORT
ACTIVITY GROUP

LEXINGTON, KY

COMMAND

Figure 17-12. Observation: Acquisition, Management, and Accountability of
\ TMDE Worldwide are Performed by Two Activities

17.4.1 SCOPE ‘

Finadncial and manpower resources will be more constrained. New capabilities in
automated data processing and communications allow greater centralization.

17.4.2 PROPOSAL

Disestablish the CTA,; redistribute some manpower to the TSG.

17.4.3 CRITERION

Rules of inefficiency; eliminate redundancy.
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17.4.4 ANALYSIS

The CONUS On Site Evaluation Team examined the TSG at Redstone Arsenal,
AL on 28/29 September, reporting that both the CTA at Lexington-Bluegrass Army
Depot, KXY and the TSG reported to the Deputy Director of TMDE at AMC
headquarters providing worldwide accountability of TMDE. They further reported that
a 15 Jul 88 AMC IG report advocated disestablishing the CTA and transferring their
functions to the TSG. The OSET's own observations supported the IG report and
recommended disestablishing CTA. As a related issue, the OSET noted such
consolidation “... will _meét with strong opposition from Representative Hopkins
O-KY).”

Analysis of the METL reports, Section II of the TDA, and conversations with .
action officers in AMC headquarters, CECOM headquarters, and the TSG supported
the OSET's recommendation. It was evident the TSG can do ail the functions
performed by the CTA. However, CTA does interface more with the Project Manager,
TMDE, in acquisition matters, and does maintain the “officiai” registry of TMDE
equipment as well as the “preferred list”, authorizing additions and deletions to both
lists,. TSG likewise maintains a registry and preferred list of TMDE, worldwide.
Indeed, they are identical to the CTA lists. They simply are not responsibie for making
additions and deletions to them. With the transfer of 20 spaces, and possibly some
equipment, from CTA to TSG, TSG could assume all the functions perforrned by CTA
(see Figure 17-13 and 17-14). :

TMDE SUPPORT
GROUP

COMMAND

Figure 17-13. Future Organization Structure
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CURRENT FUTURE
MANBOWER AUTHORIZATIONS  ALTHORIZATIONS DIEFERENCE

MILITARY - 2 0 -2

CIVILIAN - 56 0 -36°

TOTAL - £8 0 -38*
ADVANTAGES:

«» DISESTABLISH A UNIT PERFORMING REDUNDANT FUNCTIONS,

- AN AMC G REPORT OF 15 JULY 1988 RECOMMENDS CENTRAL TMDE
ACTIVITY BE DISESTALISHED.

- 14Q AMC SUPPCRTS THE RECOMMENDATION.

«» THOSE FEW UNIQUE FUNCTIONS PERFORMED BY CENTRAL TMOE ACTVITY CAN
AEADILY BE PERFORMED BY THE TMDE SUPPORT GROUP WITH MODEST ADDITIONAL
MANPOWER. '

NOTE: * REDISTRIBUTE ABOUT 20 SPACES FROM CTA TQ
" THE TMODE SUPPORT GROUP,

Figure 17-14. Space Redistribution

The OSET aiso suggested we consider moving the PM, TMDE from Fort
Monmouth, NJ to Redstone Arsenal. Conversations with action officers in the PM's
office as well as CECOM headquarters recommend against such a move. The PM’s
matrix support is in place in CECOM and working well. Even though the PM focuses
on TMDE, his matrix support handles a variety of other issues. Since it would be
unwise to move the matrix support from Fort Monmouth, it is equaily unwise to move
the PM, TMDE.

17.4.8 CONCLUSION

Disestablish the Central TMDE Activity.

17.4.6 IMPLEMENTATION

Allow AMC one month to propose a detailed plan for implementation during
1990. Expect considerable Congressional resistance.
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17.5 OBSERVATION
Responsibility of security assistance is split geographically (see Figure 17-15).

TODAY

HQDA

HQ
AMC

HEADQUARTERS

USASAC

L

1

PM SANG

RIYAHD, SA

SAFSA

MO

DETACHMENT

ST. LOUIS ALEX, VA

DETACHMENT
NCAD, PA

Figure 17-15. QObservation: The U.S. Army Security Assistance Command
(USASAC), is Split Geographically

17.5.1 SCOPE

The U.S. Army Security Affairs Command (USASAC) a major subordinate
command of the U.S. ARMY MATERIEL COMMAND (AMC) is divided into two parts
at separate locations - Alexandria, VA and New Cumberland Army Depot, PA.

(NCAD)

- 17.5.2 PROPOSAL
Consolidate operations of the two organizations w1thm USASAC

HQDA

AMC

USASAC

PM SANG
RIYAHD, SA

Figure 17-16. Future Organization Structure
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17.5.3 CRITERION

THE mission of USASAC is to support United States Foreign Policy as the DA
Executive Agent for Management of Army Security Assistance functions. It provides
friendly countries and allies an increased capability to defend themselves through sales
of materiei, services, and training. USASAC is a Field Operating Activity (FOA) of
Headquarters AMC and reports through the Deputy Chief of Staff for International
. Partnerships to the AMC Commander. U.S. assistance organizations and U.S.
Government Regulatory Agencies define all security assistance requests. USASAC'S
mission is worldwide during peacetime and mobilization. Since World War I, security
assistance has been congressionally legisiated.

17.5.4 ANALYSIS

. Security assistance is basically divided into two components, Foreign Military

Sales (FMS) and Military Assistance Program (MAP). Since FY82 the largest
component, FM, has significantly decreased in dollar value-DoD-wide.

TOTAL DOD (3)
BILLION 21.5 BILLION

82 4.2

83 4.2 BILLION 18.3 BILLION
34 3.8 BILLION 14.6 BILLION
&5 3.8 BILLION 12.6 BILLION
&6 : - 2.0 BILLION 7.1 BILLION
87 (THROUGH 30 JUN 87) 1.5 BILLION 6.2 BILLION

During the USAMARDA Manpower Management Survey of USASAC
conducted during the period 3 - 31 March 1987, USAMARDA recommended USASAC
consider consolidating in one location. The ROBUST On Site Evaluation Team
(OSET) discussed the issue with the Commander USASAC. He indicated a 10% to
20% manpower space savings wouid be achieved through consolidation. He also
indicated a small residual force may have to remain in the National Capital Region
(NCR) to coordinate with the embassies if USASAC was consolidated outside the
Washington, D.C. area. Analysis indicates that a consolidation either within or outside
the NCR and implementation of other USAMARDA recommendations will not only
eliminate duplicate staffs but increase manpower saving to 30% of authorized staffing.
Furthermore, most of the actions with embassies could be conducted by telephone or
other automated means. Essential meetings could be accomplished by TDY from
outside the NCR. Such methods of operation would certainly be less expensive than
leaving a USASAC residual office in the NCR. Further streamlining of the security
assistance mission could possibly be achieved by redesignating USASAC a Field
Operating Agency and dual hatting the HQDA ODCSLOG Director for Security
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Assistance as the Director of the U.S. ARMY Security Affairs Agency (RATHER
THAN COMMAND).

Six additional authorizations (1 officer and 5 civilians) are listed on the
Headquarters, AMC TDA. One space is the Commander, USASAC who is also dual
hatted as the DCS for International Security Partnerships. AMC and USASAC are
pianning to transfer these spaces and related functions to the USASAC TDA during the
next Management of Change (MOC) window. The functional computer support
provided by the security assistance functional support office collocated at ALMSA (ST
Louis, MO) in support of the Security Assistance Automation, Army (SA3) system
should continue until SA3 is installed and tested. When USASAC is consolidated, the
functions shouid be transferred to USASAC Headquarters’ Information Management
Office and the four SAFSO be deleted. '

As the DA Executive Agent for the Management of Security Assistance,
USASAC has the authority to task commedity commands to support the security
assistance program. Each commodity command has a directorate to perform security
assistance functions in support of the commodity commander. USASAC maintains a
close relationship with these commodity command security assistance directorates. No
change in this relationship should occur under the proposal.

~ Another element of USASAC is the Program Manager for the Saudi Arabian
National Guard (PMSANG). PMSANG has a separate UIC and has its own TDA. It is
located in Riyadh, Saudi Arabia and has a liaison office in the AMC Building,
Alexandria, VA. The PM is a major general who reports to the USASAC Commander.
No change is proposed for the PMSANG organization.

17.5.§ CONCLUSION

Consolidating the two parts of USASAC at New Cumberland Army Depot PA,
will provide better Command and Control as weil as eliminate duplication and
redundancy created by dual locations. Furthermore, it would eliminate split
responsibility for internal functions, streamline the work flow process, reduce costs,
and most importantly increase productivity (see Figure 17-17).
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CURRENT ’ FUTURE
MANPOQWER AUTHORIZATIONS AUTHORIZATIONS  QIEFERENCE

MIITARY: 20 : 4 -18
CIVILIAN: a2 452 -170

| TOTAL 842 488 186
ADVANTAGES

= CONTINUITY OF OPERATIONS IN ONE LOCATION

= PROVIDES FOR SUBSTANTIAL ECONCMIES AND EFFICIENCIES

« REDUCES REDUNDANCIES AND DUPLICATIONS CAUSED BY CURRENT
SPLIT ORGANIZATION

= CONTINUED DIRECT ACCESS TO CDCSLOG DIRECTOR FOR SECURITY
ASSISTANCE

Figure 17-17. Space Redistribution

17.5.6 IMPLEMENTATION .

U.S. Army Materiel Command (AMC) execute NLT end FY92. Although this
proposal is a major reorganization of AMC affecting every level of the wholesale
system, life cycle management of materiel and commodity management at the major
subordinate command level remain in tact. Given the Goidwater Nichols legislation,
the diminishing capability of U.S. heavy industry, decreasing financial and manpower
resources, and new capabilities in ADP and communications, AMC must prepare now
for 21st Century conditions.
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ANNEX A TO CHAPTER 17
MANPOWER AUTHORIZATIONS BY UNIT IDENTIFICATION CODE
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ANNEX A
Army Manpower Authorizations by UIC

ENL Qv @ @Cav av
Auths Auths 2Auths [HUS [HFN  INFN

:

UIC  Unit Desigmaticn

WOIHAA GAR VINT HIIL a 5 1l 96 150 0 0
WOINAA ACT EMRA X 21 L] 167 426 0 0
WO31AA LAB USA HARRY DIAMOND X1 5 Q 0 649 0 0
WO38AA OMD USA NATICK o 24 2 57 895 ) 0
WO39AA AGY SATCCM a 4 0 41 119 Q 0
WO41AA CIR USA CQULD RGN TEST X1 24 1 <8 Q 0 0
WO42hA CTR USA TROPIC TEST X1 Q Q 0 19 8 0
WO43AA U AVN ENG FLI b« § 23 5 26 98 o 0
WO4IAA CIR USA BEL R+D 0 19 0 32 872 0 0
WO4WAA RNG WHITE SAND MISSIE X1 62 10 532 2229 Q 0
WO4XAA PVG USA YUMA X1 27 2 224 555 Q 0
WO4YAA PVG USA ELECTRCNIC X1 42 3 342 225 o 0
WO4ZAA PVG JEFFERSCN L 3 Q 0 387 o v
WOSSAA GRP USA R& D CANADA X1 b 0 0 0 2 0
WOSEAA GRP USARSCH CEVURK X1 6 0 0 6 9 0
WOSBAA OFC ARMY RESEARCH a 2 Q C 115 0 0
WOSFAA GRPUSA. RED ADST a 1 0 1 Q 0 0
WOSXAA HQ TROSOCM a 49 3 45 1682 0 Q
WOGHAA HQ AMC xa 178 1l 24 1650 0 0
WOHGAA QFC AFSC-INO p o8 1 Q 0 2 . 0 0
WOHDAA QD HQ MICCM X1 240 24 126 6237 0 0
WOJEAA HQ USATEQCM p.4 1 56 1 23 434 , 0 0
WOR4AA ARS PINE BIUFF X1 20 0 48 1063 Q ¢
WOKSAA ARS ROCKY MOUNTAIN a 1 0 0 162 0 Q
WOKEAA ARS ROCK ISLAND pad 14 0 14 2443 o 0
WORSAA ARS WATERVLIET a 9 0 0 2037 Q s
WOKZAA. ACT FIELD SAFETY X Q 0 0 34 0 0
WOL3AA ACT USA DEP FT WNGATE X1 2 0 0 85 0 0
WOLEAA DEP LETTERKENNY ARMY X1 17 0 39 3443 0 0
WOL7AA DEP IEX-BIU-GR ARMY X1 6 3 25 1112 Q 0
WOLEAA FIN QORNHUSKER AMMD X1 0 0 ¢ 4 0 0
WOLCAA PIN HOLSTCN ARMY AMMD X1 2 0 0 30 Q C
WOLTAA PIN INDIANA ARMY AMMD X1 2 0 0 38 0 0
WOLEAA PIN IOWA ARMY AMMD a 2 ¢ 0 43 0 0
WOLFAA PIN KANSAS ARMY AMMD X1 2 Q 0 36 0 0
WOLGAA FIN IAKE CTY ARMYAMMD X1 2 0 Q &6 0 0
WOLHAA PIN LONESTAR ARMYAMMO X1 2 0 o £8 Q Q
WOLJAA FIN IA ARMY AMMD L 2 0 Q 42 0 0
WOLKAA PIN MIIAN ARMY AMMO X1 2 0 Q 57 Q Q
WOLLAA PIN RADFURD ARMY 2MVO X1 2 Q 0 66 0 0
WOIMAA PIN NEWFORT ARMY AMMD X1 1 0 0 8 0 0
WOINAA PIN EBADGER ARMY 2MMD X1 o 0 0 7 0 Q
WOLPAA PIN LONGHORN ARMYAMMD X1 2 0 0 38 0 0
WOLQAA PIN SUNFLOWR ARMYAMMO X1 2 0 v 30 0 0
WOLWAA PIN JOLIET ARMY AMMD X1 0 0 0 9 0 0
WOLXAA CEP ANNISTCN ARMY L 24 0 27 4217 o 0
WOMAAA DEP N CUMEERLAND ARMY X1 16 1 37 2523 0 0
WOMBAA DEP USA ACT PUEBLO hal 2 0 2 594 ¥ 0
WOMCAA DEP RED RIVER ARMY el 22 1 34 5134 0 o
WOMDAA DEP SACRAMENTO ARMY X1 19 0 25 3146 Q 0
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CHAPTER 18
SUSTAINING BASE - TRAINING AND DOCTRINE COMMAND (TRADOC)

The U.S. Army Training and Doctrine Command (TRADOC) evolved from an
era of transition and reorganization within the U.S. Army. It was a time to move from
combat operations to peace~time operations and face the normal post-war contraction
of the military base. Economy in operations was to become the watchword throughout
military departments. Operation STEADFAST in 1973 was part of a general overhaul
~ of the entire CONUS structure which, as one of its provisions, separated command of
the army’s field force elements from the control of the schools and individual training.
This action was responsible for the creation of Forces Command (FORSCOM) and
TRADOC. _

Combat developments processes, the responsibility of the U.S. Army Combat
Developments Command, were transferred to TRADOC at this time. Task Force AT-
LAS, under the auspices of Operation STEADFAST, sought to determine those organi-
zations necessary to maintain visibility of the combat developments processes while
fostering a close relationship between education and combat. development to capitalize
on the experiences of students and instructors. It was an effort to unite the functional
areas of doctrine development and training. TRADOC was given the two-fold mission
to prepare the army for war and be the architect of the future. In order to accomplish
this it was necessary to conduct all concept and doctrine development, develop and
maintain the training system and conduct combat developments. Resources which
TRADOC had at its disposal include fourteen installations, four installations with
schools, twentyfour schools, eight centers, fifteen basic training/OSUT/AIT activities,
eight test boards and other activities. B ’

To round out the combat development processes, Task Force ATLAS recom-
mended the establishment of three integrating centers which were to coordinate doc-
trine and combat developments as middle managers for the Commanding General,
TRADOC. These were the Combined Arms Center at Ft. Leavenworth, the Logistics
Center at Ft. Lee and the Personnel and Administration Center at Ft. Benjamin Har-
rison. The Combined Arms Center (CAC) was responsible for the development of
operational doctrine, organization and selected materiel needs for combat and combat
support forces for division through field army. The Logistics Center was to serve as
the focal point for personnel and services specialized in the science of planning and
. carrying on the training, education and doctrinal aspects of supply, maintenance and
movement of forces and related logistical functions. Finally, Soldier Support Center
(SSC) was to be the central point for personne!l and services for development, coordi-
nation and communication of army doctrine and education related to the functional
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areas of personnel, administration, finance, military justice, religious activities and
medical services. A subsequent decision in 1986 by the Commanding General,
TRADOQC piaced responsibility for intsgration of medical service functions with the
Logistics Center.

Task Force ATLAS detarmined that the three canters should be established to
integrate combat developments processes at the lowest possible level. In.its role as
integrating center, SSC coordinated the combat and doctrine development processes of
the special branches (personnel, finance, military justice and religious activities) to
insure that proper force structure and training programs were developed to support
Army organizations. Having “tied together” these various Personnel Service Support
(PSS) functions from the proponent branch schools and developed an integrated posi-
tion, SSC must then insure all ramifications of their work are .coordinated with the
other two integrating centers for compatibility Army-wide. Additionally, SSC must
evaluate personnel and administration training and education in all Army schoois to
insure current doctrine is being taught. The years since Operation STEADFAST and
Task Force ATLAS have seen SSC mature as an integrating center. [t should be noted
once again that the CG, TRADOC has since transferred the mission of integration for
medical services to the Logistics Center. Also, the Logistics Center currently over-
watches Combat Service Support integration by maintaining approval authority for PSS -
actions. This interface is accomplished during Mission Area Analyses, Logistics Exer-
cises and other In Progress Reviews (IPR) conducted by the Logistics Center. Combat
Service Support functions are also integrated and support the war~fighting CINC in the
Logistics Annex to Operations Orders and Plans throughout the Army.

Ongoing Department of the Army reorganization and modernization efforts im-
pacted upon TRADOC in August, 1980. As a resuit of guidance from the Chief of
Staff and a series of General Officer and action officer working sessions, a Memoran-
dum of Understanding was signed which created Soldier Support Center - National
Capital Region (SSC- NCR) from assets belonging to the Military Personnel Center
(MILPERCEN). This Memorandum of Understanding between the Deputy Chief of
-Staff for Personnel (DCSPER), TRADQC, Soldier Support Center and MILPERCEN
(now, the Total Army Personnel Agency (TAPA)) was designed to align personnel
policy with DA, DCSPER, personnel doctrinal functions with SSC and personnei opera-
tional functions with TAPA. SSC-NCR became the arm of Soldier Support Center, Ft.
Benjamin Harrison, responsible for the additional functions being transferred from
TAPA. Since 1980, SSC-NCR has become a vital part of the integrating process in-
tended originally for SSC in 1973. Its linkages to HQDA, TAPA, SSC, MACOM and
personnel proponents have formed complex communication and coordination channels.
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Its directorates perform one-of-a-kind missions for the Army and TRADQC, however,
they have no authority to insure compliance.

The final proviso of Operation STEADFAST affecting TRADOC was the inclu-
sion of the Reserve Officer Training Corps (ROTC) as a subordinate element. It was
felt that the educational processes and training provided to the students were best
suited to the TRADOC environment. To command and control the ROTC structure,
four regional headquarters were established, each commanded by a general officer.

" Internal efforts of TRADOC to facilitate the command and control of all test
and experimentation processes were begun in October 1987 with the creation of the
Test and Experimentation Command (TEXCOM) at Ft Hood, Texas. Initially, only the
TRADOC Combined Arms Test Activity (TCATA) and the Combat Developments Ex-
perimentation Command (CDEC) were assigned to the new command. Reorganization
efforts continued with the assignment of the eight test boards to TEXCOM effective 1
October 88 leaving only the TRADOC Independent Evaluation Directorate (TIED) out-
side it's span of control.

Training of military intelligence skills has been accomplished in one form or
another since the inception of the U.S. Army. Cryptologic training (the forerunner of
Signal Intelligence, Signal Security and Electronic Warfare) was a Signal Corps respon- .
sibility from its origin until the establishment of the Army Cryptologic Agency (later
redesignated the U.S. Army Security Agency). In 1945 the U.S. Army Security Agency
(USASA) assumed formal training of officer and enlisted cryptologic specialists. This
* training was conducted as_part of the National Security Agency (NSA) Training Sys-
tem. The USASA, acting as executive agent for cryptologic training for the army, was
responsible for all cryptologic matters for the U.S. government. In 1963 the USASA
began to conduct electronic warfare training for personnel assigned to USASA. The
Signal Corps continued to train persons not assigned to USASA. In 1966 the Continen-
tal Army Command established an Electronic Warfare School at Ft. Huachucha, Ari-
zona as part of the Surveillance Center. The division of responsibility for EW training
stemmed from the extreme secret nature of the missions of the USASA and its direct
relationship with the National Security Agency. This relationship further allowed the
training of cryptologic specialists to be shared among the armed services for the most
economical use of limited resources. Each service provided single skiil training for ail
others. Army cryptologic training was conducted at Ft. Devens, Massachusetts, Naval
eryptologic training at Corry Station, Pensacola, Florida and Air Force training at
Goodfellow Air Force Base, Texas.

Military intelligence training in the army came of age in 1942 with the establish-
ment of the U.S. Army Counterintelligence Corps and the initiation of counterintelli-
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~ gence specialist training in Washington, DC. In 1955, after a series of relocations and
consolidations of counterintelligence training with the training of other inteiligence skill
training, the army consolidated ail intelligence training (except cryptologic/electrofiie
warfare) at Ft. Holabird, Maryland. The Army Intelligence School moved from E¢.
Holabird to its present location at Ft. Huachuca in the early 1970’s. In August, 157§
the Intelligence Organization and Stationing Study, the URSANO Study, recommengded
‘the transfer of the U.S. Army Security Agency Training Center and School (USASATE
& S) to the command and controi of the Army Training and Doctrine Commang.
Further, it recommended the consolidation of USASATC & § and the Intelligengs
School at a single location on a near-term basis. This consolidation of combat deval:
opment, doctrine development, proponency and all intelligence training would savé
limited resources and provide for the first time a single institute for all-source trainifig.
In late 1977 and early 1978 the Department of the Army adopted the recommendati6is
of the Intelligence Organization and Stationing Study and subordinated the newly éstghs:
lished Intelligence School, Ft. Devens to the Inteiligence Center and School &t Ft.
Huachuca. It further directed the consolidation of the two schools at one location, Fe,
Huachuca was chosen for the site for the consolidated Intelligence School. For tés
years TRADOC attempted to combine the two schools. These efforts have been frugs
trated by congressionai opposition to the disestabiishment of the Inteiligence Schook 4
Ft. Devens. This opposition is based on economic impacts to the Ft. Devens afés. .
rather than an opposition to the combining of the two schools. - )

18.1 OBSERVATIONS '

Greater ‘opportunities exist for the integration of training and combat and disc-
trine development processes among the special branches (Chaplain, Judge Advocare
General) as they function in the total Combat Services Support community.

Formalized integration processes among the integrating centers should be He.
fined.

18.1.1 SCOPE

Refine the training and combat development/integration processes witkiin
TRADQC by formalizing coordination linkages to insure impacts upon force etucrure
are correct and viable.
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Figure 18-1. Integranon of Training, Combat, and Doctrine Devcloprnent Process
Among Special Branches

18.1.2 PROPOSALS

Formalize directed coordination of training, combat and doctrine developments
of the special branches with the Personnel Service Support Center prior to implementa-
tion; formalize directed cootdination from the Personnel Service Support Center to the
Logistics Center and, finally, to the Combined Arms Center.

18.1.3 CRITERION

Soldier Support Center is responsible for training, combat and doctrine deveiop-
ment for personnel and administration, as well as, the integration of these functions
with the special branches (Finance, Chaplain and Judge Advocate General). It serves
as the proponent for the integration of all Personnel Service Support (PSS) for the
Army. The Logistics Center is the focal point for logistics-related functions and coor-
dinates Combat Services Support. The Combined Arms Center performs integration
for the combat and combat support proponents of the Army. SSC-NCR executes the
MANPRINT effort, manages force structure, conducts personnei proponency MOS -
structure analysis and attitude and occupational surveys. The combat development
processes must be integrated and controlled. to insure compatibility with future Army

18-5



force structure in support of the CINC. Coordination between HQ, TRADOC, the
integrating centers and subordinate proponents is essemntial.

18.1.4 ANALYSIS

Soldier Support Center was established to integrate the personnel and admini-
stration arenas. All special branches, to include finance, public affairs, chaplain and
JAG, are to coordinate their combat and doctrine developments through SSC to insure
compatibility throughout the Army. Success with which this has been accompiished
over the years can be measured in varying degrees. While SSC and it’s role as inte-
grating center have matured, it is unable to prevent the special branches from acting in
their own best interests when the sitnation warrants. As the Army moves into the 21st
century with the ramifications of advanced weaponry and force structure, the absolute
need for close and continual coordination becomes necessary. Training, combat, and
doctrine developments must keep pace and must be fully integrated within the Army.
To accomplish this the special branches must cease their independent structure
changes and develop the same in concert with SSC. Likewise, it is imperative that
SSC coordinates all PSS functions with the Logistics Center which has responsibility
for the integration of Combat Service Support areas for the Army. In turn, the Logis-
tics Center must ensure that combat and doctrine developments are coordinated with
the Combined Arms Center which bears responsibility for combat arms and combat
support arms branches, as well as, the total integration of all combat and doctrine
development within the Army. These directed coordination linkages will ensure devel-
opmental processes remain synchronized with force structure and materiel advances.
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ARNS | LOGIBNCS | . SERVICE
CENTER .SUPPORT
e CENTER
INTELLIGENCE CHEMICAL ANG I
CENTER [ & WP CRDNANCE QUARTERMASTER FINANCE
CENTER CENTER CENTER scHooL (71 SeHooL
IRFAMTRY Ju CHAPLAIN
, CENTER Pt
STHOOL
EHGINEEN AATHLEAY
CENTER Gl!ﬂl"l‘: HEE  |wmfptencd TRANSPOATATION
CENTER PHYSICAL
SCHOOL
AVIATION AR DEPENSE SCHOR. '
CENTER - CEMNTER
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siaNAL ||
CENTER || SPECIAL
WAREANE S
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Figure 18-2. Directed Coordination Among the Special Branches
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18.1.5§ CONCLUSION

Continued independent training, combat, and doctrine development by special
branches cannot be tolerated. Total force integration is absolutely necessary in an era
of modernization and dwindling resources. This can easily be accomplished through
directed coordination linkages from branch proponents to SSC to the Logistics Center
and, finally, to the Combined Arms Center. Appropriate authority and enforcement
measures must be delegated from HQ, TRADOC to the integrating centers in order to
perform their particular piece of the integration process.

18.1.6 IMPLEMENTATION

TRADOC study the proposais for six months with full impiementation during
FYS0.

Related issues which must be addressed include the renaming of SSC as the
Personnel Service Support Center to better identify its total personnel support role
within the Army and the consolidation/transfer of SSC~NCR dlrectorates to HQDA and
HQ, TRADOC activities.

18.2 OBSERVATION

A redundancy exists in the test and evaluation processes of the TRADOC Test
and Experimentation Command (TEXCOM), the test boards and the TRADOC Inde-
pendent Evaluation Directorate (TIED).

18.2.1 SCOPE

 Command and control of all test and evaluation processes within TRADOC and
Materiel, combat, and doctrine advances will necessitate thorough and complete test-
ing.
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Figure 18-3. Redundancy Exists in the Test and Evaluation Processes of TEXCOM,
Test Boards and TRADOC Independent Evaluation Directorate

18.2.2 PROPOSAL .

TEXCOM control all test and evaluation functions within TRADOC.

18.2.3 CRITERION

TEXCOM plans, executes and reports on the results of experimental testing and
field experimentations to support doctrine, training, force design and the materiei
needs of the concept based requirements system. TIED is TRADQC's independent
evaluator for operational evaluations of materiel systems and operational concepts.
Unity of command and control facilitates test and evaluation processes. War fighting
CINC are supported by insuring quality control of materiel and evaluations.

18.2.4 ANALYSIS

TEXCOM was provisionaily established in October 1987 with the mission to
coordinate all test and experimentation activities within TRADOC. Initiaily, only the
TRADOC Combined Arms Test Activity (TCATA) and the Combat Developments Ex-
perimentation Command (CDEC) were assigned to this new command. Effective 1
October 1988 the eight test boards were also assigned to TEXCOM. Remaining out-
side of TEXCOM's command and control is TIED, which is TRADOC's independent
“eyes” to insure that materiel and concepts remain in the best interests of the Army.
TIED does not have a current mission. If subordinated, TEXCOM would be efficiently
employed. It shouid be noted that while the eight test boards are assigned to TEX-
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are OPCON to the respective school commandants. This command rela-
nefficient and confusing. In order to facilitate command, control and the
11 test and experimentation processes within TRADOC, HQ TEXCOM must
esponsibility for the test boards. This does not preclude a working relation-
stup with school commandants but does establish a defined chain of command. Addi-
tionally, control of individual test boards provides the TEXCOM commander the flexi-
bility to use manpower from branch test boards to aid in tests from branches without
organic test boards. TIED should remain as an impartial agent. They should not be
involved in actual testing but remain an ardent observer. Their role could be likened to
that of an IG or audit agency at a major headquarters. Assigned to HQ TEXCOM, the
test and experimentation processes would then be centralized and report directly to HQ

TRADOQC.

HQ,
TRADOC
HQ,
TEXCOM
[ | i _ -
[ : | l
TCATA 'CDEC TIED |.| TEST
BOARDS

Figure 18-4. Future Test and Evaluation Processes of TEXCOM, The Test Boards
and TRADOC Independent Evaluation Directorate

CURRENT FUTURE

MANPOWER AUTHORIZATIONS AUTHORIZATIONS ~ DIEEERENCE
MILITARY: 1,458 1,458 0
CIVILIAN: 894 894 0
TOTAL 2,350 2,350 0*

NOTE: AUTHORIZATIONS AT TIED
ADVANTAGES

@ PROVIDES UNITY OF COMMAND AND CONTROL FOR ALL TEST AND
EVALUATION PROCESSES WITHIN TRADOC
@ REDUCES LAYERING

Figure 18-5. Space Redistribution
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18.2.5 CONCLUSION

Inefficiency and confusion exists with the eight test boards assigned 1o HQ TEX
COM but OPCON to school commandants. Having TIED remain outside the control of
HQ TEXCOM does not place all test and experimentation processes under one com-
mand and creates perceived duplication of effort. Unity of command would facilitate
testing and experimentation processes.

18.2.6 IMPLEMENTATION

TRADOC will analyze and develop an action plan by 1 April 1989 with full
implementation of proposais NLT 1 October 1989. (Also, see Issue 25.2. ) '

18.3 OBSERVATION

Thirty-nine (39) senior ROTC programs have been evaluated as unsuccessful
for two or more years.

18.3.1 SCOPE

Refine ROTC Cadet Command’s ability to close and shift resources from unsuc-
cessful institutions.

- CAOET
COMMAND
I
[ I I 1
18T ROTC 2ND ROTC 3RD AGQTC *{ 4THROTC
RGN HaS RGN HOS RGN HGS AGN HQS
]
[i_ ) ] L [ o ]
1 3RD | 14TH | |STH| (1ST || 2N0| [3RD] |4TH| | 1ST | 2ND{ | 3RO | 4TH| | STH{| 1ST | [2ND | [ 3RO| | 4TH
ge%mmemmm&msemmswemsmmm BOE| |8DE
:Ml17l3710]21'3'2“213!J2982‘l:l1l7¢aﬂm§!iz¢u17nﬂﬂltll i dd ey

Figﬁre 18-6. Today 39 ROTC SR Programs Have Been Evaluated As Unsuccessful
for Two or More Years

13.3.2 PROPOSAL

Discontinue senior RO’I'C programs at institutions which are unsuccessful, (see
Table 18-1).
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TABLE 18-1. DISCONTINUE RATE PROGRAMS AT 39 INSTITUTIONS

SOUTHERN ARKANSAS U, SAINT PETER'S COLLEGE UNIV OF NORTH FLORIDA (EXT)
U QF AR - UTTLE ROCK U OF NV - LAS VEGAS ; COLUMBUS COLLEGE
HENDERSON STATE UNIV SUNY COLLEGE/FREDONIA MERCER UNIVERSITY
U OF CO - CO SPARINGS UNIVERSITY OF TULSA (EXT) UNIVERSITY CF DUBUQUE (EXT)
U/S. K., ST. PETERSBG (EXT) - CARNEGIE-MELLON UNIV KNOX COLLEGE
IDAHO STATE UNIV SOUTH DAKOTA SCH M&T WICHITA STATE UNIV

. EASTERN ILLINQIS UNIV CARSON-NEWMAN COLLEGE CENTENARY COLLEGE (EXT)
NICHOLS STATE UNIV WEST TEXAS STATE UNIV SAINT LAWRENCE UNIV
BEMIDJI STATE UNIV TRINITY UNIVERSITY UNIVERSITY OF CINCINNATI
WESTMINSTER COLLEGE PAN AMERICAN UNIV A DICKINSON COLLEGE ‘
MO WESTERN STATE UNIV MIDWESTERN STATE UNIV TEXAS WOMEN'S COLLEGE (EXT)
WENTWORTH MIL ACADEMY HARDIN- SIMMONS UNIV UNIVERSITY OF VERMONT
LINCOLN UNIVERSITY STETSON UNIVERSITY UNIV/AIL - PLATTEVILLE

18.3.3 CRITERION

The mission of ROTC Cadet Command is to recruit, select, motivate, train,
retain and commission the future officer leadership of the U.S. Army. Additionally,
the command is responsible for managing the Junior ROTC (JROTC) program and the
National Defense Cadet Corps (NDCC). Support is provided to the CINC through the
commissioning of quality second lieutenants for the totai army. Efforts to close unsuc-
cessful institutions in the past have been blocked by national and state politicians, as
well as, institution officials and alumni.

'18.3.4 ANALYSIS

ROTC Cadet Command's Effective Management Program (EMP) monitors
quantifiable standards, evaluates battalion effectiveness and provides a basis for shift-
ing resources from unsuccessful institutions during annual reviews of ail host schools
and extension centers. Institutions whose programs are not meeting established stan-
dards “are piaced on evaluation™ beginning the following fall term and a letter is pro-
vided to the school president from the Commander, Cadet Command informing him/
her of this action. There are currently thirty-nine senior ROTC programs which meet
the criteria for immediate closure. Of these, fourteen are in their second year of
evaluation and twenty-five are into their third year. Further breakout indicates that of
the 416 host institutions currently in the senior ROTC program, ten are in second year
evaluation and twenty-three are in third year. This leaves a total of six programs
under evaluation which are from extension centers to the institutions but not affiliated
with them. The redistribution which could be realized from the closure of unsuccessful
programs could be utilized to implement or enhancé existing programs where social
environments and demographics will support the investment. Closure of unsuccessful
programs will have minimal effect on the Army’'s and Cadet Command’s abilities to
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recruit, train and commission officers for the total army. The institutions in question
are not producing officers in quantities sufficient to justify further expenditure of re-
sources. Nor are they providing sufficient commissionees to impact upon the future
needs of the Army. Efforts to close unsuccessful programs in the past have met with
stiff opposition from national and state politicians, institution officials and alumni asso-
ciations. Economic considerations are prime concerns since ROTC programs contrib-
ute large amounts of money to host institutions. As a result of this pressure, Cadet
Command has been unable to remove ROTC from unsuccessful institutions and con-
siderable resources continue to be expended to keep these programs alive.

CADET
COMMAND
|
[ | | |
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15T | |2ND| [3RD | [4TH | {STH| 18T |{2v0 4TH| 11T 1ST||2ND | |3RD| | 4TH
BOE| [BOE&| [BOE | (BOE | (BOE| {BOE| | BDE BOE| | 808 BOE BOE|| BDE; |BDE

2ND| |3RD [ 4TH| | STH
'm BOE

}
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Figure 18-7. Future ROTC SR Programs

CURRENT FUTURE
MANPOWER AUTHORIZATIONS AUTHORIZATIONS  DIFFERENCE
MILITARY: 2873 2725 -148
CAVILIAN: 823 784 : -39
TOTAL TDA 3696 3809 -187
ADVANTAGES:

1. CLOSES QUT COSTLY PROGRAMS WHICH HAVE BECOME NON-PRODUCTIVE
DUE TO CHANGING DEMOGRAPHICS, SOCIAL ENVIRONMENTS.

2. IMFROVES COST EFFICIENCY OF ROTC PROGRAM,

3. ALLOWS CDR, CADET COMMAND FLEXIBILITY TO MAINTAIN A
COST-EFFECTIVE PROGRAM WITH MAXIMUM OUTPUT.

Figure 18-8. Space Redistribution

18-12



18.3.5 CONCLUSION :

Retention of unsuccessful senior ROTC programs is costly and inefficient to the
Army. Continual efforts expended by personnel in trying to improve enroilment and
commissioning at these institutions would be better invested in schools with viable,
growing programs which can provide maximum return to the Army's continuing invest-
ment. Additionally, Cadet Command must be given the latitude and authority to close
unsuccessful institutions and redirect resources. A time-phased closure would lessen
the impact on both the institution and the Army and insure the Commander, Cadet
Command has the flexibility he needs to insure the most cost effective organization to
support the Army.

18.3.6 IMPLEMENTATION

Office of Legisiative Liaison should work closely with TRADOC and Cadet
Command to minimize potential political pressure during attempts to close unsuccess-
ful institutions. Cadet Command’s Effective Management Program (EMP) should be
revised to include a time-phased closure of unsuccessful institutions and Department
of the Army leadership shouid delegate to the Commander, TRADOQC the authority to
close those institutions which have proven to be unsuccessful.

18.4 OBSERVATION

Split responsibility of military intelligence training at Ft. Devens and Ft.
Huachuca and the Russian Institute, Garmisch, FRG.

~ 18.4.1 SCOPE

Refine the delivery of military intelligence training within TRADOC and the

military intelligence community (see Figure 18-9.)
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Figure 18-9. Today a Split Responsibility for Formal Military Intelligence Training
Exists Between the Intelligence Center and School, Ft. Huachuca, The
Intelligence School, Ft. Devens and The U.S. Army Russian Institute,

- Garmisch, FRG - o

18.4.2° PROPOSAL ]

Geographically, consolidate the Inteiligence School at Ft. Devens with the Intelli-
gence Center and School, Ft. Huachuca. Subordinate the U.S. Army Russian Institute
to the Intelligence Center and School.

18.4.3 CRITERION

The Military Intelligence Center and School, Ft. Huachuca is responsible for the
conduct of intelligence, cryptologic and electronic warfare training. As the Military
Intelligence branch proponent, they are also responsible for combat and doctrinai proc-
esses and operational testing of materiel and systems. Additionally, they are responsi-
ble for battlefieid deception and tactical weather and environmental support. The
Intelligence School at Ft. Devens conducts Signals Intelligence training development
and evaluation for DOD personnei. Unity of command and controt of the intelligence
training base, as well as, combat and doctrine processes enhances education of person-
nel and development of materiel and systems which provide the war fighting CINC the
best possible intelligence information. Political pressure from the state of Massachu-
setts has blocked consolidation of Ft. Devens with Ft. Huachuca in the past.
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18.4.4 ANALYSIS

Currently, responsibility for formal military intelligence training exists at both
Ft. Huachuca and Ft. Devens. Both locations also conduct their own combat and
doctrine developments processes. This split responsibility is dysfunctional and ineffi-
cient and has led to the proliferation of personnel at both locations. Over the past ten-
years the authorizations for the two schools have increased. In 1975 the Center and
School at Ft. Huachuca was authorized 656 military personnel and 357 civilian employ-
ees and the school at Ft. Devens was authorized 1268 military and 127 civilians. This
is a total of 2408 authorizations for the entire school. - Today, the Intelligence Center .
and School is authorized 1177 military and 339 civilian personnel while the school at
Ft. Devens is authorized 1367 military and 283 civilians. This sets the combined
authorized strength for both schools at 3166 people, an increase of 758 authorizations.
Not oniy has combat and doctrine development remained divided between the two
intelligence schools, but combat and doctrine development for echelons above corps
has not been transferred completely to the Intelligence Center and School from Head-
quarters, INSCOM. Approved recommendations of the Intelligence Organization and
Stationing Study established USAINSCOM from assets of the Army Intelligence
Agency (USAINTA) and USASA. The impact of consolidating these two major army
commands (and several smaller intelligence organizations) and the simultaneous strip-
ping of that command of its traditional combat and doctrine development functions
have proven difficult. There appears to be no dispute on the part of USAINSCOM of
TRADOC's prime authority in these fields. The converse seems to be the case. The
Intelligence Center and School appears reluctant to completely assume these roles for
intelligence at echelons above corps. Secondly, USAINSCOM inhabits a sensitive posi-
tion in the U.S. inteiligence community which makes it the sole resourcing agent for
unique equipment designed for and resourced by nationai level intelligence agencies.
USAINSCOM is the service cryptologic element to the National Security Agency, and
as such, is the single conduit through which NSA passes its exclusive technology and
doctrine to the army. Over the last five years this situation appears to have moved
slowly and consistently. in the direction of consolidated combat and doctrine develop-
ment at the Intelligence Center and School. This task is not complete. The Depart-
ment of the Army has consistently used USAINSCOM to develop Quick Reaction Capa-
bility (QRC) intelligence systems to meet unexpected intelligence requirements. Aside
from these exceptions, the transfer of combat and doctrine development to TRADOC
and the Intelligence Center and School appears directed for completion by 1995.

In analyzing the mission and functions of the Army Intelligence and Security
Command, there appears to be yet another inefficiency in the consolidation of ail for-
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mal training of military personnel under the sole direction of a single army school.
Currently, the U.S. Army Russian Institute (USARI), located at Garmisch, FRG, is
under the command and controi of USAINSCOM. This school conducts a two year
advanced academic program in soviet political and military affairs which is taught
primarily in the russian language and is designed to train specialists in support of the
Department of the Army Soviet Foreign Area Officer (FAQ) program. The location of
USARI must continue 0 be as close as possible to the Soviet Union. The Soviet Union
-is closed to training within its borders. The transfer of this institute to the command
-and control of the Intelligence Center and School is consistent with Army policy plac-
ing all formal training under

HQ,
HQ, TRADOQOC
INSCOM
DCG-C
86TH
MI BOE
| SCH&CTR l
FLTC |- ' " | FTHUACHUCA
- I - |
GOODFELLOW PENSACOLA
AFB DET USARI

Figure 18-10. Future Split Responsibility for Formal Military Inteiligence Training
Exists Between the Intelligence Center and School, Ft. Huachuca, The
Intelligence School, Ft. Devens and The U.S. Army Russian Institure,
Garmisch, FRG

TRADOC. Transfer of this institute will not be without some adjustment on the part of
TRADOC. USARI currently employs people who have recently migrated from the
Soviet Union. Some of these instructors do not wish to become U.S. citizens, others
may be ineligible. In the past this has complicated USARI alignment outside
USAINSCOM. USARI provides students with a true and current “in~country” experi-
ence. Without these people USARI would be unable to retain its high standard of
academic training in Soviet studies. This may require TRADOC and the Intelligence
Cenver and School to hire by exception these foreign nationals, using the same crireria
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that INSCOM now applies. Subordinate to USARI is the U.S. Army Foreign Language
Training Center (FLTC), Europe. There is no connection with this organization and
USAR]I, save for convenience. FLTC provides short course foreign language refresher
and enhancement training to linguists assigned to European missions and assists in the
development of effective INSCOM language programs. The mission and existence of
this training center is valid both now and in the future. Its subordination to USARI
may be less clear cut. Uniform language training for the Department of Defense is the
mission of the Defense Language Institute. An exception.to this was granted to the
NSA’s National Cryptologic School System. Establishment of language training pro-
grams by MACOM for sustainment and enhancement of command personnel’s for-
mally acquired skills is allowed under current army policy.- The continued subordina-
tion of FLTC to USARI appears to be inefficient in that it places an additional layer of
headquarters between users and FLTC. A better alignment, if USARI is transferred to
TRADOQC, would be the subordination of FLTC to the 66th Military Intelligence Group.
It is to the 66th MI Brigade that the assets of FLTC will pass in time of conflict. There
is no apparent reason why the unit should remain subordinate to USARI, which will be
disestablished in time of war. This would place FLTC under its primary user organiza-
tion. Should the relationship of USARI and FLTC continue past 1995, both organiza-
tions should be merged on one campus in Garmisch. Facility engineering information
- concerning real property distribution in the Garmisch area indicates this is a viable
option in the near and long term (see Figure 18-11.)

CURRENT FUTURE
MANPOWER AUTHORIZATIONS AUTHORIZATIONS ~ DIFFERENCE
MILITARY: 1,121 948 _ -173
CIVILIAN: 280 26 -54

TOTAL ~ 1,401 1,174 -227 |

ADVANTAGES:

® FACILITATES COMMAND, CONTROL AND COMMUNICATION OF FORMAL
ARMY INTELLIGENCE TRAINING. CONSOLIDATES RESPONSIBILITY FOR
TOTAL ARMY MILITARY INTELLIGENCE TRAINING AT A SINGLE LOCATION

® COMBAT AND DOCTRINE DEVELOPMENT PROCESSES FOR MILITARY IN-
TELLIGENCE CONSOLIDATED AT A SINGLE LOCATION

¢ RETAINS TRI-SERVICE COOPERATION FOR INTELLIGENCE TRAINING

Figure 18~11. Space Redistribution
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18.4.5 CONCLUSION

‘Maintaining multiple intelligence training centers is costly, inefficient and dupli-
cative in many respects. Economies of resources and enhancements in command,
control and communications can be realized with consclidation of the Ft. Devens and
Ft. Huachuca schoois. Tri-service cooperation can be retained despite a consolidation.
Transfer of the U.S. Army Russian Institute from USAINSCOM to TRADOC is consis-
tent with current army policy and wouid eliminate the apparent split responsibility of
formal intelligence training betwesn two major commands. Resubordination of the
FLTC to the 66th MI Brigade would reduce headquarters layering between user and
trainer.

18.4.6 IMPLEMENTATION

TRADOC AND INSCOM analyze the proposals for six months with full imple-
mentation NLT FY95. Issues which are related to the consolidation of intelligence
schools and alignment of formal intelligence training include the political efforts of the
state of Massachusetts to block consolidation and the subordination of the U.S. Army
Foreign Language Training Center, Europe to the 66th MI Brigade. A possible solution
- to the move of the Inteiligence School from Ft. Devens is the relocation of Headquar-
ters, U.S. Army Information Systems Command (ISC). Subordination of the
USAFLTC to the 66th MI Brigade is logical with its assets being transferred to the
brigade in time of conflict.

TRADOC was created during a period of change and reorganization within the
U.S. Army and it continues to evoive to this day. It's missions to prepare the Army for
war and be the architect of the future are viable now and will continue to be so into the
21st century. To accomplish these missions in an era of dwindling resources, a contin-
ual seif-examination will be necessary to identify potential areas of inefficiency. This
chapter has identified areas which begin this process. Directed coordination linkages
between the branch proponents and Soldier Support Center and then the Logistics
Center and, finally to the Combined Arms Center will insure total fores integration for
the Army in the 21st century; an era of modernization and reduced resources. The
capturing of all test and experimentation processes under TEXCOM will insure com-
plete and thorough testing in the wake of materiel and combat development advances.
Likewise, the closing of inefficient senior ROTC programs and the redistribution of
these assets to more productive areas will insure the continued availability of quality
leaders for the Army of the future. Finally, the unification of formal military intelli-
gence training at a single location insures the proper use of available resources and,
more importantly, the continuity in education and combat and doctrine development
processes.
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Key to the understanding of the concept of organizational building blocks with
which to base Army organizations is the “center” as it has developed within TRADOC
in the form of branch proponents (the Infantry Center, the Armor Center, etc) and the
three integrating centers (the Combined Arms Center, etc). For further development
of this concept the reader should wrn to Chapter 29, Management of “Centers.”

TABLE 18-2. SPACE REDISTRIBUTION ANNEX

ISSUE: 18.4

UIC: WI1ESAA

UNIT: Inteiligence School, Ft. Devens

Para AMSCO OFF WO ENL CIvV . TOT
1 814734 6. 6 9 21
2 814734 1 1
3 814734 2 1 4 7
5 814772 2 2
13 814772 1 2 3
15 814734 3 _ 3
17 814772 2 15 ‘15 32
19 814734 5 5
31 814734 1 1 2 _ 4
43 814734 5 5 10
47 814734 ' 1 1
49 814771 1 1 2 4
51 814771 5 5
55 814734 1 1 1 3
63 814734 2 1 82 10 95
65 814734 1 30 31
TOTAL 16 1 155 55 227
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ANNEX A TO CHAPTER 18
MANPOWER AUTHORIZATIONS BY UNIT IDENTIFICATION CODE
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UIC  Unit Designaticn

WOBWAA QMD TRAINING

WOG4AA BLE 4TH CST

WOGRRA EDE. 1ST BASIC ING
WOGYAA BDE 2ND BASIC TNG
WOMSAA STA USA RECEPTICN
WOMBAA STA USA RECEFTICN
WOMIAA RGN 1ST ROIC SR PROG
WONDAA RGN 2ND ROIC SR FROG
WOUOAA CIR USA QM & FT IEE
WOU2AA CIR USA INF & FT EEN
WOUSAA CIR USA SIG &FTGORDCN
WOUGAA CIR USA TNG&FT JACKSN
WOU2AA CIR USA AVN&FT RUCKER
WOUUAA GAR USA CARLISIE BRS
WOUVAA CIR TRANS & FT EUSTIS
WOUWAA GAR USA FT MONRCE
WOUXAA CIR USA 2ARMOR

WOVEAA GAR USA FT CHAFFEE
WOVGAA, CIR USA FA & FT SILL
WOVEAA CIR AD ARTY & FTELS
WOVLAA CIR EN TNG&EFT L WOOD
WOVEAA CIR USA CA & FT' LVNWT
W13ZAA EIE USA-DLI-ENG LANG
W17GAA ELE USA TC FIELD
WID2RA SCH USA AD ARTY
W1D4AA CTR USA ORD SCH &
WIDSAA SCH USA QM

W1D7AA SCH TRANSE AV LOG
WIDCRA CIR USA TG & FT DIX
WiDXAA SCH USA ARMOR

W1EQAA CTRUSA JFK SWC & SCH
W1E4AA EIE USA [EF INFO SCH
W1ESAA CIR USA INTEL SCH &
W1EAAA CTR ODMSLSMU SCH&
W1ECAA EIE USA DLI-FIC
W1ESAA SCH USA INTEL

W1EDAA CIR USA CHAP SCH&
W1EXAA CIR SIIR SPTSFT B HAR
WLJERA RGN 3RD ROTC SR PROG
WIKYAA RN 3RD ROTC JR FROG
W1IAAA ECE 1ST AR ING
W1L7AA BLE 4TH NG

WIMPAA EDE 2ND TNG (QSUT)
WIMQAA ECE 3RD BASIC NG
WIMRAA BOE 4TH TNG

WIMO2A EIE USA SCH OF MUSIC
WIMVAA EDE 3RD BASTIC TNG
WLDAA BOE STH TNG

WINVAA RGN 4TH ROTC SR PROG
WINWAA RN 4TH ROTC JR PROG

ANNEX A

Army Manpower Authorizations by UIC
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CHAPTER 19
FUNCTIONAL COMMAND ~ INTELLIGENCE AND SECURITY COMMAND
(INSCOM)

« TECHNOLOGY WILL EXPAND AT AN INCREASINGLY RAPID
RATE, REQUIRING SYSTEMS TO BE FIELDED AND RETIRED
E;ESS'[I;EOFLBHAN THE ARMY ACQUISITION SYSTEM CAN

& REAL TIME WEATHER/TERRAIN DATA TO ANY USER

«» SPACE BASED IEW SENSORS/PROCESSORS WITH ACCESS
BY ANY REQUIRED ECHELONS

e REAL TIME/NEAR REAL TIME IEW INFORMATION TO ANY
COMBAT ECHELON

e« THIRD WORLD THREATS WILL DRIVE INTELLIGENCE
'REQUIREMENTS

= POLITICAL UNHEST IN MEXICO THREATENS BOHDER
SECURITY -

Figure 19~1, "View of the Future -

United States Army Intelligence and Security Command (INSCOM) was formed
in late 1977 and early 1978. The organization came as the result of recommendations
from the Intelligence Organization and Stationing Study (often referred to as the Ur-
sano study after its- chairperson, MG James J. Ursano). The activation of INSCOM
combined the United States Army Security Agency (USASA), the United States Army
Inteiligence Agency (USAINTA) and Special Security Offices (SSO). All Echelon
Above Corps (EAC) intelligence units were assigned to the newly formed INSCOM.
This included the 66th Military Intelligence Group in Europe, the 470th Military Intelli-
gence Group in the Panama Canal Zone, and the 500th Military Intelligence Group in
Japan. (All of these were reorganized into Military Inteiligence Brigades in 1987) (see
Figure 19~1 and 19-2).
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Figure 19-3. INSCOM Staff, FOAs and .SSAS Today
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The overriding benefit to the United States Army was the establishment of a
leaner, more efficient intelligence structure in support of theater and national intelli-
gence requirements. Of equal importance was the derived benefit of providing a single
command within the Army structure which would serve as the focal command for
resources provided directly from national level intelligence agencies. These resources,
to include manpower authorization, funds and unique equipment, are funded under the
National Forzign Intelligence Program (NFIP). These funds are generally fenced from
Department of the Army direct reductions or increases. To satisfy the concerns of
Army Component Commanders in theater, all theater support groups (now brigades)
were placed under the operational control of those commanders. The Intelligence
Organization and Stationing Study subordinated all intelligence units at Corps and be-
low to its supported organization. These units did not have national level missions
which required a centralized command structure. The intelligence structure has
evolved with little change for the last ten years. During that time several Army Com-
ponent Commanders have requested that all EAC intelligence units within their theater
be placed under their headquarters command and control. A multitude of studies have
been chartered to review the possibility of subordinating these units to theater com-
manders. The most recent study was the Office of the Chief of Staff, Management
Directorate report on “CONUS Based Organizations Operating OCONUS™ (the Stove-
pipe study) published 15 August 1987. It took a deep and comprehensive look at
"Stovepipe” structures within the Army and validated those structures under the re-
quirements of the DoD Reorganization Act of 1986. Based on a study of INSCOM
missions, functions, and command and controi of its OCONUS subordinate elements
the "Stovepipe Study” validated the current structure of INSCOM as being in compli-
ance with existing law. It further recommended that all detachments of the United
States Army Special Security Group (USASSG) which support the Army components
within a geographic area be assigned to or commanded by the unified combatant com-
mander of the geographic area. The USASSG was found not to perform a mission
which is a part of a Secretary of the Army function, listed in section 3013(B), Title 10,
U.S. Code. The Echelon Above Corps is the only level within the Army, among the
other services, and among the unified and specified commands at which the Special
Compartmented Information (SCI) security support element is not assigned to and
commanded by the supported command. Further, within the command structure of a
Unified Command, the Army component commander is the only Major Commander
without an organic SCI element. There is no basis in the DoD reorganization act of
1986, other statutes or regulations, which would serve as a basis for exempting
USASSG detachments which support Army Component Command. These detach-
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ments can be converted to TO&E with no loss of effectiveness or degradation of sup-
port to the supported command. Based on this report, the Commander, INSCOM is in
the final stages of reorganizing the Special Security Group to comply with this recom-
mendation. There are current studies underway to combine the three Army Compo-
nent Commands in the Pacific Basin into a single Army Component Command. This
proposal is discussed in depth in Chapter eight of this report. INSCOM will be re-
quired to structure its theater intelligence accordingly. '

19.1 OBSERVATION _

Three theater Army Military Intelligence Brigades have either split responsibility
or redundancy within three “areas of responsibility” (see Figure 19-4). -

TODAY
FORSCOM THIRD ARMY USAREUR USARSQ | | WESTCOM USARJ EUSA
Ay i
\N / & | plq % N/ h
513 th 66 th 470 th 500 th 501 st
MI BDE . Mi 2DE Mi BDE MI BDE M BDE
o 8 A 8 4
1 | i
INSCOM - == COMMAND LESS OPCON

—() = OPCON

Figure 19-4, Three Theater Army Military Intelligence Brigades Have Either Split
Responsibility or Redundancy Within These Areas of Responsibility

19.1.1 SCOPE

By assigning a Military Intelligence Brigade to support two or more Army Com-
ponent Commanders and/or warfighting CINCs, the Army Intelligence and Security
Command has created a situation that may deny vital intelligence to one or more Army
component commanders and/or warfighting CINCs., INSCOM must refine delivery of
intelligence support to warfighting CINCs by placing all regionally oriented inteiligence
assets in theater as MTOE under the operational control of the Theater Component
Commander. Any intelligence structure designed to support the warfighting CINCs
must be the most effective and efficient possible. Intelligence must continue to flow
unobstructed to consumers at all levels of the Army structure. Current inteiligence
relationships between National Inteiligence Agencies, the Department of the Army and
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Army Inteiligence units must remain matters of law, Presidential Directives and Secre-
tarial preferences. Splitting the National Foreign Inteiligence Program (NFIP) sup-
ported positions from current EAC units in support of warfighting CINCs would prove
negative to the accomplishment of the intelligence mission of the Army. Intelligence
assets should not be placed in reserve. Intelligence assets perform the same missions
in peace as they do in war. Placing intelligence assets in a training mode only denies
warfighting CINCs vital information. Dual hatting of any Intelligence staff officer as
the Commander of Intelligence units must not be done at the cost of the authorities
given other commander. Dual hatting of any intelligence staff officer as the com-
mander of intelligence units will require a higher level of oversight at next higher
echelon. This is to ensure that the commander will continue to balance policy issues
and operational requirements within the bounds of national moral and palitical objec-
tives. _

19.1.2 PROPOSAL

Identify a Theater Military Intelligence Brigade for each Army Component Com-
mand.

19.1.3 . CRITERION .

~ The mission of the United States Army Intelligence and Security Command is to

conduct and coordinate Electronic Warfare (EW); collect review, and analyze Signals
Inteliigence (SIGINT), Human Intelligence (HUMINT), Imagery Intelligence (IMINT),
Technical Intelligence (TI) and Measurement and Signature Intelligence (MASINT);
. conduct and coordinate Counter—intelligence (CI) activities; and conduct and coordi-
nate Operations Security (OPSEC) and related operations in support of the Army. The
Commander, USAINSCOM, is the Commander of the Army Service Cryptologic Ele-
ment (SCE). The Commander, USAINSCOM 'is also the Department of the Army
Service Human Intelligence Manager and INSCOM is the Human Intelligence Service
Agency. The Commander is responsible to the Department of the Army Senior Officer
of the Intelligence Community (DA SOIC) for the supervision of designated Sensitive
Compartmented Information (SCI) security and service responsibilities. The mission
of USAINSCOM is global and is conducted in the geographic areas of the Unified
Commands. INSCOM supports all warfighting CINCs uniformly. As a Major Army
Command (MACOM) the Commander, USAINSCOM reports to the Chief of Staff of
the Army. All INSCOM operations continue in war and peace. INSCOM's Theater
Support Brigades, in Unified Command Areas, are under the operational control of the
Army Component Command. These units fail under the Command of the Army Com-
ponent Command upon mobilization or on order of higher command authority. Policy
and Guidance for ail Intelligence and Counterintelligence Operations conducted by IN-
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SCOM is established by the Deputy Chief of Staff, Intelligence (DCSINT) of the De-
partment of the Army. Intelligence Operations are subject to strict public law, Presi-
dential directives and findings, Executive orders, Congressional oversight, and Judicial
review, as well as, Department of Defense and Department of the Army Regulations
and Directives. The strnucture of intelligence units is subject to these, and as such
remain flexible t0 meet the needs of the National and Service Command Authorities.

19.1.4 ANALYSIS | _

The United States Army Intelligence and Security Command has grown since
it's activation in January 1977 from an authorization level of 8,024 persons to a current
authorization of 11,000. The ROBUST Task Force began its analysis of the INSCOM
units organized under Tables of Distribution and Authorization (TDA) at the point of
departure of the Ursano study and the "Stovepipe” study. Army manpower funded by
National Foreign Intelligence Program was not evaluated as these assets fell outside the
ROBUST Task Force charter. This accounted for roughly 84% of INSCOM's current
authorized manpower. A design that would have placed INSCOM, as a scaled down
Field Operating Agency under the Deputy Chief of Staff Intelligence (DCSINT) on the
Army Staff was studied in depth. Under this design all INSCOM units would be subor-
dinated to the Area Command in which it resided, with the exception of units which
fall outside the Army’s ability to resubordinate (such as NFIP funded Army Fieid Sta-
tions). This design proved unacceptable. The placing of INSCOM Operational Com-
mands directly under the DA DCSINT placed the Army’s primary proponent for Intelli-
gence Policy in the position of being its Chief Operator. The secret nature of intelli-
gence operations and the absence of balance between policy maker and operator
proved too unattractive to pursue. All designs which would subordinate the INCSOM
Theater Support Brigades under Theater Component Commands proved greatly ineffi-
cient compared to the existing command relationships of these units. Under current
command relationships INSCOM Theater Support Brigades (66th Ml Brigade, 407th MI
Brigade, 500th MI Brigade, 501st MI Brigade and the 513th MI Brigade) are under the
command less operationai control of Headquarters INSCOM and the operational con-
trol of the Area Commander.  The Army Component Commander derives direct bene-
fit from NFIP funded assets within the Theater Support Brigades under his operational
controi, without having to resource these units. Units formed solely from Army funded
manpower authorizations would provide extremely limited support to the Area Compo-
nent Commands and the Area CINC. Placing NFIP funded resources under the com-
plets command and control of Army Area Component Commands: would required the
Army to split its centralized management of EAC Intelligence resources. This would
fragment the Army’s ability to compete for limited national resources. Further the
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national level intelligence agencies, in and outside the Department of Defense, are not
under any obligation to continue to fund manpower they feel do not effectively support
their needs. Reports from ROBUST Task Force On Site Evaluation Teams reported
that all Army Component Commands were satisfied with the intelligence support pro-
vided them by the current structure of INSCOM. Army Component Commanders did
state that for uniformity all soldiers should be under their command and control. No
value added to the intelligence production of local INSCOM units couid be found by
doing so. There are three Army Component Commands which currently do not Have
INSCOM MI Brigades under their operational control. These are the Army Forces
Command, the newly organized Army Space Command and Special Operations Com-
mand. Analysis indicates the Army Space Command currently requires no intelligence
assets. These assets may be required when and if Army Forces are deployed into
space or when surface based threat forces are found in space requiring deployment of
~U.S. Space Command forces to meet those threats. Under current policy Special Op-
erations Command forces must depioy to any geographic area in the world to meet
nationally designated objectives. Intelligence required by this command is derived
from all source intelligence collected by ail elements of the national intelligence com-
munity.- Currently deployed intelligence units can provide all the intelligence needed
by the Special Operations Command to meet threat forces. A Military Intelligence
Brigade in direct support of the SOCOM would be redundant, unnecessary and dupli-
cate intelligence support currently deployed. The separation of the Third United States
Army from the command and control of the Army Forces Command and the place-
ment of the 513th MI Brigade under the Operational Control of the Third Army leaves
the Army Forces Command without a Military Intelligence Brigade to support it in its
CONUS Defense role. This is an unacceptable position. FORSCOM will require Eche-
lon Above Corps Intelligence assets to provide border surveillance and intelligence
assets to support its intelligence collection, processing, analysis and reporting require-
ments (see Figures 19-5 and 19-6). :
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Should the current Eighth United States Army, United States Army Japan, and
United States Army WESTCOM be consolidated into a single Army Component Com-
mand, there appears to be no reason for the retention of the 500th Military Intelligence
Brigade in support of the Army WESTCOM and USARJ. The 501st Military Intelli-
gence Brigade in Korea could be designated as the Theater Support Brigade. Currently
the 500th MI Brigade is staffed at 90% CAPSTONED Reserve Forces. The remaining
TO&E and TDA augmentation structure could be transferred under the control of the
501st MI Brigade. The command and control structure of the 501st MI Bde could then
be deactivated, and its manpower assets redistributed or eliminated. Currently the
902nd MI Group provides Counterinteiligence support within CONUS. The Reserve
Component Forces presently attached to the 500th MI BDE could be attached to the
902nd Group to create, with no additional manpower requirements, the $02nd MI Bri-
gade. This would not require a plus up in authorizations to the Army Reserve to
compensate for those active component authorizations transferred to the 501st MI Bri-
gade, as the Counterintelligence Units within the 902nd MI Group will provide this
compensation (see Figure 19-7).

: CURRENT _ FUTURE -

" MANPOQWER = AUTHORIZATIONS AUTHORIZATIONS  DIFFERENCE
MILITARY: 54 - .0 ' -S54
CIVILIAN: ‘ 53 0 -83
TOTAL 107 0 -107

NOTE: SPACES FUNDED BY THE NATIONAL FOREIGN INTELLIGENCE PROGRAM
WILL BE REDISTRIBUTED WITHIN INSCOM. ARMY FUNDED SPACES WILL BE
REDISTRIBUTED FOR THE BEST BENEFIT OF THE ARMY FORCE STRUCTURE.

Figure 19-7. Space Redistribution

The placement of the proposed 902nd MI BDE under the operational control of
the Army Forces Command would provide the same level of intelligence support en-
joyed in the OCONUS Theaters, with no loss of status to its national level missions. If
the Army forms a Northwest Asian Command, by placing Army Forces located in
Korea and Japan into a single command, this restructuring cannot take place. Under
that area coverage INSCOM would require both Brigades in the Pacific. This will
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require FORSCOM to form a Military Intelligence Brigade in the Army Reserve Struc-
ture to provide support to FORSCOM in its land defense of CONUS role.

19.1.4. CONCLUSION

The current command and control of United States Army Inteiligence and Secu-
rity Command units world wide is the most effective and efficient. INSCOM units
supporting Army Component Commands should remain under current Command rela-
tionships. Shouid the three separate Army Component Commands in the Pacific into a
single command, the 500th Military Intelligence Brigade should be deactivated, after
redistribution of its Pacific based subordinates to the 501st Military Intsiligence Bri-
gade. NFIP funded manpower savings from the 500th Military Inteiligence Brigade
Command and Control elements should be redistributed within the current INSCOM
structure. Those manpower positions funded within Army should be redistributed or
eliminated to derive the best benefit to the Army. The 902nd Military Intelligence
Group should be upgraded to an Multi-Discipline Military Intelligence Brigade to sup-
port the Strategic and CONUS Defense Missions of the Army Forces Command, by
attaching the reserve units currently in support of the 500th Military Intelligence Bri-
gade.

19.1.5 PROPOSAL :

Leave Echelon Above Corps Theater Support Brigades under the command less
operational control of Headquarters, United States Army Intelligence and Security
Command and under the operational command of the Army Component Commands.
Continue to fill Echelon Above Corps Theater Support Brigades with the most effective
and efficient mix of Army funded and National Foreign Intelligence Brigade. Attach
Military Inteiligence units within the Army Reserve Structure, which were attached to
the 500th Military Intelligence BDE, to the 902nd Military Intelligence Group. Upgrade
the 902nd MI Group to a Multi-Discipline MI Brigade to support United States Forces
Command in its CONUS Defense role. The commander, United States Army Intelli-
gence and Security command should implement the findings of the Office of the Chief
of Staff, Management Directorate report on CONUS based organizations operating
OCONUS, by subordinating all Special Security Detachments supporting units under
the command and control of the Army Component Commands to those units.

19.1.6 IMPLEMENTATION

The deactivation of the 500th Military Intelligence Brigade should occur no later
than the consolidation of the Eighth United States Army, the United States Army Japan
and the United States Army Western Command into the United States Army Pacific.
Transfer of Reserve Component Command assets CAPSTONED to the 500th Military
Inteiligence Brigade to the 902nd Military Intelligence Brigade should be completed at

19-10



the same time. Structures of MI Theater Support Brigades should remain at current
authorization levels should this consolidation of Army commands in the Pacific not
take place.

19.2 OBSERVATION

Technical Intelligence exploitation and collection is split between the Foreign
Science and Technology Center and the Foreign Materiel Inteihgence Group (see Fig-
ure 19-8).

TODAY
DCSINT INSCOM
FSTC FMIG
11th
MI CO

Figure 19-8. Technical Inteiligence Exploitation and Collection
Is Split Between the Foreign Science and Technology Center
and the Foreign Materiel Intelligence Group

19.2.1 SCOPE

The United States Army Intelligence and Security Command is tasked in AR
10-87 to collect, process, review, analyze and report Technical Intelligence (TT). This
effort is fragmented under two separate organizations, the Foreign Science and Tech-
nology Center (a Field Operating Agency of the DA DCSINT) and the Foreign Materiel
Intelligence Group (a major subordinate command of the Inteiligence and Security
Command). Technical Intelligence is an immature intelligence discipline, with limited
resources authorized in the active component to perform this mission. Reserve Com-
ponent Technical Intelligence assets are also limited in comparison to requirements.
The continuation of the fragmented Technical Intelligence effort denies Army Compo-
nent Commanders and Area CINCs this capability at a time when it is vital to the
success of their wartime and peacetime missions.
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19.2.2 PROPOSAL _

Consolidate the Foreign Science and Technology Center and the Foreign Mate-
riel Intelligence Group.

19.2.3 CRITERION

The mission of the Foreign Materiel Intelligence Group (FMIG) is to provide
Technical Inteiligence Planning and Production; provide service support in depth; to
provide training support to all Active Component and Reserve Component Technical
Intelligence units and provide Opposing Force (OPFOR) support to the National Train-
ing Center (NTC). FMIG provides general support to all Army Component Commands
by providing Technical Intelligence Collection, Processing and Analysis assets in sup-
port of assigned exploitation tasking. Additionally, Reserve Component Technical In-
teiligenice Units are capstoned to the FMIG to provide increased TI coverage upon
mobilization. FMIG is a Major Subordinate Command of Headquarters, INSCOM.
The Foreign Science and Technology Center (FSTC) provides Army wide service in
support of national requirements for intelligence derived from the exploitation of for-
eign documentation and materiel. It produces scientific and technical intelligence in
final form to be disseminated to users throughout the Government. Materiel collected
from sources, such as FMIG, are exploited and reported on by FSTC. Warfighters are
supported indirectly through the intelligence reporting provided by FSTC. The FSTC
mission remains unchanged in mobilization (see Figure 19-9). '

INSCOM

FMIG

' 11th

Figure 19~9. Future Foreign Science and Technology Center and the Foreign
Materiel Intelligence Group
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19.2.4 ANALYSIS

Technical Intelligence is a discipline of long standing. Organizations dealing in
technical and scientific inteiligence exploitation and production have existed, in one
form or another, since the founding of the United States. Yet for its long history,
Technical Intelligence remains immature, in comparison to other intelligence disci-
plines. Its comparative lack of resource priority given is confusing the often high
priority for information placed on it by national inteiligence authorities.

-Materiel developers must be given accurate threat information in order to suc- -
" cessfully counter. those threats. For this reason Technical Intelligence has been or-
phaned to many different and diverse command and control relationships. Both the
Army Intelligence and the Army Materiel Command have shared in the production and
reporting of Technical Intelligence over the last 20 years. The Inteiligence Organiza-
tion and Staticning Study (The Ursano Study) gave direction to the Army’s intelligence
production needs by stating that the need to consolidate Technical Intelligence into a
single location under the ACSI (now the DCSINT) of the Army. The study made
provisions for the later transfer of the combined Technical Intelligence orgamzatlon
under the command and control of what is now INSCOM.

. Army Technical Intelligence became divided in the course of carrying out the
recommendation of the Ursano Study. Today the Army’s Technical Intelligence efforts
rest primarily in the Foreign Science and Technology Center (a Field Operating Activ-
ity of the DCSINT of the Army), and the Foreign Materiel Intelligence Group (a subor-
dinate command of INSCOM). This division of effort between the twq separate organi-
zations has continued the stunted growth of Technical Intelligence. Yet, there has
never been a greater need for the maturation of the Technical Intelligence discipline
than today. This maturation must continue into the future in order to keep pace with
the rapid turnovers in both science and technology. The battlefield of the future will be
technology intensive. In order to ensure success on future battlefields Army Compo-
nent Commands must be provided with information on enemy technical capabilities -
rapidly. Given the limited manpower resourcing to support Technical Intelligence and
the increasing requirement for this type intelligence support to Army Component Com-
mands, the consolidation of the Foreign Science and Technology Center and the For-
eign Materiel Intelligence Group seems the only course to take in the near term. This
will increase the effectiveness of the Army Technical Inteiligence effort now and estab-
lish a consolidated structure upon which the Army can build as resources can be di-
verted. This will provide Army Component Commands with a central consolidated
agency from which technical and scientific information can be extracted. This organi-
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zation should be under the command and controi of INSCOM under missions estab-
lished in AR 10-87. No space redistribution was identified.

19.2.5 CONCLUSION

The current division of the Army’s Technical Intelligence mission between the
Foreign Science and Technology Center and the Foreign Materie! Inteiligence Group
must end. These organizations should be consolidated into a single command struc-
ture. Manpower savings from this consolidation shouid be used within the consolidated
organization to expand its capabilities to meet the increasing need for Technical Intelli-
gence by Army Component Commanders and their associated area CINCs

19.2.6 DMPLEMENTATION

The Army Deputy Chief of Staff for Intelligence wiil develop a pian, by 1 July
1989, to organizationally structure the Foreign Science and Technology Center and the
Foreign Materiel Intelligence Group into a single Technical Intelligence Organization
under the command and control of INSCOM. Activation of this organization will take
place by First Quarter FY95. With limited resources available to support the Army
Technical Intelligence mission the consolidation of FSTC and FMIG will provide lim-
ited coverage needed in OCONUS theaters.

The Command and Control structure of the U.S. Army Intell:gence and Security
Command is valid to meet the needs of the Warfighting CINCs in peace and war.
There is no value added to the intelligence support.provided to Army Component Com-
mands by placing Theater Military Intelligence Brigades under the Command and Con-
trol of those Army Component Commands. If the recommendations in Chapter 8 of
this report are accepted and the three Army Component Commands in support of
USCINCPAC are consolidated into a single command, INSCOM shouid activate one of
its. Theater Support Brigades. The active compeonent units under that Brigade will be
assigned to the remaining Brigade. The reserve component units capstoned to this
Brigade will be capstoned to the 902nd Military Intelligence Group (to be readjustment
as a Brigade) to provide intelligence support to FORSCOM in its Land Defense of
CONUS role. Should there remain two or more Army Component Commands in the
Pacific Theater, this action will not take place. Technical Intelligence support to War-
fighting CINCs is inadequate currently. The mission of TI support is vested in two
separate units, The Foreign Science and Technoiogy Center (FOA of DCSINT) and the
Foreign Materiel Intelligence Group (a subordinate of INSCOM). The consolidation of
these organizations will improve the delivery of TI to consumers worldwide. It will
further allow for manpower restructuring to maximize this support to Area Component
Commands (see Table 19-1).
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TABLE 19-1. - MANPOWER AUTHORIZATIONS BY UNIT IDENTIFICATION

CODE
UIC AMSCO MILITARY CIVILIAN TOTAL

AS WBU999 381011 -5 -6 -11
381318 -6 =17 -23
381321 -15 -15 =30
385127 © -5 ' -10 -15
385128 -8 -5 -13
393401 -1 =0 -1

395805 =14 =0 =14

=54 -53 ~107

19-15"






ANNEX A TO CHAPTER 19
MANPOWER AUTHORIZATIONS BY UNIT IDENTIFICATION CODE
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ANNEX A
Army Manpcower Authorizations by UIC

NS

uIC Unit Designaticn As@m o WO ENL v av cIv
Auths Aauths Auths CEOS EHEN INFN

WOO1AA EDE 704 MI AS 142 37 1040 26 0 0
WOO2RA ELE USA NSA as 48 0 1 0 0 0
WOOSAA DET INSCOM MT (Cl) AS 4 4 13 1 0 0
WOYAA H) TNSOM as 146 16 83 309 0 0
WOLAAA ACT MI BN CI/CE as 41 30 113 17 0 0
WO1BAA CET INSCCM MT (C1)  AS 3 1 5 5 0 0
WOLKAA CO 749TH MT AS 2 1 57 0 0 0
WOZRAA STRDSA FID BER as 35 18 763 10 0 22
WODRAA STA USA FID SINOP  AS 24 10 258 0 0 0
WOKIAA GREUSA FROG ANALYSIS AS 0 0 2 17 0 0
W1JT1AA GRP USA SP SCTY as 129 7 310 25 0 0
WIU3AA CTR USA FID SPT as 153 122 185 382 0 0
. W2JEMA IST ADV RUSS/E EUR ST AS 6 0 5 10 0 19
W319AA ACT USA CPS GROUP  AS 67 11 34 36 0 0
W31UAA STA USA FID SAMAN  AS 8 3 259 3 0 0
W32AAA EN CT SS SET AS 20 48 105 75 0 0
W32BAA FAC USA CENTRAL SCTY AS 4 0 9 93 0 0
W3SGAA ACTUSATNSCOM FRA AS 2 0 7 19 0 0
W36SAA ACTUSATNSOOM MAINT  AS 1 2 13 0 0 0
W3723A TET USA FGN ARFA OFF AS -0 1 10 1 0 0
W3SCAA ACT USA FGN CI As 11 7 26 17 0 0
W3AGAA EDE 701 MIT as 68 s 1573 19 0 118
W3ERAA STA USA FYELD MISAWA AS 4 1 119 0 0 1
W3CCAA ACT AUTO SYSTEM as 9 3 59 52 0 0
W3FLAA BN 751 MT as 16 9 229 2 56 3
W3L3AA GP USA FOREIGN MR  AS 16 0 a8 3 0 0
W3INSAA CTR USA THEATER IN  AS 6 3 3 3 0 0
W3QNAA ACT USA CRYPIO SFT  AS 3 4 11 0 0 0
W3S2AA EN USATNSOOM MI AS 44 19 65 54 0 0
WADKAA ACT AUDIOVISUAL AS 2 0 17 30 0 0
W4E7AA STA USA FID KUNIA  AS 40 13 1034 26 0 0
WAFVWAA DET USA ASIAN STUDIES AS 1 0 7 13 0 83
WAGKAA ACTUSA INTEL SPT As 53 25 213 4 0 0
WATOAA STAIISAFS PANAMA AS 2 2 118 0 0 0
WAT1AA ACTUSAINSCCM ETSCM  AS 2 3 63 33 0 0
WATZAA CTR INSCOMLAN as 3 1 3 3 0 6
WAKRRA BN US MI (LI) AS 24 . 14 170 3 0 0
WAKPAA U USA INTEL EXEC ~ AS 9 6 22 48 0 0
WARMAA DET USA INTEL SFT  AS 16 0 29 9 0 0
WAUGAA CO COILECT EVAL AS 19 7 20 12. 0 0
WAUTAA ACT CONTRACT SUFEORT AS - 0 0 0 30 0 0
WAVOAA ACTUSA STUSAMALYSIS AS 20 3 1 20 0 0
WAVYAA ACTUSA INSCQM FORG MOD AS 1 0 3 24 0 0
WEU699 AG MI GRP CI as 0 0 3 33 0 0
WBU799 AUG MI BOE EAC aAs 16 - 7 140 46 0 3
WBUS99 AUG MI GRP CI as 19 12 124 7 0 0
WBU999 AUG MI BDE EAC(-) AS 15 4 38 34 0 19
WEVA99 AUG MI BDE EAC AS 10 3 52 9 0 0.
WBVLS9 AUG HES MT EN CI As 24 27 210 44 0 54
WEVN99 AUG CO INTERRCGATION AS 0 0 13 10 0 16
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CHAPTER 20
FUNCTIONAL COMMAND - CRIMINAL INVESTIGATION COMNAND (CIC)

Criminal Investigation Command (CIC) (aiso referred to as CIDC) was activated
in September 1971. Criminal investigation is part of administering the affairs of the
Department of the Army and is a Secretary of the Army function listed in Section 3013
(b) (9), Title 10, U.S. Code. The vertical and centralized control structure of the
Criminal Investigation Command is based on repeated direction from the Department
of Defense and Department of the Army, and on findings of DOD Review Project
Security Shield. This project established the correctness of the separation of criminal
investigation activities from the dirsct control of field commanders. .

In March 1971, the Secretary of Defense requested the Secretary of the Army to
"develop a Criminal Investigation Division (CID) agency which has vertical control of
all CID worldwide”.

In May 1980, the Office of ‘the Secretary of Defense (OSD) Task Force on
"Evaluation of Audit; Inspection and Investigative Components of DOD”, recom-
mended the Air Force and the Navy adopt a USACIDC vertical structure to avoid
undue command influence on .operations. This DOD position was restated in May
1983 in the Government Accounting Office (GAO_) report "DOD Can Combat Fraud
Better By Strengthening its Investigative Agencies”. The President’s Council on Integ-
rity and Efficiency adopted "Professional Standards for Investigations”. This report,
which was published in April 1985, stated "to obtain the necessary independence, in-
vestigative organizations should exist outside the line/staff of units subject to investiga-
tion, and should report direct to the agency head or his deputy”.

DOD Instruction (DODI) 5505.3 mandates that criminal investigative organiza-
tions have complete independence from support commanders to initiate or terminate
investigations and use any legal techniques necessary, without impediment. The Office
of the Army Chief of Staff, Management Director report on "CONUS Based Organiza-
tions Operating OCONUS” concluded in August 1987: “the present command and
control of OCONUS CIDC organizations is in accordance with the DOD Reorganiza-
tion Act of 1986”. Thus, during the time the CIC has been formed as an independent
investigative agency, the merit of this command and control structure has proven to be
the most effective approach. The Executive and Legislative branches of the Federal
Government have endorsed the present Army Criminal Investigation Command struc-
ture as being the standard upon which all military investigative services should be run.

20.1 OBSERVATION
_ The United States Army Criminal Investigation Command is properly organized
to accomplish its peacetime and wartime mission (see Figure 20~1).
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Figure 20-1. CIC Today

20.1.1 SCOPE

The United States Army will continue to receive the finest possible criminal
investigative support from CIC organized as an independent functional command. Any
realignment of its command and control structure would be contrary to repeated guid-
ance from higher authority. :

20.1.2 PROPOSAL

That United States Army Criminal Investigation Command be maintained as
presently configured through 1996.

20.1.3 CRITERION ‘

The mission of CIC is to conduct and control all Army investigations of serious
crimes (as defined in AR 195-2), less serious crimes (upon request or as necessary for
effective Army law enforcement) and fraud (as defined in DODI 5505.2); maintain
knowledge of, and overall responsibility for, Army investigations of offenses involving
"controlled substances” (as defined in Section 812, Title 21, U.S. Code); Provide
Criminal Investigation Division (CID) support to all U.S. Army elements; conduct sen-
sitive or special interest investigations, as directed by the Secretary of the Army (SA)
or the Chief of Staff, United States Army (CSA); and plan for and provide personal
security (protective service) for DOD and DA, as tasked by the Director of the Army
Staff (DAS).

The CIC does not dxrectly suppcrt USCINCs, but supports Army Component
Commands in war and peace with the full services stated in its mission. Under the
provisions of DODI 5505.3 there exists no command and control relationship between
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Army Component Commands and the CIC in order to prevent undue command inter-
ference in the investigative activities of the CIC. There is strong Executive and Legis-
lative Branch support to continue this independent vertical command of criminal inves-
tigation activities in the Army.

20.1.4 ANALYSIS

A review of past smudies and reports addressing the structure and command
relationships of the U.S. Army Criminal Investigation Command, and that command's
submissions to the ROBUST Task Force through Mission Essential Task Lists (METL)
- and MACOM Resource Update (MRU), indicates that the current structure of CIC is
capable of providing the most efficient and effective support to Army Component
Commanders in the future. On Site Evaluation Team (OSET) reports on the headquar-
ters and major subordinate commands of the CIC indicate that staffing levels of the
CIC are adequate to meet future requirements.

CIC is organized into five CIDC Regions, and four Field Operating Activities
(FOA). These FOAs are The U.S. Army Crime Records Center, the U.S. Army Protec-
tive Services Activity, the USACIDC Field Investigation Activity and the U.S. Army
Criminal Investigation Laboratory.

The mission of providing personal security to select DOD and DA senior per-
sons has strained the CIC capability, as it has become the protective service of choice,
over the services of other branches of the military, for many DOD seniors. As this
service could be provided by other military services, the Department of Defense should
increase authorizations to the Army at the expense of other less used services. This
issue is beyond the purview of the ROBUST Task Force. The same is true of Navy and
Air Force use of the CIC Criminal Investigation Laboratories woridwide.

The CIC is currently in the process of converting their five CIDC Regions from
TDA structures MTOE structures. This will greatly enhance CIC ability to compete for
limited resources in the future. Department of the Army should provide proper levels
of manpower authorizations to support any increases in mission or tasking given CIC,
as current authorizations are only adequate for current mission and tasking levels.

20.1.5 CONCLUSION

Based on a study of Section 3013, U.S. Code; DODI 5505.3; the report on the
OSD Task Force on "Evaiuation of Audit; Inspection and Investigative Components of
DOD”; The President’s Council on Integrity and Efficiency report on "Professional
Standards for Investigations”; and the CSA Management Directorate report on
"CONUS Based Organizations Operating OCONUS", it is concluded the that CIC is
properly organized to accomplish its peacetime and wartime mission in support of
Army Component Commands. Any change in the structure or manpower of CIC
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should be as the result of increased missions rather than the result of redistribution of
assets at this time.

20.1.6 IMPLEMENTATION

No implementation schedule is required for this recommendatxon as a stand
alone issue. Should the proposal discussed in Chapter 29 for the establishment of
vibrant "centers”, the Criminal Investigation Command will transition to a Criminal
Investigation Center. This center would absorb the Military Police Center at Fort
McClellan with some slight modification in command and control in the years after
1997. Should Department of the Army establish an Assistant Secretary of the Army
for Investigations and Audits, Criminal Investigation Command could be included as a
subordinate agency of that ASA.
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ANNEX A TO CHAPTER 20
MANPOWER AUTHORIZATIONS BY UNIT IDENTIFICATION CODE
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| ANNEX A
Army Marpower Authorizations by UIC

cIc

uIc Unit Designaticn AsgMr (e a] wo ENL v cv

Auths Auths Auths CHUS CHFN
W2MBAA IAB USA CRIM INVES CcB 5 20 9 62 0
W3FDRA RaN 7TH USA CILC B 11 44 64 12 40
W3RPAA HQ USACIDC a as 22 38 72
W3LCAA RGN 1ST USACIDC a 18 88 123 81
W3IDAA RN 3RD USACIDC c8 1 41 61 42
W3LFAA RGN 6TH USACIDC 3 20 93 155 61
W3aNILAA RGN 2ND USACIDC B 10 27 25 14
W3NTAA IAB USACIDC FAC CB 2 8 5 5
W3NUAA IAB USACIDC~-EUR o B 2 9 5 16
W3Y1AA CTR CRIME REC <8 0 4 6 51
WARNAA ACT USAPROTECTIVE SVC CB 0 23 6 0
W4AVKAA ACT USACID FID INVSTG CB 1 6 2 2
WBZC99 AIXs DET- . CB 1 4 7 0 1
WBZDSS ADG DET B 1 14 23 7
WBZES4 Al CET cB 0 2 2 1
WBZESS AIX; CET B 0 1 0 o}
WBZES6 AIX; [CET B 0 2 2 1
WBZES7 AG DET B 0 2 3 1
WBZESS AIX; DET o 1 1l 2 4
WBZESS AlG DET (0u - 2 42 59 7 .
WBZRS9 AIG LET B o 19 - 21 1
WCVX99 AUG [DET CB 4 11 33 25
*kk Total wes :

127 483 651 465 62
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CHAPTER 21
FUNCTIONAL COMMAND UNITED STATES ARMY CORPS
OF ENGINEERS (USACE)

- Although USACE has been a Major Command (MACOM) since 1979, the Chief
of Engineers (COE) has been involved in civil works support to the nation since 1824.
The Corps of Engineers has been the Army’s Military Construction Agency since 1941,
The first engineer divisions were organized geographically along major river basins in
1888. During World War II, the newly assigned military construction mission was built
on the fixed civil works divisions structure. Today, military construction division
boundaries are established along state boundaries in CONUS. A wiring chart of all
USACE elements is at Figure 21-1.

Today, USACE has a mixture of 13 divisions (eight with combined military
construction/civil works missions, three civil works only, two military construction only)
and 38 subordinate districts (14 combined military construction/civil works, 22 civil
works only, two military construction only) (see Figure 21~ 2). A map of the current
military construction division/district boundaries is at Figure 21-3; a comparabie map
of the current ¢ivil works division/district boundaries is at Figure 21-4.

'~ In addition to his civil works and military construction role, the COE/CG
USACE is the Department of Defense Construction Agent for the U.S. Air Force and
other DOD and federal agencies in the United States and specified foreign areas as
identified in DOD directive, 4270.5 Subject: Military Construction Responsibilities,
March 2, 1982. _ :

. The Engineer Studies Center (ESC), a field operating activity of USACE, has
completed three studies on the mobilization efforts of the command. The first,
“USACE Work Force Requirements for Mobilization”, October 1981, was designed to
. provide an assessment of military construction requirements during fuil and total (con-
ventional) mobilization, and the capability of USACE to meet those requirements. The
second, “USACE Conceptual Posture for Mobilization”, December 1983, presented a
conceptual mobilization posture for the command, based on existing National, Army
and Corps of Engineers principles. The third report, “A USACE Mobilization Readi-
ness Improvement Program”, April 1984, describes a program USACE should follow
to improve mobilization preparedness.

In summary, the studies indicate that approximately 42.8 percent of the civil
works personnel would be available for mobilization tasks; USACE should organize
alorig Federal Emergency Management Agency (FEMA) boundaries to expedite mobili- -

- zation coordination; the CONUS division/district structure is the base for mobilization
expansion; and existing organizational structure and flag locations perhaps prevent

21-1
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DIVISION/DISTRICT CURRENT USACE
ORGANIZATION STRUCTURE FOR MILITARY CONSTRUCTION (MC)
CIVIL WORKS (CW) AND MOBILIZATION LEAD DIVISIONS

DIVISION MCICW NQ, OF DIST REMARKS
MC/ICW CW  MC )
Europs . MC NONE Operational®
Pacific Ocean MC/CW 0 0 2 Operatonal
: ' " . MC/CW in Hawaii
Huntsville MC NONE Eng Planning and
. Eesign"
Lower Mississippi Valley CcwW 0 4 0
Missouri River MC/CW 2 0 0 :
North Atlantic MC/CW 3 1 0 M-Lead Division
First Army
New England cw NONE . Operational®
North Central cw 0 5 0 M-Lead Division
‘ Fourth Army
North Pacific MC/CW 2 2 0
Chio River MC/ICW 1 3 0
South Atlantic MC/CW 2 3 0 M-Lead Division
" Second Army -
South Pacific . MC/Cw . 2 1 0 M-Lead Division
: - . Sixth Army
Southwestern - MC/CW 2 3 0 M-Lead Division
Fifth Army
Total Div/Dist MC/CW 8§ 14
- - cw 3 22
. ' MC 2 2
Total Div/Dist 13 38

*OPERATIONAL DIVISIONS HAVE ‘D[S'I'RICT TYPE FUNCTIONS PERFORMED BY DIVISION
STAFF.

*“HUNTSVILLE DIVISION HAS NO GEOGRAPHIC BOUNDARIES AND NQ MILITARY CON-
STRUCTION. PERFORMS MILITARY ENGINEERING PLANNING AND DESIGN SERVICES.

Figure 21-2. Current Structure for MC/CW Lead Divisions
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ideal alignment to meet mobilization support requirements. These studies bring focus
to the ROBUST Task Force observations and the subsequent proposal. -

21.1 OBSERVATION |

Six of the ten military engineer divisions in USACE support more than one
CONUSA or CINC. Four of the five CONUSA must coordinate with two or more
divisions.

21.1.1 SCOPE

USACE has two major missions: civil works (which is outside the ROBUST
Task Force charter) and military construction contract management and other engi-
neering services for the Army, Air Force and other Department of Defense Agencies
(see Figure 21-5). '

USACE
[ . 1 1 | | )|
NORTH SOUTH OHIO NORTH MISSQURI SOUTH
ATLANTIC ATLANTIC RIVER PACIFIC RIVER PACIFIC
i I I I ! [
: |- [ | Facre] | | p—
& g | o
, WESTERN

untsviel( “oaaay ) | EUROPE @ @

BA .

MULTIPLE o
COORDINATION . USAREUR — COMMAND

- = COORDINATION
Figure 21-5. USACE Today

As identified in ESC “USACE Conceptual Posture for Mobilization”, DEC 1983
P.9:

“USACE is organized to accomplish a peacetime mission.
The principle that elements should be organized in peace
as they would be in war is generaily followed. However,
the dual mission of USACE %military construction and civil
works or "Federal Engineer”) makes that type of organiza-
tion difficult at best. Further, USACE'’s responsibility to
Congress, the Assistant Secretary of the Army (Civil
Works) and the Army Chief of Staff puts it in a position, at
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times, of having more than one master in peacetime. - Stiil,
USACE must structure itself so it is highly responsive to
mobilization requirements.”

The issue, then, is to realign military construction boundaries for division and
district support missions to facilitate the transition from peace to mobilization.

21.1.2 PROPOSAL

Assign military construction responsibility for each army area to one division
and realign a single military construction engineer headquarters to each CINC.

21.1.3 CRITERION

USACE manages and executes engineering construction and real estate pro-

‘grams for the Army, Air Force and other federal agencies and foreign governments as

assigned. USACE supports the mission of Unified/Specified CINC through tasking by
various theater operations and contingency plans under the regional wartime construc-
tion management concept to provide engineering and construction support for the
Army and Air Force in Europe, the Middle East, Latin America, the Far East, Alaska,
the Alleutian Islands and CONUS. USACE provides quality, responsive engineering
and construction services (including installation and facility service to the Army, Air
Force and other DOD Components), research and development and real estate serv-
ices. USACE supports national needs in construction industry leadership, environ-

-ment, . infrastructure, water supply, flood control and navigation, nation building, and

space exploration. USACE, through its civil works program, has an unusual relation-
ship with Congress. Consequently, any impact on civil works is a matter of congres-
sional interest. USACE has consistently staffed its civil works/military functional
activities based on the individual duties of employees. Because of this policy, the
tailoring of military functions shouid not adversely impact residual civil works missions
or employees.

21.1.4 ANALYSIS

Historically USACE division/district relationships in CONUS have been with the
installation supported. Consequently, it did not matter if it was the Ohio River Division
or the South Atlantic Division that supported Fort Campbell or if Fort Campbell was in
the Second Army area or in the Fourth Army area. However, the passage of the
Goldwater-Nichols act, with the requirement to enhance support to the warfighting
CINCs, the designation of Forces Command as a Specified Command and the emer-
gence of the mobilization responsibilities of the CONUSA, as Army Regional Defense
Commands, in the land defense of CONUS has changed the importance of the CON-
USA/Engineer division boundaries. In the future, the ability to mobilize quickly will
become increasingly important, while resources become constrained. At the same
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time, new capabilities in communication and data processing will allow greater cen.
tralization of management and greater decentralization of execution. Accordingly, it is
critical to eliminate redundancy and split responsibilities to the maximum extent.

The South Atlantic Division (Atlanta) provides military construction and other
engineering support during peacetime and mobilization for Second Army (except Ken-
tucky and Alaska), Third Army and U.S. Army, South. It executes these responsibili-
ties through three subordinate activities: Savannah District, Mobile District and the
Middle East/Africa Project Office (Winchester, VA.).

. The Chio River Division (Cincinnati) provides military construction and other
engineering services to Second Army (Kentucky) and to most of Fourth Army. It has
. one district (Louisville) to execute this mission.

The Missouri River Division (Omaha) provides military construction and other
engineering services to parts of Fourth Army, Fifth Army and Sixth Army. It has two
districts (Omaha and Kansas City) to execute this mission. It also has the Rocky
Mountain Area Office (Colorado Springs) which has the workload and staffing of a
small district, minus the overhead structure of a district.

The North Pacific Division (Portland ) provides military construction and other
engineering services to part of Sixth Army, Second Army (Alaska), U.S. Army forces
in Alaska and to USCINCPAC for the Alleutian Islands, except for Adak It has two
districts (Seattle and Alaska) to execute this mission.

The Huntsville Division is an anomaly. Unlike all other engineer divisions,
Huntsville provides no military construction services nor does it have geographical
boundaries. Originally established to support the SAFEGUARD program, it survives
by providing specialized complex engineering design services on a worldwide basis and
a plethora of other functions such as centralized program management, large scale
procurement and management of the USACE training program. A graphic chart show-
ing the evolution of the Huntsville division workload is at Figure 21-6.

The South Pacific Division (San Francisco) with two districts (Sacramento and
Los Angeles) supports part of the Sixth Army area. Prior to the military construction
boundary realignment of 1981 it provided military construction and other engineering
services to the entire Sixth Army area.

The Southwestern Division (Dailas) supports part of the Fifth Army area with
two districts (Fort Worth and Tulsa).

The Europe Division, with no districts, performs its mi!itary construction role
with eight area offices.
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The Pacific Ocean Division (Fort Shafter) provides military construction and
other engineering services support for WESTCOM through the Division Headquarters
and the Honolulu Area Office, for Eighth Army through the Far East District (Seoul)
and for USARJ through the Japan District (Camp Zama).

From the recipient’s point of view, Second Army receives support from the
South Atlantic Division, the Ohio River Division and the North Pacific Division; Fourth
Army receives support from the Chio River Division and the Missouri River Division;
Fifth Army receives support from the Missouri River Division and the Southwestern
Divisions; and Sixth Army receives support from the North Pacific Division, the Mis-
souri River Division and the South Pacific Division. In a peacetime environment, this
" redundancy of support coordination may be acceptabie, but during mobilization a more
simple and direct relationship is necessary.

USACE has developed a comprehensive mobilization plan. Under a USACE
concept, the military construction divisions have the general responsibility for ensuring
that USACE mobilization missions are properly addressed in planning efforts and that
support to the installations is fully effective during mobilization. The districts charged
with military construction execution will provide direct support to all installations
within assigned military boundaries. - The districts with “Civil Works only” missions
will be in general support of assigned installations. Specific taskings must come
- through the military construction district. In some instances, general support will be
provided by Civit Works personnel assigned to military construction districts.

USACE has established a peacetime coordination concept of “Lead Division”,
with the CONUSA for mobilization. One division coordinates with each Regional De-
fense Command (Current CONUSA).

Eastern Defense Command First North Atiantic
Southern Defense Command Second South Atlantic
Northern Defense Command Fourth : North Central
Central Defense Command Fifth Southwestern
Western Defense Command Sixth South Pacific

The Lead Division concept addresses, but does not resolve the basic issue of
organizing in peacetime as in wartime. The concept's two major weaknesses are the
lack of an internal military construction capability within North Central Division and
the Division/CONUSA boundary disconnect. It transfers muitiple coordination prob-
lems from the CONUSA to the USACE divisions with the attendant delays and confu-
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sion. The ROBUST Task Force proposal tracks with the lead division concept while
eliminating the coordination problem (see Figure 21-7).

USACE
| T 1 = I |
normH | [ soum | [ wommi | [ eacirc soumn | [ sours.
|amnmic ocam PACIFIC aunops

D OO Lo o
O‘

&

CCOMMAND
- == COORDINATION

Figure 21-7. Future

USACE, primarily because of political sensitivity, is saddled with the burden of
excessive overstructuring. When a division or district is established in CONUS, it
rapidly achieves the permanency of an installation. Past efforts, most recently in 1981,
to close unnecessary districts was met with universal failure because of congressional
resistance. However, the effort to “tailor” districts (consolidating functions in fewer
districts) was successful. Eliminating military functions from redundant engineer ele-
ments is a tailoring exercise rather than a closure action, since the civil works mission
remains unchanged.

USACE has long made use of field offices subordinate to a dlStl'lCt or dmsxon
when the need for on~-site supervision at remote locations was deemed necessary. The
use of these field offices, i.e. Area, Resident, Project, should, because of the advances
in automation and communications, be expanded. Use of field offices will dramati-
cally reduce the need for diverting scarce resources to administrative overhead.

THE FOLLOWING REALIGNMENT ACTIONS ARE PROPOSED:

The North Atlantic Division with First CONUSA: Tailor Norfolk District to civil
works only. Assign Norfolk military construction mission to Baltimore District. Con-
tinue Baltimore District support to MDW. This action will save 66 civilian spaces.

Align the South Atlantic Division with Second Army (acquire Kentucky from the
. Ohio River Division). Tailor the Middle East/Africa Project Office (MEAPQO) away
from military construction; assign contingency planning support to Third Army and
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residual Foreign Military Sales cases and other military engineering services currently
provided by MEAPQ to Savannah District. Continue Mobile district support to
USARSO. This action will save 9 military and 260 civilian spaces.

Divest Chio River Division and Louisville District of military construction re-
sponsibilities. Transfer field spaces in Kentucky to the South Atlantic Division. Trans-
fer the remainder to North Central Division and the Chicago District along with the
responsibility for military construction support for Fourth Army. Align the military
construction boundary with Fourth Army. This realignment will yield no space savings
but is critical to the USACE mobilization posture and will make North Central Division
a lead division, with a significant internal military construction capability.

Divest the Missouri River Division (Omaha and Kansas City Districts) of the
" military construction mission. Assign field spaces to North Central Division, South-
western Division and South Pacific Division as appropriate. Maintain the military
funded spaces and mission of centralized civilian payroil in Omaha. This action will
save three military and 290 civilian spaces.

Align the Southwestern Division with Fifth Army. If deemed appropriate, estab-
lish area offices at Omaha and Kansas City under Tulsa District for military construc-
tion in Nebraska, Kansas and Missouri.

Divest North Pacific Division and Seattle District of the military construction
mission. Transfer the Alaska District with ail resources to Pacific Ocean Division in
accordance with The Army-Plan for the Pacific. Transfer residual division, Seattle
District resources and the military construction mission, less identified savings, to the -
South Pacific Division. This action will save three military and 121 civilian spacess.

Divest Huntsville Division of military engineering. Assign responsibility and
resources in support of Space Command to the South Pacific Division (Rocky Mountain
Area Office, Colorado Springs). Retain the USACE training program. Assign no new
missions to Huntsville Division; redesignate it as an activity with a finite mission. This
action will save five military and 146 civilian spaces (see Figure 21-8).
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CURRENT FUTURE
MANPOWER AUTHORIZATIONS ~ AUTHORIZATIONS — DIFFERENCE

MILITARY: : 536 . 518 -20
CIVILIAN: 12924 12041 -883
TOTAL C 13480 12857 -903*
. *SEE TABLE 21-1
ADVANTAGES

= POSTURE USACE FOR IMMEDIATE MOBILIZATION ) .

= IMPROVE RESPONSIVENESS TO REGIONAL COMMANDERS AND CINCs
= ELIMINATE REDUNDANCY WITHIN EACH ARMY AREA

= [MPROVE RESPONSIVENESS TO FEMA IN NATIONAL EMERGENCIES

Figure 21-8. Space Redistribution

The manpower savings identified above assume a stable military construction
workload. . The savings were derived through elimination of administrative overhead in
tailored divisions and districts and through elimination of redundant supervisory posi-
tions in the district technical staffs (see Tables 21-1 and 21-2).

21.1.5 CONCLUSION

USACE is currently organized for peacetime. Great strides have been made to
prepare USACE for mobilization; but to more readily evoive to a wartime footing, the
USACE engineer divisions’ military construction responsibilities must be realigned with
CONUSA boundaries (one division for each Regional Defense Command)

21.1.6 IMPLEMENTATION

- This proposal should be assigned to HQs USACE for action to be compieted no
later than end fiscal year 1995; six months to propase a detailed plan for implementa-
tion. '

The timing of the transfer of the Alaska District from North Pacific Division to
the Pacific Ocean Division is tied to the establishment of USARPAC (Chapter 8). The
plan should encompass an alternative to transferring the Alaska District to South Pa-

- cific Division in the event that “USARPAC” is delayed.
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TABLE 21-2. USACE BASELINE

DIVSD
HND
LMVD
MRD
NAD
NCD
NED
NPD
ORD
SAD
SPD
SWD
EUD
POD .
SUBTOTAL

- LABS:
CERL
CRRE;

ETL

WES
SUBTOTAL

OTHER FOA;
CEMCO
EACA

EASA

ESC

EHSC
HECSA
USATHAMA
SUBTOTAL

TRG
HQUSACE
SUBTOTAL

MTOE
GRAND '
TOTAL

MILITARY
—2 WO ENL TOTAL
13 1 14
1 1
11 11
12 15 27
' 0
0
11 1 12
8 1 9
36 5 41
3 1 9
9 1 10
44 1 3 48
3 i i4 22
185 8 63 254
3 3
"2 3 5
4 1 7 12
4 - - 2
12 1 10 23
3 3
5 4 9
0
7 7
11 7 120 138
0
A 1
33 7 124 164
5 5 10
12 4 is
247 14 206 467
—2 1 A 20
249 15 273 537
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i
415
20
1,131
1,202
11

682
452
1,548
989
1,254
439

9,039
203

231
305

- 204

1,443

16
682
56

49
233
70
43
1,189

259
268

12,193

12,198

CIVILIAN

ENRH INJE TIQTAL

415

20

1,131

1,202

11

0

682

452

490 1,588
989

1,254

6 266 711

L3190

368 358 9,765

203
231
3035
2048
1,443

16
682
56
49
233
70

83
1,189

259

268

368 358 12,924

368 358 12,524 |



The ROBUST proposal will reduce the number of USACE Divisions invoived in
military construction from 10 to seven and the number of Districts from 16 t0 12. It
aligns the division boundaries to coincide with the CONUSA and FEMA boundaries
except for Iowa. The proposal strengthens the USACE “Lead Division™ concept by
providing a lead division, with an internal military construction capability, for the
Fourth CONUSA. Further, it postures USACE for immediate mobilization and main-
tains the Civii Works work force as a mobilization resource.
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CHAPTER 22
FUNCTIONAL COMMAND - HEALTH SERVICES
COMMAND (HSC)

The US Army Health Services Command (HSC) was formally organized in
1973. The formal reorganization placed the Surgeon General (ISG) in an advisory
role to the CSA and provided guidance to HSC in those areas for. which TSG had
- responsibility. This relationship acknowledges TSG's responsibility and accountability
as the overail manager of the Army Medical Department (AMEDD). Until the forma-
tion of HSC, TSG commanded the major medical instailations, the service school, and
medical supply depots. Formation of HSC consolidated the CONUS heaith care sys-
tem. It was designed to provide more responsive management of medical resources, to
simplify overall command and control, and to standardize the CONUS health care
system. In peacetime, Tripler Army Medical Center (TAMC), MEDDAC Panama,
MEDDAC Alaska and the US Army Health Clinic in Puerto Rico are assigned to and
commanded by HSC. These facilities support the Army Component Commander of
the area, but do not require command and control headquarters in the area, which
would duplicate the HSC management structure and create the burden of an extremely
demanding peacetime medical support mission on the local command.

A recent study of Army Medical refationships is the US Army Medical Depart-
“ment Command and Control Study completed in June 1987. The study encompassed
OTSG, CONUS based AMEDD TDA medical assets, organizational structures, staff
relationships, operating procedures and functional responsibilities. Seven weaknesses
were identified in the AMEDD command and control structure. They were:

(1)  TSG’s authority not commensurate with responsibility,

(2)  Unclear lines.of authority,

(3) Duplicate functions,

(4)  Broad span of control,

(5) Inadequate strategic planning,

(6) Inadequate programming of resources, and

(7)  Misalignment of Academy of Health Sciences (AHS) and Army Environ-

memtal Hygiene Agency (AEHA) under HSC.

Recommended structurai changes would retain all fiscal resources under the
command and control of OTSG. Congressional, Chief of Staff policy, and other con-
siderations prevented formal realignment at that time.

TSG has recently conducted a study leading to a modernized medical force
designated Medical Force 2000 (MF2K). This study is directed toward the MTOE
medical elements in support of OCONUS warfighting CINCs. Basic tenets of the study
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recommend a reduction of type medical command and control headquarters as well as

types and size of health care facilities. The proposals design and allocate hospitals

based upon patient workioad, focus on returning soldiers to duty, and better support

Air Land Battle concepts. All studies since 1973 have supported a Medical MACOM in

CONUS which provides consolidated command and control of ail heaith care facilities

in CONUS and technical guidance from TSG to selected OCONUS locations (see Fig-
ures 22-1 and 22-2).

HSC
COR
[ | i | t ] | I
o =] DESCOPS OCROG DCIVe DESAM Doacs [» = ¥
S AT A2, APMY
US ARMY UL ARMY LB, AFY
wmme | | oen | | S5 | | wiizm] | oS [
SYSTEMS AND
AGINGY ScuNcEs HOSTATISTICS CLINCAL, COMMAND (]
INVIESTIOA ACCLUSITION

Figure 22-1. HSC Staff and Field Operating Activities
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Figure 22-2. HSC Today

22.1 OBSERVATION

No medical support organization exists to directly support FORSCOM/USAR-
FOR in its mission of land defense.

22.1.1 SCOPE

The formation of HSC resulted in the consolidation of the CONUS health care
system. It provides health services and/or health service (Medical, Dental, and Veteri-
nary) support to the United States Army in CONUS, Panama, Alaska, Hawaii, Puerto
Rico, The Trust Territory Pacific Islands (TTPI), and, when directed by DOD, to suc-
cessor political jurisdictions of the TTPL Facilities commanded include: 7 Medical Cen-
ters (MEDCENSs), 29 Medical Department Activitiess (MEDDACs), 4 Area Dental
Laboratories, 37 Dental Activities (DENTACs), and three garrisons. HSC also com-
mands the Academy of Health Sciences and the US Army Environmental Hygiene
Agency (see Figure 22-3).
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Figure 22-3. HSC Today

All CONUS facilities subordinate to HSC are organized as TDAs. TSG has
programming responsibility while HSC is the executing headquarters responsible for
'CONUS health care delivery. The proposal will provide for technical guidance and
‘resource allocation priorities for OMA and P8 mission funds for health systems support
at department (OTSG). HSC retains responsibility for heaith care delivery while TSG
is responsible for standards of care. TSG is assigned full responsibility for policy,
doctrine, training, combat developments, and RDTE.

22.1.2 PROPOSAL

Upon mobilization, convert Heaith Services Command (HSC) into a MTOE
Medical Command (MEDCOM) in CONUS subordinate to FORSCOM. Redesignate
HSC as a Health Services Center (see Chapter 29).

22.1.3 CRITERION '

HSC provides command, control, communication, quality assurance oversight,
and AMEDD policy execution for all HSC activities IAW Public Law, DOD Policy, and
AR 10-87. The command’s subordinate units provide quality health care, training, and
services to all eligible beneficiaries in support of CINCs worldwide. Support to the
CINC is maintained through conduct of the assigned peacetime missions including
implementation of approved mobilization plans. The Commander HSC reports to
HQDA. The CG, HSC is authorized to communicate directly with HQDA and its
subordinate elements on health services and other matters of mutual interest. In mat-
ters for which TSG has Army staff responsibility, TSG issues directives, policy, and
guidance to CG, HSC. HSC units provide health services support on an area basis to
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all eligible beneficiaries from assigned instailations of the MACOMs in CONUS,
Alaska, Panama, and Hawaii. These units, activities, and agencies are dependent upon
the other technical and specialized MACOM for specialized and base operations sup-
port.

The CG, HSC maintains the command readiness posture by conducting mobili-
zation and operations planning, readiness training, and exercises, and by publishing a
command mobilization plan IAW HQDA guidance; is prepared to transition and exe-
cute the wartime mission of the command; establishes with FORSCOM the annual
training mission and CAPSTONE mobilization mission to be assigned to the USAR
medical training center; and supervises and evaluates the performance of other reserve
component AMEDD units when training with HSC activities.

Much congressional interest has been expressed about such highly visible pro-
grams as Acquired Immune Deficiency Syndrome (AIDS), Exceptional Family Member
Program, CHAMPUS Reform Initiative, Alcohol and Drug Abuse and Prevention Pro-
gram, and the Safety Program. All of these require extensive coordination and pro-
gramming effort in conjunction with congressional committees, ASD (HA), and other
military service Surgeons General. Congressional members from Texas have expressed
concern about reducing the size of HSC or the possibility of moving the headquarters
from FT Sam Houston .in San Antonio, Texas.

© 22.1.4 ANALYSIS _ .

HSC was formed to consolidate the CONUS health care system and create equi-
tabie resource distribution among types of hospitals. Today the Army Environmental
Hygiene Agency (AEHA) and the Academy of Health Sciences (AHS) (which contains
the Army medical personnel proponency mission), and mobilization planning responsi-
bility for the AMEDD are assigned to HSC. The wide span of control in CONUS far
exceeds that which is doctrinally provided in any type theater. In a theater of this size,
a hospital center (HOSP CEN) subordinate to the MEDCOM will normally be assigned
command and control of two to eight General Hospitals or their equivalent. At least
five of this type organization would be necessary to provide the regional command and
control of CONUS hospitals and eliminate the burden of span of control. The TDA
structure of HSC and its subordinate hospitals (MEDDACs and MEDCENS) creates the
impression of a totaily peacetime force. In fact HSC and the health care delivery
facilities under its command are constantly planning, training for and actuaily perform-
ing a wartime mission for the Army Component Commander. The command mobiliza-
tion missions of continued area redical support, expanding capabilities to serve the
increased mobilization base in CONUS and receiving OCONUS casualties, must be
met while losing approximately 70% of the professional staff in Army facilities as
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Professional Officer Filler System (PROFIS) designees to medical units in overseas
theaters are scheduled for deployment upon mobilization. TSG is held responsible for
health care delivery Army wide, however, he has no authority over any medical facili-
ties in technical matters or in establishing priorities for health care (see Figures 22-4).
For an explanation of Technical Control see Chapter 24.

Figure 22-4. Future Medical Support Organization

22.1.5 CONCLUSION

Convert HSC into a MTOE MEDCCM subordinate to FORSCOM upon mobili-
2ation. TSG should be assigned technical control for health care delivery Army wide.
This concept will allow TSG access to the AHS, AEHA and WRAMC, which are the
essential elements to his role as combat developer for health services. Further study is
necessary to determine the need and actual structure for regional command and control
organizations to-reduce the broad span of control of the CONUS MEDCOM.

22.1.6 IMPLEMENTATION

HSC provide an implementation plan no later than 1 June 1989 for implementa-
tion of conversion to a HQDA center during 1991 (see Chapter 29).

22.2 OBSERVATION

A mix of TDA/MTOE organizations perform the same mission in peace and war
in support of PACOM. The theater MEDCOM is subordinate to EUSA in Korea.
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22.2.1 SCOPE

The current MTOE Medical Command (18th MEDCOM) in Korea is designed
as a command and control headquarters for the 121st Evacuation Hospital and pro-
vides personnel and equipment in the performance of peacetime functions/ missions
(including the operation of heaith clinics in isolated areas) that are not included in the
base TOE and support, as appropriate to USFK personnel. The command is directly
subordinate to the commander USFK/EUSA. The commander advises the USFK/
EUSA commander on medical, dental, veterinary, and prevennve medicine, and liaison
with Korean government and civilian medical agencies.

Tripler Army Medical Center (TAMC), Hawaii is subordinate to Healith Services
Command (HSC) in CONUS. TAMC is the Regional Medical Center for the Pacific
theater providing specialty referral services to all services in the region and operating
several speciaity graduate medical education (GME) programs as a teaching center.
Current mobilization plans assign TAMC to USARPAC upon mobilization. The MED-

" DAC in Alaska and the Heaith Clinic in USART are both responsible for providing area

medical support to the geographic area to which assigned. MEDDAC Alaska is as-
signed to the Joint Task Force in Alaska upon mobilization (see Figure 22-5).

|

usndasual |EuéA||wss1:cou|[Héc|| USARSO }Iusmésnﬂ

L]
7TH 18TH | 232ND
M . MED 8DE
MEDCOM -l MEDCO | | 4E0 80
ToAAUG | | 'I"DAAUG H | |
—_ MEDCEN| [MEDDAC| | MEDDAC
B prid HAWAII | | ALASKA | | PANAMA
AT MOBRLIZATION

Figure 22-5. Today—A Mix of TDA/MTOE Organizations Perform the Same
Mission in Peace and War in Support of Army Component
Commanders

22-7



22.2.2 PROPOSAL ] _

Reorient 18th Theater Army MEDCOM to USARPAC (WESTCOM/EUSA); for-
malize “Technical Controi” from The Surgeon General to all QCONUS Medical Com-
mands which support Army Component Commanders

22.2.3 CRITERION

The 18th Medical Command (MEDCOM) provides command and control, plan-
ning and supervision of medical, dental, and veterinary activities engaged in health
services support to HQ USFK/EUSA. Support to the CINC is maintained through
conduct of the assigned peacetime missions including  implementation of approved mo-
bilization plans. The Commander 18th MEDCOM serves as EUSA Command Surgeon
and reports to the CG USFK/EUSA. The 18th MEDCOM units provide health services
support on an area basis to all eligible beneficiaries from assigned installations within
Korea and maintain preparedness to transition and execute the wartime mission of the
command. (see Figure 22-6).

[HooA |- o o

L
| USAREUR | | USARPAC [ usarso | |usaRcenT]
| I TRIPLER] .1 M
7TH 18TH  f|_AMC MEDDAC | M=os
MEDCOM | | MEDCOM [re===== | PANAMA || 332000
ALASKA, {USAR)
'HEALTH |- |
e o 0 ob
I > N

Figure 22-6. Future TDA/MTQE Organization

22.2.4 ANALYSIS

A Medical Command directly subordinate to USARPAC can assume command
and control of all the peacetime medical facilities in Hawaii, USARJ, Alaska and Ko-
rea. This combination of all medical resources in theater under the 18th MEDCOM
will enhance support to the warfighting CINC and facilitate mobilization planning and
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impilementation. The 18th MEDCOM headquarters in Korea, would be subordinated to
USARPAC and moved to Hawaii. There is only one division in Korea and one hospi-
tal. There is a need for command and control of all resources within the Pacific
theater under the Theater Army Component Commander. This will include units as-
signed in Alaska, Korea, and USARJ. The 18th MEDCOM is currently authorized at
an authorized level of organization (ALO) 7. This does not provide the appropriate
staffing to assume the increased responsibilities of two TDA Hospitals, a TDA Health
Clinic, and the expanded medical logistical support of a Theater Army.

Assuming the mission and support requirements will be proportionately the
same as the 7th MEDCOM in Europe, the headquarters should be staffed to accom-
plish the mission (see Table 22-1).

TABLE 22-1. MEDCOM RESOURCE COMPARISON

MANPOWER 7TTH MEDCOM 18THMEDCOM DIFFERENCE
MILITARY - 2,280 2,318 +38
CIVILIAN _ 5,004 1,477 -3,227
TOTAL 7,284 3,795 -3,189

MANPOWER TOQ BE ASSIGNED TO 18TH MEDCOM IS EQUIVALENT TO 52% OF
THAT ASSIGNED TO 7TH MEDCOM.

MANPOWER  7TH MEDCOM  18TH MEDCOM DIFFERENCE

TDA/TOE . TDA/TOE TDA/TOE
MILITARY 113/84 58/4 -55/-80
CIVILIAN 0/138 0136 0/-102
TOTAL 113/222 58/40 _55/-182

AUTHORIZATIONS AT 18TH MEDCOM ARE EQUIVALENT TO ONLY 29% OF
THOSE AUTHORIZED AT 7TH MEDCOM.

THE EQUIVALENT STAFFING FOR 18TH MEDCOM WOULD REQUIRE AN AD-
DITIONAL 63 SPACES @ 33 MILITARY AND 30 CIVILIAN.

PACIFIC RESOURCES AVAILABLE

WESTCOM 2 MIL AND 2 CIV = 4 SPACES
USARJ 1 MIL. AND 1 CIV = 2 SPACES
TOTAL = 6 SPACES
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TABLE 22-1. MEDCOM RESQURCE COMPARISON (CONTINUED)

FOR THE RELATIONAL DISTRIBUTION OF SPACES FROM HSC WHEN THE
UNHSEHJUEL{E PACIFIC ARE REASSIGNED TO 18TH MEDCOM THE TOTAL

MIL 4 SPACES
CIv 7 SPACES

TOTAL 11 SPACES

THE TOTAL SPACES AVAILABLE FOR REDISTRIBUTION TO 189TH MEDCOM

HSC USARJ WESTCOM
MIL 4 1 2
CIvV 7 1 2
TOTAL 11 2 4

THE GRAND TOTAL = 17

‘THE REMAINING 46 SPACES WOULD BE A BILL TO ARMY FOR THE RE-
ALIGNMENT OF 18TH MEDCOM TO WESTCOM WITH SUBSEQUENT ASSIGN- -
MENT OF TRIPLER ARMY MEDICAL CENTER AND MEDDAC ALASKA AS
SUBORDINATE UNITS ALONG WITH THE EVAC HOSP IN KOREA AND MEDI-
CAL CLINIC IN USARJ.

The combined population of 18th MEDCOM would be 52% of 7th MEDCOM.
Current staffing is only 29%. While not on as large a scale, the mission of a theater
MEDCOM would still require an increase in staffing of approximately 39 military and
37 civilians for a total of 76 spaces. If all units in the Pacific theater are subordinate to
USARPAC, then the medical staffs at WESTCOM and USARJ (3 military and 3 civil-
ians = 6 spaces) would provide a portion of this requirement. Likewise, Headquarters
HSC would provide 4 military and 7 civilians (a total of 11 spaces) due to the loss of
mission and supported facilities to 18th MEDCOM. The additional 59 spaces required
for 18th MEDCOM would be provided from resources designated for redistribution
from other army units. The Commander 18th MEDCOM would be dual hatted as
USARPAC Surgeon and would perform that mission using the MEDCOM Staff. There
is a need to formalize the technical control from The Surgeon General to all OCONUS
Medical Commands which support Army Component Commanders (see Figure 22-7).
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. CURRENT " FUTURE '
MANPOWER AUTHORIZATIONS AUTHORIZATIONS QIEEERENCE

MILITARY: 62 101 +39

CIVILIAN: 38 73 +37

TOTAL 98 174 +76
AOVANTAGES:

- HEALTH SERVICES COMMAND IS REMOVED FROM COMMAND AND CONTROL
- OF OCONUS HEALTH CARE FACILITIES.

- A SINGLE MEDICAL AUTHORITY SUBORDINATE TO USARPAC,

Figure 22-7. Space Redistribution

1 22.2.5 CONCLUSION

The COMMZ level evacuation hospital in Korea and the peacetime fixed hospi-
tals in Hawaii and Alaska, and the facility in USARJ, should be subordinated to 18th
MEDCOM in peacetime and mobilization. The 18th MEDCOM should be subordinate
to USARPAC rather than EUSA. This will facilitate the formalization of technical
control from The Surgeon General to an QCONUS MEDCOM.
' 22.2.6 IMPLEMENTATION

USARPAC (WESTCOM) in coordination with EUSA complete implementation
plan by 1 June 1989; command and control changes to begin in FY 90 and end in FY
91. The implementation plans must address the effect this reorganization will have on
Graduate Medical Education (GME) programs at TAMC and the DOD directed
CHAMPUS test program. A full explanation will also be necessary for exact staffing
requirements with the added missions.

This chapter is driven by the ROBUST Task Force goals of orienting the TDA
Army to support the warfighting CINCs and rationalizing the mobilization concept.
The basic observations point to the fact that there is no medical command and control
organization directly responsive to the Commander FORSCOM who in mobilization is
the CONUS CINC. While, the 18th MEDCOM in Korea is directly responsive to Com-
mander EUSA, there is no organization which has command and control of the medi-
cal units responsible for peacetime and mobilization medical support in the Pacific
theater. The proposals presented provide for converting Health Services Command to
a TOE MEDCOM directly assigned to FORSCOM under mobilization and assignment
of 18th MEDCOM from EUSA. to USARPAC as Command and Control elements of all
TDA and TOE COMMZ level health care facilities in peace and war. “Technical
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Controi” provides The Surgeon General compiete policy, combat development, and
resource priority determination authority. This will require the assignment of the
Academy of Health Sciences and the Army Environmental Hygiene Agency as FOAs to
The Surgeon General. The increased missions directed to The Surgeon General’s Of-
fice and 18th MEDCOM will require additionai manpower authorizations through a
redistribution of resources from the Army.
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Army Marpower Authorizations by UIC

UIC Unit Designation ASGMT
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CHAPTER 23
FUNCTIONAL COMMAND - U.S. ARMY INFORMATION
SYSTEMS COMMAND (USAISC)

USAISC: provides information services to the U.S. Army. As a service provider,
USAISC develops systems that are efficient, cost effective, and capable of providing
service that is essentially transparent to the users of the service. USAISC's mission is
complicated by the fact that rather than starting from a zero baseline, it has been
assigned the responsibility for integrating existing fragmented, and often incompatible
systems. USAISC exists only to serve others, in much the same manner that Health
Services Command provides medical services to the Army.

USAISC and its predecessor organizations were all created on the principle of
achieving economies and efficiencies for the Army through centralized management of
systems and facilities in support of Army-wide users of the services involved.

USAISC evolved, from the U.S. Army Communications Command, which itseif
had been created from the U.S. Army Strategic Communications Command. The U.S.
Army Strategic Communications Command (STRATCOM) was created in 1964 to en-
gineer, acquire, install, operate, and maintain strategic systems for the Army. This
mission included the Army assigned portion of the Defense Communications System
(DCS), and special Army systems which were not part of the DCS.

STRATCOM's success in systems integration and the operation and mainte-
nance of total signal systems in the overseas theaters led to the decision in 1972 to
assign to the command the broader mission of operating and maintaining the signal
systems which supports the posts, camps, and stations in CONUS. STRATCOM be-
came the Army Communications Command (USACC) in 1973. Under Project
“STEADFAST,” USACC inherited the fragmented post, camp, and station signal fa-
cilities from the U.S. Continental Army Command and its CONUS Armies. In addi-
tion, the command was also assigned a similar mission for .air traffic control systems
and facilities.

During the period 1973 through 1980, USACC performed its engineering, inte-
gration, acquisition, installation, operation, and maintenance mission; arriving with a
1980 end strength of 3,500 less than it started with in 1973. The reduction was par-
tially achieved through integration and consolidation efforts and partly through directed
decrements.

The information explosion of the 1970's was the catalyst for the eventual crea-
tion of the Information Systems Command. During this period, automated systems
proliferated Army-wide. Each system had a specific, meaningful purpose, but there
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was no apparent overall goal of system integration or interoperability. Also, there was
no centralized organization in DA looking at the overail procurement of computers and
the impact on the Defense Communications Systems and other dedicated communica-
tion systems around the world. The proliferation of these diverse systems and the need
for communications to handle the data transfer requirements led to the following Army
studies during the 1970's and early 1980’s:
(1) Single Army Staff Element (1978),
(2) Study of Management - Automation and Communications (SOMAC)
(1979),
(3) Study of Alignment of Automation and Communications Functions of
Army Agencies and Commands (SAACFAAC), '
(4)  Arlie House General Officer Action Planning Conference (1981),
(5) CSA Approved Concept - Merger of Automation and Communications
Management (1981),
(6) -+ Implementation Plan - Integration of Communications and Automation
(INCA) (1982), and

(7)  Bickston Study (1983).

Each of the above studies reached the conclusion that the integration of the
disciplines was highly desirable, but none were able t0 resolve the conflictive and
sometimes competitive systems.

Seeing beyond the parochial issues mvoivcd General John Wickham, the Army
Chief of Staff, directed that the Army embark on an effort to integrate the information -
management disciplines. In May 1984, General Wickham created the Information Mis-
sion Area (IMA); which included telecommunications, automation, records manage-
ment, printing and publications, and visual information. He also created an Assistant
Chief of Staff for Information Management on the Army Staff and directed the consoli-
dation of USACC and the U.S. Army Computer Systems Command into the U.S. Army
Information Systems Command.

A principle reason for creating the IMA was the existence of worldwide operat-
ing and maintenance organizations of USACC which were providing telecommunica-
tions services throughout the Army. With the command structure in place, the facili-
ties, functions and personnel of the other IMA disciplines were functionally integrated
over a period of time. Establishing the information management organizational struc-
ture led to the creation of the Deputy Chief of Staff for Information Management
(DCSIM) and the Director of Information Management (DOIM) which are dual-hatted
.in the same manner as the Staff Communications Electronics Officers are under
USACC.
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Integrating the five IMAs was not an easy task due to initial reluctance by some
MACOM Commanders to accept the IMA concept. The Army Signal Corps was hesi-
tant to embrace a new and poorly understood concept, and were vocal in their resis-
tance to the changes. The automation community, on the other hand, had always
expected that their small size would lead to their eventual interaction into a larger
signal organization. '

As a result of the IMA realignment, USAISC’s mission was vastly expanded.
However, MACOMSs transferred only those spaces directly assgciated with the opera-
tions of DPIs, print piants, visual information facilities not associated with training, the
DOIM/DCSIM staffs, and records management. HQs USAISC did not gain any spaces
to accommodate the added planning, programming, policy and oversight of the new
mission areas, nor did its subcommands receive the overhead and support spaces pre-
viously devoted to managing the functions transferred. These resources stayed with
other Army MACOM's. This has caused USAISC to administer the growing IMA
mission with administrative support used previously only for communications.
USAISC feels that mission support wouid be greatly enhanced with the authorization of
those personnel! (see Figure 23-1).
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Figure 23-1. USAISC Today

_ The integration of IMA was focused on telecommunications and automation
with the latter consuming most of USAISC’s capability. Manpower constraints placed
upon USAISC have hindered or delayed the integration of all IMA disciplines. The
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resuit is an immature command striving for mission accomplishment in the face of
personnel shortages, poor organization and strong opposition from competing agencies.
The IMA was a reorganization and merger of some functional areas to assure
more efficiency and better control over emerging programs. The IMA integration has
enhanced USAISC’s ability to go to war significantly since it is more ready, robust, and
capable to transfer and share resources and do things which could not have been done-
before.
' The following comments/recommendations were included in the CONUS Based
Organizations Operating OCONUS Study Report concerning the DOD Reorganization
Act of 1986: :

“The OCONUS organizations of the U.S. Army Informa--
tion Systems Command (USAISC) do not appear to per-
form a function of the Secretary of the Army listed in Sec-
tion 3013(b), Tide 10 U.S. Code, which wouid exempt
USAISC from assignment to and command by the unified
combatant commander of a gedgraphic area. USAISC pro-
vides both peacetime and wartime support to the unified
combatant commander and other DOD and government
agencies in a theater. The OCONUS USAISC organiza-
tions are commanded by USAISC and under the opera-
tional control of the Army component command. Army
doctrine recognizes this deviation from the basic doctrine-
of having the Theater Army commander command all — .
Army forces in theater in recognition of economy-of-scale,
interoperability, and efficiency of operations in Army com-
munications worldwide. Assigning the USAISC OQCONUS
elements to- the unified combatant commander of a geo-
graphic area would not provide the commander with any
more operational control than under the present command
and control arrangement. However, it may burden the uni-
fied combatant commander with significantly increased
management and procurement responsibilities and could
defeat the effectiveness and efficiency of single worldwide
management of the Army’s portion of the Defense Cornmu-
nications System. The study concluded that the present
command and control of the USAISC OCONUS organiza-
tions best served the interests of DOD and the unified com-
batant commander and is in accordance with economy-of-
scale management considerations which would merit ex-
ception by the Secretary of Defense based on the discre-
tligggr! authority granted in the DOD Reorganization Act of
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The following is an extract from an article to be published in the December
1988 issue of the Communicator; titled “A Definition of the Compiex IMA Domain.”
It was written by a Mr. Gerald W. Holshouser, Office, Chief of Signal, Fort Gordon.

“Since the announcement of IMA in 1984 and the redesig-
nation of the U.S. Army Communications Command to the
U.S. Army Information Systems Command, [SC has faced
an identity crisis. As USACC, they were perceived as the
“Signai Communications” unit of the Army. When the
redesignation to USAISC occurred, perceptions did not
change. Rather, it was assumed that IMA was synonymous
with Signal Corps, and therefore all parts at all levels were -
now a Signal Corps mission. As USAISC, they have be-
come “larger than Signal.” They are no longer the Army’s
“Signal Unit.” They are now the Army’s “Information Sys-
tems Unit,” with expanded operational responsibilities
within the sustaining base. In this new role USAISC retains
their historic “Signal- Corps™ responsibilities but has as-
sumed many new responsibilities historically associated
with other branches of the Army.”

23.1 OBSERVATION

Complex information system support exists worldwide between ISC and Army
Component Commanders OCONUS through a mix of MTOE and TDA organizations.

23.1.1 SCOPE y '

Refine delivery of information systems support to the warfighting CINCs by
having 2a MTOE Theater Communication Command (TCC) for each Army Component
Commander in a theater with an Area of Responsibility (AOR). In CONUS the IMA
services differ significantly from OCONUS Unified Commands in that it must facilitate
the accomplishment of critical mobilization missions. Army Component Commanders
supporting the CINCs should be provided DA standards for automation and telecom-
munications; technical assistance for automation control and policy compliance; re-
quired Defense Communication System (DCS) interface; enhanced DA Area Networks;
and MTOE operational signal units (see Figure 23-2).

23-5



TODAY GOV, DELAWARE
_281ST SIGNAL COMMAND _

* _I___l {_USAREUR | | westcom | I._._IL_I

11091'!13!3 11TH SId

m 808 Bog | (1] x 00 0
~ e 4"
~ .
7TH S 338TH STHSA USAISC- usaisc- || 18T sia
MO cMD cMD wesTCOM | | JaPAN BOE
I K 2 0 ‘."
' e COMMAND
- (X)= OPCON
m? |Um| -H‘M.LESS
1ST SOCOM: 7 CPCON
USARSPACE: 7

Figure 23-2. Today Complex Information System Support Exists Worldwide
Between ISCE., and Army Component Commanders OCONUS
Through a Mix of MTOE & TDA Organizations

23.1.2 PROPOSAL

Reconfigure USAISC to provide a MTOE Theater Communication Command
(TCC) for each Army Component Commander in a theater with an assigned Area of
Responsibility (ACR).

23.1.3 CRITERION

The mission of USAISC is to provide information systems and services for the
Army; plan, engineer, acquire, install, test, operate, and maintain assigned Army infor-
mation systems and the Army portion of the Defense Communications System (DCS);
assess and develop requirements for sustaining base fixed station portions of strategic
information systems; serve as material developer; provide program/project/product
management support; and test and evaluate selected information systems. As the DA
Information Mission Area Manager and Systems Integrator, USAISC provides IMA
services to CINCs to include critical strategic, EAC tactical, and sustaining base com-
bat support C4 information systems during peace, contingencies, mobilization, and war
to enhance warfighting ability. The Commander, USAISC is under the supervision of -
the CSA and commands all organizations assigned to USAISC, including those that
may support other commands.
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23.1.4 ANALYSIS

The U.S. Army Information Systems Command is a functional major command
of the Army. USAISC has subordinate organizations located and operating in the
geographic areas assigned to Unified Combatant Commanders. USAISC OCONUS
organizations provide peacstime and wartime support to Army Component Command-
ers, Unified Combatant Commanders, and other DOD and government agencies. They
are located as tenant units in proximity to the supported commands and agencies. The
OCONUS organizations remain in the theater in wartime. The command and control
arrangements for the USAISC subordinate organizations located in the geographic ar-
eas of Unified Combatant Comanders is acknowledged in Army doctrine (FM 100-16).
Doctrine states that the USAISC subordinate element in a theater of operations is the
Theater Communications Command - Army (TCCA). The elements of the TCC(A)
function under the command of USAISC and under the operational control of the
Army Component Commander in the theater.

Presently USAISC is supporting the Army Component Commanders through a
mix of MTOE and TDA organizations. The current USAISC organizational structure
has either a signai command/brigade or an ISC-organization OPCON to an Army Com-
ponent Commander with an area of responsibility in OCONUS. However, in CONUS
the 7th Signal Command is not OPCON to FORSCOM. Putting 7th Signal Command
OPCON under FORSCOM causes. problems in providing IMA support to. non
FORSCOM units in CONUS. During a discussion with the ISC Staff on 1 November
1988, they strongly expressed their concerns that it would not be feasible/practical to
fragment the IMA mission in the CONUS Theater. It was suggested that 7th Signal
Command should not be placed under OPCON to FORSCOM during peacetime. How-
ever, the ISC-FORSCOM element which is presently OPCON to FORSCOM should be
integrated with the FORSCOM DCSIM to form a 7th Signal Forward to provide neces-
sary policy and planning for theater. Only upon mobilization would the 7th Signal
Command be OPCON to FORSCOM.

The Far East/Latin American On Site Evaluation Team (OSET) visited the
1109th Signal Brigade in Panama on 25 August 1988. This brigade has the mission of
supporting USARSO. During the OSET visit, headquarters layering was identified as
a problem area. The present chain of command is layered by having the 7th Signal
Command between the 1109th and HQs USAISC with no value added. This OCONUS
mission of supporting USARSO through the 1109th Signal Brigade should be trans-

ferred from the 7th Signal Command to HQs USAISC.
) Applying doctrine of having a TCC(A) support Army Component Commanders
without an area of responsibility (MIMC, USARSPACE and 1st SOCOM) would not be
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practical. This is due to limited USAISC resources available and that these Army
" Component Commanders do not have theater Army type responsibilities or subordinate
O&M units. These three Army Component Commanders pius functional commands
which operate OCONUS (ACE, CIDC and INSCOM) should receive their C3 support
from operational TCC within prescribed area of responsibility.

The 335th Signal Command (USAR), a CAPSTONE organization of USAISC, is
the TCC(A) to support 3rd Army in Scuthwest Asia. To better support the mobiliza-
tion mission, the command of the 335th Signal Command and other USAR EAC signal
units should be transferred from FORSCOM to USAISC. _

The 261st Signal Command, Delaware Army National Guard, a CAPSTONE
organization of USAISC, is the TCC(A) to the Pacific Command. To enhance the
mobilization mission in this theater, ISC-WESTCOM should be converted to an MTOE
subset of the 261st Signai Command OPCON to USARPAC.

(Cusarso ][ oroarMy | [(USAREUA_] [ USARPAC_]
4 |
&) TTH S8 AN m 0 X}
: {E) .—._‘
7TH SIG 1100TH 51, . {swsa 18C 261ST SIG
il e
o 2y (UBARY o Jnna
8 ) p_ o . _
~—— COMMAND
[usase] =09~ oecon

= () = coMMAND, LESS
OPCON
— » = AT MOBILIZATION
*NOTE: 335TH SIG CMO (USAR) UNOER COMMAND OF USAISC.
* NOTE: 201ST SIi CMD, DARNG; RETAINS ARNG LEADERSHIP;
FOFWARD ELEMENTS ARE AC (ISC-WESTCOM)
Figure 23-3. Future Information System Support

The above organizational changes would not result in manpower savings. A
small increase in manpower is required by Headquarters, USAISC to handle these
mission changes (see Figure 23-4).
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URRENT FUTURE
MANPOWER ALEIgQElZA]Jleﬁ AUTHORIZATIONS ~ DIFEERENCE

MILITARY: 12.28% 12,290 +5
CIVILIAN: 2978 22.998 +20
[ roran 38,201 38,286 28 |

UIC: WANHAA AMSCO: 393958

ADVANTAGES:

- ENHANCES C3 FOR FIGHTING CINCS

& FACILITATES INTERCONNECTIVITY IN MOBILIZATION SCENARIO
& PROVIDES MORE TIMELY AND RESPONSIVE SERVICES

«» REDUCES LAYERING

Figure 23-4. Space Redistribution

Manpower constraints placed upon USAISC have hindered/ delayed the integra-
tion of the IMA disciplines. The résult is an immature functional command striving to
make the IMA work while at the same time receiving opposition from Army commands
" concerning the overall IMA concept. -In order for USAISC to provide the most effective
and efficient organization to support the warfighting CINCs and support the critical
mobilization mission, the command needs to be reconfigured to provide an MTOE
Theater Communication Command for each Army Component Commander in a thea-
ter with an assigned area of responsibility.

23.1.5 CONCLUSION N .

(1) Transfer USARSO mission from the 7th Signal Command-to HQs, ISC

through the 1109th Signal Brigade.
(2) Transfer command of the 335th Signal Command (USAR) from
FORSCOM to USAISC.

(3) © Convert ISC-WESTCOM to TOE subset of the 261st Signal Command
(ARNG) OPCON under USARPAC (WESTCOM).

(4) Consolidate FORSCOM-DCSIM and ISC-FORSCOM to MTOEsubset of
the 7th Signal Command. Forward; OPCON under FORSCOM, to provide
IMA support and mobilization planning for FORSCOM area of responsi-
bility. Upon mobilization the 7th Signal Command would be OPCON
under FORSCOM.
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23.1.6 IMPLEMENTATION

USAISC propose a detailed plan for implementation by 1 June 1989 and begin
implementation by 1991 to be completed by 1992. Associated with this proposal are
related issues pertaining to: the increased span of control of HQs USAISC, as a result
of transferring the mission of USARSO; Regional Data Centers and strategic communi-
cations being operated by the Theater Communications Commands; and the transfer-
ring of TDA/TDA Augmentations to MTOE for each Theater Communications Com-

mand.

23.2 OBSERVATION

The 7th Signal Command has multiple missions and a compiex command and
control relationship with the Army Component Commander in CONUS.

23.2.1 SCOPE ' ,

Refine delivery of the Information Mission Area (IMA) support provided by the
7th Signal Command to the CONUS Theater; by transferring the mission of supporting
the HQDA Staff and MDW to HQs, USAISC. The span of control of this command is
large having a massive mission with [imited resources. '

(7T SIGNAL covuND |
r Fxy v Xy {_} - ‘}
USAISC- usA8c- USAISC- USAISC-
. AcH AMC PORSCOM HSC
[ -} T “ ] T o]
USAISC- USAISC- USAISC- LSAISC-
MEMG TRADOG PENTAGON PERYINSCOM
r Iz . ¢ 5 (£ Wy
usaisc. usaisc- s CPERATICNS
OTEA SOUTH CETER COMMAND
! 1
CONUS RFORMATION RESEAAGH —
COMMUNICATIONS SYSTEM cevacement | | SoMAn
SUPPORT TEST ANO ACGUISITION CENTER
AcTvTY | COMNANG NEQ SYS ACTIVITY | Ieemmd
r : :—; 1 i COMMAND
USAISC- FORT = P~ orcou
CARLISLE FORT RITCHIE ~ H = commano, LESS
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Figure 23-5.  Today the 7th Signal Command Has Muitiple Missions of Complex
Command and Controi Reiationships with the Army Component
Commander in CONUS

23.2.2 PROPOSAL
Consolidate Nationai Capital Region (NCR) ISC units (highlighted in Figure
23-5) which have the mission of supporting either the HQDA Staff or MDW.
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'23.2.3 CRITERION

The 7th Signal Command is responsible to provide information systems and
services for CONUS, Alaska, Panama, and Puerto Rico; provide IMA support at 150
instailations, eight MACOMs, and the Army staff; plan, engineer, acquire, install, test,
operate, and maintain assigned Army information systems; provide CONUS strategic
communications; and function as the Theater Communication Command (TCC) for the
CONUS Army Component Commander. The 7th Signal Command is a subordinate
command of USAISC and commands 19 intermediate commands and direct reporting
units to inciude Fort Ritchie.

23.2.4 ANALYSIS

Since the announcement of the Information Mission Area consolidations in
1984, the 7th Signal Command has grown by 69 percent or 7,220 people. The com-
mand now has a massive mission to provide IMA support at 150 instailations in the
western hemisphere. The 7th Signal Command has a complex chain of command in
order to support eight CONUS MACOMs and numerous activities.

The ROBUST On Site Evaluation Teams (OSET) visited ten of the 7th Slgnal
Command’s subordinate units. During these visits, headquarters layering was identi-
fied as a problem area in seven of the units. Comments such as the following were
received from the visited units:

(1) There is no value added by having the .7th Signal in the cham of

command.

(2) The 7th Signal should be eliminated as a layer.

(3) Going through the 7th Signal causes protracted delays.

(@)  Lack of responsiveness fronr the 7th Signal.

(8) The funds flow through the 7th Signal is a bottleneck.

(6)  7th Signal is an excessive layer in the chain of command.

(7)  7th Signal serves no useful purpose.

On 1 November 1988, a discussion was held with the ISC Staff concerning
having non FORSCOM ISC-units, such as ISC-AMC and ISC-TRADOC, report di-
rectly to HQs, USAISC. The ISC staff felt that it would not be practical to fragment
the IMA support in the CONUS theater. However, the ROBUST Task Force still sees
the mission of supporting the HQDA Staff and the MDW area should not be a mission
of the 7th Signal Command. It should be transferred to HQs, USAISC. This change
would reduce the 7th Signal Command’s span of control and eliminate headquarters
layermg for the ISC units supporting the HQDA Staff and MDW area.

Presently there is a combination of seven intermediate commands or direct re-
porting units of the 7th Signal Command which are providing IMA support to the

23-11



HQDA. Staff and the MDW area (ISC-Finance Center, ISC-PERSINSCOM, ISC-Penta-
gon, ISC- Carlisle Barracks, Operations Command (less strategic communication mis-
sion), RDAISA, and the Visual Information Center). The above units, with the excep-
tion of ISC-Finance Center and PERSINSCOM, should be consolidated and placed
under the command of a ISC-NCR. This new organization would be OPCON to the
Commander, MDW and report directly to HQS, USAISC. Making this organizational
change would provide a single manager responsible for providing IMA in the NCR
area, encourage total system integration, and allow a single manager to apply the effi-
ciencies through consolidation of missions throughout the NCR area. ISC-Finance
Center and PERSINSCOM wouid not fall under ISC-NCR due to the IMA support
being provided is primarily outside the NCR. They would report directly to HQs,
USAISC (see Figure 23-6).
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(xi) [ ) (:) 0 l (Jl()
USAISC- ISC NCR” USAISC-
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R (ISC-PENTAGON) PERSINSCOM
{ 4 ) ' 1
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Figure 23-6. Future Organization Structure

Serious consideration should be given to contracting the operation and mainte-
nance of government owned IMA facilities located in CONUS, only if it is found to be
cost effective and in accordance with AR 5-20. The ROBUST Task Force proposes
that the operation and maintenance of two of Operations Command’s subordinate units
(East Coast Telecommunications Center and _the Northeast Telecommunications
Switching Centers) be considered for contract.

The organizational changes discussed above could result in a manpower savings
of approximately 395 individuals. It should be noted, that these savings are based on
successfully contracting the mission of the East Coast Telecommunication Center and
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the Northeast Telecommunication Switching Center, and a projected increase in man-
power required within HQs USAISC to support these mission changes (see Figure
23-7).

CURRENT FUTURE"

MANPOWER AUTHORIZATIONSG AUTHORIZATIONS  QIEERRENCE
MRITARY: 4,057 3772 .285
CIVILAN: 14,488 14,375 110

| TOTAL 18,542 18,147 .385

ADVANTAGES:
- REDUCES LAYERING

& REDUCES 7TH SIGNAL COMMAND'S SPAN OF CONTROL

& ENCOURAGES TOTAL SYSTEM INTEGRATION

- ALLOWS A SINGLE MANAGER TO APPLY EFFICIENCIES OF
CONSOLIDATION THROUGHQUT THE NCR AREA.

Figure 23-7, Space Redistribution

23.2.5 CONCLUSION _ .
Manpower constraints placed upon USAISC have delayed the integration of the
IMA disciplines. The result is an immature functional command striving to make the
IMA work while at the same time receiving opposition from Army commands concern-
ing the overall IMA concept. This problem is compounded due to the massive CONUS
mission of the 7th Signal Command. The user community continually indicates head- .
quarters layering between 7th Signali Command and HQs USAISC as a problem area.
Many of these problems will be taken care of over a period of time as USAISC matures
and the five IMAs are fully integrated. However, USAISC must implement the follow-
ing changes:
(1) Consolidate ISC units in the NCR which have the mission of supporting
either the HQDA Staff or MDW; report directly to HQs, USAISC.
(2)  Transfer from Operations Command to ISC-MDW, the mission and sup-
porting resources for the DCSIM-MDW and ISC-Site R.
(3) Contract out the mission of the East Coast and Northeast Telecommuni-
cations Centers. )
(4) Transfer the mission of supporting ISC~Finance Center and PER-
SINSCOM from 7th Signal Command to HQs USAISC.
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23.2.6 IMPLEMENTATION

USAISC propose a detailed plan for implementation by 1 May 1989, begin im-
plementation by 1991 and complete by 1992. Associated with this proposal are related
issues pertaining to: reducing the span of control of 7th Signal Command and increas-
~ ing the number of units reporting directly to HQs USAISC; and transferring the MTOE
MP Company, responsible for providing security for Site R, from 7th Signal Command
to ISC-MDW.

The information explosion of the 1970s was the catalyst for the eventual crea-
tion of the Information Systems Command. USAISC was established on the principle
of achieving economies and efficiencies for the Army through centralized management
of systems and facilities in support of Army users. The current USAISC is an imma-
ture command with a massive mission and limited resources. Progress continues to be
made in fuily integrating the five IMAs and in providing a viable service throughout the
Army. However, problems exist and commands in the field feel that USAISC is “bro-
ken”. Most of these problems will be rescived over time as USAISC matures and the
five IMAs are fully integrated. In order for USAISC to provide the most effective and
efficient organization to support the fighting CINCs and the mobilization mission, the
command must reconfigure to provide a MTOE Theater Communications Command
for each Army Component Commander in a theater with an assigned area of responsi-
bility and the 7th Signal Command IMA support must be refined by consolidating and
transferring the mission of supporting the DA staff and MDW to HQs USAISC (see
Table 23-1). '

TABLE 23-1. TO OBSERVATION 23-2

19) (o} ORCGANIZATION AMSCO  MILITARY CIVILIAN TOTAL
W4HNAA HQs USAISC 39998 +7 +19 . +26
W3GZAA Northeast Telecommunica-
tions Switching Center 393126 - -65 -65
395895 - -5 =5
WOPBAA.  East Coast Telecom- '
communications Center 393111 - 24 -2 - 26
393126 -112 -41 =153
393142 -153 -12 -165
395895 =3 =4 =7
-292 . -59 -351
TOTAL DECREASE -292 -129 -421
NET CHANGE -285 -110  -395
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ANNEX 2

Army Manpower Authorizations by UIC

UIC Unit Designation AsqM
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WOBSAA PRINT & FUB EUR
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WOPBRA CTR USAISC EC TELE
WORJAA STA USAISC STATCOM
WOFKRAA AGY ISC~CARLISE EK
WOPTAA ACT QCMM FID STA
WOPUAA AGY USAISC~SCUTH
WOQCAA CTIR USA VISUAL INFO
WOREAA QO 4038 IER SV SIG QN
WOSEAA AGY USATISC-WAINWRI

WITTAA GRP 6981 CIV LER GP
WITUAA GRP 8563 CIV LER QU
WITVAA GRP 8564 CIV IER D
WITWAA GRP 8565 CIV LER D
WINTAA CIR USA THIR CCMSEC
W2072A BN INFO SYS INSTL
W21FKAA AGY USAISC-MIMC
W2lIaA AGY USAISC~EASTERN
W21MAA AGY USAISC-WESTERN
W21PAA AGY USAISC-SUNNY P
W248AA OMD USAISEC
W2Y2AA AGY QIPT SYS-SEL&ACQ
W3lLAA AGY QMD CIL SPT

W3HI2A ACT TV AUDIO SFT
W3LRBA CIR USA CDPC JAPAN
WIMAAA AGY USAISC-CIDC
W3NSAA HQ USAISC-JAPAN
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W3QPAA AGY USAISC HSC
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W3RCAA DET USAISC FT LEWIS
W3IR3AA DET USAISC FT DRUM
W3R4AA [DET USAISC FT BUCH
W3R72A DET USAISC FT DEVNS
W3RE8AA HQ USAISC~TRADCC
W2ROAA AGY USAISC FT MONROE
W3RNAA U USAISC FORCM
WORFAA AGY USAISC FT MEACE
W3RQAA AGY [ET USAISC FIB
WIRRAA [ET USAISC FT CAMP
W3RSAA DET USAISC FT STEWRT
W3RIAA [ET USAISC FT MCER
WIRDAA AGY USAISC FT HOCD
W3RVAA AGY USAISC FT RILEY
W3RHAA DET USAISC FT MCXCID
W3IRXAA AGY USAISC PRESIDI
WIRZAA DET USAISC FT CARSN
W3SAAA CET USAISC FI' SHERIIN
W3SBAA [ET USAISC FT EELVR
W3SCAA DET USAISC FT EUSIN
W3SERA AGY USATSC FY EENING
W3SFAA AGY USAISC FT LEE
W3SGAA AGY USAISC FT RUCKER
W3SHAA [ET USAISC FT HARRSN
W3SJTAA DET USAISC FT DIX
W3SKAA CETUSAISC FT JACK
W3SLAA CET USAISC FT FOLK
W3ISMRA CET USAISC FT L WoQD
WE3SHAA AGY USAISC FT ROX
W3ISFAR AGY USAISC FT GORDN
W3SQAA [EY USAISC FT MCIE
W3SRAA AGY USAISC FT ELISS
W3SSAA AGY USAISC FT SILL
W3STAA AGY USAILSC FT ORD
W3SUAA AGY USAISC FT LVNWD
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W4YCAA CTR USAISC-FT LETRICK
W4YIAA FACUSAUCS-AMSF FA
WAYRAA ACTUSAISC SENA
WAYYAA AGY NETWORKS PEO
W4YZAA 2GY QMIS PEO
WA7399 AUG AG U
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WCTYS9 ADG SC HHD ECE
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WCEL99 Al SC HHD EN
WCEQ99 Al SC HHD EN

WCES99 ARG EN CORPS AREA SIG
WCEX99 Al SC 0 DCS OP
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