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From the beginning of World War I1 until the S!PEADFAST Study 
in 1972, there had been' a pattern of Army reviews involving the 
missions and organization of the COmS general support forces and 
headquarters every five to seven years. Since 1972, 
reorganizatioas have mainly been directed at changes in the 
tactical forces attendant to major doctrinal revisions in 1976 and 
1982. Like the STEADFAST Study, Project VANGUARD came at a time of 
retrenchment after a sustained buildup in military spending. 
Unlike previous reviews of the general support forces, however, 
VANGUARD had the primary mission of cost reduction while also 
rationalizing the force structure to a smaller total Army. 

This effort xuust be put into the context of several sweeping 
defense establishment reduction initiatives resulting from 
strategic changes in the international balance of power that 
emerged in 1989. Congressional cutbacks to the defense budget 
prompted the Defense Management Review; severe funding reductions 
caused eleventh hour adjustments to force structure and procurement 
accounts in the FP92-97 Progrant ~bjecti)#g~cmaorandum; the 1909 Base 
Realignment and Closure Commission directed a series of bass 
realignments, which caused major resource adjustments. These 
rapid, cumulative program ad justmsnts were confusing to programers 
at all levels and caused fluctuations in most decision resource 
data bases. VAN- became the latest entrant in this process as 
an advocate for fusther cost reduction. 

Despite these distractions, VA;NWARD in cooperation with the 
Anmy staff and the major commaads, undertook a functional review of 
all headquarters and commander organized under tables of 
distribution and allowances throughout the entire A m y .  Soon after 
work began, Operation Desert Shield started. This had the 
advantage of providing a test for some of the eserging initiatives, 
which resulted in modifications, It also had the paradoxical 
effect of signaling a force expansion just as the full impact of 
ongoing force reductions was beginning to eettle in on commanders, 

This report provides a blueprint for the reshaping of the 
Army's general support forces. The net effect of all known 
management initiatives, including VANGUARD, will be to reduce 
manpower levels in TDA organizations by about 23 pacent by 1997. 
The VANGUARD blueprint provides the only means to make those 
reductione in a coherent way between and awng comilrands. Nearly 
half of the VANGUARD reductions have substantive concurrence with 
proponents and will be programmed. The re~aainder re -her + 

reconciliation. It is imperative th-on be srd. 
-therce constraints reeommcnded by VAWUARD. m a u s e  
of the fnter-relationship of many of the VANGUARD initiatives it is 
strongly urged that these concepts be developed as the vehicle by 
which to take the reductions. 



VANGUARD has broken new ground in many functional areas. This 
was accomplished in cooperation with several major comnaands that 
led the way in proposing innovative ways to reconfigure and obtain 
efficiencies. Others sought to preserve traditional methods and 
were less successful in reducing operating costs. Now is the time 
to build on what VANGUARD has started. In the aftermath of 
Operation Desert Storm, further resource cutbacks can be expected 
and it is probable that even greater sacrifices in the general 
support forces will be needed to preserve a modernized fighting 

18 January 1991 
Ft. Belvoir, Va 

JOHN R. GREENWAY 
Major General, USA 
Director, Project VANGUARD 
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a In the fan of 1989, ir was dear that the decade of d&se grao'rth. 
wascmerandthattheAnaywoJdhevc~findwaystoreduceitsp~~~~~. 
T & e ~ S ~ a n d M A Q O M s a s s e s s e d d g ~ ~ i o f ~ b l e f u h l r e ~ ~ S e v e l s  
d t h e d a P n % i n g w o l . l d s i t u r r r i o n ~ t i h e ~ o f ~ d i n g a n d ~ b m i ~ ~  
FY92-97 POM. Fmm the wdi&ting vieyroint, the FOM colltab a balanced Annyd31e 
to execute the National Stmegy within acceptable risk ievels. k t  there had been no 
c o m ~  d e w  of the Army's gauarl mpport forres (GSF) which organhe, equip, 
man, trakr, sui~min, and deploy th figbing fofie. 

b. Rrqjaa VANWARD.. llmdke, Reject VANWARD was conceived in 
March,1990, to assess the missians, funcrions, and . . ofthe GSFaadpnwidc 
a b l ~ f o r ~ m t o m r p p o r t ~ ~ , m g l r e ~ S - b r e d A r m y 0 4 ~ 1 9 9 0 s  
and beyond. VANGUARD coamnmccd operations at Ft. B c l d  an 24 April, and was 
b n m a U y ~ e f e d b y t h e ~ a n d ~ o f S ~ A r n r y c w 2 M a y 1 9 9 0 .  

'To determrne the most ef f oent and el lect~ve organ~zation 
of the General Support FOK~S as the Army IS reshaped In the 
next decade by strategit wolutlon and resource austet~ty ' 

M P W. Stone 
S e c ~ t a r y  of the Army 

& 



IDENTIFY THE FUNCTIONAL REQUIREMENTS OF THE CENERAL 
SUPPORT FORCES IN A SMALLER, MORE WNUS-RASED ARMY. 

DEVELOP ALTERNmVE CONCEPTS, POLlCIES AND 
OROANIUTtONS THAT ARE EFfECTfVE AND P ~ ~ O E  
ADOITIONM COST SAWtNQS TO PROTECT FURTHER 
DEGRADATION 7'0 THE FIGHTING FORCE. 

b 

(1) VANGUARD was required to review the entire GSF (prhady TDA units) 
from haallation level to tb,e Headquarters, Department of the A m y  and detexxnine which 
missions and functions would be requkd to support the d e r ,  more COWS-based Army 
of the future. Through devleloplrtent of alternative concepts, pokks, and qanhttiom, 
VANGUARD was to provide a new construct or blueprint to reshape the GSF and 
rationalize it with the v m d @ i q  fOrCe of the future. 

(2) Unlike past studies which have focused on conzcting 
dysfunctions or improving efficiency, VANGUARD'S primary focus was on cust reddon 
in the GSF as a XWUIS of p t e d q  the fighting force fram fimher degradation. Thus, 
maintenance of capaW& to e&&vdy execute missions at substantially lower cost was 
the primary focrrs, Where! possible, operational imp-  were incoprated and many 
of thR VANGUARD initiatives were able to both reduce cosrs and attain operational 
efficiencies. 

(3) The FY92-97 POM and associated programs such as Army and Def- 
Management Reviews and the family of Base Rmlignment and Cksure initiatives were 
assumed to be executable as planned and included in the VANGUARD base case. Although 
failure of any of these initktthvs to execute as planned would h r m e  the A m ' s  need for 



bill payers, revkiting of these appved pl~graars was b e p d  VANGUARtYs scope. 

(41 Sevaal MM30Ms had alrrerdy begun planniqg to d the more 
constraiaRd resource embmmm of the future. VANGUARD was charged from the outset 
toinCo~tetheseplansd~onthemwh~@b1eincheclontextofthe 
o v ~ A r m y M 0 9 .  

[I) VANGUARD'S concept was composed of bur key elemem or phases: 

. 
- Idendkaion of m i m d  and intemauonal mnds Iikdy to impact the 

Anny of the 1990s and bcyand - Derivation of kqliuricms of this changing avimnmat on she Atmy and 
on the GSF in pPm:dar.  

- Daivadan of a vision of thc funire GSF defined borh by an orgadzatiooal 
c o n s a u c r . n d a s e t o f ~ p O t i a e s .  

-~lionUbd8pplicali0rlofrmrfynJcrwfiichldtoostt5f 
impl-on ~ w h i c h w o u k i  mope theAnrrytowPrdav&ion oftheftam GSF. 



I21 As the study pmgresd, the policies, rules, d visim were modified as 
n e c c s s a r y ( b a s a d c l n W i r r r p u t a n d s t u d y ~ ~ a n d n e w ~ t i ~ ~  
Chapter Il (Study E x e c u ~  d chapter m (VANGUARD v i i )  discuss this this. 

1 As a first step toward n?shaping the GSF in a coherent M a n ,  
VANGUARD developed an o d  vision of the futurr arnry which ccmsisted of an 
organizational coxmrm and a set of alternative policies. 

(2) The figure wtliaes the development of the VANGUARD \ T i  which 
served as the framework for integrating Cmrminp bitiaths. 

WA'IKHYAL WFLUEtlCe8 1 
DEFENSE PftlORlTlCiO 7 

-9 
-9 



-- 
-nlepclrcirndmiii+iathtratt-.. 

- ~ a f s a w P a c t t h r r t t L ~ - .  - w8nliagtimeS are inmrsing., 
- U . S . i n b a c a r a r e ~ i n a l l l X t i X i ~ ~ ,  

--6fthcTiiindw&-. - Liade chpnpr in warning times... 
~ i M U e S a ~ ~ r n o P r ~  .. 

-Domcrtkmiuionstbrthemilitpryan 
kcamiagmorrimportlnt .. 

Demop@cs d the Nrtion are changing... - c2mngiq public nlationships with thc 
mhry... 

. 

(2) On balance the threat related trends tend to provide some oppormnities 
for GSF savings because of thc magnitude of the change m NATO. The d t u d  arxl 
demugrapic trends gesaally hqtriTe more GSF rrswrcl~s for the Army to compete 
sucaddy  for @ty soldiers in a shrink@- pool and to pinvide the living and 
working en- =joyed and expected by h e k a n s  at large. 

0) From these trends d implications, a set of aitanative policies was 
dCYClopedamdstudyrulcswereMd A c o m p i e t e a i s p l a y t a n b e ~ a t ~ e r X V I I ,  
ApgmCk G* 



a) Midng the essence of the AmyY The preeminent focus on ~~ 
fotthe~t~~-fiveycarshasbccnamexceptionht~whicbctmk~edtoprevail 
for t h e . s e  future. We in tbe Army tend to think of cmsehs ai.mast dusivefy as 
war figken but the Amy, as a national hdtuth, plays a much broader role. For mnst 
of the Nation's histay, the thf has been nhtmidy Md in humanitarian, nation 
b- and othcr general military services. Thus, the vision of the future must & 
accommodate thje mn-war&b@ missions which tie tbf Army to the Amerkan people. 

(3) Under the Goldwater Nichols DOD Rcqpmhation Act of 1986, all forces 
a r e ~ c d t o ~ C s e x c e p t t h o s e d ~ c d t o ~ b a s i c f u a c t i o n s ~ o f S a v i e e  
Seataria to organize, equip, miin, train, sustain, mobilize, arrd deploy brces (10 U.S.C. 
sections 162(a)(l) 3013). The MiQE Army then is gcnoralty ass@& to the CINCs and 
the tole of the GSF is to pafarm the Secretary's statutary firnctions. 

I ESSENCE OF THE TDA  ARM^ 

TDA ARMY 

THE GENERAL SUP#HIT FORCES., 

ENelNE OF UNDPOWER 

P R W l O E R O f ~ A N D S O L D i E R s  - OAQlrWPER AWD SUSTAIWER Of W S  

AmsmECTOFMOBILPAmM 

-UOOlSfftllBlllPllOFllESWClCES 

SE1WAMTmS~OFHATIONALaQAl.S * b 

(4) Within the context of the Amy's  role as a national institution and the 
GSF contribution to that role, VANGUaRD assessed the Army of today and developed 
daltemativemoddrofthefutureAxny. ~ o f ~ c u r r e n t ~ i n v k w o f  
known trmds and implirmrhns resulted in a set of alternative policies (see Chapter XVIf 
Appendix F) rwd rh,e VANGUARI) dksion as depicted cm thc nat page. a 
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VANGUARD MRECTION 

- ARMY STAFF REDUCED IN WZE TO PROIllWE POLlCY f OFmULCEllOW 
AN0 RESOURCE A- 

* FIELD O P W I N Q  h&ENCIEI/ACtlVlT~ REWRJED AND REDUCED. 

MACOM HQ STRaAMUNED AWD FOCUSED OM MtP##OFJ EXeCUTiOn 

NUIHER OF MACOMS REOUCED T H W B n  Ml88lON RUUQIJYENT AND 
CUUTA1LmNT. 

lNTEW€WATli MADWAFtTERS ELIUHYATED OR REDUCED. 

BA8E OQflWlOWb eLEYmO INTO THE MAINSTREAM OF Vlnr l  ARMY 
u m .  - ORUTER RELIAMCE P W  OW AC. MNERAL WFICER COWMANOS TO 
PERfORM COWU8 DEFENSE AWD UOBWZAltOH 

WIRTIME C H A I W  OF COMWMD QlVEN REWOWHBIUTY FOR THE 
TRAINfUQ AND IY013111ZAtlOlJ OF RESERVE CoUPQWUTS. 

• (5) This direction then led to four models and pnwided the basis for their 
evaluatioa 

1 

MTERNATM ORaANIZATlOH8 

BASE CASE LIFE CYCLE MODEL A 
Concept,. - n MACOW. - rmbn L I C  C p l r  L)ob.l 

- w i r - w  - -ratma M i a  Fror, - YC. RC. Clv Few trs.M 

' 

\ -V 

FIGP~TIPJG FORCE C 
Concept ... 
- 7 UrcOarS - F~~ WWII Medd 
- M(uwa hl.n&ed U- 

tLun UWmma 
- mr r, OOll.th8 - AG. RC. 01* Fete  Inm#raW 

OUAL-HAT MODEL B 
C-t" 

I -law-. - mcao COI Yodrl - A l W g Y  hmf@al chI-t&tPld 
k M ( I P O Y O I  - tU.dA.Y. Yeat fOk - AO. m. Clv t* I*mr.l.l 

' 

L 



(6) Each of these alternatives had wad ing  disahntaga which are 
discussed in Chapter 3. The d t i n g  VANGUARD V i n  captures the best dmmadaics 
of tbe bur models andin- thesubstanceoffield and HQDAdinput .  

(7) This organizational model, together with the polides summarized below 
comprise the VANGUARD Vision.. .the framework for initiatives and recommendations. 

(1) Primary data source. The Army Authorization Data System (TAADS) 
was selected as thr baselinr for VANGUARD analysis since it is the only system where 
mission, mmwces and w o n  come together. It Is the authitative HQDA approved 
data record of each unit's mission, requirements, and authorizations. The pace of events 
in 1989-90 m c d  . . of dedsions wishin TAADS and between TAADS and 
other Army systems. comquently VANGUARD'S baseline was updated as infommtion 
becgme available and ulrimately reconciled with the latest appmved TAADS file at the end 
of the study. 

(2) The force was analyzed vertically by fimction (e.g., information 
management function fro111 thc h d h t i o n  to the DISCB) and horizo- (by c o d ) .  
Missions, functions, policies, concepts, and organizations were esamizhcd in this rnanwr * 



and weighed agaht costs. 

(3) Major initiative tbmsts which move the Army toward the vision were 
then developed and specSc imp- initiatives derived. An iterative process was used 
which incoqmated field input through both fonnal and infomud c o o & t i ~ ~ l  See 
Chapter 2 (Study Execution] fbr additional detail. 

(4) Of the over five hundred separate initiatives surfaced in the course of the 
project, approximately one hundred seventy sunriv;td the Nf review and were incorporated 
in the m a .  thrusts summarized below. Only the major initiatives are displayed here but 
a l lah~~~~~inthcmninbcxlyofthisrcport .  

a GaYarL The HQDA Staff traces its current o rg9niza;tion and fimctions to the 
N a t i d  security Act of 1947. It has cvoivcd t .  a series of changes which responded 
to h z n d  xu@mmts I(chqhg force she!, modamhation) and a c t d  inQu-es 
(statute, mtbd stmtcgy]. Most rccendp. the Goldwata-Nichols DOD l l e a p h t i o n  Act 
of 1m reduced headquartas smngth and entranred dvilian authority and the -1 
Dcfirnse Aut-lmrimtions Act frnthcrrcduced headquartem smngths over thc next five pxs. 
VANCUARD's assessment of HQDA to&ay (cumistent with recent RAND work and 
ntpponcd by ficM input) is shown below. 



ASSESSMENT OF HQOA STAFF TODAY 

- OVUmEAD tNCOIJ$f8lE#T WITH SMALLER AAMY 

- otsnNCllCM 8ETWEEN DEPARBQXWL FUNCTJONS (POLICY, 
P-a PRO~RA~~MQ)A m FU~YCT~ON~~ 
QXECUTION), 8LURMD 

- R E S P O N S € T ~ ~ R E S W f i # a I N S Y S T E M  
AND AD HOC MATRIX MM&BEMWT 

- SECRRMAT A ARSTM ARE NOT FUNCTIONALLY AUGNED, 
--DlJPucATmN1OMRtAP - COWPmION - STAFF P- INTEaRATlON IS UNFOCUSED- VCSA 

BECOblES THE IN-OR BY DEFAULT 

pmie iE-1 
FoNoEmus." 

. 

b. VANGUARD h x q t  and Snhgs. 

(1) Red-. HQDA is reduced by twenty per cent consistent with the 
progrannmed reductio11 of the Anny at large and the FYPl Authorization Act. After 
c o n s i ~ t h e i m p c r c t s o f ~ d f u n r t i o n ~ c a u S e d b y O S D d i r e c t i o n m r d  
VANGUARD recommendations, reduction tazgets are established on a pro-ram basis. 
VANGUARD has provided mpnsatatiye emmples of how reductions of this size can be 
spread on a functhd basis. 

(21 F d  Operating Ageuck (FOA) & Staff Support Agendes (SSA). Closely 
d t e d  wids h e  staff nxhdom are the elimination or of FOAs and SSAs 
to reflect proj+ctsd workloads and reduce overlap and duplication. Where possible, 
~0~thatcanbcpafmrnedatklcvetsmrrrrass igeedmMACOhRs.  Proper 
accountability fbr FOAs and SSAs bas been s m q t h m i .  

(3) integratim Inc&otivc staff and program integmtion is a dysfwction 
which has bcen drmuncnttd by previous Army studies and by RAND Arroyo. Operational 
effe!cthms and hdaputen reductions ate fadhted by the addition of a 

=-10 
(L 



strong program integrator who responds to the VCSA (Chapter IV). Although there are a variety 
of options, the authority and rrspansity T ~ C C ~  fix the Program integratm to be effective 
require it to be established as the Assist;ant Vice Chief of Staff, Army. 

(4) BASOPS. As discussed in Chapter N (Realign HQDA) and Chapter VIII 
(BASOPS), there is a need far a HQDA focal point for BASOPS and installation mmagemmt. 
VANGUARD recommends that an Asisant Chid of Staff, Base Operations Support (ACSBOS) be 
established from adsting rexnmes, phdpally in the Offiec of the Dktor  of Managemmt. 

(5) Cuinclusio~ls and rrmmmdaticms. 

m-1. MIPKZUSON: HQDkwith its amcbwd FOk +ad SSk, must be &wed 

--: Reduce the suength af the HQDA Juff by at least twenty 
percent overno more t h ~  five years. 

Conhe HQDA m policy, plannins, priorirization,nmwce 
allocatioh 

Asrign q m a t i d  funai~lr now perhmed at IiQM m WOW.. . .  
roducestoff&dimiaucFOk~ccord~n$y. 



in-2. cxMumOB H Q M l P d c r i m c g r a t i o n i n b u i l d i r r & ~ d ~ t h c  
Am'-- 

LackofaPraOplrm~u?+QDAisaaajeropentiod 

~ ~ o f t h c A m r ] r S t d F ( ~ t o k t h e m t e g r a t o r )  
has~tutbor i tp+ndir fu l lyoccc tp iedbyorbcr  

Establish a strang Ragram lntcgrrdDs to bs responsible for 
d w t l ~ d c r a n r t i o n o f r h t ~ p r o g r a m m i n g a n d  
farccinrrIpotion-. 

D e s i g n a t e t b e R o g n m ~ t h c . ~ t V i Q i c f o f S r a f l  
t b i n u t r e ~ ~ ~ l o t i t w h .  

i 

i 

Ill-3. CONCULQON: BAsWS .nd insall.ctaa mnruamslr lack focus at HQDA 

-m U r r i n g t h e D i n e t l o r o f ~ a s a m t d c r r r , ~ l i s h a n  
k s ~ c h i e f o f S t a f f f o r B A S O P S 8 n d ~ t i o n  

(- d-2. -1 

(6) VANGUARD'S recommended savings for this initiative are shown below. 

a GeamL 'Ihir initiative! is pxhnady f d  on reorganization and mlipmmt of U. S. 
&my Forces Commmd 1t also provides for reductions in mnma devoted to trausportation 
management and ~zizubJ hwstigation and the elhination of thee MACOM headquarters: 
Military T d c  Mauqement Command (MIMC); Climhral Investigation Division Conrmnnd 
(cn>c); and U.S. Army South (USARSO). 



b. VANGUARD a d  

(1) M)RSCOM, The majority of FORSGOM GSF r e s o w  are in the 
BASOPS/kst&tion arena (discusd in Chapter IIi) and in q p r t  of the reserve -. T h i s W ~ o n t h r R C s u ~ a n d c a p i ~ a n t h e e s t r r & W o f t b e  
Cbief, A r m y ~ a s ~ o f a n A r m y  RcscrveConmraad (USARC) whichwillcommand 
all USAR forms in CONUS. 

(a) Uada cMmt plans, the USARC will assume a rnbmmiai part of the 
UsAR fbndoris now pcrfannrd at HQ POfSCOM and five CONUSAS. Further, i n d  warning 
rims for the NATO d o  d the inacased competence of RC general officer headquarten in 
recent years make it posit& fur all of the CONUSA missions to absorbed by the reserve chain of 
conmaad and the CAPSTONE tsmmadm. Thus CONUSAS can be redud in size in the near 
term and d h a t d y  dimhatedo 



[b) VANGUARVs T~C- schedule for dhtstabhbing CONUSAs 
admowlcdges the need to meintain continu& dvough con@eti- of OPERATION DESERT 
s m .  

(c) l'he - Army program znainmh fuff time support (rn) resources 
i n U S A R a n d A R N G u n i t s a t c u n r n t l c v t i s d ~ g r r s i t t o ~ ~ t o U n i t ~ .  
VAPJGUhRD reanme& modest redmi- to thc AC ciqmmt of FIS which generate savings 
without significant readhss impact. 

(2) MTMC and CXDC disestablished. NITMCs funcfior~s are currenty under review 
by OSD and OJCS. Cunmt missions and functions, or d u a l  h a y  frtrrctioas after OJC5 
decisions, can k acmmmdated without the ared for a separate W M  (Chapter \I and Chapter 
W). Likwise, investigath f\mctions am be perfbmd as a firnction of VANGUARD'S Perxmnel 
Command (Qapta VII). 'I'wo MACOM headqwmrs and assxbmd admtmsrra . 

tian and overhad 
are eliminated. Significant savings are also made by operational rdigmmm. 

(3) (bmistent with the Panama Treaty llhplenwmdon Plan, HQ USARSO will be 
withdrawn from Panama. VANGUARD r e c o d  that it be disestablished on widdrawal 
(rather h relocated) d tbat residual missions be rtassigned to FORSCOU 

(4) Conclusions and remnmeadations. 

N-1. aMaAmON.. improved operational efFechscss of the USAR and economies 
and e6ciencies can be achieved under di&Fcnt 
cammandarrangcwats. 

REWMMMMm Establish a USAR Command [under the Chief, Army Reserve) to 
command all USAR Forces. 

1 
IV-2. amaamlk ~ c o m p o n e n t g m c r a l o ~ ~ a r t c a p a b l e o f  

.rrr;lmins mom mqmSM@?. 
Given longer waning times for thc NATO rccnario, active and 

rrscrrn CAPSTONE commrndcraunpl.yagrrraerrole m 
RC mining 8 mobiIimion. 

-TIOR% reduce CONUSAs in thc near tam and dksmMish 
by end FY95. 

krign mobibtion planning mission to USARC and RC general 
officer commands. 

ksiPrn rhe naininn integration miwion to Corm and Tusk 



IV4. coNaDsON: S i n r c f u n d s a l l o c a t c d f m ~ ~ o n k ~ ~ n u i s r m d y  
dmatrd by commandms, thc program's priority can be 
ndrrce& - Reduce rcs~urcing of rile rail ~ r a l i i o a  by oat half. 

I 1 

N-3. CONCWSW. The AnrtycanopaatccfiectivelywirhftwcrMACCMs. 

-TI- D b s t a b W ~ m d d g n ~ ~ r o a  
subordj~tc commaDd of U S  Anny Logirtia Command 
(fonnclfy ma. 

Disestablish CEDC d Pwign law a l lhcw~ l t  and 
i n ~ i o n r m i u i o a r r o U S . A r m y P ~  Command. 

DiKatablish USARSO whtn withdrawn b m  P.IIPmP wder tht 
Treaty Implarmtath Plan. &sign r&dd missions to 

b FORSCOM. 

(5) Recommended VANGUARD savings are shown below. 

IV-5 cnM3.m- The Army's tquhment  for o w n a l  support airaafr is outdated. 

mmmmmnm  educe the operational suppan airaaft fleet ur 105 airframes. 

* 

V. REAUGN IlWMNG AND COMBAT DEVEU)PMMITS. (U-WTER VI) 

1 

a GcaaaL This initiative adopts major elements of m s  
own plans for ttu? future but recwmnenQ a d . t s  to achieve savings and to facilitate 
operational efficiency in key cmny fuuctions. The figure below comparrs thc l"RAWC Future Plan 
to the VANGUARD Vion. 

Ex-15 



b. VANGUARD CaaEep d Sgpingp. - 

(1) Intermediate HQ. The two Integrating Centers in TRADOC hture! are 
eliminated. ~kaadWaaf ight togGentersreport~ytoHQTRADOC.  mnewfia,mxiolml 
Centers are estrrbhkk ont to oversee pmfkssid development and training, ,ane to execute 
the Army's force htqiption proam. 

(2) A Cenwr far ProMonal lkvdopm~t is es tabW to oversee the professional 
development schook abavc the a d d  coutse lcwi aad thc Army Train@ Center. Current 
nullwx: schools (CGSC, W, the Sergeants Major Academy) are inaludtd. The Arry War 
Go&gc and the Army ~~t College are addcd to form a single m ~ e r  of exfdknct for 
Amy professiod devdopmcnt miningaaining, The! latter is a ambinah of all of the disparate 



(3) The locus of the f- integration proass is sbifted b WQDA to TFMDW's 
new Force Integration center. Tk Dcpartmmt rctaias pfirpoar;ncy for poky, gakdits, and 
resource aflocatbn but TRADOC beccme thcue cycf manager of the h a s  DA'scxecmbe 
agent. Thisallows~bb~ofacriW~ofcxpertiscm~hforrerrndthetrnits 
in the h e  (borh TOE a d  TDN, dewlop farce stmeme alternatives to meet DA resortrdng and 
mission guidance, and document the farre once approved by HQDA. This reduces redudamy, 
dimhates owlap, fadlitats significant trducths at H Q M  and MACOM AMHA, and brings 
focus to the force integration pmces. It results in sttistantid savings in the! TRADOC sdmob 
(codat d ~ ~ t s ) ,  MACOM HQ (force integration, zxmqmver & qdpmcm mpdmnmts, 
docmumtion) and HQDA (ODCSOPS). 

(4) Warfighting Centas are estabis$ed to berrer align b t i ~ i d  aaining with 
warfighting doctrine rrnd to reduce redundancy. With some modifications, ttte TRADOC p h  was 
reflected in VANGUARD'S VrSm Changes are based on ini- to dcicte integrating cent- 



(81 Ccdusim and ~ t i o n s .  



(9) VANGUARD rrcommmded savings are shown below. 

a Gemid. This initiative moves toward true lik cycle management of dl army personnel 
(AC/RC/avibn) under a single manager. 

EALIGN 
PE%cNNEL MANAGEMENT 

I PEFIsoNNEL COMMAND I 

1 HUMAN RESOURCES I 

I 

1 LDW ENFORCEMENT 1 



1 ConsoEdation of PcEsoamcl Centers. Total hnng P C Z S O ~  CsmmarPd, 
GUARDPERCEN and ARPERCEN art w d h d  at a savings. Most ODCSPER MlAs are 
~ t a ~ a n d ~ ~ o n s a ~ b y P E R S C = O M .  L a w e d h m e a t m ~ 0 1 1 a u d ~  
i n ~ ~ f n n c t i o n f r P m t h e ~ ~ C I D C ( 5 a p t ~ V ) a r r ~ i n c h b d t d .  Theinitial 
VANGUARD, concept combined USAREC and Cada Command into a singlc m x e s h  erganhation 
torecruitalIcategoriesofsoldiasfibrall~ts. HSCwasdbstab~andthehealthcare 
mission given to a subordinate command of PERSCOM. 

(2) Actxdons. A joint USAREWCadet Cammand Study showed that savings to be 
gaintd by amsolidation wen not subtamid enough to justify attendant mission turbuhce. The 
proposal was with- 

( Disestab~~~fHSCwasanoptionwbiehappearrcd t o o & r s \ 1 ~  
sa~andclinrianttethtowrhcadofaMACOMHQ. However,tkeis ~ t o ~ t y o f ~  
care provided to soldim associated with dammabticm. Utimatdy the Surgeon Cabaal 
presented a plan which effects e c p h h t  saviap while presmhg the medical c o r n m e  as an 
entity. VANGUARD i n ~ t e d  that plan because a m p d o n a d  resaid0115 Wted finthg. 
reductions. There remains too much overbad in the Amy Medical Departmart and the Surgeon 
Gensral has been directed to reduce it by at least twenty-five pcrrxnt. 

(4) Whilesome eSaax5esandsavingsacaue toamsoIidat ionof~ccnters  
immediately, si@cant gains are dependent on co1location. VANGUARD'S d e w  indicates that 
establishment of the new command in St i d s  using =CEN as a nudew pvides the best 
opportunities for savings. 

(5) Conclusions and ~ t i o n s .  

M - 2  -ON: Thr curnnt tsmbikhmut of pcrrosmd managanent and 
t u p p o r c d a t e d K M s i s ~ a a d ~ .  

-. With the axptbn of medical wganimions and rhose with 
legal impiicatMN, disesmblish all pesonuel 
management and 10upport dated  FOAs and uansftr missions 
t0thenewPtnonnelCommrnd 

t 



VI-3. -. 
pmpmi~wnrrhatdmmpoosrrwaun#r~arr  
a&ctirdyfchccdinrt~aar. 

A"stovepipc'mcdicolsouaunkatserw!sbstneedsofddier 
sup* but crnrantfy maaim roo mueh ovuiad.  

- ,  ~ ~ S I P g n # 1 G c n a P t ' s c o ~ e c p t f o r ~ t h t  
-Dcprrm#ru. 

~ d a t e t b c O B i c l c o f t h e S ~ G a w r s l m B t h e M t d i c r l  
ConanrndMaadobainrubratntht- 

COIUQljdltCn#diaiFOkdaimirubcaminimlrrn ofmerq 
mpannt- 

a (6) VANGUARD remmxded Savings are shown below. 

(1) T h i s ~ t w o u l d h a v e e s ~ ~ ~ S e t v i f i e s C o r m n a n d  tooperareall 
Armyhstdla~WOad-wide. M d i t i c d l y ~ t h i s C a m m a a d ~ h a v e a ~ ~ o f t h e  
functions now h by tb9 smpll "stovepipe" MACOW, thus making it feasible to eliminate ISC, 
HSC,CIDC,htTMC,andMDW. Importandy,thisthiscommandwould~baPr-xghtPSand 
instpllation mmapnem the status accorded other missions with potential for improved 
c e o h ,  &WCS and stamhhtion in the &my's ptemt msnapcment and services to the 
Amy f d y .  sutrstantial xnaupower savings acawd to this option. 

2 F W  camexus indicated an almost universal concern that esta- of a 

EK-21 



S a v i c a ~ n r o u l d s e ~ r t r b c ~ ~ d ~ ~ g e c o a r m a P f e r s ~ e n j o y  
between xnist601~ and support resources. Given such dicld ccmmms, VANGUARIYs V'icm was 
modified to refkt thr concept outlkd beluw. 

t 

RESTRUCTURE IMAUYAna 
BASOeS MANAGEMENT 

k A 
DCSBOS CONCEPT 

I--..) I--I 
I--] I--I 
I IuI 

1 

b. VANGUARD cmcept ard sdng% 

(1) A Deputy Chief of Staff for Base Operations Support is estabkhed at MA- 
andHQDAtopmvideach. l l lp i~dafoMforthreimpO~fimtionr BuildhgonasEstr 
modtldevelapedandirmplcmcmedby?RADOC,subnsntLlsavingsarrmadcby~all 
installations manageine~~ functions under a single DCS. Further savings are made and dlbmaes . . 
achieved by limiting CONUS MACOMS co- indhticms to only four (FOElXOM, 
TRAWX, AMC, 8 MDW). 

(2) AbO included are a d e s  of diwrse initiatives detailed in Chapter MI which 
ccnarlireimnllaPncooapEtiss. rrducc~~~-essentialsemices, a n d r e a l i g n a n d d u e e ~  
§ervices and MIAs. 
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(3) Condusions and reconmendati~1~. 
i 

M-1. ama,USON: I d a d o n  and BASOPS management do not compete well for 
resome at HQDA or in field p r i m o n  because: 
-Theyarenotpncemcdasequallyimponantwith 

priinay missioaJ of commands. 
- There is no single focal point at HQDA or MACOM 

f a -  'IWDOC m d y l *  
- I t i s n o r v i c w c d a s a c i B r e e r ~ f i c l &  

W-2. REXXWWMnIONS: Establish an histant Chief of Soff for BASOPS and 
lxmabio11 MPhagement on the Army Stall!. 

Estabtbh a Deputy Chief of StaS fiw BASOPS d installation 
Mmagumm in MACOW that carzlrmnd instaUati01u. 

Limit CONUS M&Ms comrnandmg installations to 
FORSCOM, AMC md MDW. 

Realign conflicting and other d c e s  for ceonomico. 

a (4) VANGUARD recommended savings are shown below. 

Vm. % W G N  UXXSllCS FUNCITONS. (CHAPTER LX) 

a. Gca&sL Tbis initiative embracs the AMC2000 plan which consists of six phases. Based 
on executability, VANGUARD proposes only the first three phases of the plan for submission to 
the 1991 BRAC camnisi011 while endorsing the whole wben reso- can be identified and 
fk tk r  d d e d  phmbg csm be accomplished. VANGUARD'S concept reduces AMC to seven 
MSCs but retains the awry of the organbtion to equip and sustain a trained and ~ a d y  army. 
It also r e t a  AMCs capability to develop and acquire non-major systems and equipment. The 
future AMC 2000 is displayed in the upper left while the VANGUARD proposal is shown below: 
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(1) Lndalrtn'fll Opemtions are centralized under a single Mnmnand (IOC). This 
command is respdb1e for the opemtion of the arsenals, ammo plants, and depots. 

(2) The amunodity c o d  will begin to be c o m t e d  at a single location. 
All but CECOM md TACXlM would be moved to this central complex initbdy. B W  
consid~ti011s pmdude their move Mtil a later date. VANGUARD'S review i d c a t s  that 
Huntsville, AL, is a candidate fix location of this Complex but the Army must fim compiy with 
prcwisions of the Dckasc Base Closlne and Realignment Act of 1990 prior to se lec th  

(3) The MTMC vision which was the starting point for the VANGUARD analysis 
downsized the comrraand a p ~ t e l y  40 percent. VANGUARD proposes to disestablish MTMC 
as an Army MACOM d transfer &c management,residual tenninal operations,and 
transportation engineering W m  to rearucmred Anny Logistics Conrmand 



(5) The savings assdated with k s e  initiatives are 
lrhawnbtlow: 

a. Gcnerat Cmgmss had akrady directed the intdigenm cwmwnity to review rheis 
organhatiom for layrrirrg and r r d u d m ~ ~ .  Thus VANGUARD d the Axmy ~ ~ & U B Y  
~ u n i t y w 0 ~ ~ t o g a h r r t o ~ ~ ~ c h r r ; t d t r s e d s e v l e n n l f i e l d  sEatiollsart, 
consolidated other units and M)As. These mves created a m m  strcanJinied orgardzation tbm 
i ~ a d v a n # d ~ ~ t o ~ ~ y o f f o r o c a n d ~  
stmegig environment. This new cqmizaticm is shown below. 

hchaqgin 



( 1  Six FOAs are streamlined and consolidated into the Intelligence Supporr 
Command,a MSC of O f M ,  located at Ft Behk .  

(2) In Europe, Field Staticas Berlin and Augsburg wiU dose while @upation at 
M a W i t h H i U S t a ~ ~ ~ ~ M ~ y , & ~ t h M I f U l E w i l l ~  
~rganization, xekmbq and reduction. 

(3) In the P a d c  the two muttidiscipbe theater intelligenae Wpies, thn! 501s 
in Korea and the Sooth in Japan will merge on Oahu, HI. Field Station Krrrda (703rd MI BDE] 
will remain a qamte entity. 

(4) In the Americas, the two multidisapline theater intdigezxe brigades, the 470th 
in Panama and the S13th, at Ft Monrnouth will merge becoming the 470th MI BDE (C~ntkqpcy) 
at a h t i o n  to be detamined. 



(5) 'Ilre Army InteIligence Agency, presently a IXSNT FOA, will be t r a d e a d  
to INSCOM as a Ma& Subordinate G o d  

(6) Codusions and mzmmcdatio~. 

IX-1. CmmUSaBk A W M  level irudquortar is needed to ccnarllymmqe 
the A m f s  imdigmce xnissbns and rwmms. 

Curnnt imdl&nce . . a r c k r r c W t &  
thekmpZsnadsinrhtawlrgingg~~-pow 
-t. 

iammmmn- R c t a i n ~ c u a ~ ~  
Rrraucnacdrtplignthc-r-rmityconriPtmtt#idr 

the-spLPn. 
-EliminatcFOAmitrionsbyrraligningmiaridmd 

~~ tmdaImcoM. 
-QoscficldstationsinAugsburg&Bcrlin. - Consolidate oparitional unio eonshnt with mission 

and duvat 

(7) There! are large manpower savings associated with the initiative. Most of these 
organizations are funded by the N a t i d  Foreign Intelligence Program and d o h  savings tbefffore 
do not accrue to the Anny. The savings are shown below 

a. GeneraL This initiative centas & r o d  Infomtim Systems Command (1%). [n the 
original VANGUARD vision iSC was eliminated as a separate ccmamd with its functions being 
splittoanumbaofthtcommands. SavicesCommandwouidhbeengivenmostufthe 
inf-tion mmagmmt area functions which requkc a Jingle manager* The most &tical of 
these is managma of ~~ c a m n m h w .  With the withhwd of the Services Command 
c o n ~ r h i s m i + $ m d d m t k ~ b s o t b c d r e a ~ b y a n y a f t h c o u h t r ~ t i ~ .  & a d r  
VANGUARD rrvixd its vision m Mude a reduced ISC which becoma an area dented wtk  
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than e commend dented argaaizattion as it is today. This new organidon, shown below, was 
dcveioped by ISC as an altematiw to the cx&d VANGUARD propod. 

R L w  I RE- 

(1) In CONUS information mrrnaprmeat activities @MA) services will be provided 
on an area basis. Five area IMA bxipdes wiu be established to &ce thir srssigned geographic 
area. T h C y w i l l ~ d e e n m n m d a d ~ ~ 0 1 1 ~ f a r c s c h o f d u ~ ~ ~ o ~ t i O 1 1 ~  
located at the installations. The service organizations have been red& since many of the 
current missions will be &exred to the b- The instaUah information management 
officer will agaiin k a d p d  m the imtsllstion staff md na be dual hatted as the d e  
.Kganization head. 

(2) In Europe, the IMh support is done similarly but because of the garrison 
kpemkm a support activity is inserted between the brigade and the savice unit. 

(3) All three theaters resain a tactid Theater Signal Command. 



I 

X-2. cX3NCLma: A Rumbcr of IMA m-t pntaicc~ d p~licics (rangkg from 
s y s t e m s ~ t o b ~ f a m s ~ ) a r e  
intgicieut and wastdd 

-ON: Implement a variety of policy and mamgamnt changes as 
described in Chawer )(I. . 

x-1. cxmmuslON: G i v t n c c u r n ~ ~ i a n r a n d A n n y e o m m r n d ~ ~ , a  
~ ~ C ~ m o - e r i r i c a l  
c - m .  

Retain ISC as a MACOM 
RcrtrucnPcaadsubrtpntiplyrcckbnISCtrringIMA~asarcpn 

pow 
- P m v i d e I M A ~ o n a n ~ b t s i s .  
- P l a n t h e D C S M & m m n r p p o R c d ~  . . 

vice ISC. 
-&ugnIMA-tRirh 

missions. 

(4) The proposed Vanguard savings for this topic are shown below: 

b 

r n . ~ % ~ G N A R l l d Y A N A L Y S l S ~ ~ ( ~ M I )  

a. Caaeml. The p a l  of VANGUARD'S review was to identify alternative analytical 

a oqphtions that meet tfmc fiauh nmQ of the core pmxscs at reduced resource levels with high 
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quality products using the best analydd took. An ARSTAF mdy of amlythd organhtions, 
s ~ b y t h e D U ~ O R ] , d a s ~ ~ p O i n t f a r t h e V A N G U A R D r r v i e w .  insome 
c a s c s , r h r f i n d i n g s o f d a a t s t u d y w a e a d o p t e d ~ e i n o t h a s ~ ~ ~ a n d e d  Thereview 
d t e d  in the development of a concept which esrablkks three {CEAC, SFEC, RANDJAmp) 
Centem for Anny a d p i s  and two functiody oriented adyticd o ~ t i ~ .  

b. VANGUARD Corrcept ad Smhgs 

1 Rand Amyo Center d u c t s  analysis that supparts asesment of policy and 
broad strategic issues only. This allows reduction of pmf&onal workyears by abwf fifty pempt 
from the current pqpm 

2 A Stmegk Force Evaluation Center is created at the Amzy Staff Level. 
Conduets analysis drPt mppms hrce planniag and assessments of snategie mncepts and brad 
military options. It will be capable of suppatkg the analysis -ts of all fimetbn.1 
proponents on the Amy Sta& thereby dawhg sepme fbmimd analysis agencies to be 
disestablished. 

(3) The Force hmgration Analysis Center su-te to TRADOC &UCB anaEysis 
that supports the Cmmpt Based Requhwmts System, conducts fme deign studies that support 
fom Wpnwnt and prcrtriQs md&g studies to support the fime integration process. 



(4) T h ? s y s t e n ¶ s ~ * C e n t a i e ~ c s C o m P n a n d & u c t s ~ ~  
suppart, assists wi& WEA%, proprovides independent m a t d  cvaluaticms, and an aa&mitative 
source for sysrtrn pafinmame data. 

(5) The Cost a d  Economic Aaalysias Center develops costestimafes 
for major systems, force cost estimates, Operational & Support cost fact~s  aad supports f c s o m  
a l l o c a h  

[6) Codusions and zemmmdaw. 

Xi-1. c2€WUUSON: T h e k m g h a s t i a o m a u y ~ ~ t i o n s ~ f L a d s  
t o d u p l i c a t i a n o f ~ I w f ~ ~  
c m o a .  

consolidate nine analytical and taaMish fmc 
centem o f ~ a l c e  

r- 

XI-2. CONCLUSION: The Miqu~ ~ a p a b i W ~  d R a n d - k m y ~  am Valuab1~ but should 
be limited to areas of brosd policy analy~is. 

-3'IONR R d O w R a n d c m i r r l y o n b r o a d s t r a i q i c ~ f b r ~  
credibk functional capabiliy is nor available. 

Reduce the Rand-Amyo budget by fifty percent 

a Gavnl U n t i l ~ , ~ a l l A n n y ~ d e V B j u a t i ~ ~ e r e a ~ ~  
by Army Mat& C o d  (AMC), Strategic Dd- C.mmand (SIX), Tminbg and D o a r k  
Comm;arui~),aadthcUShrrng~onallacdE~~mAgency(m~.Bspartof 



the DMRD 936 ob-vc to improve thc effectiveness of acquisition managaamt and mdua eo.cs, 
the Army rwkwed the managcmcnr, organhation, and nspnsibiliiria C b g e s  werr 
reamended in the technical and opemional test and dua t icm orgai6zati011~. Thse 
are shown below: 

b. Cosrtpt and things 

(1) Two major test aud evaluation agencies, OTEA and Tat and Erpaimmtaiim 
Command (TEXCOM) are merged into a single command, the O p e m b d  Test a d  Evaluaricm 
Command (OPTEC). 

(2) Conclusions and remumendations. 

MI-1 Army T a t  and EwluPtim comm- should be mqpnhd 
to implement the LAB 21 study. 

lhaeispo#~1t ial foradditbml~savinppardcularly  
in TECOM BASOPS. 

Implunm the LAB 21 mdy but redidate rtsourct 
requkan~~ts after appmxhady one year of opcration 
in tht n@w co-on. 

R c d u c c T e C D M B A S O P S r e s o ~ ~ ~ e s a f t e r ~ ~ ~  
and validatioa. 



(1) Garwt T h i s i a i ~ i s b a s e d c m t h r p f f m i s c t h a t ~ e d s o l d i e r s ~  
primarilyinthrwarfish~hrceandEhouldbeallocatdtotheGSFbyexceptiwL Tothe 
degree that reductions can be made, the Arrsy am reappiy soldim to fighting forre or WE 
resulting~wersp;r#sestopayaddi~endstreng&biUs,thRtrebypn,t~thefighthg 
force from erosion. 

(a) Previous attempts to reduce TDA bme almost W y s  starzed 
byacceptingcunmtrcsouacchnrdsand~fullgic#lsor~caa~whichcouldbtmfd 
b a t s e d o n w o r k l o a d o r ~ o n ~ e t c .  T b i s a m c e p t s c l d o m ~ ~ ~ ~ a n d  
usually leads to a nmghd hducths. 

[c) R,mmmdd reductions include only those posizions which could be 
e m t e d  without baddill by Othermanpowc~. Mifitary savings codd be s l h m w l y  i n m e d  
if sufficient fCmds were 8-le to replace sddiers with Civitians. For example, most & m y  
c l c r k s i n T D A p s s i t i o ~ ~ ~ ~ ~ b t ~ d b y ~ , ~ ~ y m C O N U S .  Giveatbeaimzit 
fiscal cmhmmm, howmz, ateusive Q-tion is not an option. 

Cdl VMGUARD was e v e  in an attempt to return as many 50idim as 
pssible to the figfiting farce. There m y  be a srmll number of deleted positians 
uhictithe local 

a-33 



(0 Savings resulting from this initiative wem decodicted from other 
VANGUARD initiatives which were given priority in cases of dupii- Thuss swings projected 
below aIe very $xmiemative. 

(g) G i v m d r r ~ ~ o f ~ i t i s g o s s i M e t h a t a c t u a l ~  
~ n o t k ~ ~ s a m e p o s i t i o a s i d a t i f i r A b y V A N W A R D .    initiative is the basis 
croweva to reduce cammands in thc d e r  of magnitude shown in addition to all other initiaths. 



(h) VANGUARD r e c o d e d  Snrmgs are shown bdow. 

I ZERO MSED ENLISTED b 
\CONCEPTh 

PREMISE Enl~sted solders belong pr~martly n TOE un~ts 

I - Commanders w ~ l l  c~v~lranlze essential pos~tlons uslng MCB I 

- 15% 21 ISC l i i O B  - 93  0 
OE 185 -38 20 WREA 1854 - 103 6 
MC 3718 -698 19 USMA 354 -2 1 6 

- 1384 17 USsAEC 7843 -235 3 
-112 16 M W  918 -10 1 

(1) Gaarl There is a widespread perception within th Army Pnd in OSD and 
the Congress that FOAs and SSk are too numerous; consume too many reso-; and add linle 
value. M o r e ,  VANGUARD gave k e w  of these organizations special an& 

(2) vANGUARDCmcpr8nd F i d i q p  

(a1 An invmrory of all organizations ckifled as FOAs or S W  was 
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ccmducted. A total of 239 units with about 60,000 manpower spaces were identified. After 
backing owt rhosc which were impacted by other actions (e.g., c m  t r a n d d  to TXID), 
218 a q d z i h n s  were analyzed. 

(b) A f t e r t h r ! f u n c t i O n a l d y s i s o f e a c h u n i t , ~ f i n d i n g s d  
remmmendaioas were intcgratcd into major VANGUARD initiatives. Fur example, the pezsoanel 
related FOAs are reported in Chapter VII (Restnrcture and Realign Personnel Management 
Fun-). 

IwamGS 

-ThelystrmofdesigaatingaudmbdaningFOAsawt 
SSk in undkiplined... 

-'Iha,isnoHQDApropwrcnt 
- hguhions are outdated, vague, and ignored 

- Many FOAs & S5As at HQDA and llMCOMs should be 
reclass~drealigncd. 
- F O h  & S S h  artpafoamingWo~wthrt~~uldbc 

done ciciccr on Sta& or by subordinate rmia 
-ThereiswrchdupSicationILovalap 

(d) Detailed discusion of the FOA review is in Chapter W. 

(el FOA and SSA savirrgCs are reflected in the apprqhte major initiatives. 

c. DOD E2EWTWE AGENT- (CHAPTER XIV) 

(1) Gemad In lrcsponse to a specific task issued by the Semsuy of the m y ,  
VANGUARD adaskd a review of the missions and hmtions for which the Auny has been 
designated DOD Erecrrtivc Agent. Details of that review are in Chaptez XTV, 
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I DOD EXECUTIVE A G E q  
2 

(a) One hundred thirty-eight Axmy Executive Agenda were identilied wit& 
assistancefromtbeAdmmtsaativc . . Admat m the Sarrtary. The Air Force is acemh agent 
for two hundd e*nn ~ W ~ ~ .  Navy and total DOD statistics were not available. 

( '  It is difficult to determine the I d  of tffrrt or rrsoura requhmems of 
many of t k  ILIMOIIS since im are pfbnned by discrete agencies or activities or highlighted 
assepamteprogrammnies. ~ m o r d i n a t i o n w i t h r h e u n i t s p e r f o ~ t h c r e ~ 0 1 1 ~ d  
resmrch of pmgmm sad budget data, VANGUARD cap& estimated biaorical rtSOuTce use, 
currently allocated m o m a  aad estimated hture rrqtdrrmcnrs. 

(c) Each executive Agency was evduated within its functional context with 



an o m  of deteduhg which could elmmad,  . . ~ t o a n o t t w r ~ o r ~  
toa1X)Dagenq. 

(d) The 138 rqmsibilitics were divided into thrrc categdes: 

(e) VANGUARD found thirty-four missions cxrtlbd be tram&& or 
eliminated. Therr? are d y  7,000 nranyears d 107 &on dobm requ id  to support these 
hctions annually. a 

a VANGUARD recommends that the Army seek relief from these thirty-four 
~ 0 I I s .  

XN. SUMMARY OF REDUcnONS AM) SAVINGS. 

(1) Even though the relationship between the size of the GSF and the fighting fbm 
is not linear, it is wwfd to compare the Army's overall programmed reddun to GSF reductions. 

(2) The figure below assumes that the GSF reduction should be consistent with the 
total program at about twwfiue percent. 



1 

VQ REDU 

OTHER REDU e OTHER REOU 

RESIDUAL T M  RESlDUAL T 

C Y l t  

M l l  Clv AQB Wit Olv Ma 
AMC -1008 -1188S -lag41 411W - 8-8 -84.44 -8O.H 184W 

CtOC -fie8 - 118 -887 f1811) -@*I - 1108 -?*a (81s) 

COE - 84 -808 -1018 fTSJ - # S  -82. -00. (8111 

Eu@A me41 - 1408 -8480 (18SI -1111 -8708 -8081 48.S) 

PORdCOM -8701 -8801 -a¶*¶ (18SB - 8040 -88.8 -la088 (28St 

#8c -0 lT  -88 1 -1888 (8111 - 80.0 -011 -8OtT 48.) 

INBCOIY - i a * o  -88 t18s~ -so88 -so. -we1 18s.) 

~ S C  - 1 780 - ) @ I S  -a888 (188) -.TOT '64.8 -18108 I88.J 

Mow -04 - 188 -a18 {a%) -888 -848 -417 t14-1 

UTMC -8 1 -111 -188 fast -817 -#8a1 -tar@ t r 8 r j  

fRA@oC -81118 -8108 -1101T IltSb - 18777 -?ma. -emom ( ~ 0 s ~  

U ~ R I U R  - 1 0  -80781 -#84i8 r8or) -8881 -aolBo -as400 m a a ~  

UPMRMC -888 - 104? -1088 418%) -8.O -1880 -%.18 ti?.) 

U a  R80 -18 - 880 -8.8 (T8) -688 - a800 -*808 (.I.$ 

UdAIlOc -84 8 -I4 (4%) -181 0 -1st f 8 l i j  

Ha- -*18 -8817 -8T8l 18.8 - (7 t8  -a848 -4820 (8.1 
J T/obp -U08 - @ @  -8801 48881 -1898 -08 - - -.. -Soat (8.81 

?OT"L 'l0887 -.1)018 -7848T (a8St -47864 0 -1887T8 it..) 

DMRD, PBO, BRAG, AND POM 92-91 POM ADJUSTMENTS 



(3) When all audhblc red- progranmred for the GSF are added to 
v m u m  savings, the mtd reddm try FY97 is wry clwe to tbr lwR!my-five pmxnt m t i d  
goal. Given the fixed costs of operation in many TDA aames, . .. this lllleans that add i t id  
substantial reductions wiIl requk elhination of midons or major changes in the culture of the 
Army' operations. 

(4) The figurr bdow provides a summary of VANGUARD smbp. That portion 
attributable to Army MamganemRrvimII (AMRII) hasalredybecn~rcdbytht~rmyand 
included in the FW?/93 budget submit. Ranaining savings can be applied to the progrsrm in 
POM 94-99 or used, in part, to ofkt near tenn costs. 

P m E c T  WQUARO 

[RECOMMENDED VANGUARD SrtNGS 

FY92 FY93 FYM FY9S FYOb FY97 

MIL 1383 1627 1613 1640 1648 
AMR 2 CIV 2605 3020 3-6 3098 3155 31SS 

(DMRD 94s) Mm 62 148 168 182 202 220 

FYQ2 FYQ3 FYQ4 FYW fYQ6 FY97 
MIL 1961 3617 4315 4983 S7a9 6018 

BAND 1 CIV 1478 3710 5940 74Q7 10718 10772 
S(m) 40 122 238 341 417 580 

FY92 FY93 FYQ4 FYW FY96 FYQ7 
MIL 5002 8431 109 14 13262 16417 1 660Q 

BAND 2 CIV 3303 4198 7596 8CLOI 949 1 Qb 1 1 
S(M) 249 429 461 693 697 740 

Jf 
lldY 
m 

TOtM WINQS fY92 FYm FY94 FY9S FY96 FYQ7 

MU 0236 1347S1C)842 198SS000423176 

CIV 7989 ll72st6S91 l Q ~ 2 9 W 4 2 3 4 S 8  

rC(M) 361 893 867 1356 1316 tCCIO 



1.1. CHARTER 

a kckgpund By the fall of 1989, it became clear that the defense budget growth 
of the eighties was aver. From the Army's perspectivt, the most h r a b k  outcome of the 
PY90 Budget process was to begin FY90 at the FY89 level, adwed for idlati- This, 
together with emerging implications of the Convenhd Forees - E v  (m) 
negotiations caused the Army Staff 40 review programmed Army system and force 
structure. In preparation for the upoaming FY 92-97 T#ID Program Objective Manown- 
durn (POM) cycle, a study was initiated to exsmine t.lrends, mailable and p r o m  
resources, and formulate a strategy to transition the Army into the 1990s at reduced levels. 
Reductions in resources, active component hrce structure, and a high potential for dntstic 
reductions in Europe as a result of CFE was assume& The challenge was to develop the 
required prognrm reductions while maintaining an effective forre to meet the potential 
range of world-wide commitments. This initial effort ultimately expanded to include 
partiaption by MACOMs and d t e d  in significant drftnPrs to the Anmy Program which 

pub- in POM 92-97. The h c t - e ~  of the funtre h idenad 
arc! shown wow: 

Compleh d POM 92-97 and itr supporting smdia ard Padlysa provided a blueprint 
fur* stmctme mamhg, and -of the Amy's tactical forces of the funrre and 
identhi a need fk a similar m a t  rwiew of the General Support Forces (GSF). 



b. VANGUARD Charm. Project VANGUARD was approvedjddy by the Seatxery 
of thcAnsgdQhbdSta$Anqyon2May1990 .  T k ~ b c g a f l i n P , p r i l d  
Eonrintwd-Dsemkr1990. A b r i e f ~ o f t h e ~ k s h o ~ ~ ~ i n f i g u R I - 2 .  

WGUARDCHARTER 
PURPOSE, 

7 0  d.8rmshn mo m08t dtkbnt unl atkotlv, orgurk8th 
o t t l n o . A . n l 8 ~ F o c o c n . r , t A . A r r n y k m ~ i a t ) H  
rnxt di.ardr, by 8t-)o mduttorr and mouror, mekrity.' 

12. MESSION- VANGUARD'S NVO-fold misskm stsldement is listed below in figure 1-3. 



VANGUARITs mission was d q u e  in two ~~ 
r ~ 1 6 m ~ a r d m ~ ~ d ~ ~ 0 r e n l l ~ a n r .  A U G S P w e r e c o ~  

a n d ~ ~ ~ f u n c t i ~ w e r e ~ ~ d d ~ i n l i l g $ r o f f u n r n e ~  
T h e A n n y a t l a r g e w a s p r o j e c t e d t ~ d r a n g e d ~ ~ a a d t h e a r r t i r e s r q r p o r t ~  
was to be reviewedwithmidons aad .Wansto  bevaiidad, e k n h d ,  orcfaanged. 
Previous studies had been more resttided and focused on specific missSons and functions, 
c m : d i s c r e t e p a r s o f t h e G S F ( b o t h t o & ~ c u r r p a t ~ ~ a n d t o a ~ t e  
projected changes to nrurow Anny Mw functons, or oqpubations). In VANGUARD'S 
c a s e ! , ~ y t h a e ~ f e w c o n s t a n t s .  

and functions. Whm possible, functions were cmwlidated d eeannmies of scale were 
achievrd, Prrcviaus studies to reduce GSF bad been dri;vn by the need m fix naaj, 
~ o l l s o r t o ~ ~ c i e n c y .  V-Mto maimin a capability in an already 
reducedArmywhileathievingtfaerequkd~~st~ T h e p r o t ~ o f t h e ~  

a force was the aim that would guide the VANGUARD effort and d z b g  reamme&* 

1.3. !SCOWL VANGUARD'S sclope is show in figure 14. 



a V A N G U A R L T s r e v i e w i n c l u d e d a l t ~ f l ) A d ~ M T O E ~ ~ ~ t ~  
b r o m ~ . i t i o n ~ t o ~ O f f i c c o b t h e ~ o f t h g ~ .  Active, 
r r s e ~ ~ a n d k m g ~ d J o h n d ~ ~ e d A r m y s l t p p 0 ~  
toathaAgcmdcs(e.g.,~agellcynsponsibilibes)~inrluded. S i B c e ~ c a e  
same MfOE orgmhtions wbich aze in fact perkam& GSF fuksions, VANGUARD Was not 
~ c t o d t o t h e T D A A n n y a n d ~ u n i t s o r r e r e i n c h r d e d a s ~  

b. ~ e d p r o g m u s a n d m i s s i ~ ~ ~ ~ r r e ~ l ~ t ~ i n d e t a i l . ; l s a  rule 
but ,whmrev iewsof~c~andfunc t ians l ed tooppor trmi t i e s forsgv ings ,  
& chanpwere c o o r d h t e d w i t h t h e p x o g m n ~  and will not be 
adckesdfinthcrinthisreprt. 

c S ~ a n d r e d ~ t h e G S F t o ~ ~ a s m a l l a t a t a l A t a r y m  
that VANGUARD'S empbds was an ~ c t i . c w s  and savings while amtmamg . . 

PO maintain 
thecapabilityfortheArmyaccomplish~xnissicmsandfundions. V ' A R D ' s t e s t  
w a s c o s t s a v i n g s ~ a g a i n s t t h e e a p a ~ t o ~ e x w = r t k ~ a n d  
firnctions;. W h e r w a ~ " b l e , o p e m t i d i m p I o v a a m t s ~ s o u g h t a m d ~ O f t h e  
VANGUARD initiatives built around the d fix stzch 

d. A n u r n b e r o f m a j a r p r o g n a m s d ~ ~ w i t h b i a s e ~  
m r r n a p e m n t t i n i t i a ~ , a r a d f b r r e ~ ~ ( ~ i n ~ l - S r h r a l g h  
1-10) were alneady appromi for e x ! c m h  when VANGUARD cxwrmenccd ~~* 

Althgughi twaa;~yadmcwledgeddrat~a l lo f~~t ivesWOUldplrrvc tobe  
fullyexecu~e,V~GUARD'schartadidnibtiacluaierwirsitiagthan. Infactaspaa'al 
A n m y a d h o c ~ ~ e s k F ~ 2 0 0 0 ) w a s ~ 0 ~ 1 t h e A r m y S t a f f t o ~ d  
~ t e c x c c u t i o n o f d # s c ~ ~  Thrrs,VMUAR.Dassrrmsd- 
c b a t r r p p r o v l c d ~ ~ w o u l ; d ~ e c r a e a n d ~ t t r r ? m i n t h e ~ d a t a o f t h e  
study- 



g a w r a t c d b y ~ c t i o n s i n ~ w e r a n d t h e r e a l i g m n e n t a a d c l o s u r c o f ~ d  
btdlaticm. I$deed, the mAin averjlue to cost swings in the GSF is to reduce the 
o p c d ~ l s  and maint-, Amy (Om) accwnt. G i v e n d v c t i o ~ s  almdysumhd in 
other aceants, really hallyhsantial savings are oaly availabbe thmgh masshe reductions in 
~ ~ C l ~ ~ f ~ t i ~ r l i m i n a t i o n o f ~ ~ o r ~ n s , d ~  
in polides and concepts rhat alter the cuiture of the Anny as it has developed over the past 
fifty-. . . 

g. To be of value, VANGUARD d~verables had to be keyed to %be Army's schedule 
for participation in the program and budget d d -  process. Of immediate concern 
was the FY92-93 budget being f i d k d  and submitted to OSD in August of 1990 and, 
later, the extensive changes to the A n n y s  programs occasioned by thc ctmmmnt ah- 
of $2.7 billion in & EW1 Authorizations Act and conduct of Operation Desat Shield. 

a Genaal C a x q ~  To develop ~~ to resfaape the GSF, VANGUARD 
adopted a four phased concept. Continuous comhaticm with MACOMs and HQDA Staff 
praponmts was a key element of the amept. Phases were: 

(1) I d d c a t i o n  of the national and i n t d d  trends I M y  to impact 
the Axmy of the 1990s and 

4 Derhttim d qplicatian of study nrles which led to a set of 
impl~tioaini~~whichwollldmovcth~nnytowardrh~0~1ofthefuMe 
GSF. 



I I 
FIGURE 1-5 

v - u  

b. VANGUARD Qqpawmx s -. 
(1) 1-6, an drt foIlowiag page, d@cB thc *ti= of Rrr,jeCt 

VANGUARD. 



I I 
PrGURE 1-6 

VANGUARD 0 --m . -. 

(2) Project VANGUARD was mwylrrl by a combination of of£ker 

(a) The Office of the Dimxtor included the Director, Deputy Director, 
~ t i u e O f f i c e r a n d a & ~ t i v e d p r o v i d e d b y t h e ~ o f t h e A r m y  
Staff. A legal abhr from OTJM d a hinoacm ham the Center for Military History 
were alw, attached. 

6) T h e ~ a n d ~ ~ ~ T e a m ~ O M t d a s t h e " G 3 " o f t h e  
projcn I n i t i a l l y i t f o c l l s c d o n ~ s n d y ~ ~ ~ t h o d o l o g y , a n d ~ u l e .  
dmwtP==S amtimed tbmghmt the pmw emphsis M e d  to integration 
o f * f ~ ~ t ~ t & r r r s a m i m u h e p t o j e a m m a g e m s f u n c t i e n s . ~ h i s t e a m  e 



was d with a combination of affic~s and civilians with strrnrg badqpmd in 
concepnialvllor~ t h e ~ ~ p m c e s s a u d t h e ~ t i a n 8 P d u s e o f t h e H Q D A  
decisirmrsumJoresystems. 

. - 
(c) The Cost and i b o d c  Andy& Team was eoIllposcd of cost, 

rmnpwer, andequipm~analysts htheofficeofthe A s s i s t a n t ~ ~ f a r  Financial 
MBIIB-~ and the U. S. Army Force htgratian Support Agency. It developed a staradard 
costing ~ o d o l o g y  (Chapter XVII, Appendh lil) and served as the focal poiat fcw 
computation and vaMation of costs and savhgs associated with VANGUARD initiatives. 

(6) Study Teams. The actual research, analysis awl initiative 
d e v e l ~ t w a s ~ b y t w o t e a n t s ~ ~ ~ ~ f o c u s e d a n d ~ t e a m s t h a t  
w e r e f u n c t i d y o ~ e d .  T e a m s w e m < x r m p o s e d d ~ t o s e v e n ~ . P n o j e t t w o r k  
was assigned to the functional teams by gmuphg similar f k t i c m s  fKrm the Army 
Functional I3idona1ymto logical For example, the Managing Idomdm Team 
was reqxmsi'ble fbr evahdng dl policies, pmceduxes, orgdzaticms, missioils associated 
with Infoxmatian -. The HQDA and MAOOWI teams mmphmnted this vertical 
r e v i e w o f t h e ~ s ~ w i t h a ~ e v a l y a t i o n a f t h e c a m m a n k l ~ ~ l l ~ a n d  
interactions between the d o u s  levck of commad. 

(a) T h e V A N G U A R D ~ ~ ~ ~ t o r e p o r t t o ~  
VCSA and Under Secretarg tbrough the HQDA Select Conmdtta (SELCDM). l ' k e h x  the 
R o g r a m a n d B t l d g a ~ t t e e ( ~ ~ g a m a a l ~ ~ C 0 s n m i t t e e w h i c h  
suplports the SEUXHH) became the VANGUARD Gcnaal Oikcr St#rirrg eonrmittiee. 
Inmimrcpwtswrrrprresartedtr,thcPW=and~ddirsctionscrrtghtpli08:~ 
eachSELCOMbriefingZandeatain~~~(eg:ArmyConmrrsrrdmsCea;llncwx 
-1. 

(b) Eady in the pmcess, VANGUARD sought the advice of a smaIl 
g r o u p o f ~ ( t w o ~ ~ l i e u t e n a n t g e n a a l , a n c ~ o f t h e d o r ~  
service). The pempe&e of these s e n k  leadera; validated VANGUARlYs direction and 
Ilcipdsttthcstagefrathefirstmatiagswith~MAOOMrqrrescntetmes. 



15. ~ ~ d ~ ~ .  

a. ThcI)tf~Authonzabon AlndmmSand--and Act 
of 1988 (Public Law No. 100256) estabhhd the nrrhoriCy fa rhc a 
(SECDEF) to charter an independent txnnmidon to gemiar ways fa the Defense 
Department to eliminate installation infrastruaunc. The of the 
~m~thcckrsingof76~ti0ll~(iacl~53d~housingSitt15) 
d ~ o f a c t i v i t i ~ ~ a n d l m i t s a t ~ t e t y 5 7 ~ A r m j r ~ ~ .  Thrse 
Mans are d e d  "BRAC I" witbin the Army. 

and s i t s a v n s e a s . - ~ h e s e ~ t i o n s a r r ~ " ~ ~ ~ ~ m " ~ a d  arethcdihct-t 



Qowuc or nalignmmt initiative that falt within the Arr misses a two-year cyck [e.g., 
FY91), it must a d  the next cycle (e.g., FY93) Woh it am k: resubmid The / l~ti~prohi~~DODfromudng.ng~mchseor~mg00NUSmiliPy 
instaBationsgceptinaccordan#withthe~FYPIAct. T h e S c r e t a r y o f D c f r n s e ~  
r e s u b m i t t b c ~ e n t s . n d ~ ~ e d w i t h t h e F Y 9 1  brdgct (annmoaly 
d d  toasBRACII) t h r o r t g h t h e n e w ~ ~ ~ M ~ i f t h e y a c c e d  
the thresholds of 10 USC 2687. BRAG I and BRAC IU remahed did 

a In 1985, the President cstablishad the Bhse Ribbon Canmrrsaan 
. . 0nIkfbSe 

M a n a ~ t ( P a c l t s a d ~ ) r o m u d y d o u s D O D n a n a p m u ? n t p o i i c i e s d  
p c e d ~ , a n d t o ~ ~ t s .  Thrbudget~,lcgislaivravrrs; ight  
a n d t h e d e f e n s e ~ t i u n s g s t c m f o n n e d t h e p l i m a r g f . b c u s o f t h c ~ s ~  

b. The Goldwater-Nicbnb Dcfrnse -011 Act of 1986 lXlD to 
mrrngthmdvilianaurhcxityinD0D;givemmrnsponsibilityd~~rmihcdand 
s p e c & d ~ ~ r ~ ; a r h n r r r r t h e l e f f i d e n c v o f ~ ~ ; e n d ~ r h e  
management and admbistmtion of DOD. 

~hefim~hdq~ircll~clr198~;rkm~~d~9bgimddbrsinaiq~rfor~0~~~irtll 
Y&arr~ 199101995. T k  -tad d d k  foa drr Anay w9S $12 W h  tiVle 
years. A JImpwer sawings of 10,000 civiliPn end 1,000 rm'titsw spaces was adso 
?P=t=L 

d. n P c I a a j o r i t y Q f t b r ~ ~ p e i t e n r r r r g  . . . t o t h c A n n y ~ ~ C s  
w - ~ ~ ~ t b c A a n y M n a * l - ~ ~ -  
cknrmas. ~vrrrzr!rsardrrQlltnlqpmmtm 

0 .  

the 
--&=* . . * .  txheS-< iIdudd 
k c t a ~ d c m i t i a n ~ - o f ~ ~ r o d r r c t i a n Q f  
~ b o a a s ~ o a t g a t i c n a a r r r q ~ ~ u l f ~ t y c o s t s e n d ~ ~ o f s t a n d a r d  
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ADP systems. When the FY91 President's Budget was submitted to the Congms a number 
of consolidation studies were ongoing (e.g., Supply Depots, Air Maintenance Depots, other 
Maintenance Depots, F i n a n d  Operations, Laboratories and Test and Evaluation, ADP and 
Inventory Control Points). Additionally, a variety of specific changes in legislation that 
would allow dramatic improvements of management of the acquisition system and other 
functional areas were identified to the Congress. 

e. Midway through the VANGUARD Study, OSD decided to transfer all sewices 
Supply Depots to the Defense Logistics Agency and to transfer service Finance and 
Accounting Centers and finance and accounting operations to a new Defbe  Finance 
Center. 

a. tn March 1990, DOD asked the Secretaries of the Militmy -ts to 
develop candidates for future management i m y t s  based on the assumption that 
hamid resources committed to Defense would continue to decline. The eventual list of 
36 FY92 DOD-wide initiatives included a number of consolidations or transfers of entire 
Army missions and cnmmands to OSD or other services. 

b. Consolidations of functions (e.g., DOD and Section six Schools, undergduate 
pilot training, base civil engineering services, foreign military sales management, funding 
of JCS exercises, veterinary laboratories, military construction, military claims headquarters 
offices, investigations, and DOD printing).... 

c. Transfers included commands and functions (e.g., transfer of health care and 
establishment of a DOD Health Care Agency, disestablishment of Military Traffic 
Management Command and transfer of its functions to U.S. Transportation Command, and 
transfer of the investigative organizations to the DOD Inspector General). 

d The ongoing, but undecided, DMR 11 initiatives complicated the work of Project 
VANGUARD, since each VANGUARD proposal had to include a consideration of the DMR 
11 initiative being implemented. 

1.8. ~ManagmvntRcsimI(AMRI). TheDdmseManaganenrReviewIdid 
the Services to examine four crucial areas: perso~l~lel and organizations; defense planning; 
acquisition practices; and acquisition process improvements. The Army concen&ated on 
the acquisition organhations and processes and the logistics processes. The initiatives 
sasmUned the aquisition process, duced laydng, and improved the logistics systems. 
Some initiatives were implemented within the Army's authority, while ~gulatory and 
legislative relief were requested for others, 
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1.9. Review II (AMR 11). 

a OSD required the Array to program additional mmagemmt initiatives in the 
FY92-97 POM. The Anny responded with POM wedge of $150M in FY92 which grew to 
$300M in FY97. The Army Staff submitted twenty-five AMR II initiatives to the Director 
of the Army Budget for consideration as billpayers towards the AMR II POM wedge. 
VANGUARD was assigned 15 of the initiatives to work. The majority of the initiatives 
were in the resoume management, logistics, installation management, ptmonne!I, and 
training functional areas. None of the twenty-five initiatives survived the staffing process 
and VANGUARD had to identify other initiatives to pay the FQM wedge. PBD 945,6 Jun 
91 restored OMA dollars associated with proposed printing savings. 

b. On 16 October 1990, the Under Secreta~~ of the Anny provided the DOD 
ComptroIler 23 AMR I1 initiatives developed by VANGUARD, which saved $106.8M (under 
the $150M FY92 target), but with a cumulative savings of $1.3B over the program years. 
Civilian savings amounted to 3,241 spaces. The Army submission to OSD did not include 
associated military spaces as savings since the Army intended to reapply the military spaces 
to reduce und- in other units. DOD required the Axmy to provide the military 
spaces contained in the 23 initiatives and then DOD included 1,648 military space savings 
and $244.8M in Program Budget Decision 945 for a cumulative dollar savings of $1.2B 
over the program years. A summary of AMR PBD 945 is at Chapter XVII, Appedix H. 

1.10. POM 92-97 FORCE REVZEWS. 

a POM 92-97 FORCE SIlZUCIUE REVIEW L 

( 1  In preparation far the FY 92-97 POM cycle, a small ad hoc Army Staff 
task force was charged to develop alternatives to downsize the Army and ensure that near 
term budget decisions werr! in consonance with the long term strategic outlook The 
reduced threat of a war in Europe and longer warning times, as well as deciining resources, 
were the impetus for a revised vision of the Army's program in the 90's. This group 
developed a force structure ramp for the Army to transition to a smaller, more CONUS- 
Based contingency force. The steady state Army was viewed to be -tile, deployable and 
lethal consisting of a mix of light forces, heavy forces, and special operations forces spread 
between active and resenre components. 

(2) Military end-streqh reductions of 135,000 active spaces and 131,000 
reserve component spaces were! planned over the EYSK)-FIS)S period, An accompanying 
duction of 33,600 avilians during FY90-FY94 was also programmed. The force structure 
adjustments proposexi that facilities to be dosed or maligned and those impacts are 
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reductim of 33,600 civilians during FY90-EY94 was also pmgmmmed. The force structure 
adjustments proposed that facilities to be dosed or realigned and those impacts are 
commonly r e f 4  to as Base Realignments and Closures XI (BRAC JI). Proposed 
inactivations included 2nd Armored Division, HQ 4th U.S. Army, T m p  Support command, 
and 1st ClDC Region Headquarters. The 194th Annored Brigade and the 9th hfhtry 
Division wem downsized; the 7th Infantry Division was relocated and Fort Ord closed; and 
Health M c e s  C o d  was converted to a Medical Command under the Office of the 
Surgeon General. Two tank production facilities were t-ted. Six anunmition plants 
were laid away and one ceased production and was leased. Red River Army Depot was 
realigned. Sacramento Anay Depot and Fort McCleUan were closed and Fort Gillem was 
wannbased. All of the above wen? proposed to the Congress with the submission of the 
Defense Department Budget in February 1990. 

b. POM 92-97 FORCE SIRUCNRE REWEW IL As the POM cycle progressed, 
d t s  of the initial force s t r u a  review were refined and expanded to include additional 
reductions. Manpower reductions were largely non-specific TDA reductions passed to the 
Major Arzny Commands. Specific reductions were defined for Field Operating Agencies, 
Army Management Headquarters, and Joint and Defense units. Dollar rrxluctions were 
made to JCS Exercise funds, RDA modernization, flight ldnhg, Reserve Officer Training 
Corps, infomation m a n q p m ~  nrppon, second destination trampomtion mm; central 
supply, O&MA civilians, and minor construction Army. 
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2.1, GENERAL 

a VANGUARD'S strategy was underpinned by the following: 

- An early and comprehensive evaluation of the c n v h ~ ~ ~ l t  and its implications 
for the kmyof the future. 

- Devdopmcat of a VANWARD Vim of the f i  Army. - Incorporate changed missions, policies, concepts, orpnbtbns. 
-Providoafameworkonwhichtobuildmajorini~ 

- incorporate emerging MACOM plans where possible. 
- Conduct all work in the open and in coopaation with MACOMS and HQDA S@ Agencies. 

b. W d  Plaa VANGUARD was conceived as a two phased study. Phase 11, 
however, was hrther subdivided as shown in figure iI-1 below. 

I STUN SCHEDULE 

JUNE JULY AUQ 6EP OCT W O V  M C  

pisme n-1 
VANGUARD Work Plan 
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(1) PHASE I commenced on 24 April 1990 with the arrival of a small group 
that would become the nucleus of the VANGUARD team, augmented with selected subject 
matter experts from MACOMs, the retired community, and the analytical community. The 
primary focus was on preparing the groundwork for the actual study effort. This included 
three distinct tasks: 

(a) Administrative ammgements for study support including building 
space, budget, tramportation, information management plans, and personnel assignments 
were developed and coordinated. Highlights are discussed in CHAPTER XVII, Appendices 
17K and L 

(b) M o p m e n t  of a study methodology and work plan (including 
necessary training for analysts). 

(c) Defjnition of the environment in which the Army will operate in 
the 1990s and the implications of that environment for the organization, missions, and 
functions of the general support hrces (GSF) of the Amy. 

(d) Development of alternative policies and an initial set of rules to 
facilitate consistency of approach among study teams. 

(2) PHASE I1 (conduct of the study and development of recommendations) 
commenced on 15 May 1990 with the anival of the main body of Project VANGUARD. 
Major elements of Phase I1 are summrhed below. 

(a) Concept Review. 

1 Work done in Phase I was reviewed and the principles, concepts, 
methodology and study rules were refined and validated. The product of this effort was 
briefed to a General Officer Working Group (GOWG) chaired by the VCSA on 22 Jun 1990 
at Fort Belvoir. A summary of that meeting is at Chapter XVII, Appendix E. The primary 
result of the 22 June GOWG, was ratification of VANGUARD'S work plan and the 
conceptual underpinnings of the study. 

2 Orientation and Training. 

a Concurrent with the concept review, the initial two weeks of Phase 
11 included a round of orientation and update briefings by key members of the Army Staff 
and selected MACOMs. With the exception of the Director, Deputy, and members of the 
Zoecepts and Integration Team, few of those detailed to Project VANGUARD arrived with 
the broad working knowledge of the Army's total program (POM 92-97, BRAG, etc) needed 



to d u c t  the project. In addition, although team members pmvd to be subject matter 
expe~ts, few had the aqdmce in face integxation and rmpwe!r and fiscal management 
needed ro udemtmd and in- the available Army data basts and d d c m  support 
systans. Thaefore, a training program was Wuded in the Concept Review Phase. An 
aggmlsivereadingprogramwasalsorequiredto~ 

. . project members with the 
ev01uticm of rhc Annfs qankation and the methodalogy and finainns of pitst significant 
studies. See Appeadix 17C far a b i i h y .  Additional ti.rrining was conducted in use 
of the ADP systems adable. 

h-l==v . . 
Awsmen~ Between 20 Jun and 13 Aug 90. An initial 

d e w  of xuizsio~ls, functions, and orgdzatioi~~ was conducted; primary study directions 
w e r e d e t ~ ; a a d b r o a d P O M a l t ~ t i v e s ~  Attbeendofthissubphase, 
VANGUARD delivered its first product - a set of mmgenmt inithives which could be 
used to offset the 150 rdllion dollar mftnacrement initiative wedge in the FY 92-93 budget. 
Alternative totaling 228 rrrillion FY92 and 608 million d o l h  m FY93 were presented. 
During this phase, VANGUARD c k d q e d  a "vision" of the future Anay and presented it 
to the GOWG on 27 Jidy. This VANGUARD V'kbn (chapter 3) becsme the backdmp 
againstwfrichallemcrginginitbtivesweremeemrrd 

r Betwcar mid August and the end of October* the broad initiative 
thrusts devtloped in the ptcliminary assessment were nmnchd with MACOM planss 
developed into a set of alternative amcepts, policies, and organhations which were 
consistent with the estab&hed VANGUARD V i m  Implementing initiatks were 
developed and coonEnated with the HQDA Staff and MACOW. The GOWG met twice 
draingthispeIiodtoTeYieWanaginginitia~, (seeChapterXM,AppendixE). This 
phase ended with ratbxtion of the VANGUARD d k t i o n  by the Senior Leadership at the 
O c t o b a A n n y C a m m a a d e r s ' ~  

The month of November and early December were pmgmmmed for 
finat coodination af VANGUARD'S remmedations and prepamtion of the final rcpart 
whichwastobesubnd~on14Decemba. Tworaajortventsdhptedrhis~ofthe 
schedule. First, OPERATION DESERT SHIELD became the Army's top priority and diffused 
the f o a  of senior txxmmdexs and st& pllindpals that VANGUARD had previously 
Q I ~  Sccand, Tfre FY91 -ti- Act (PuMic Law NO. 101-510) 
the Arany $2.7 Won d o b  his than requested by the Pddem. The implicatiuns of this 
shuitW projected into FY92 and beyoad awed VANGUARD to be teqxmily diverted 
t o ~ t h r ! ~ s t a f F w i & ~ a d d i ~ l k e a r ~ g m s e v i n g s . A l ~ t h e h p a r t w a s  
~ d i n b r i e h g s f a r b o t h t h e ~ o l F S t a t r a a d S e a e t a r y w a ~ u l e , ~  . . of 
~ - ~ r q ~ l a r - d e l a y c d b y - c h i r t y d a y s .  
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V ~ G U A R D b g a n ~ p r m c r s o f ~ i s ~ t i ~ ~ l ~ m r h A n n g S c a f f f o r a C t i m  
and bmqxmtion in the progrrm. The Director of Program and Emlamtion 
@PAE)willorchcsaatethiseffortandwiUeasddddhVANGUARD 
to provide required continuity during the d t i m  fiwn sndy to Errmrion 

a -. To arrive at a useful and coherent set of hkhths for d- 
the GSF, it was first nccmary to determint the implications of a chsnging world 
environment. From them, VANGUARD daivod new policies for operating and managing 
theGSF. SmdgnJcs ,baPedmthsepol ida~rhmapp~tobui ldamoddfarrh 
GSF that accounts for missions, mourns, compts and policies in a I.ealisric way. Figure 
11-2 autfines the r e l a t i d p s  of these elements. 

I 1 

. . Figtm? n-2 
DeBlmmnabth?:GSF- 

T h c ~ ~ ~ w o a k w c r s ~ b g ~ V ~ G U A R D ~ ~ d ~ r i o n T c a m  
~ b y a r r r i r r d g r n a a l o f f i c c r w i t h h d m r d y a p a i c n c g ~ ~ t i i o n i m d  
rrsouta managmat experts from USAREUR and WESTCOM (now USARPAC), and a 
d~~mmbardeveloperfmnTRADOC. AssistanccwasalsopmvidedbyatcambyRANI) 
Arraybandinfrrrmati.onwrrs~ded~variortsArmgs'ltaffAgenciesdthe:ArmyWat 
College. M ~ l o g y a n d f i n d i n l n s w r r r T C Y i C W t d b y t b r ~ ~ t s A n a l y f i s ~ .  
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civilian sources were reviewed for potential @pact on the U.S. Defense establishment in 
general and the Army in particular. This was a particularly difficult task because the world 
situation was in a state of &most uqmcmhted turbulence at the the. The Berlin Wall 
was down; Eastern Europe was in turmoil; the Germanies would soon be reunited; the 
Soviet Union was undergoing massive political change and, within ninety days, the U.S. 
military would have begun its largest deployment of forces since World War I1 
(OPERATION DESERT SHIELD) in response to the lraqi M o n  of Kuwait. In that 
en- VANGUARD distilled a large number of apparmtly signiscant trends to four 
which seemed to capture the essence of the envinonment of the future fw the Army. 

(1) Threat associated trends. 

a Two major sends linked to the changiplg threat en*-t were 
i d d e d .  From these trends, multiple implicadons for the Army were derived and each 
of fkse implications led to several implications for the future TDA Army. 

- T h c ~ ~ t h r e a t i s ~ . . .  
-soVi~t/w~Pactthreatisdccl ining. .  
- Warning times are increasing., 

- U. S. interem are changing in a multi polar wori 6.. 
- Importance of Third World in-.. 
- Litde change in warning time.. . 

b In general the implications for ;the TDA Amy focus on comlida- 
tion, emxmny and &e for m t e r  e~cienq. opportunities for cost savings are 
clearly evident (because of the drastically changed NATO situation) if the! Army am 
ratiodize its cultural appmach to concepts, policies, orgmhtion and management with 
changingeIlvironment. 

(2) Threat indepdmt trends. 

Two major trends were identified which are independent of the 
threat and are related to changiqg demographics of the U.S. and the changing attitudes and 
expectations of the Andcan people. 





set is mare closely tied to of the Army a d  its nsoums. These VANGUARD 
poiicy xeammdatio~~s are shown in figures II-6 and II-7. 



each funaiontll ms (e.g., treining, 2zmdng7 equipping etcl. A ~ e t e  list of these 
ruhs in at Chapter XVII, Agpndk G. Figure 10-8 pravidcs a qmiamtk example of the 
dcrivationofntt~~, 

(1) At the end of P h  I (15 May), mds and implications had been 
f i d k i  and validated in dhmshs  with s e v d  senior activlc and d m d  general ogicrzs 
andcivilians. A n ~ s e t o f p o l i c i e s d ~ h a d ~ b a n d e r i v e d .  Rrfiaemrntand 
~tionofthcsepolisiesandruleswastktrtmsirion~PhaseIf. - 

(2) R%ti6doa C ) n 2 2 J t m c t h e h ~ a g y ~ a b o v e  
dtlathsu3tingtrcnds,imp~aadrrrleswleh~edmtheGOWG. The- 
and product were ratified with minm - which have been hqorated.  

(1) ~ b ~ a n ~ t e ~ f w e n a E g s i s ~ t o b e a ~ c a n t  
chdhge. The bmdth of VANGUARDS &anex (which included nisi- functions, 
===l--d d i c t e t e d t h t = d T h e ~ -  

. . 
-Systan a 



CrAADS)asthcprimrrrydata- T M D S i s ~ A n n f s ~ a u d r o n z a t l o n  . . dm base 
h u n i t s a a d r e f l c c c s t h c H Q D A ~ ~ w i t h ~ a n d c q t r i p m e a t  
authceizah pomaytd at a very fine graiped level of detail (eg., by fhdon ,  cost 
aceom& grade, MOS, etc). It & the only HQDA data base that lxandates the unit's 1.aission, 
rrswrres, and methods of operation into an . .  construct. 

(a) in gcwral TAADS ody rdkts tk cunmt unit structure with a 
limitedviewofthefutureatbest. Tbus,itwasmxesarytodudyrelatetheTMDS 
s t a r t p a i n t t o p r o g r a m a n t d ~ ~ ~ e d i n c r d r r r s y s t a n s o o ~ h h c  
oqadzation and hsourdng of mrits over time. 

(b) 
. . thtpaceofcvmtsd\lringthe1989ANDl990had 

simply outstripped the to doammt dedshs md ncmeile its mddple 
databascs .Tharwaedmri f irant~ktw#ntheFar#Acowrrt iagSystrm 
( o f f i c i a l ~ a f d m e ~ a s i t i s a n d a s i t i s ~ e d i n ~ A r m g ~ ) , T A A 1 3 S ,  
and the Progiam rrnd Budget Gtoidance. Tbae d k c m e a  . mntimwA t b u g h  out 
VANGUARD'S life and rcquirsd a ccmthcm nmdMma pmass. 

(c) Near the conchdon of the study VANGUARD obtained access to 
an updated TAADS file in which MACOMs had capnthd (d OXSOPS had approved) 
pmriously undocumented program cbnges. All VANGUARD i n i t h b  were campand to 
tbisncwbtwibeanddctsrcsolad Adetaileddesuiptimofthisp~oecsisatQapter 
XM. 

(2) hitid Amsment The GSE' was kmatoxM by Anny 
S ~ C o d e ( A M S C O ) a n d b y ~ w o z i c a n t a & ( S W O C ) .  Tbhapprogch 
~ d e d t m r ~ v i c w s o f G S F 9 t n i c t m + . T b r ~ Q f i n a d t f r r G S F b y c o s t ~  
( t h e ~ f o r t h e w a y t h e ~ ~ ~ ~ ~ # ~ f ~ a n d ~ t b e i r t t s c t o O S D a n d t h c  
Ccmgms)whiktheddqktsthrCway t h a t ~ h a v e b e c n a k m t e d t o p u f b r m  
bcficms ofthcTDAArmyasdesakdmthe ArmyFtnactinaal- @APAM57& 
5). B a s c d c f f l t b i s ~ o a y , ~ t h r f o r # ~ t O f O f b t f \ m e t ~ f o r  
-= 

(b) zqpe II-9 shows the 4bebthl of Imnpmm rrswrrrs, to 



(1) VANGUARD'S visiun ofthe gene& support force required to support the 
d~~,moru3CONUSMAnmyof~futurr!~derivled~ghanit~tiveprocess 
that began with an assessment of the VANGUARD mission statement and definition of the 
scope of the effort. . . 

(21 AsdiscussedinChapter i ,~pgsts tudiessuchas~FASTImd,  
more recently, ROBUST, VANGUARD'S mission was not driven by the need to fix a major 
dysfunction or design a more efficient system. VANGUARD was chm?ered to find ways to 
reducecostsandtodothatbyexamhbg m i s s f o r t s a n d ~ m ~ e d ~ t h e g e n e r a l  
support farre and validating, eliminating, ar mdiijhg them. The scope of the effort was 

broad. VANGUARD examhed the entire general support force: fiom dctzdrnent 
level thugh HQDA d jobt/defense agencies. 

(1) As dkmssedmderai lm~ter  II, Nationalaad~arionalinflue!nces 
and trends were h e w e d  for impact on defense priorities, ins,lications fbr the they as 
a whole, and implications for the 'IDA army m p d c u k .  Tfds review produced a set of 
"dwtxid" guidckes for TDA qanh t i on  and operatian, idendid 
principles, and ddefUned a set of study rules to guide ezmkdon of both oqpnhtiobs d 
finlcTions. 



(2) Thtoughout the process, the Army's six iarperati\w and tfrrre vectors were 
usedasscandardagaiastwhichrerittsw~tobemeasured. 

(3) E s t a ~ o f t h c J ~ p o l i ~ t e d m d c Y e l o p m e n t o f a n  
argdmtionalmodd. T h i s m o d d w r a ~ o p d r n d a c r i k p v b t t h e g e a a a l ~  
fonwofthe~wwldbeifrrdesigncdandficonfigurcdbascdon~on§,fimai~ 
aadfarassapparttdinarthhdy crmirr#mnent. - lksc  products werz mt 
d e v c b p e d f o r d m d ~ s o l n a s a f o l e e r  It~aracmccptual- 

m-2 a 



br~onwirhSenior~nnyleadcrs .  But,onaeagffed%~bythcAnnyS&~LAader- 
ship, this Wan was to become the yard&& for measUriag the. utility of VANGUARD . .. . 
mrtrcrtnres, as well as e&&g orgadzatiiw, missions, ~ ~ ~ O I I S ,  polkics, and pnxedures. 

(4)  hit blueprint was d&d@ and presented at th 27 ~ u l y  90 General 
OffiQer Working Group meeting. The resulting VANGUARD \TiSon p v k M  the ihmework. 
h e q h g  initiatmcs were arrayed witbin this vision and evaluated.fbr consistency, logic, 
d applicability. 

(1) A prerequisite for developing a 
vision of the fume TDA Army was gahbg amemus on a waking defmition of the 
" ~ 0 f t b c ~ n n ) c ~ ~ ~ r e l a ~ b a w c m t h w a f i s h t i n s a n d g a m a l  
s u p p o r t h .  A l ~ w e t e n d b o t t \ i n k d t h C A ~ a h n m t d ~ a s a w a r f i g Z r t i n g  
fbrre, arrvitwdhisaolyindicatesthatthe U.S.Arrsyhas beenmbstantlall . y i n w M  in 
-ti091 brribding, hummmm, and other ggeaal mififrW smkes (cg, en%incering, 
d d , s e c u r i t y , e t c . ) d a w g h o u t i t s ~ .  I n k t h e w  * m u t f o c u s ~ ~  
a n d ~ o f t h e ~ ~ - f i v e q n t a r s ~ ~ b c c n u n i ~ ~ ~  F ~ I i i - 3 ~ e s  
thccarmpansntsofthcAnnysrolcd~natrrreofits~~witbrhc~caa 
pcopl~ 

(2) The Esemce of the TDA 
Atmywmtbm- f l & c c m # p t u a l ~ a f t h E ~ s u p p o r t f o r r r ? s a r r :  
coasimwwithh ~ ~ W ~ d t h c ~ o b ~ A r m y t o ~  
man,equip,traia,~~~aad~dmcfi#re(lOUS.C,~3013). Under 
~ t e r - ~ ( D O D ~ ~ A s t u f 1 9 & 6 ) ,  tlmmiybMundaSavia 
c a n t r o l a n d m t a s s i g n c d t ~ , ~ - i n ~ d = t h O S C h ~ t o ~  

~ . . i n t h + A r m y , 6 # ~ s u p p o r t d P r a a  ? % u s V A N G U A R l Y s ~  
isrdnfonsedby-- Fig\arLD4displagEthcF_'aranofthCTDA~~ 





I ESSENCE OF THE TDA ARMY 

(1) Role of the Gmeral S u m x t  F-, The requirements of TDA Army of 
thefunvecanbed&adbytwocoaapoamts. First,thetradhidro1esoftheansyas 
a whole indicate that the need to support both rapid d e p m  in amhgmaes and 
p r o v i s i o n o f g e n e r s l ~ s e r v i c e s i n t h e U ~ S . a n d c r v e r s e a a w i n ~  Serondtht 
s p e c i f i c r o l e d t h e ~ s u p p a r t h 8 s ~ t 0 ~ o f t h e ~ s ~ W t i e s  
provides the defsnition of the TDA Axmy's primary fundom. As the VANGUARD Vision 
e m e r g i e d , i t w r r s ~ t o ~ d ~ @ d o f ~ ~ r m y i i t ~ a t ~  
authorized sire@ level§ and di&ent ppolitical situations. Additional&, the cunent 
Armyqanimtionwas compared tothe Navyand AirForceto ~ ~ e s a n d  
d i f f ~ i n t h e w a y t h e ~ c e s ~ ~ ~ ~ t o a c e < r m p l i s h s i m r " f a t ~ ~ ~ l ~ a n d  
functions. &eirrwtheDepammaeallevd,ttrcreisa~~ti~~~berweentheServices' 

O f ~ t o ~ ~ & t o ~ a n a l m ~ ~ ~ s e e  
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(21 ~ t i o n o f t h e A n r r y ~  
to a c c e e  I % a b U  of U S .  R3rce5 
Cammared {as a Spcifkd Command 
[MAWMS), aletimian of U.S. atmy 
&tiondUS.ArmyResernColnmsndarrtturcramt 

d e s ~ ~ ~ l r m ' ~ f a r h w a y h A n n y w i l l d o ~ i n r h e f u ~ W h e n  
Project VANGUARD began, the Army had sixteen MAC30hrds. Sevea were Ckmpmmt 
Canmads of Unified or S@ed Commands and nine were functional MACOMs which 
supprttheAnny. D u r h g t h e c o m s e o f f h c s t u d y , U S A ~ a n d U S A R J ~  
combintd into USARPAC which reduced the Army to fifteen MACOW. Current Orgaai- 
zationandhct~csaresSunrvnatFigureIII-6. Thiswasthebasecaseagainstwhich 
albnnative "ui&d"'- 



agtndes) led to still mxlre Headquartm growth. 

(a) Ultimatdy, both HQDA and MACOM staffs bscam so pond- 
in && operations that matrix mana-t became the rule for high priority initiatives and 
the fmmai staff pmess was largely relegated to routine, lmeaucratic actions. The 
activation of- functid MACOMs (1% CtDC, INSCOIUI, HSC) avler the last 18 years, 
inar?ascd the Army's ability to focus and control aitical misshns and fundolls but served 
to rurth&r iwrease overhead. In addition to fiften MACOMs, there are over two hundtxd 
field operating agencies (HQDA) and activities (MACOM) which participate in the 
formulation and promulgation of policy or execute programs. 

(b) hstalhtion manngememt and &SOPS lacks a clear champion at 
HQDA and MACOM levels. This has d t e d  in consistent Mderhrading, a detezhmting 
physical plant with an increasingly Serious backlog of maintenance and repair, and wide 
variatio~ls in the level of support provided to the Army family amcmg hstdlations and 
commands. 

(c) Both active and res;enne cmqxment soldiers continue to perreive 
inequities in AC/RC and msour&g. While great strides have been made in 
~RCtraining,equieqtlipmcnt,~tlesd~ts,the!~campcmentsare~ 
not~vledasequalpartwls .  T h i s h a s l e d t o d y & m c t i d c o m p e t i t i o n f o r ~  
and Caqmsional action (specific guidance in authorization and qqqnM01ls bills 
ccsmcenningstntchlre,resomring,audmwnIlnddcantrP1). 

(dJ The plifhtion of infixmatian management systems has not led 
to the expected reductions in M. Rathn, introduction of these systems has led to 
~demandsforddeddec ishsuppart infanaarionand. th isnew~teof ; l se t  
antiapad savings. 

(4) VANGUARD Ihcrkm. Assessmflart of the current orgabti011 a d  
Feview of evolving VANGUARD policy ndimed the directinn in figure 
m-7. 



c &txmtk Vbiont~ SNeral alternative organhatid models were developed 
a a d t e s t e d a g a i r r s t t h e ~ ~ ~ ~ d e ~ ~ l ' b e d a n d ~ s h o w n i n ~  
m-8. 

(1) J % e W C X Q S M O D L  n h e r i r s t a h r m h e & d e r e d ~ a ~ t . ~  
Cyde Mod# (figure III-9). This aVprwrch is based on the assessment d m  the gameral 
supportforceisprimerityeancancdwiththelifctgdemanaganmtofpeoplc,placs,d 
t b i q ~  I n ~ t t h t A r m y S W # w l d k ~ . t ~ a D C S O P S d ~ ~ )  
~ ~ t h t h c ~ c o n r m a n d s ) d ~ C h i C h i c f s o f s e a f I ' f i i a P e o p l e , ~  
a n d T b h g s w h o w o u l d p r o v i d e d # H Q D A ~ f k t b h e ~ ~ ~  
MAQOMs. E e c h o f ~ ~ M s d t & c a k ~ ~ c r a d l e t o ~  



of the Cammad's accession &tion; Cadet Camansnd and USAREC would k 
d i s e s t a ~ a n d t b c i r f a m c t i ~ o f ~ o f i i e e r r . n d ~ e d ~ d  
accompWinanewstrrsmlinad 

. . T R A D O C a n d H S C w o u l d b e ~  
lished and mcir program nstmd?-Ic Comrmnd S b i k  logic would apply 
tothenmagemmof ~ r i a n r r m d c r P k a a C o m r m m d m d ~ ~ r m d a l h i t l g r  

wm YI 
-m -- 
w m  - -- 
am- u 
m a n  mr( 



(21 Althwgh this d t w t i v e  add 
reduce the Amy to seven MACOW and fmdomBy align the general support force and 
HQDA, it prond to be limited in the nansitian from broad conapt to p d d  
iqhnatati~11.  For example, disesta4shment of TRADOC would leave the oombat 
develqmexm process vroithout a logicel hame since it crosses dl functod l i ~ ? ~  and 
!?cmmbgvcryclosetothecurrcntdraining~wouldhavetobc~ie8tedMder 
the People Command. VANGUAR13's assessment was that the combination of turhhe 
rtquired to execute and the m l y  broad resulting spans of control would be d m -  
I t w a s h ~ d t t o v i s u a l i z e t h e d m o f c e r r a i n ~ ~ ~ ~ ~ s u & a ~  
int- under this concept 

(31 DUAL HAT MODEL. The second concept cansidered is the D d  Wat 
Model which features a straight fiae ~~ between the Army Staff principal a d  the 
M o d  MACOM. The Army Staff phcipd is dual hatted as the txmmader of the 
functional MACON1 to which he is digmd Although the MACUMS wen initidly life cyde 
bastd, consideration was @en to the amhued need fix a tnd.lling  ti^ Thus 
TRADOC was kept. Additionally, the national hdigence mission d t a t e d  
an inteU@mx command to ensure that the Ansy could acamplish its obligations in this 
d t i v e a m .  Bydualbattingthecamnraaderasthe~paldo~,theAnnyStaff 
c o u l d b e ~ a s t h e M A C O M s t a f f s c o u M d o s a m e o f ~ ~  inasfessingthis 
a p p r 0 8 c h i t w a s o b v i 0 ~ ~ t h a t t h e ~ ~ ~ ~ w o u M ~ t e m u c h o f ~ c r o s s  
smffturffighe6whichoccratcxiay* 
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Addiiimdy, &cer;hedprindpaland t h e ~ ~ w a s o n e d t h e ~ a m e ,  clear and 
timely guidance to both the Axmy S M  and the MACOM would.be asnmd. However, 
three ~~ wen idrntifkd. Fist, the Army l e a d d p  would lose the independent 
s~sasmmt provided by rhe st& principal. Seaolld, the span of control would be too large 
forcmepexson. F S y ,  theChiddStaffofthcArmydhaPctodedwithrhe 
deputies muchof th time since thc commanders bythenatme of W j o b  would be out 
of town hquently visiting their elements. 

(4). me FIGHTING FORCE MOD& The Fighting: Force model is 
most closely aligned with the Worid War 11 Amy. It organizer the force along manewer 
k e  type (for example, heavy, light special operations) with a d t i n g  seven MACOMS. 
Each of the commands would be I.espoasible for the training, mmntmmg 

. . .  , doctrine and 
design of their mganizations. A very krge Services Chumand wwld be nsponsible for 
n o d  support missions of people, places and dings. 

6 Thc VANGUARD VEsiaa The nz&ing organbatid vision (&un III-12) is a 



tfw~dfocusoft)telifecylde&el,andFetainsTRADOC;andINSCOMin~ 
cwrentmles. L i k e t h e l i f k c y c l e d e l , t h t t V ~ G U A R D ~ m & e s B A S O P S a n d  
~ t i 0 1 1 ~ t a p r i m a r y ~ o 1 1 w h i e h c a n c ~ t e w i t h o t h a ~ 0 1 l ~ m a  
level plPryibg field for remims d pr ides .  it ah envisions more fully integrating the 
upemion and support of the three eomponentr (egg-, merger of PEMCOM, ARPERCEN, 
GU-CEN). 
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C l )   PO^ USAREUR, USARPAC, AND USASDC remain as component 
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(3) TRADOC retains its current missions and funetians but is reduced 
significantly and both ofganhtio135 and missions are zwliped intendy. 

(4) A new P& Command is created which absorbs the thnee existing 
personnel centers, USAREC, Cadet Command, most of HSC and the majority of the 
personnel related fidd operating agencies. This command becomes the life cycle manager 
for soldiexs and civilians of all compoaents with the exception of the trainity! function 
retained in TRAMX. 

(5) A Services Command is established to own and operate the Army's 
installation world-wide. This establishes BASOPS as a priority mission and provides for 
improved reso*, d opatiun and maintenance of Army facilities. To bring the 
necessary focus at the Departmental level, a Deputy Chief of Staff, BASOPS is established 
on the Army Staff. Establishment of Services C o d  provides major savings in 
manpower and economies of scale m BASOPS accounts. In addition, W c e s  Coxrunand 
absorbs a variety common user frmctions which facilitate the disestablishment of HSC, E X  
and CIDC* 

(6) Logistics Command is a downsized and mqanhed AMC in recognition 
o f O S D ~ e d m i s s i r m c h a n g e s a n d A M e s p l a n s f b r ~  . . MTMC is eliminsted 
and its residual army functions are ndgned to the Logistics CommmuI. 

(7) The nature of Army and National inte&eme operations continues to 
require a MACOM HQ. INSCOM is d x a a i d y  downsized and its opatiolls stmdkd 
All ODCSlNT field operating agenck are absorbed within I N S O M  and missions are 
d g n e d  at a significant red& in resomas. 

(8) Headquarters layers such as COMlSAs and TRADOC Integrating Centexs 
are eliminated for efficiency and remme smiqp. The mhhsbip between AC and RC 
cmqoncnc~ of the wa&$&g farre is d s & m t U y  and RC general o&icn 
c~dsamheaviiy~oatopmcfbanaMitidmisskmscmsistentwiththefurme 
posture of the Amy and anticipated world si?uation. 

(9) T l l e p s o p e r ~ o n b e r w t c a D c p a r t m e a d a l ~ ~ f l ~ c e f e s ~  
policy, prioritization, and lrsouurc a l l d o n  and the MACOM fbaions of rnissitm and 
program execution are sharply d e f W  This allows edkkncies and &tian of medtead 
at both levels. 



4 .  

vANGum=m-rn 
V ' A R D V L S I O N  
15 Dcoemtra 1990 

(1) VANGUARD'S Vim was first presented to the WSi and the Gerrrcrral 
~ c e x W o r k i n g G ~ o r 1 2 7 J U t y 1 9 9 0 .  I t r e & v d ~ @ a n i n t h e ~ a a d  
W i ~ H Q r l A a s w c l l a s ~ ~ ~ w i t h i n V A N G U A R D b e t w ~ h J ~ a n d m i d -  
Onober. During this same period, Operati& Damt Shkld, rhe lsrgest U.S. militpry 
d e p ~ t i n p a a c c t i m e , ~ a n d s a m e ~ ~ l d ~ e r e 9 h n < r s t  
bmedhtety extrapolated to Wd of the VANGUARD V"* Although the 
long tern applicability of these early assessments remains to be seen, without q d 0 1 1  
Desert Shield quickly became a signhmt measure of dcctivmcss of the VANGUARD 
V ~ o n a n d ~ d e d ~ r a t i ~ e f o r t h e s t a t u s q u o ~ t h a n s u b s t a n t i a l ~ i n ~  
Ansy's cultwe. 

(2) An amdgamatiaa of field input and VANGUARD'S continuing 
and nesearch led to this amesmem 

- W68lAUTIAL MMYPOWER RElNCTlONS W U  # TAKL# tn AYHA 
AND Pm8 

- OPICICglcm NlrPrrr snluo ~~ usan POR COmtWMD 
ReOtONAL AC LU#eOlPT OF RC FOR M-QW JN THE NEAR TERM 



accornptishthcirfim. G i v C n t k e n e a d t o m n o v r t h i s ~ ~ o f ~ ~ ~ ~ ~  
ftcm tk cannpt, ;it b#.8me difhcult to m r i d  t h e . . a b l i s w  of the 
Md MACOWls rtiminatd in the V i a  Absent a Senrices Command to absorb many 
o f ~ c i o m m o n u s e r f u n c t i o a s l t f e ~  ~ t i o n m ~ n a n r n r p a t i h m r t i o n s ~  most 
~ t l y - ~ e g i c ~ t i m h s c r n b e a e o D r n p l i c h e d b y a c c l r m l a ~ ~ o r  
conrmand. ThereforeISCwasl~~tOTBdtotheVision. Likcwise,MDWwasaddedto 
mntiatc its missions in support of the N a t i d  Capitol Region which would have parrcd 
to services Cammand. 

( 4  Subordination of the medical community to PERSCOM proved unwise. 
T h c r e w e r e n o ~ t l ~ s a ~ t o b e ~ ~ n d t h e S t a g e o n ~ s d ~ t  
t o r r d u c t i o r u i m d ~ t d b n h O T S G d H S C m a p l s m r e d m n g e r o f t h e t m ,  
organizations. Furthers f r a p e d q  the medical ccnmmdty or addkg a cDIIlmand kya 
for the sole purpose of dimhating a MACOM headquarters appeared to introduce a risk 
to the operational medical capabilities. The mMed Vuion includes a Medical Colmnmd 
d e r  direction of a dual-hatted surgeon general. 

(5) Relatively minor adjwtments were made in PERSCOM. USMA nrmains 
a separste m o p .  Ceda ~onnnand was a i g i d y  viewed as an officer a d o n  
~ t i ~ ~ ~ w h i c h m a d u m d t m i n i n g a s a s i x o m b y ~ i n d i n d s v p p o a t o f i ~  
b@mqy mirscm - officer d o n .  Thus, the Vim c a m W  USARliC md Cadet 
Cumxmnd rmda PERSOOM. Field review established the primacy of Cada Cammanss 
aaiaiDgndEdonanditthedbre~inTRAWCinfh&Vidon. 

I &  
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(1) The revised Vim 0.IGUR.E III-14) is consistent with all of the trends, 
implications, prlncples and policies which led to the VANGUARD Direction and the original 
VANGUARD Vim but it a&mwiedg& imporrant field considerations which became 
visible during the staEfing process. 

(2) Consensus of the Army's Senior Leadership on the thrust of this revised 
Vision was obtained at the 1990 Fall ccmmaders' Conference. Therdter, all VANGUARD 
initiatives were arrayed against the backdmp of the Vision and it was used as the first . . .  chammator in evaluating possible recommendations. 
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(a) Thc current hdqumm orgmizah beaces its general construct to the 
National Sccudty Act of 1947 which estabhkd the Depmmm of Defense and the 
Sewices in their cment d a t i d p .  HQDA whed through a series of changes to m e t  
s t a t u t c w y g u i d a n c e a n d r e ~ ~ c a u s e d b y ~ f o r c e s i z e s , v a r y i n g a r r s o f  
modemhation, and the demands of a chmging strategic environment. 

(b) Most recently, HQDA organization and functions were sipificamly 
changed by the Goldwater-Ni&& Depammm of Defmse Remganhtian Act of 1986 
(Public Law No. 99433) which is commonly referred to as wGoMwater-Nichobw. The FY91 
N a t i d  Defense Authorization Act also mandated a twmty percent redudon in miming 
levels in the Defimse -t's mzmgcm~ headquartem and support activities which 
include HQDA staff, as wd as MACOMS and selected other Army hedprtcrs. 

a [a] Goldwater-Nichols reduced the 
HQDA Staff from 36S3 military Emd civilian authorizations to a statutory ceiling of 3105. - 

. It specitied that not more than 1,865 ofibm of the Anny may be assigned or detailed to 
pennatlent duty in the Dcparcment Headquarten (Office of the Secretary of the Amy and 
the Army Staff). Currently, there are 1240 officers, 86 enlisted and 1779 civilians 
authorized in HQDA Figure lV-1 depicts the current HQDA Organization which was the 
start point for the Vanguard analysis. 



(a) Field 
operating Agen&s (FOA) are established prhmdy to execute policy. The ~~t for 
FOAs is independent of the parent b e a d q m .  Staff support Agencies (!jSAl exist 
primady to support and assist HQDA or MACOM HQ. Chapter XN c o r d m  an isndcpth 
review of FOAs and SSAs. As a d t  of increased mmgement requhnmts ttssochted 
with the unprecedented modemhation of the volumm anny duxing the last decade and 
the need to provide bcrahgly detailed informatiun to OSD and to Congress, the FOAs 
and SSAs have grown steadily. Additionally, the A m f s  implementation of Goldwater- 
Nichols included the transfer of some personnel, mbims,  and functions from the HQDA 
Sta!T to FOAs and SSAs. Notwithstad@ the d i d  need for these organhati-, general 
perceptions prevail in the Army that there are duplication of functions between € O h  and 
the HQDA st&; duplication of functions between different FOAs; and FOAs which perform 
fimctions morr appmpxhtely done by the HQDA Staff. The common perceptim is that 
FOA growth is out of control and that they consume too many of the Army's resources. 
Currently, them are more than one hundred HQDA Field Operating and Staf'f Support 
Agtncies accounting for ova 50,000 manpower spaces. These FOA and SSA my in size 
from a strength of five -1e to a strength of nearly ten thousand. Rdgmtent and 
restru- of the HQDA Staffs organhation, missions, or functions must include 
consideration of FOAs and SSAs. See Section 4 3  for VANGUARD initiatives concerning 
restructure of HQDA Field Operating and Staff Support Agencies. 

4.2. W G N  THE ?QDA STAFF FUNCI'IONS 

a W G N  THE HQDA STAFF (HDM1). 

(1) VANGUARD Initiative HDAOl reduces the HQDA staffby twenty 
percent consistent with Congressional guidance and programmtd reductions for the Amy 
at large. Certain missions and hmctiolD are a h  d @ e d  for economy and operational 
efficiency. 

L Title 10, US.C., as d e d  by Gddwater-Nichols establishes the 
organizational temphe for HQDA. This legislation provides the framework witbin which 
VANGUARD examined the Dqartmmtai Headquartus. The GoMwater-Nichols 
Reorganization k t  of 1986 also reiterates the functions fix which the Secretary of the 
Army is responsible. These fiudons an shown MOW. 



SiniaeSulQy~mrtirrrr 

- Organizing, recruiting, training, administering (including morale and 
w w t  personnel). 

- Suppl~bg, equipping (induding research and development), 
moinminhg, amicing. 

- CmW~cting, outfitring and repair of quipmcnt Consaucting, 
maintaining and m p a h g  of facilities to indude acquisition and 
interm m d pqmty. 

- Mobilidng and demobilizing. 

h 

& These functions are captured and assigned to staff pimipais in AR 10- 
5. In addition specific Wtant  Secretaries are charged with certain of thew functions by 
law. VANGUARD grouped these funcrions under the general headings of organizing, 
manning, e@pping, training, sustaining, mobilizing (including demobilizing) and 
deploying for the purpose of functional analysis. 

(b) * 
1 The VANGUARD review focused on reducing the size of HQDA and 

mmeting major ~&inmions in staff and pmgram integration. This review induded the 
following: 

& h h i ~ l l ~  ad hmctions of each staff element as specified in Draft AR 
10-5, June 1989. 

h Tables of Distribution and Allowmces for each st& element and 
associared Field Operating and St& Support Agencies. 

g Overlap in missions and functions and organizational structure between 
elements of the staff. 

& Overlap in missions and functions between the HQDA staff and Field 
Operating or Staff Suppon Agencies. 

I Tbc degree to which the Field Opaating Agencies are performing 
missions and functions which should be done by the HQDA Staff. 



1 Thre is a k t  of strongly held perceptions in the field, in OSD, and in 
the Congress which VANGUARD found to be valid in varying degrees; and which helped 
define the VANGUARD approach. 

t 

PERaP'ncms.... 

- Ovuhead is inconsistent with a smaller Army. 

- The disrinction between Departmental functions (policy, planning, 
programming) and Major Command functions (execmion) is 
blurred. 

- Staff reaction time is slow which results in system failure and ad 
hoe matrix management. 

- Ehse Operations/Irutallatim management is unfocused. 

- St& and prosrrm integration is unfocused- The Vice Chief of 
St& beeomcJ the integraror by defaullt 

- The Secretariat and Amy Smff art not functionally aligned. There 
is duplication, ovcrtap, and unproductive competision between 
scafi agencies. 

Based on the fact that the Amy is becoming smaller 
VANGUARD proposes that the HQDA Staff be reduced a minimum of twenty percent. A 
reduction of this size will force the Department to retain only essential missions and 
functions, to find red operational effiaenaes, and to eliminate duplication. However, the 
Headquarters will still be sufficiently robust to manage the cbnging Amy of the next . . 
decade. The twenty percmt target was ccnndentally stm@cmd by the FY9l Defense 
Authorization Act in which Congress W e d  a twenty percent reduction in the defense 
management headquarters and support activities. 

5 VANGUARD developed two basic options for realigning and reducing 
the HQDA Staff. Option A, proposes a pro-rata reduction. Several Defense Management 
initiatives which could &kt HQDA organhation and W o r n  were under review during 
VANGUARDS'S study. Final d&ons on these initiatives must be accounted for in 
execution of HQDA reductions. Option B also proposes a pro-rata redudon but it includes 
reductions in the current o d p  and duplication of organhation, ~~, and functions 
between the Senemiat and the Anny Staff. These options arc discusxd below 
During this p ~ ~ ~ e s s ,  a near term staff reduction action was initiated under the joint 
direction of the Administrative Assistant to the Secretary and the Director of the Axmy 



Staff. Tbe s u m  of option A and B with supporting rational was provided to support 
that efSarz. 

a Option A - Pro-rata Reduction. 

L The concept for this pro-mta reduction builds down from the nvrent 
structure without direetiry: r d i m t  of missitms and functions between agencies, The 
actual reductions wiU be W e d  and nominated by proponent staff prkcipds and with 
consideration given to emeqhg DOD mmagment initiatives. This approach will minimize 
turbulence, and cause the staff to prioritize firncthns and to reswrce anly those functions 
which are essential for the HQDA Staff to accomplish. Chapter 17, Appendix 0 provides 
examples of ways that these reductions could be absorbed by the Major staff organization 
(ODSOPS, ODCSPER, ODCSLOG and ODCSINT) based on VANGUARD'S examination 
during this process. 

2. Figure IV-2 shows a notional pro-rata duction to HQDA by staff 
dements. Figure W-3 provides an asasmat of the pro-rata reduction opti011. The actual 
reduction will be based on a more detailed functional analysis by the staff proponents. 

OPTION A - PRO RATA REDUCTION 

L 



h Goldwater-Nichols implications. 

Goldwater-Nichols mandated that Certain M a n s  be placed under 
civifian control within DOD. Financial management, p- and d and 
development are primary examples. 

2 When HQDA reorganized to imp1- Gold~~tc~-NichoIs, the 
Camptroller of thc Anny and the Assisurnt Chief of Staff for Resac& Deve!lopmt, and 
Acquisition were removed fiwn the Army Staff. Their missions fimctions and rcsotuces 
were merged with the Assistant Secretaries for Financial Managexmmt and Rcsexch, 
Development & Acquhitioa mspectively. This consofidaxion d t e d  in a manpower 
savings of about ten parxnt. 

;L S e n h  d t a r y  influence was maimaid by appointing a LTG as a 
deputy to each of these Assham Sem!Mties. 

~W&thesewcresignfmmtimp~,thfheadquarta5isstill 
partially lay& and the staff is no? ~~ aligrred. 

~ F i g u r e i V 4 d e p i a s H Q D ~ t o d a y a n d ~ t s t h e h ~ d  
fimdonal xabdgnxnent between the S e a e a t  and the! Atmy Staff. 



c Option B - Pro-rata Reduction with Functional -ts. - 
1 Using the successfully implemented ammlidation descr i i  a h  as 

a model, VANGU-rn broadened the application in Option B to minimize lay- and 
improve functional alignment within the headquarters. 

2 This option pro- a pro-rata duction accompanied by dual h a w  
the DCSPER and DCSLOC and Deputy Assistant secmaries. 

The DCSOPS and DCSlNT were not combined with the Secre!at 
because of their unique fixus on military operations p a n h h i y  in joint arena. 

9_ The smaller staff would be limited to policy making, planning and 
resource issues, and would jdace greater emphasis on priority issues and increased staff 
responsiveness. 

5 There is potential for additional efficiencies and economies though 
realignment in the funtions of histant Secretaries. This is not r e m m m d  or 
addressed further because of& practical di&icui&ies of Icghhk changes which would 
be required and associated pential impact on other services. 
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addresses the primary dpfbnctions which detract fkom &A operation of the 
Headquarters and & d v e  management of the Amy. Thm are two disthct, but dated, 
issues. 

L Integration. HQDA lacks an effective staff and program integrator. 
Absent a strong focus of integration on the Staff, the VCSA fills tbat void by default and 
as an undmmented additional duty. 

2 BASOPS and hdlation Management (CHAPTER MII). There is no 
focus at HQDA for BASOPS or installation management. This results in utlcooMted 
(sometimes mutually dusive] policies and guidance from multiple sources. Senices 
provided to s 0 1 ~  are konsktent between installations and commands. With no 
MACOM coxnmander or DA Staff principal as its dedicated "champion", BASOPS is 
undisciplined; resourcing is inconsistent; and the Army's i n f m t m a  is rapidly 
deteriorating. 

e  or. - 
b_ The currwt system and organization ptodpce inconsistent proponent 

developed alternatives which lead to decisions that are ~ u o u s l y  being revkwed and 
challenged. • Z The Army Program is developed by committee with both supply (eg; 
logistics, personnel) and demand (eg, operations) staff proponents operating as integrator. 
This lads to incompatible solutions and unexecutable options. 

& No one below the le!vel of the VSCA has visibility across tbe process. 

The so1utim to the integration problems is to institute a Program 
Integrator (PI) who c o o h t e s  the development & &tion of the Anny program. The 
Program integrator collccpt is consistent with a Fbmd-m study wbich was compfeted 
and briefed to the Amy Leaduship in May 1990. 

f Authority of the Program integrator. The degree of mspmibility and 
authority giVm to the Frogram Integmur (PI) is directly dated to the size of the Army 
Staff. Figure W-8 displays the range of authority and psponsibitity which could be 
assigned to the PI and a n o t i d  daticmhip to tht! size of the Army staff. A strong PI 
would facilitate additional radwths in the Headquarters. 
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A Onthe~endofthespectruan,changecouldbeaccomplished~ 
~ t h e ~ t ~ ~ o f t h c A n n y . S s a f P s a d n u n r s t r a  . . tive and support functions (protocor, 
cw1~unic8tbns control, ctc.) to a separate !%crew to dxe Garsral Staff d 
consolidating the fbmions and resources at a rmnpver savings. 

a On the opposite end of the qm%um the Program integrator's authority 
is substantially inmead. The Anny's appxnach to program ddopment and aadmabagernent 
changes dmmarically and additional staff reductions are possible as missions and Mans 
are consolidated. Although this option could be built around the DM, the authority 
implied is not consistent with either internal or e x t d  expectations of the DM. To 
properly empower the PI, this funrtion should be vested in an Assistant Vice Chief of Staff. 
Figure W-9 reiterates the integmion problem as well as the s o i d  o f f 4  by the 
Program integrator. 

Option A with Program Integrator. Figure N-10 shows the PI overlaid 
on Qption A. 'i"B would s i ~ ~  bnpmve functioning of the Axmy Staff but it does 
not faditate integration of the entire Headquarters (Seaetaria and Army Saaff). Figure 
W-11 provides an assmem of tfiis option. 
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VANWAZU) FINAL REPORT CHAPTSR 1V 

i Although & appears to be a logical extension of the Goldwater-Nichols 
reorganization, resear& shows tfiat it is counter to the legislative intent as reflected in 
tomrnittee reports. The Goldwater-Nichols Joint C o n f m  Report spedks  the need to 
maintain a strong military perspe&ve on the Atmy Staff and clearly states the 
congressiod intent to maintain service staffs separate fiam the Secremiats. 

i Assistant Chief of Staff for Base Operations and Support (ACSBOS) and 
Installation Management. During VANGUARD'S d e w  of the Army Staff it became clear 
that the instdhtion management function should be menghened within HQDA. Neither 
Option A nor B accomplished tkis. Although a separate Deputy Chief of Staff is neither 
required nor affordable, it is important to establish an authoritative foml point to champion 
and discipline these functions on the HQDA staff. This can best be done through the 
establishment of an Assistaat Chief of Staff for Base Operations and Installation 
Management on the HQDA Staff. There are several options for establishing such an office. 
The function could logically be assigned to the Director of Management, the DCSLOG or 
the Chief of Engineers. The reammendations establish an Assistant Chief of Staff for Base 
Operations and installation Mmagement by real@& the Director of Management's admin 
and protocol functions to an SGS, moving selected functions with resources from other staff 
agencies, and redesignating the DM as the ACSBOS. A more detailed discussion of 
installations and M O P S  management is at Chapter Vm. 

(a) Option B with the Deputy Under !kcretary of the Army as Program 
Integrator is the most efficient and least costly but could weaken the channel for 
independent military advice to the Secretary of the Army. It a h  appears inconsistent with 
congressional intent as e x p d  in committee reports. 

(b) Option A with the Pmpm Integrator below the VCSA level offers less 
opportunities for savings and operational efficiency. These shortcomings are overcome by 
the preservation of strong channels far both military and aviIian leadership to advise the 
Secretary. Further, a degree of inkrent competition between the Secretariat and the Army 
Staff insures that both the secretary and the Chief of Staff have access to a variety of 
options and p s p d v e s  throughout the decision process. 

(4) (Sac Figun? IV-14 W.) 

(a) That HQDA implement a twenty percent reduction over a five year period 
beginning in FY91. 

(b) That HQDA institute the Program Integrator concept by establishing an 
Assistant Vice Chief of Staff as desaibod above. 



E"v IV-14 
VANGUARD batxms 

. . 

(1) REDUCe AND CONSOLDATE EQUAL EMPPIlYMENT (EEO) 
oFFKzs wm6) (PNIR 94SlUI). 

(a) This initiative is the residual portion of VANGUARD initiative 
FACl and would accomplish savings by further reducing the overhead associated with 
separate EEO offices and consolidating action offi@ers into the persond staff within the 
organization to which assigmd. The initial increment was approved by the Program 
Budget Cmdttee (PX) and Select Committee (SELCDM) as VANGUARD Initiative FACl 
and directed by DOD in DMR 945M. 

15 lhmmber 1990 

(c) That HQDA establish the! Assistant Chief of Staff for Bgse OPwatio~~~ 
Support and tnstallation tkanagernent (ACSBOS) using the Dirrnor of hhmgukut as a 
nucleus. 

VANGUARD POSITION 

7 - Pro rat8 nduotion el HQOA by approxi~.kJy 20%. 
- Croatian of rn rtrons Program Inmgr8mr (AfVCSA). - AddltiOn ot 8 ACSC)OZ) to f o w l  BASOPB~n8kll8tJ0n manmrmnt. 



1 Mission/Funrtions/Background. The EEO program is a command 
support function and is mandated by law. Several Army organhations provide oversight 
to the EEO program; The Civilian Personnel Evaluation Agencyy the Equal Employment 
Opportunity Agency, and the EEO Compliance and Complaint M e w  Agency. 
Additionallyy there are orgdzations external to the Army which provide f e d .  oversight 
(Equal Employment Opportunity Commission). This initiative would consolidate multiple 
installation EEO activities into a single activity to serve thc entire instahti011 population. 
The EEO initiative was originally presented to the PBC and SELCOM as FAC1, but was 
further reviewed by the Under Secretary of the Army, who made the decision to reduce the 
program by only 100 spaces. 

2 Assumption(s). None. - 
3 Analysis. EEO is one of several Army programs which is a stand-alone 

function and offers potential savings by reducing unnecemuy overhead. EEO p a s o d  
are found at all lev& of command throughout the Army. The number assigned to a 
location is dependent upon the number of civilian p e r s o d  employed at that location. 
Often the installation contains more than one command or organbation which has an EEO 
office; t h m  is duplication of effort in these instances. Analysis indicates that savings can 
be achieved while retaining the EEO capabilities necessary to adequately senre the Amy 
avilian employees and to meet the legal requirements of the program. This can be done 
by redudng overhead, eliminating duplicate oversight programs, and dimhating duplicate 
EEO organizational elements at single locations. The current initiative pmposes putting 
the EEO function, not in the CPO, but into an organization's personnel staff at all levels; 
e.g. the DCSPAL, DCSPER, etc. 

Equal Employment -ty is a vay sensitive program which is 
important to the Army. Almost any reduction in the program d e s  with it a danger of 
sending a signal to a v h u  anployes and e x t d  ovasight agencies that EEO is no 
longer important of the Army. Tk Army has done exarmtly well in presenhg employee 
rights and saves as a model for other government agenda. It is important to preserve 
these gains. 

2 No further reductions should be taken at cumnt md-stm@ levels. 

(dl This function should not be reduced furthrr. 



(a) This initiative would reduce the military EO program ah 
give the responsibiiity for EO- comphim to the lnspeaor Generai. The adminbmtive 
respodbilities of the W function would be donc as a d a t e d  duty within thc staff 
element of the organizatior~ At HQDA, the EO proponemy penonnel would be retained 
in order to sustain the policy and programmatic nqukmmts of the prograin. 

Mission/Functions/Backgrouad. The Egual Opgxmdry program is to 
ensure equal opportunity for soldiers and soldier's famiiy members on d off post. 
Administrative suppon for the p g r m  is pmvided by the -011's c o d  or 
administratiw eiemmt. Military equal opportmity is a repnsibility of leadership and a 
function of command. EquaI Opportunity advisors are soldiers who provide commanders 
with infomation and advice on critical leadership issues which impact directly on unit 
readiness. DoD Directive 1350.2 specifies that the military dqammts must maintain EO 
and affirmative action prognrms including fulltime staff to d u c t  the program. The 
directive does not specify separate offices for the pemmd or the furmction. This initiative 
was initially presented to the PBC as VANGUARD initiative FACIA The PBC and SELCOM 
approved the initiative, however, on further r&ew, the Under Seaetary of the Army made 
the decision to reduce the program by only 110 spaces. This is the mmhing increment 
of the original iuitiative. 

2 Assumption(s). None. 

Analysis. Analysis included a review of the ~~ and functions of 
the various equal opportunity programs, channels for hading complaints and various 
Army programs for d u p t i n g  thc morale d wehe of its membc?fi. The IG already has 
the procedures and rhe manpower in place to haadk. tb9 nolmsl IG ~ ~ t s .  The 
general pept ion  is that the majority of EO complaints arr handled by the IG anyway. 
It would take minimal ~.csources for the IG to accept this misskm However, there are 
certain admtnrsaa . . tive and ~cgulatoxy rquimmm for which it would be inappropriate to 
give the fG because of the LG responsibility to iuspecr dl Anmy fmctioaal programs. The 
admirristrative reqimwm can be accomplished by command adminkuative personnel. 
Additionally, d of the EO a h n i c  programs are beiag duplicated by tfie EEO personnel 
for the civilian employee cxmmunity; ie., Sparkh--can Week, Asian Weelr, etc. 



1 The Inspeaor Gareral has the capability to manage the compiaints 
portion of the EO ptogfiun wi tbut  additional resources, but should not become proponent 
for the a functional pgmn. 

2-a- 
. . tive and regulatory rqdmwn~ can be done on a 

coJlateral basis by persoanel within the q a z b t i o a ,  

The adminimtratiw and regulatory requirement fix the EO program 
should not be separated. 

(d) That the EO program not be reduced huther than the 
reduction idemifmi in DMRD 945. 

4.3 EI.umwTE M D  REALtCIY FLEU) OPERATMG MENasm 'AFF SUPPORT 
A G E N Q E S U N D E R H E A D Q U R I E R S , D E P ~ O j p ~ .  

(1) As a part of maligxting HQDA, an assessment was made of all 
Field Operating and Staff Support Agencies which support the headquarters. Those FOA 
and SG which are dated to other VANGUARD functional initiatives have been 
inmpm~d into thow initiativs. ~bose which are not immpmt~d into otiter ~ ~ n a l  a 
initiatives are addmsed under the HQDA umbrella. This section provides a summary of 
VANGUARD analysis and r e c o ~ d a t i o n s  for sewral disparate Field Operating Agencies 
or StaPr Support Agencies which support the HQDA Staff. Individual VANGUARD 
Initiatives for these FOA and SSA are provided at Section 17-N1. 

(r) Field O p a t h g  Agcnaes and Staff 
Support Agencies hawe btcn a amqment of the General Support Force for m y  years. 
Howevers due to inarasad availability of hsources, hcmsd mission and h p e n t d  
rqo- FOA have p d h a t d  As a result of the 1986 mzgarhtiw of 
Departlllsat of the Armys spaces and xnissi0n.s were m m f d  fram chr HQDA Staff into 
newly tstabbkd Field Operating and Staff Support Agencies (FOA/SSA), already 
estabkhd FOA and SSA or to Army major commands (MAGUMS). Along with the 
nansfer of spaces, n h k m s  and fimctions were tmd imd  to these orgarbtiom. 
Consequ~tIy, over h e  zhe dishdon between the HQDA function and FOA and SSA 
funduns has blurred As a d t  of the initial briefings to the Army bidenhip, 
VANGUARD d v e d  a task= from the W=SA to develop a %ydownn of the entire FOA and 
SSA structure. In developing this laydown, VANGUARD reviewed the smcture of both the 
HQDA StaBF and the FOA and SSA to; 



1 achieve a redrtction on the total number of Field Operating and Staff 
SUPF Asen*, 

2 functionally align the HQDA Staff and proponent FOA and SSA. - 
3 identify resource savings for the A m y .  

f achieve a coherent structure and refationship bemen the staff and 
proponent FOA and SSA which could accomplish the missions and functions of the Army. 

(a Analysis of the FOA and SSA included a review of the 
organization's Table of Dlsm'bution and Allowances, its missions and functions, plus in 
most instances a briefing or face-to-face discussion with personnel h m  the organization. 
The leadership for all FOA and SSA identified for a reduction, consolidation, or trmsfer 
were given the opportunity to provide input to VANGUARD'S review. This review validated 
that certain FOA are charged with missions and functions which are duplicative of other 
mgmbtions, certain FOA could and should be consolidated or transfezred to other DOD, 

a and others were no longer affordable to the Army given the current environment of 
consmined resources and pending reduction in the end-strength of the Army. 

(a) Many FOA and SSA have missions and functions that are duplicative in 
whole or in of certain sta€f functions, duplicate other FOA and SSA, in whole or in part, 
have missions that are not critical to the Army, or should more appropriately be done by 
the Amy Staff. 

(b) Selected FOA and SSA should be eliminated or reduced. 

(4) That the following FOA and SSA be reduced or eliminated 
as discussed in the individual VANGUARD initiatives provided at Section 17441. A 
sununarjr of these FOA and SSA is provided below. 

b. Realign FOA and SSA 

c. Individual FOA and SSA Evaluations. 



1 Description. This initiative would reduce DOD Explosive Wkty Board 
by -ty percat* 

a Missioflunction/Backgmund. DDESB is responsible for developing 
and maintaining --unition and explosives safety standards for Depamnmt of Defense. 
They are assigned to the Deputmmt of the Anny for achnhbmtive support. The 
Chsinnrrnship of this agency is rotated between the Army, the Air Force and the Navy. 

b Assumption. The Army element of this agency should be reduced 
commemmte with tbe rest of th b y .  

Analysis. A review of this agency revealed that the DODESB monitors 
ammunition storage designs and construction to ensure explosives related m i l i m  
consb~ction projects meet applicable safety criteria; it surveys instahtiom to ensure 
compliance with DOD explosives safety standards; and conduct cooperative &rts with 
national and international governments and oqaxhtions on technical matters effecting 
explosives safety. The portion of the ESB nzission related to military construction is related 
to budget authority. With the MID construction budget being reduced the workload of 
ESB is reduced. No o k  agency performs this mission, however, E5E can be reduced and 
continue to accompbh its mission. 

L DODESB bas a aitical, unique mission which cannot be perfnmed by 
another organization. 

DoDESB can sustain a reduction without impking its primary mission. 

4 RtxormnQLdaticm. The agency should sustain a twenty percent 
reduction. DOD must approve such a reduction. 

h Description. This initiative would d e r  DOD NAF P a s o m e l  Activity 

2 Evaluation. 



a Mission/~unction/Backgm~. The NAF P d  Policy ofice b 
responsible fm establishing &om polides which govern the tdmmstm 

. . 
tion and 

management of Non-Appropriated Fwd lnstrummtalities employees whose compensation 
is derived from non-appropriated funds. 

P Assumption. The activity should be reduced commcMvate with the 
Army at large. 

r Analysis. The DOD NAF Personnel Activity is a four person DOD 
Activity. The NAF Personnel Chain of Command has always been directty to the 
ASA(FM&P), not through Army. Amy is not executive agent; but only provides 
administrative support (pays m, salaries, supplies, etc.). An OSD staff reduction d t e d  
in NAF P e r s o d  being moved to ASA(M&RA) in 1980. OSA staff zeduction in 1986 
resulted in NAF Personnel being moved to a separate Army TDA. The activity is assigned 
to Axmy as a convenience to DOD. 

3 Conclusion A reduction would sevdy  limit the oqpnhtiions ability 
to accomplish its missio~s 

a This organization should not sustain a reduction - 
b It should be dd to DOD and s h o d  not be part of the army 

end-strength. 

L Description This initiative would reduce the DOD Wage Fixing 
Authority Techuical Staff by twenty percent. 

2 Evaluation. 

a ~ o n / F u n c t i o a / B a ~ u n d .  The DODWFATS was established to 
administer the policies under DOD Directive 5120.39 and direct the activities of the Local 
Wage Survey Committee. DODWFATS d e t h  and recommends to the Depamnent of 
Defense wage schedules for employees based on local wage surveys conducted by the 
agency and local organizations. DOD Wage Fixing Authority Technical Staff is a DOD 
Activity. The Office, Secretary of the Anny is assigned the adrmrustra 

. . 
tive support 

responsibility. 
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8, hswt ion .  DODWFATS should be reduced commensurate with Army 
at large. 

Analysis. .A d e w  of the mission and functions revealed that the 
Department of Defense has been designated by OPM as the lead agemy in appmximately 
112 wage sueas. DODWFATS conducts regional wage surveys to determine the appropriate 
d e s ,  wages, fringe benefits, and pay policies for DOD employees. These surveys are 
scheduled every two years and are done in conjunction with local union and business 
personnel. These sunreys are important in keeping local wages for DOD v n n e i  
competative with local wages. A reduction in the organization would mean extending the 
time between wage surveys in any given area. Regional offices are located at Wright- 
Patterson AEB, Ohio and Travis AFB, Wornia. The Secretary of the Anny provides 
administrative support to the DOD Wage Fixing Authdty Staff. 

a DODWFATS performs a function which is not duplicated within any 
other service or aTtivity and k essential for the !ikrvices. 

b DODWFATS can sustain a reduction and stil l  satisfactorily perform its - 
primary mission. 

4 Recommendation. Reduce DODWFATS by twenty percent. Changes 
in resources for the DODWATS can be made d y  with the concummce of the ASD(FM&P). 

L Description. This initiative would retain Military Postal Serwice Agency 
as currently staffed. 

2 Evaluation. 

a MissioWFunction/Background. MPSA mission is to athieve the 
efficient and cconoxnical tmqmtaticm of official and personal mail tbughout the DOD, 
effective operation of the Military Post Oaces (MPOs) overseas, management of the DOD 
Official Mait Program, and to maintain operational command of the subordinate Joint 
Military Postal Activities (JMPAS). Secretary of the Army has been designated for 
administrative support. 

h Assumption. MPSA should be reduced conmemurate with Atmy at 
larse* 



r Anal*. Review of the mission and functions d e d  that MPSA 
functionally manages the MPS, &&ding the integration of postal tm~~portation, mail 
muting and the imp1extentation of d o r m  military postal practices and procedures 
throughout the DOD woridwide. The Adjutant General Dirrrctorate of PERSCOM is dual- 
hatted as the Executive Director. Axmy, Navy, Air Force, and Meuine Corps share 
proportionately m the manning of MPSA This mission is vital for the morale of the 
suvices members and should be left as is. The Agency has already taken cuts from the 
other services and Army's Quicksilver reduction. 

2 Conclusion. MPSA provides a critical, unique function for the Sexvices 
which no other organization can perfonn. 

4_ Recommendation MPSA should not take a reduction beyond the 
Quicksilver reduction. 

e National Canmrittce for Emybyer S w m r t  of G d  and Reservs 

1 Description. This initiative would retain National Committee for 
Employer Support of Guard and Resems at the current led .  

a Mission/Function/Ba&ground. DOD Directive 1250.1 states that the 
NCESGR shall both public and private understanding of the National Guard and 
Reserve to gain US employer and community support through programs, personnel policies 
and practices that will encourage employee and citizen participation in National Guard and 
Reserve programs. Seaetary of the Anny is designated for administrative support. 

h Assumption. NCESGR should be reduced commensurate with the 
Army at large. 

c Analysis. NCESGR is responsible for promotion and development of 
the volunteer 1eaaershiP at the national, state and local levek to encourage the 
development of employer personnel poliaes and practices that endorse and facilitate 
employee participation in the National Guard and Reserve activities. It promotes and 
develops civilian and military mamgamst attitudes that will not inbibit initial or 
continued membership in the Guard or resenre. MCESGR is required to have a full-time 
staff composed of selected officials from the Militaiy Swvices and their reserve 
components. Each Military Senice provides military personnel for NCESGR's support 
staff in d o  determined by the OSD(RA1. NCESGR is the only link for podwill and 



VANGUARD FIN& REPQRT BIAPTER 1V 
REAUGN ARMY STAFF FUNCPIONS 
1s Demnber 1990 

understanding between the employer and the Guard and Reserve. The increased role 
that the Natiod Guard and A m y  Rcsesve have in the Total Force increase the need for 
NCESGR 

Cwclusion. NCESGR provides a critical service which becomes 
ever more important in view of the increasing role that USAR and NGB play in manning 
the Army force structure. 

4, Recommendation. NCESGR should not be reduced. 

1 Description. This initiative would reduce Anned Services Board of 
contract &peals-i twenty percent. 

Mission/FunctiorUBacicgmund. ASBCA is designated as the 
authorized representative of the Seaetaries of Defense, Army, Navy and Air Force in 
hearing, considering and determining appeals by contractors or their qmsentatives or 
authorities on disputed contractual questions. The Secretary of the Army is designated 
as Executive Agent for the ASBCA. 

h Assumption. ASBCA Workload is refated to Army end strength and 
budget authority. 

c Analysis. The Board determines with administrative M t y  appeals 
from final d e d d ~ n r  of mtracthg officers on disputes relating to contracts. 
Proceedings of the Board are quasi-judicial and are subject only to j u d i d  d e w .  
Budget reductions in the outyears for acquisition contracts will mean less contracting 
actions and fewer appeals for which ASBCA must get involved. Workload will more 
than likely increase in the near future with budget cuts resulting in contracts being 
terminated. However, reductions in workload will occur in the out years. Any 
reduction should be phased to ammodate this &tion. 

a The ASBCA performs a critical legal function which must be done by 
some organization. 

h ASBCA can s\rstain a twenty percent reduction and remain a viable, 
fully capable mgmhtion. 



3 Rrtcmmendatkm. Reduce MB6A by twenty percent. IX)D must 
approve such a reduction. 

1 &scriptiion, This initiative would reduce Per Diem Travel & 
Transportation Allowance Committee by twenty percent. 

2 Evaluation. 

. . a MsaWPunctian/Backmourrd PDTTAC's primary purpose is to 
ensure the unifarm travel and trampmation regulations are issued pmsuant to T i e  37, 
United States Code, other applicable laws, and decisions of the Compmller General of 
the United States, for members of the seven uniformed d e e s  (Amy, N m  Air Force, 
Marine! Corps, Coast Guard, National Oceanic and A ~ ~ c  jUnmstm 

. . tim aud 
Public Health Service). Secrerary of the Army has been designated for adrmrustra . rive 
SW'Po*. 

h Assumption. PD'ITAC should be reduced comnemmtc with the 
Army at large. 

c Analysis. A d e w  of the missions and functions of the PD'R'AC 
revealed that tkedactivity irma uniform ~gdations implementing the Federal Travel 
Regulations (FIR), Statutory requirements, Executive Orders, and decisions of the 
Comptroller General of the Unitad States. PDTI'AC attempts to ensure equivalent 
entitlement to avilian and Uaiformsd Services personnel when requirements of travel 
and temporary duty are substantidy the same for both. Day-to-day operations of the 
Cbmmittec are conducted by the Committee staff under thc diredon of a -or, who 
is a Colonel or Captain @lavy). Ths position is rotated tiemially among the Army, 
Navy, and Air Fafie. A reduction of of thision would cause minor delays in adjusting 
and docuPeentiryr-meMidanent for travel,  ono of goods and pcs 
moves, but would not =use M p s  for military and civilians. It simply means that 
thercgulat ic lrasaf icupdatedkss~~.  

a PDTIAC is a joint activity (multiple service) with a necessuy 
funcfi~n. 



b This activity can swtain a twenty percent reduction without 
endangering its &ability to perf- its primary misioa 

4 Recornmendation. Reduce PDTTAC by twenty percent. Any 
decisions concenring resources consolidation must fiavcl the conamme of ASD(FM&P). 

1 Description. This initiative would eliminate USA Model 
Improvement & Study Management Agency. 

2 Evaluation. 

a Mission/Function/Background. The Model lmpmvement and Studies 
Management Ag&cy (MISMA) manages Model Improvement, Study, & Manage Support 
Services Programs mder broad guidance of the Deputy Under Secretary of the Army for 
Operations Resear& (DUSA(0R)); establishes Army-wide policy guidance for CAAS 
(Contracted Advisory and Assistance Semites); develops and direas Army issue 
Assessment Process; establishes and manages Army analysis quality assessment and 
improveme!nt actions in support of the DUSA(0R). 

b Assumption. MISMA should be reduced c o m m m t e  with the - 
A m y  at large. 

c Analysis. This agency menages omd establishes the Army analysis 
quality assessment and hqmwmmts for the Office of the Deputy Under Secretary of 
the Army for Opemtions Research and is m direct support of that office. It provides 
analysis, development, pnsentation and def- of the A m y  Model Improvement and 
the Study Program It M o p s  the budget exhibit (PB 27) for Contract Advisory and 
Assistance Servias (CAAS) and is executive agent for C A M  polidw. No other 
organization perfo~ll~ these functions. Transfer of this orgnizatiofu into the DUSA(0R) 
would allow reductions of avlnhead and some action officers. 

a The a p c y  is essentially a staff support agency for DUSA(0R). it 
pmvides a critiz function but one which should be accomplished by the Office, 
DUSA(0R). 
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MISMA can be reduced and continue to perform its primary mission. 

4 Recommendation. EJiminate MISMA as an FOA; transfer missions. 
and functions to the Office, Deputy Secretary of the Army for Operations Research with 
5 spaces. 

(a) C a t q  
LUSAFAC)(HDAos1~MRD/PBD 9121. 

1 Description. This initiative would reduce USAFAC by fifteen percent 
and consolidate with DOD per DMRD 912. 

2 Evaluation. 

a Mission/Function/Backgmund. USAFAC is responsible for payment 
of all Army empl&es, accounting for Army appropriated funds, and establishing 
various fiscal management plans, policies and systems. No  other organization performs 
this mission for the Army. 

b Assumption. That USAFAC should be reduced commensurate with - 
Army at large. 

c Analysis. DMRD 912 proposes the establishment of a new combined 
organization under the dirretion of the OSD Comptroller to oversee and manage W D -  
wide accounting and related operation. Review revealed that USAFAC has its own base 
operations support built into the TDA structure, which should be provided by Fort 
Benjamin Harrison, Indiana. Additionally, there appeared to be an excessive overhead 
suucture. Significant savings are possible by reducing overhead to minimum 
requirements and establishing a base operations support agreement with Fort Benjamin 
Harrison. 

a USAFAC performs a critical mission for the Army. 

h A fifteen percent reduction can be taken and still retain USAFACs 
core missions and functions. 

g Currently, the Army is prohibited from reducing the resources of the 
finance and accounting function 
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9 Recommendation. That USAFAC not be reduced. 

(4) mce of a e f  cagmsicmal liaison 

(a) Cmmssid Division ((3D) CHDA20I 

1 Description. This initiative would reduce Congressional Inquiry 
Division by 26 G e n t  and reclassify it as a Staff Support Agency (SSA). 

2 Evaluation. - 

a Mission/Function/Backpund. This agency prepares coordinated, 
timely and factual replies to Congressional inquiries regarding Army policy or personal 
issues. CID was originally established as Conmessional Corresmndence Anencv under 
the 1977 ARSTAF twenty-five percent AMHA reduction. At this time certain functions 
and spaces (approx 20) transferred from OCLL. 

b Assumption. CID, a Division of OCLL., should be reduced 
commensurate with the Army at large. 

c Analysis. CID advises Chief, OCLL and Army Staff of trends 
concerning ~ong&sional inquiries; additionally it receives, conmls, records and 
dispatches written replies to these inquiries. A review of the agency's functions 
revealed closely related, overlapping functions with the Office of Congressional 
Legislative Liaison. Additionally, the overhead within CID is to a certain extent 
duplicative with OCLL. This overlap of functions coupled with its excessive overhead 
enables the agency to sustain a reduction. 

3 Conclusion. CID can sustain a reduction and remain fully capable of 
performing its primary mission. 

4 Recommendation. Congressional inquiry Division should be reduced 
by 26 percent and reclassified as a staff support agency. 

(5) The Auditor G c m d  

(a) Army Audit Ammcy [AAAI ( H D W  

1 Description. This initiative would reduce Amy Audit Agency ( A M )  
by 100 spaces. 
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M i s s i ~ u n c t i ~ c k g r o ~ ~ ~ d .  AAA is responsible for the 
independent and objective internal audit senrice for the Anny a prescribed by AR 10-2 
No other agency provides these functions ist .the Secretariat level. Internal Review 
personnel performs this f h d o n  at ARSTAF and within the Major Command 

That AM performs a vital mission for the Department of the Army. 

2 That AAA should be reduced cornmensuate with the Army at large. 

c Analysis. A thorough review of AM mission and functions was 
conducted to in&de e review of future pemmnel needs within AM as a result of the 
downsizing of the Amy. The Teview rea5med the vital mission AAA perform for the 
Army, however, much of the AAA missions and functions are based on the size of the 
Axmy; a d e r  Army equals less audit requirements. Additionally, A M  is currently 
organized in regions. Cansolidation of regional headquarters plus reduction of single 
location audits will enable AAA to take this reduction without impairing its primary 
mission. AAA has M y  sustained a reduction of 100 spaces due to Quicksilver. Total 
reduction if sustained would be 200 spaces. 

3 Conclusion. AAA, although perfbrming a vital mission, can be 
reduced and continue to accamplish its primary mission. 

9 Recommendation. Reduce AAA by 100 pemonnel spaces. The 
organization should remain as a Field Operating Agency. 

1 Description, This initiative would reduce the Inspector General 
Agency (IGA) by twenty-five percent and 1.eclassify it as a Staff Support Agency (SSA), 

a Missioa/Funaion/Backgmund. The IGA is responsible for 
detembhg the &onmy, dFiciency, discipline+ morale, esprit de corps, and readiness 
throughout the Army. 



1 The IGA functions are important enough to the Army that they will 
continue to be done at same level. 

2 The IGA should be reduced commensurate with the Anny at large. - 
c Analysis. The size of the Army in tenns units and number of 

soldiers directly impacts IGA woddoad. As the Anny reduces, the number and size of 
insmans required will decline. This will decrease the need for people assigned to the 
IG function. IG personnel reductions will result in reduced IG training and travel 
requirements, thus further savings. The IG Agency should be reduced as the remainder 
of the Army is reduced. It is anticipated that inspector General organkations across the 
Army will experience an increase in workload in the near tenn but the workload will 
drop as the force is reduced. Consequently, reductions should begin in N94. 

3 Conclusion. The IG Agency can sustain a twenty-five percent 
reduction and continue to perfom its primary mission. 

3 kcommendation. Reduce the IGA twenty-five p e n t  consistent 
with Army wide reduction. Redesignate IGA as a SSA since it is totally dedicated to 
support TIG mission. 

1 Description. This initiative would diminate the OBA-NY. 

2 Evaluation. - 
a Missio~unctios/Bac.kpund. 08A-NY represents the Secretary 

of the Army in &e New York media market. It targets national and regional publishers, 
free-lance writers, and senior editors by attracting their attention to the Army or 
responding to their questions and needs concerning the Amy. 

b Assumption(s). Access to the New York print media market is not 
critical to the GY. 

c Analysis. OCPA-NY is not critical to the Army. It was established in 
1956, and since &en has been effective in reaching national printed media publishers. 
Elhination of OBA-NY will mean the plinted media indusey will not have local 

rv-30 
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contacts but can contact OCPA at HQDA directly. This contact can reasonably be 
accomplished due to improved coinmunications networks. This will mean fewer 
contacts with the New York printed media if OCPA-NY is e l k b r e d .  However, OCPA 
at HQDA can adequately serve as point-of-contact for the New York media industry. 
Many of the NY based media have Washington, DC offices already. 

3 Conclusion. That the Army public affairs function will not suffer by 
eliminating OCPA-NY. 

9 Recommendation. Eliminate OCPA-NY. 

1 Description. This initiative would retain OCPA-LA as is. - 
2 Evaluation. 

a Mission/Function/Backgromd. OCPA-LA is the liaison to the TV 
and motion industry, assist productions on technical questions and support to 
insure accuracy, and is the sole Army focus for media and community relations in Los 
Angeles. 

1 The TV and motion picture indusuy will continue to have significant 
impact on the general population in the United States. 

2 That OCPA-LA should be reduced commensurate with the Army at 
large. 

g Analysis. Active Army presence in the Los Angeles area is limited to 
recruiters, ROTC cadres, readiness groups, and Corps of Engineers. OCPA-LA is the 
focal point for media queries and Army support to the film industry. It is the contact 
point for the TV and film entertainment indusuy. Elimination would cause the Army ro 
lose this contact with the film indusuy, thus the Army would have no input to mass 
media products concerning the Anny. OCPA-LA helps the TV and film industry keep the 
Army in the proper perspective and to realistically p o m y  the Army in TV, films, etc. 

3 Conclusion. OCPA-LA provides a duable, critical contact point for 
all aspects of public affairs in Los Angdes. 



3 Recommendation. Leave OCPA-LA as currently staffed. 

I Description. This initiative would reduce CIU by thirry percent. 

2 Evaluation. 

a Mission/Function/Background. CIU supports the overall A m y  
mission by providing accurate and truthCul infonnation about the Army to the Army. It 
conveys Army policies, messages, and news. It uses print, film, and electronic media, 
and has responsibility for planning and producing various p r o m .  

I There will be a continuing quirement for accurate and t ruM 
information within the &my. 

2 CIU should be reduced commensurate with the h y  at large. 

g Analysis. Some CIU print products are useful tools for commanders 
in the field. Soldiers' Magazine, a quality pduct, should remain. Soldiers' Radio and 
Television products are exmmely useful to soldiers and commanders. They are 
presented in a professional and timely manner, are praised by the commanders and 
soldiers, and thus, should remain. Analysis of other products indicate that the 
information is often not timely? plus there is redundency and duplication in some of its 
printed literature. Additionally? some of the information is superllous to the needs of 
the nontommissioned and officer leaders and is more appropriately transmitted through 
functional channels. A reduction can be accomodated by eliminating the branches 
within CIU which have no CEU function. This will leave CllJ with the majority of its CI 
functions intact. 

3 Conclusion. CrU can sustain a reduction and adequately perform its 
primarymission. 

3 Ikmumdaticm. Reduce Cn]; by 7 military and 11 aviiians. 

I Description. This initiative would reduce ABS by twenty percent 
and trader to DOD. 



a Missioa/Function/Background. ABS is responsible fbr operating and 
maintaining Am& Forces Radio and T e h i s h  Service outlets worldwide. It provides 
policy guidance regarding CONUS Command Infoxmation radio and television facilities. 
ABS is nsponsibk all aspects of radio and tel&011 broadcasting-promaminn, techid 
issues, equipment issues, and ABS persannel matters. 

& Assumption. Some level of radio and television &ce will be 
retained for the Mean soldier. 

c Analysis. AU DOD benefit from MS. ABS manages and c o n d s  
remmes and dekops the polides necessary to maintain outiets wor1Mde. Service 
levels are established by the CINCs in the theater. The drive the mission. 
Consequently overseas strenghs arc related to the needs of the particular theater or 
command Reduction in theater mftrminP will d u c e  the level of service required. 
Army reduction in end strenghs should allow for overall reduction. Quicksilver reduced 
17 avilian spaces. ABS can be reduced and yet retained as appropriate level of support 
to CINC. 

a Radio and television is an important infOrmational and recreational 
tool for the sol&&. 

h ABS can sustain a reduction and continue to perfarm its primary 
mission. 

9 Recommendation. Reduce by twenty percent over a three year 
period beginning in M93 as CFE and Army reductions occur. 

(e) ArmplAir Faare kbmetmm News &n@r CHNC) -NU) 

1 Jhaiption. This initiative would reduce the Hometown News 
Center by thirty of its perWnmel spaces. 

2 Evaluation. 

a Mssion/Functio.n,43a~d The Hometown News Center 
supplemen& the -kmy and Air F- public affdrs offices workiwide by producing and 
distributing print and electmnic news dwses to the comme&d media. 
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I That the mission and functions of the agency are necessary, but 
workload will ckmease as the Army reduces in size. 

2 HNC should sustain a reduction commensurate with the Army at 
larlte- 

c Analysis. The Hometown News Centeis primary function is to 
inform the public-of an individual soldieis oc~amglishments, thus enhancing the Army 
image, and supporting recruitment and retention for the Amy. Workload is dependent 
on Army end strenth With redwed Army end strengths, the workload will decrease 
significantly. Hometown News Center works through local public affairs offices who 
can adequately accoqlish the majority of the workload associated with PA releases on 
the individual soldier. Due to the reduced size of the Army; HNCs role is aiding the 
Army's public image and a high level of recruitment are not essential. Additionally, 
constrained resources dictate a reduce level of resourcing. 

Q Conclusion. This program can be curtailed with minimum negative 
impact on the Army. 

4 Recommendation. Reduce the AAFHNC by thirty percent. 

(8) Office of the Mmmrstnrtive . . 
A s s i s t ; m t t o ~ ~ o f t h e A t m y .  

(a) Headqmrters Serviccf - WasMmim (HOSVCSW fHDA381 

1 Description. This initiative would reduce HQSVCS-Washington by 
thirty percent. 

Missio~/FunctiWI3ackground. This agency effects coonhition 
between the Office, Secretary of the Army and other Army activities which provide 
administrative support to HQDA It provides the c o d  and control element for 
administrative and base! operations support to HQDA and selected DOD activities. 

1 Certain administrative and BASOPS support functions must be 
provided for HQDA 
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2 HQ&-w should sustain a reduction commensurate with the Amy - 
at large. 

c Analysis. This agency directly supports the Administrative Assistant, 
Secretary of the &my- It provides all base operations type support to HQDA and other 
DOD activities in the National Capital Region which are traditionally done by the 
installation commander. It provides coordination directly with the Defense 
Headquarters Services organizations providing equivalent services to DOD. However, 
the organization has more personnel assigned than is necessary to provide the command 
and control and coordination function. 

3 Conclusion. HQSVCS-W can sustain a reduction and continue to 
perform it primary mission. 

9 RfK:omm&tion. Reduce HQSVCS-W by thirty percent. 

(b) Defense S U D D ~ S ~ ~ C ~  - W (DSS-W) (HDA372 

1 Description. This initiative would reduce DSS-W by twenty percent. - 
2 Evaluation. - 
a Missioa/Fmction/Background. DSS-W provides central - 

administrative, acquisition, supply, contrackal, and related -dm for HQDA and other 
DOD components in the National Capital Region. It acquires, stores, distributes, 
-9, and salvages supplies, materials, equipment, and furniture. 

1 The  tio on's workload is sensitive to the population 
supported, as well as acquisition and supply actions processed by the organization. 

2 DSS-W should sustain a reduction commensurate to HQDA and 
other DOD elements in the NCR. 

g Analysis. DSS-W has 335 accounts, $1.50 in contracts, requisitions 
and other acquisitions. The mrkload for DSS-W is directly related to the number of 
supply and admhnative acquisitions actions which in turn is related to the availability 
of funds and population senticeti. The reduced budget and Army end-strength level 
beginning in FY92 will require fewer acquisition actions, fewer consumer supplies 
needed, and reduced requirements for self service supply/warehouse storage facilities. 
This reduced workload translates to a need for few personnel. In addition, the recent 
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automation of the DSS-W supply management elements and their procedures will result 
in less personnel required to perform this function. 

a D S S W  performs a critical function that must be done by some - 
0rgaIlbati0Il. 

h DSS-W can be reduced and still perform its primary mission 
satisfactorily. 

9 Recommendation. Reduce DSS-W by twenty percent. 

1 Description, This initiative would leave the Space and Building 
Management Senrice-Washington (SBMS-W) as is. 

2 Evaluation. 

a Mission/Function/Backpund. SBMS-W assesses administrative 
space requirements, develops long-range plans for management, and administers over 
6.1 million square feet of administrative floor space for over 45,000 people. It handles 
all financial operations for administrative space in the National Capital Region not 
located on military installations. 

1 Administrative work space will continue to be a requirement. 

2 SBMS-W should be reduced commensurate with the Army at large. 

g Analysis. SBMS-W manages planning, administration and funding 
for office space for pusonnel in the NCR not located on Army installations. The 
workload is accomplished by a relatively small staff of 16 people. The budget for 
reimbursement to GSA and DOD for leased and government owned buildings for FY90 
was approximately $75M. These funds are managed by SDMS-W. The SDMS-W 
mission is critical but could be done by HQ, MDW. 



3 Conclusion. This mission is critical and must be 8CCdrnplished by 
some orgaukation. Given SBMS-Ws cmmmt relationship with HQDA, it should not be 
reduced. 

3 Recommendation. Retain SBMS-W at cumnt srrength. 

(d) Saktv. Smtcitv. and Senoires Su~mmt - Wastrinnton E S S S W  
HDA=EZ') 

1 Description. This initiative would reduce SSSS-W by fifteen perrent 

2 Evaluation. 

a Mission/Function/Baw. SSSS-W provides a variety of . . 
services including-motor mmport, travel, adrmmmative supporty rrscarch and libraxyy 
fitness, family support, and property accountability. It also provides safety, 
occupational health (Agent orange), pexsoxme!l, and physical and computer d t y  
Programs- 

1 DOD headquarters elements in the NCR will be reduced 
commensurate with overall DOD reductions. 

~ S S S S - w  should be reduced c o m m m t e  with the Army at large and 
the population it senres. 

c Analysis. SSSS-W is a inery diverse, complex operation which 
svpports all of D ~ D  in the NCR for the services it does pmvide. I t s  workload is 
dependent upon the population it serves. This workload will declwrse with a reduction 
of HQDA and other DOD headquarters ehments in the NCR. The element of SssS-w 
which supports Agent Orange r e d  can be eliminated because Agent Orange 
d is completed. The size of reduction to the organizations supported by SSS-W 
is expected to be between fifteen to twenty percent. This will enable JSSS-W to be 
reduced accordingly. 

SSSS-W provides a aitical service for HQDA which must be 
provided by some organization 

h SSSS-W can sustain a reduction and accomplish its primary mission. 



4 Remmwdatiom Reduce SSSSW by fifteen percent. 

(e) &mme Services - Washismon IRS-W) WAl9). 

1 Description. This initiative would reduce RS-W by twenty percent 
over years beginning in FY92. 

2 Evaluation. 

. . 
. . ~ u n c t i o n J B a ~ u n d .  RS-W provides general 

admmmrative and management support to HQDA, FOA, and DOD activities. Also, itA 
provides analysis, management studies of organizations, programming, budget, financial 
manapanat, accounting, and payroll support for HQDA and HQDA FOA and SSk 
Finally, it provides praponency oversight for Program 95 (OMA). 

1 Workload is sensitive to number of organizations serviced and their 
population. 

2 RS-W should be reduced commensurate with the organbtion it 
supports. 

c Andy&. RS-W supports activities at HQDA as well worldwide. The 
budget a c o ~  13 appropriations, exceeds $2 Billion, supports 160 separate 
organizations, and services approximately 18,000 people through twenty finance and 
accounting offices. This &tion has 140 of its personnel in St. Louis, Mhouri, 
performing finsnce and accounting support for HQDA The uier are located in 
the Pentagon and provide dollar and manpower resource mmqpnmt services to 
HQDA. The workload of certain facets of the organhation is driven by the number of 
organizations serviced. The accounting portion of RS-Ws mission is sensitive to 
population serviced. With the reduction and elimination of certain HQDA FOA and 
SSA; RS-W can sustain a reduction and still accomplish it's primary mission. 

3. Conclusions. 

g RS-W provides a critical support for HQDA plus many FOA and SSA. 

missions. 
h RS-W can sustain a reduction and still w:complish its primary 
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4 Recommendation. Reduce RS-W by twenty percent over a three 
year period. 

4 Q M e s ~  NO. 1 (GO MESS) (HDAlSI- 

1 Description. This initiative would reduce the GO MESS by 10 
percent. 

2 Evaluation. - 
3 Mission/Function/ Background. This agency prepares meals and 

food services for the Secretary of the Army, Senior Army Leadership and certain guests. 

1 Some level of this senrice will continue to be provided to the Army - 
leadership. 

2 HQDA will be reduced commensurate with the Army at large. 

3 Analysis. The GO MESS provides a necessary service for HQDA by 
making available a secure environment necessary for conducting governmental business. 
The workload is dependent on the population semiced. As the number of GOs and SES 
at HQDA is reduced, the GO MESS can be reduced. 

jy_ The GO MESS serves a necessary function. 

The GO MESS can sustain a reduction and still perform its mission. 

2 Rec~~~eRdation. Reduce the GO MESS by 10 percent. 

(9) M6r+ Chid of StaBF of the Army. 

(a) f&&gg of Milicarv I-Wcm (CMHI (HDA301. 

1 Description. This initiative would reduce the Center of Military 
History by twenty-five percent including Quicksilver. 

2 Evaluation. 
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a Mission/Furiction/Background. The CMH coordinates the US Army 
history pro-~repares Army histories, furnishes assistance to Axmy, DOD, Congress, 
and the public. It also provides quick reaction research capability and input on current 
Army issues. 

1 It is important that CMH as proponent for Army history continue to 
capture and Prozde lessons learned and input to leadership development. 

2 CMH should be reduced commensurate with the Army at large. 

c Analysis. CMH is the only Army organization whose mission is 
documenting andtransmitting national and military values. It provides a vital service 
for documenting change to the Anny. Without CMH, the Army would lose this 
capability. Often the CMH is d e d  upon to develop historical research and analysis to 
serve as a backdrop for current Army problems or issues. This is a critical function; 
however, a review of its organization, missions and functions indicate that there is 
potential for savings of at least twenty-five percent. Quicksilver reduced CMH by 23 
spaces. 

a CMH provides a unique, important service which should continue. - 
b CMH can sustain a reduction and sti l l  perform its primary mission. - 
p Recommendation. Reduce CMH by twenty-five percent including 

the 23 space Quicksilver reduction. 

1 ~ p t i o n .  This initiative would reduce the U.S. Army Safety 
Center by fifteen percent. 

z Evaluation. 

g Missio9/Functi~ckground. The USASC develops policy and 
manages the Army safety program Army-wide. It manages and conducts r e s e a  
analysis and investigation of air and ground accidents; develops safety doctxine, policy, 
pmedures, standards, practices and plans. It also manages speci6c fmcdoris including 
OSHA, ammunition and explosives safety; and develops safety training programs. 
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1 Safety issues will remain a high priority for the Army. 

2 The Safety Center should sustain a duction ammemaate with 
the Army at large. 

Analysis. The scope of the Safety Center is dti-faceted. It has 
recekd expanded ~ o n s  involving all areas of safety COWS AND OCONUS. The 
workload at the Safety Center is dependent on the p e n a d  strength of the Amy, 
equipment density, and operational tempo. The impending reductions in equipment 
density and operational tempo (OFTEMPO) due to budget constmints indicate that 
thexe will be fewer accidents to histigate and less training requbmmts. Additidy, 
a dew of the Safety Center TDA indicates that there are petsonire1 excess to the 
needs of the organization due to hpmvements in automation technology. The bottom 
liw is that reductions will be possible due to irnpmved automation technology, reduced 
Army size resulting in reduced density of equipment and operatid tempo, and the 
CFE drawdown in Europe. Qui- cuts deleted 17 spaces. 

a The Safety Center provides a vital function for the Army. - 
The Safety Center can sustain a reduction and still codme to 

perform its primary mission. 

c Recommendation. Reduce the U.S. Army Safety Center by fifteen - 
percent* 

B Description. This initiative would reduce the Military History 
Institute by twenty percent and co~solidate it with Center of Military History. 

a Mission/Functim/Ba&pund. MHI fbditates and encourages the 
l m o w  upe and-study of military history tlmmgh tbt acq-tion, eo-mtion, 
pmmmtin, organhation aad disposition of materials relating to all military aspects of 
history. Mn w& fondly part of CMH. 

- 
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h hmmptioa That MHI should sustain a reduction cornmewmate 
with the Army at large. 

c Analysis. The functions performed by MHI are important to the 
Army War ~oll&and the Army as a whole. MHI f a w a  5 percent of its support to 
the Army War College, and 95 percent support to Army--wide issues. These missions 
could be! shifted to the Center of Military History (CMH) by e h h t h g  MHI but not 
without deterioration of mission accomplishment by CMH. Currently, MHI operates 
under the DCSWS but separately from CMH, This situation creates a situation where 
thc Army's Senior Historian is not in charge of all historical functions. ConsoSidation of 
the two agencies would alleviate this situation pius aid MHI on taking a ductio11. 
Mditiody, review of the organization indicates an overlap of certain support type 
functims between MHI and the War College. A support agreement with the War 
College will assist MHI in taking a reduction. 

a MHI provides a unique, important mission for the Army. 

It can sustain a reduction and continue to perform its primary 
mission. 

c The &my should have a single spokesman who is responsible for the 
history function throughout the h e y .  

&- Recommedation(s). Eliminate MHI as a Field Operating Agen~, 
consolidate with CMH and reduce by twenty percent. 

(11) OlBSice, The Judge Advocate GeDerat 

1 Description. This initiatiw would reduce USALSA by twenty 
percent beginning in F193. 

2 Evaluation.. 

a, Mission/Function/Backgmund. USALSA provides legal suppon of 
the Army including appellate court representation in all f o m  of litigation. It 
m e e s  independent trial def- c o d  and judiciary p e ~ d  rhmughout the 
m. Ato, it is mponsible for professioaal d t i n g  for Army legal personnel. 
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1 Commanders will continue to require legal support. 

2 USALSA should sustain a reduction c o m x i m t e  with the Army at 
large- 

c Analysis. USALSA provides a critical, world-wide function. Its 
workload cornla& to the dze of the Army. hlmpmding Army reductions will r d r  in 
inrreased nesr term workload due to contracting and environmental issues. Ultimately, 
a smaller Army will require less legal support. Analysis anticipated this increase in 
workload in the near term due to legal problems associated with down sizing the Army. 
However, workload should fall as the Army end strength and proamment actions are 
reduced. This reduction is workload will enable USALSA to take the recommended 
personnel reduction. The CFE reduction in Europe will also have an impact and aid 
USALSA in reducing personnel requirements. 

a Army reductions will decrease the need for legal support. - 

b Legal functions must be retained at some level. - 

mission. 

FY93. 

c USALSA can sustain a reduction and still perform its. primary - 

& Recommendation. Reduce USALSA by twenty percent beginning in 

h Desaiption. This initiative would reduce the Claims Service by 
fifteen percent beginning in FYW. 

2 Evaluation. 

a Missioxr/Function/Background. USACSA investigates, pmesscs, and 
senles ~ton-contr~mal claims either for or against the b y y  It implements, executes, 
and administers the comprehensive daims program for the Army. Additionally, it 
provides claims doctrine and traiaing. 
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h dbumption. USACSA should be reduced commensurate with the 
0 

Army at large. 

s Analysis. This is a critical function for the Army. No orher 
organization does it. It has been successful in return@ funds to the Army; 
approximately $14 &on in FY91. USACSA workload is directly affected by the size 
of the Army and the movemmt of equipment and personnel. Claim workload is 
expected to increase in the near years due to demobilk@ personnel, however, they 
should lessen as the Anny reduces in size; especially in manewer damas ftaims. The 
situation in Europe associated with Desert Shield and CFE win enable USACSA to rake 
reduction as b e  forces are reduced and mnsfared. 

3, Conclusions. 

The Amy must accomplish the claims fbction. 

h USACSA can sustain a reduction and perfonn its primary mission. 

& Recommendation. Reduce the USACSA by fifteen percent with 
reductions beginning in M94. 

1 Description. This initiative would d u c e  the Chaplaincy Services 
Support Agency by fifteen percent. 

2 Evaluation. 

a. Missi~uncticm/Background. USACSSA executes approved Chief 
of Chaplain policies and integrates guidance for Anny-wide mission in support of 
soldiers d soldier family religious support needs. 

L Spixitual and religious issues will remain i.mpol7anr for 
soldiexs/farnily mmiben. 

2 CSSA should sustain a reduction co-te with the Army at 
large* 



c Anal+. Initial analysis was based on a d e w  of mksions and 
hct ions and ~ - T D A  CSSA pdfams wearch and analysis in support of o d  Chief 
uf Chaplain xnisskm and reqxmsibilities including propcmcnt functions. Analysis 
indicated &at there is certain duplication of mission and hmction between the Chaplain 
agency and the office, Chief of Chaplains. Additionally, portions of USACSSA missions 
and fimctbns were illdefined. OCCH and USACSSA are clsvifying and r e o m  
missions and functions. 

a USACSSA must continue to perfonn functions directly related to 
soldier and family member support. 

b CCSA can sustain a reduction and continue to perform its primary - 
mission. 

4 Recommendation. Reduce USACSSA by fifteen percent. 

(13) N a t i d  Guard Bureeu 

1 Description. This initiative reduces the National Guard Operating 
Agency Center bytwenty percent and reclassifies it as a Staff Support Agency. 

z Evaluation. 

a Mission/Function/Background. NGOAC is responsible for complete 
internal achinbt&tion, planning, direction, and execution of the OAC; develops 
policies, procedures, and directives for the operation; manages the position management 
and klmncial programs of OAC; manages procurements, installation and maintenance of 
equipment; pmvides office and storage space; provides assistance in various CONUS 
locations. 

J+ The National Guard will have increased responsibiiities under the 
Total Army conccpt. 

2 NGBOAC shouki be reduced cotrunensurate with the A m y  at large. 



Analysis. OAC is in direct support to Chief, National Gum4 Bureau 
Sated missions and fbxti01ls appear to address only OAC operations and do not define 
OAC support which is provided to Chief, NGB. Functions are w e d  between 
divisions on the NGB TDA and supporting penwa;fl on the OAC TDA. A d d i t i d y ,  
&ere ate duplication of functions, excess overhead and functions which &odd be done 
by the Active Army Compmm, ie., the NGB Surgeon General. Sixteen personnel on 
OAC TDA have the Pentagon as duty station in violation of DODl5100.73 and AMHA 
policy. 228 AGR personnel are assigned which s h d d  ease the workload of the AC and 
a h  personnel and allw a reduction in OAC pessonnel. 

2 Conclusion. NGOAC can sustain a reducriou through consolidation 
of NGB and OAC staff and elimination of duplicate missions and functions and excess 
overhead. 

5 Recommendation. Reduce NGOAC by twenty perreat; reckdfy as 
SSA. 

L Description. This initiative would retain the National Guard 
Financial Service Center as currently staffed.. 

a MissiWunction/Backgmund. NGFSC manages JUMPS (RC) and 
pay procedures fs ARNG military personnel at USAFAC. 

NGB pay functions will continue. 

2 NGFSC should sustain a reduction cmmnmmate with the Army at 
a* 

g Analysis. NGB prcwides resources at U W A C  to momtor 
JUMPS(RC). It maintains liaison with USAFAC on f i n a n d  management matters, 
perf~~assistancevisi;tst~Sartcs,d~~~allNGBrrwleldcomrcecrcial 
accounts. It provides a unique NGB forces h r  finance and accounting procedures 
impacting the NG personnel, This function must be provided to NGB by some 
organhation. The manpower at USAFAC essociated with this fimcticm includes 10 AGRs 
arrd 6 civilians wbich is about right for the fwctians perfoxmed. 



~g NGBFSC provides a critical service for NGB and the total Army. 

h A reduction to NGB FSC would seriously ham the capability to 
perform its primary mission. 

4_ Recommendation Retain National Guard Finand Center as it is. 

4.4 REDUCE DEFENSE AND JOINT ACXMTIES WA43). 

. . 
a Jhscmtmn. This initiative would further reduce the Defense and Joint 

Agenaes an additional 7 percent above the 18 percent which is already targeted against 
these activities. 

(1) ---- . . 
A review of the SEP 90 Force Accounting - 

System (FAS) identified 76 Defense Agenaes, 162 Joint Activities, and 7 Joint 
International Commands for a total of 245 txgankations. Army action associated with 
the Quicksiiver reductions has programed a 701 spaces reduction against Defense and 
Joint Agencies. Another 1,162 spaces are targeted for selected Defense and Joint 
Agenaes making a total of 1863 spaces or approximately 18 percens. These reductions 
were not unit specific nor command specific. 

(2) Amamtha That the Army accounts in Defense and Joint Agencies would 
sustain a reduction commensurate with the by-at-large. 

(3) m. In an &OR to identify an a d d i t i d  7 percent reduction to the 
Defense and Joint Agencies, a review was conducted of the Defense and Joint Agencies 
enlisted population. This review identified approximately 5000 &ted spaces in the 
Defense amd Joint TDA structure of which approximately thirty percent of these enlisted 
spaces were in the "soft" skill areas of administration, logistics, supply, and personnel. 
These skills I d  thrmselves to a v i h h t i o n .  Additionally, these organizations appear 
to have excessive enlisted psonml in the "soft skW relative to the size and 
composition of the organization. A significant portion of these "soft" skills can be 
eliminated without kpiring the primary mission of the organization. 

c That Defense and Joint accounts can sustain a 7 percent reduction 
beyond the approximately 18 percent targeted against 'those agencies. 
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d. That Defense and Joint Accounts be reduced 7 percent in 
addition to the approximately 18 percent reduction already programmed for a total 
reduction of twenty-five percent. 

4 5  VANGUARD m& NOT PROVIDED To ARMY WDeRSHIP. 

a GENERAL 

(1) The following VANGUARD initiatives are provided as a matter of record. 
These initiatives were formulated and pursued because of the belief that they had the 
potential for achieving savings while either improving the way the Army does business 
or would not necessarily impact criticai missions and fitnctions. In the instances 
included, the initiatives either required such an organizational change so as to meet 
gtncral. resismnce or else they were perceived as being haxmfid to the Army. 
Consequently, the VANGUARD leadership decided not to pursue them further. 

(2) These initiatives should not be pursued under the current situation and 
resource constraints. They should be reviewed if Army resources are reduced fimher 
(manpower or d o h ) .  

b. CONSOLDATE THE WlWWAL REVIEW 0 -ON WITH THE 
INsPECroR GENERAL (IG) IWNCIlON (HDA04). 

(1) This initiative would consolidate the i n t a d  review function 
with the inspection function accomplished by the inspector General of the Army. 

(a) Currently, the internal d e w  
function is conducted from HQDA to the installation level and by regulation is located 
in the command element of the organization. Internal review personnel serve the 
commander primarily in ~ e v B t u a t i n g  functions or areas which the commander 
designates and which nonnadly have a high probability for problems. Goldwater- 
Nichols DOD Reorganization Act of 1986 requires separation of the hmction at HQDA. 
Moreover, GAO audit standards, DOD Directive 7600.2 and Anay Regulation mandate 
the autonomy of the IR &ins. These documents derive in pat, from Umgmsional 
concern over consolidation of the functions in the mid-1970's. The concept of this 
initiative was to cornlidate the i n t a d  review perso~el with the Inspector General 
office within the same mgmkation. At the installation and MACOM, IR would be 
consolidated with the instabtion IG. O v d m d  would be reduced. The professional 
auditors wouid be retained within h e  IG to perfom needed audits hr the commander. 



That tbere is no legal constraint to cmwlidatisg the intend review 
and the bpectian function. 

2 Low priority tasks will not be accomplished. 

1 in developing this initiative, a thorough review was conducted of IR 
spaces on orgauhtional TDA throughout the Army. Analysis determined that a 
reducti011 could be accomplished without 'keakkgf the function and that consolidation 
with the IG function could best accomplish savings and still ensure that both functions 
mmhed viable. A d e w  of respomibilities in the IR and IG hnctions clearly 
indicated that it was appropriate to consolidate in order to eliminate duplicate efforts 
and support the commander though unity of effort. Current lwels of staffing ranged 
hm one (1) to 14 audit-. The analysis recognized up front that the LR tasks would 
have to be put into priority and certain low priority tasks would not be accomplished. 

Z A review of legislation by the VANGUARD legal counsel and the 
Army General Counsel indicate that statutory constraints prohibit the cansolidation of 
Internal Review and the Inspector General function. 

(a) Organizationally, it is logical to consolidate the two functi011~. 

(b) S m ~ q  msaictitms prohibit consolidating at any level. 

(4) That unda the current end-- levels this 
initiative be removed from further consideration. If endendstrength is further reduced, 
efforts s b d d  be made to lift statutory prohibitions on merging these programs. 

c ELMNNZ MRJXXFD MILITARY OVERSIRENGTH @W) (HDAD5). 

(1) - . . This initiative would eiiminate the 1000 ihxted Military 
0verstI.ength (DMO) personnel carried as part of the force structure in UIC 
WW4ZZAk 



(a) In 1988, the Anny leadership 
approved a procedure whereby 1000 military spaces were placed on a separate U5C and 
intotheforcestructure. Thesesp;acesareusedtofillshortmtice~werneeds 
whcathe reqirement is forshortduraticmandinrnost instances areskill oraame 
specific. Under the gukkks  of the regulation gaverning DMO, the assignment can not 
be longer than one year. In reality, fhe assignments to many of these DM0 positions 
are on a continuing basis and for tenns longer than a year. 

(b) Asnmrartian. The DM0 authorizations shodd be reduced 
conunensurate with the ~ ~ m a b k  of the Army. 

(el There am 1OOO spaces in the DM0 program; 550 d t e d ,  
150 Warmnt Of5cers, and 300 Officers. The 1000 spaces in DM0 provide a viable 
means to manage short tenn, quick reaction -ts for HQDA and the Major 
Commamds. Analysis indicated that less than 800 of the lo00 spaces are filled at any 
given time. Recent discus5011 with the manager on the HQDA staff indicates that 250 
of these spaces will be redlocated to other force structure requirements. 

(3) Ca&dm. That this program provides a viable, necessary service to the 
HQDA and MACOM. 

(4) ThattheDMOprogramremainasis. Afurther 
reduction in end-strength would justify a reduction to this progmm. 

a. DepELltmart of Defense hstmcticm 5100.73 defines AMHA and 
provides guidance on of the account. The AMHA account c&ts of 
HQDA and selected HQDA field operating and staff support agencies; Major Cortrmands 
and selected staff support activities; and certain Joint 4 Defense agencies. The 
Assistant Sccretar)t of the Army for Manpowez and Reserwr Mkim (ASA(M8tRA)) is 
responsible for mzmaging the AMHA acco\mt less the Army elements of the Joint and 
Defense agexicia. The A S A O  mast submit a budget exhiit (Exhibit PB 22 - 
AMHA) as part of the annual budget submission to Congress. Figure N-15 depicts the 
command locaths of AMHA accounts. 



(1) The AMHA account is a very sensitive issue primarily due to continuing 
Cmgmsicjrial and OSD perceptions asdated with the size of the 
hea&uarters and the Fie& and St& Suppart Agencies a it and their 
intemst in m i a h h g  -em c w e r b d  As shown in Figure N-16, dte National 
Defense Autixnhah Act far Fiscal Year 1991 ( Public Law 101-510 ) mandates a 
twenty percent reduction in the DoD AMHA account over a five period b q k h g  in 
FY91. 

(2) Throughout its mute, VANGUARD has been cognizant of the iutpact of 
initiatives on the AMHA accounts and has sought to capture these neconuncnded 
chmp. Since any VANGUARD reconmended reductions in the AMHA account can be 
applied to the Congressionally mandated reduction, it is pnkuhdy important that 



changes in AMHA be document&. Figure IV-16 shows the notional reduction 
associated with each AMHA command account category. These reductions assume that 
departmental and Joint and Defame accounts will take a pro-rata share. 
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(3) Additionally, since any reduction to AMHA, regardless of source, can be 
applied to the twenty percent mandated reduction, it became n e a s a ~ ~  for VANGUARD 
to keep track of other actions which impacted the AMHA accounts. Figure IV-17 
provides a summary of AhWA manpower reductions as hco-ed by VANGUARD 
initiatives plus those identified in the FY92 Budget Estimate Submission position. These 
numbers use the FY90 column of the FY92 Budget Estimate Submission as a baseline. 
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(4) Figure IV-18 provides a summary of only the VANGUARD impact on the 
AMHA accounD by Ma* Command or command grouping (HQDA, JT/DEF). The 
activation of PERSCOM per the VANGUARD vision is identified separately so as to show 
a more accurate pictun! of the HQDA c o d  AMHA account. 



V ~ A R D ~ R E P O R T ~ l V  
faALIcm ARMY STAFF ~ m s  
15 L)earmber 1990 

(5) VANGUARD recommended changes to AMHA can be attributed to one of 
several actions. 

On - m3 YU a v  = wro 

(a) At HQDA, it is a function of the reduction of the HQDA Staff or a 
recommendation to dimhate a FOA or SSA and m f e r  the missions and functions 
with some pcnonnel to the HQDA Staff. These numbers assume a twenty percent pro 
rata reduction of the HQDA Staff. 
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(b) Fur HQDA FOA or SSq changes are a function of trarrsfuring missions 
and f i t n d o ~  with p m o d  to the HQDA Staff or redass@@ certain field operating 
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agenck to a staff support AMHA account. Rec-tions to reclassify fiefd 
operating agencies to staff support were done consistent with the AMtlA definition in 
DoD hmucticm 5100.73. 

(c) For major commands and their field operating or staff support 
activities, changes are due to individual funcrional or e o n a l  initiatives. 

1 VANGUARD did not attempt to the size of major 
commands or subordinate headquarters due to m=tis in the types and 
magnitude of missions. Consequmtty, the post-VANGUARD structure is a function of 
the individual initiatives and not due to efforts to standardize or structure the 
headquarters based on missions and functions. Thge is mMty  to the concept of . . standardvung major command headquarters, and given the e~rrent press~re for further 
manpower and dollar reductions, a standard approach should be dev&ped which will 
balance the headquarters AMHA account with the overall major camnand reductioh. 

• 2 Additionally, a d o n  asesment should be done which would 
focus on major command d & m s  and functions and the level of resources required to 
support these. This is a major e f h  which VANGUARD was unable to accomplish 
within the time available given the VANGUARD cktrter. This concept is discussed as 
option hur below. 

(dJ For Joint and Deiknse agenda changes are a function of the 
VANGUARD initiative to d u c e  the krmry dements of these agencies mmmmsuate 
with the overall Anny reduction. 

(6) Figure W19 prwides a summary of the VANGUARD recommended 
dmges plus other changes identified iin the AMHA Budget Exhibit (PB 22) for the 
FY92 Budget -'bit S m  (BES) as provided by Office, A S A ( M ~ .  A review 
of Figure W19 shows that the combhation of VANGUARD reummmhtions pius other 
ductiuxts did not a&kve the mandated twenty m t  AMHA reduction which must 
be acconpbhd by W. Thus, it may kcome necessary to achieve the remainder 
through otha actions. Therz are several hsi'bk optians by which to accomplish this. 



TOTAL AMHA REDUCTION - FYB7 
COMMAND VGIBE$  CMDBHORTMU (LMIEVED 

[a) Optinn One - Apply a "tax" the MACOMS which did not achieve a 
twenty percent reduction through curt.lent initiatives. Figure IV-19 provides a listing of 
these MACOMs which did not achieve the twenty percent reduction resulting from a 
combination of VANGUARD recommendations, and other reductions captured in the 
FY92 Budget Estimate Submission (BES). This approach has the advantage of 
minimizing pro rata reductions yet does not further penalize the commands which did 
achieve a twenty percent reduction. 

&) O p b  Two - Redefine the missions and functions of selected FOA. 



h In a i t i d y  reviewing the missians and functions of &ed FOA 
and stz4ct.l~ applying &e DoD Insiruction 5100.73 definition of AM% VANGUARD 
reammded that selected FOA be reclassified as staff support AMHA, e. g.; the Amy 
Safety Center and The inspectop Geheral Agency. In reviewing these organizations, 
VANGUARD accepted their IKMM~S and ~ c m s  as a given and applied the 
appropriate defhhion per DoD hmuction 5100.73. in applying these guidelines to the 
missions and fimctions as amedy  written, VANGUARD belk;\rr?s that these FOA fit the 
deibition for staff support AMHA As written, they blur the diszhetion between 
proponent staff functions (AWIHA) and the valid functions of the FUA (non-AMHA). 
While VANGUARD did not attempt to redefiue or refocus missions and fun-, it 
appems that a ch i f i~~ t i cm and radehnition, as appmpriate, d selected FOA and 
proponent staff missions and fhctions could diminate tk req&mea to redass@ 
certain FOA to staff support AMHA. This redehition of misskm and functions wrst 
clearly separate AMHA functions from non-AMHA fimctions with the MIA clearly 
focused and performing non-AMHA functions. 

2 Additionally, tihe there staff support ~ t b n s  currently 
~ e d a s A W I H A w h i & c w l d b e p o t ~ k ~ e d a s ~ - A M W A b y r e d ~  
and refocusb their missbns and functions, e.g.; the proposed Strategic Forre 
Evaluation Center per the VANGUARD Vision (vice the Concepts i b l y s i s  Agency). The 
HQDA AMHA proponent (ASA(M&RA)) should be designated to review these revised 
missions and functions to ensure that they comply with the DoD gui*. 

(c) Optian Three - Move operational functi011~ from deparunental and 
major command headquarters to operational organizatio~. 

Cunently, HQDA and Major Commands perfam certain missions 
and functions which are operat id  in nature. Trzm&mbg o p a a t i d  ibmi01~s to an 
operational (non-AMHA), non-stolff support organhation will allow for a reduction in 
the AMHA accounts. A determination of opaational functions can be done best by rhe 
staff el&ents of the headquarters involved. 

2 An ammpk of this concept is movement of the fbm integration 
function frcrm HQDA to a TRADOC operat id  c o d .  Thcse concepts arc d d b e d  
at pglapph 4.2 and 63 r q d v c l y  of this rcport. This ~ e t a h  at HQDA and 
TRADOC headquarters chose functions which are tnn?fy AMHA h r m i o ~ l s  and moves 
opera t id  fundons w w  pcrforareod in the headquarters to the apprqxiate level. 

& in this hstmcc, additional savings can be gained at HQDA by 
i n s ~ t h e P r o g r a m L n t ~ ~  Co~twiththcdiscussionofthis 
concept at paragraph 4.2, tbc greatest savings can be afhicvrd at HQDA by instiming 



the Program integrator. Any k h t i k i  above the VANGUARD twenty perrent 
prr, ram redudon to HQDA wouhi funhr reduce the AMIHA srccouut. 

Potentially, there are otha operatid functions which should be 
t m d d  to operatid urgddons. At HQDA, this endearn should be part of the 
rcviewofthc A r m y ~ ~ d a n e b y t h c M m m r s t r a  . . tive Assistent to tfke Scartary of 
the Army and the Director d xhe Arnry Staff m c 0 n . m  with the separate st& 
elements. At the mjur coxnmaads, this should be accomplished betwen the 
CO- and thc HQDA propanent staff elements. 

(d) Option Pour - Standardize the mcthod01ogy for establishing mission 
statements, then structure the headquarters so as to focus on the MACOM'S primary 
mission. The framewdc for this concept is pmvided below. 

L Cuficnt Army procedures do not require the review of MACOM 
mission statements for standard formatting. The result is different degrees of detail 
among MACOW regarding how missions are stated; some are vny short and concise; 
othcls are longer and focus not only on coqonats of the primary mission but 
sub-dmts  of the mission. Although not provide, an example of the short, concise 
mission statement is the Army Mat& Command; an exampie of the longer, comp1ex 
mission statement is the Infomation Systems Commd. There is no consistency in the 
devdopmcnt of mission statmum. The following statements dcsai the concept of 
standadzing procedures for ddop ing  mission statements and structuring; 
headquarters to focus on the mission; 

- MACOM headquarters would be built from a zero base. 

- Mission statements would be succinct and address only major tasks, i.e.; 
"-hnan--" 

- The command group structure would be stadad, Le.; same number of 
deputy C O ~ ,  etc, 

- Each headquar~crs wouid have! the traditional primary staff, however, 
each primary staff would be i n t d y  structured so that it dccted the mission of the 
staff section as it d t c s  to the MACOM mission stat-. 

- The types of positions (military/aviliam) and respcctivc grades would be 
standard throughout each headquarters. 

- Thcrwc dements of each staff which did not c b d y  focus on the MACOM 
xxli'simwodk- . . 



- Special and personal staff d d  be reduced to the absolute minimum 
and, in turn, must be h c u d  on the mission of the MACOM.. 

(1) The impact of the VANGUARD initiatives is aitical in achieving 
reductions to the AMHA account and provides a rational approach to these reductions. 

(2) A combination of VANGUARD and other ductions did not achieve 
the mandated twenty percent reduction by FW5. 

(3) Additional reductions will be necessary to achieve the twenty percent 
AMHA reduction. 

(1) That the VANGUARD recommendations be accepted. 

(2) That the MACOMs which did not achieve the twenty percent reduction be 
"taxed", if it becomes necessary to meet the full twenty percent reduction. 

(3) That Army leadership undertake an effort to redefine and refocus the 
missions and function of selected FOA so as to ensure that they are performing only 
non-AMHA functions. 

(4) That the Army leadership undertake a review of HQDA and MACOM 
&M~S and transfer operational missions from the respective staff into werationdl 
orgmhti011s. At HQDA, this can be done during the pendbg reduction to the HQDA 
Staff. 

(5) That the Anny leadership undertake an &OR to standardize methodology 
for developing MACOM mission statements, to standardize the structure supporting that 
nrission, and eliminate all functions which do not focus on the MACOM mission. 



cwwmRv 
~ G N O O N L I S ~  

5.1. CENERAt 

a Overthepastdecade,ReservleCompnentnadinershasimpmvedrm~. 
The rea&mss of the Anny's Resave d .Nat iod  Grlard units will lemain essential to US .  
d~itlthefunrresdawnsizingplans~titladerbveratlTodArmyforre 
stmcture. But, in &ping its strwtme into a smaller, yet capable fafie the Ansy will 
rely increarinsty on f- based in the United States to seate U.S. vital interests 
worldwide. Future contingency operations will require tailored, rapidly depfogable fafie 
packages with the appmpriate mix of armored, light and spedal o@cms forces d the 
reqnisite a and sealift. Enhand deploydility will become a major otjective as dearly 
demonstrated in both apaation~ JUST CAUSE and DESERT S H I E D .  the 

~ ~ t ~ i n t h e i o n g ~ ~ n a l d & c i ~ 1 c i e s i n a i r l i f t a n d s e a l i f t , ~ t *  
imaginative total force pachghg, basing options, equipment design, rail 
con minerbation, and the pmpositionhg of equipment afloat and ashore. Concomidy, 
theAnrry,inpamuringits~forre,mus~~the~~naeofira:CONUS~ 
Armyto ; r r s c e r t a i n t h e ~ ~  ofits design, themagnitudeofits mwtumd the 
a f k d a ~ o f i s ~ c m s a n d ~ .  AUofamagnitudethatwin.~totalrmppart 

b. The-hVANGUARD-primanilytomthefinhti-nPfOQceby 
~ ~ d l e g a r a a l i w p p a a t ~ o b t h c A n a y *  Morrspecificallythetadrwasm 
d e t ~ h u W A C a n d R C ~ ~ c a u l d t a k ! a ? ~ i n a w r s e d ~ i ~ h  
mo~ioatrmdtrsdarwral . . TDA~,*Eed*ar~MAQOMsH* 
o P C h f e a d b i e ; h o w t o r e a l i g n t r a f f i c ~ ~  . rmddeermbwbijd.1 
l 3 p e r a ~ s n d o a s e e r ; a r i t y ~ ~ k ~ ~ n a d u c e d  Tbeini- 
~ * f r a m ~ E a s l t ~ k ~ i n b o h g m r r p 9 : ( 1 ) ~ t h a A ~  
rdgnbg RC assets; (2) idiatks that suppa3 c d k b t i m ?  lklXOl&; (3) j&ktks 

r t % & m m m o f - - - e ;  (4)isaaiws- 
-==@? rrctivitics and (5) oansohda$,aso 

. . 
of--• 

. * .  SecApp.;ndix 17- 
N Z h ~ ~ a n d o o s t i n g ~ o n a c P c h ~  



(1) - . . This initiativetiveestablishes a separate USARC ~ ~ e t s  

as a MSC of FORSCOM to c o d  and control USAR f m  assigned in the contbentd 
U.S. 

(a) The Nationat Defimse 
Authhatim Act for FY91 (SA) to establish a USARC, 
under the rormnend of the Chief, of Army Resenre (CAR) as a major sukndinate command 
ofFORSCOM. AUforwoftheAnny~inthecontinentalUS.aret~bcassigraed 
to the USARC. If the conthntal US. armies are retained in the cammand structure, their 
~ ~ W i t h A n n y ~ t t n i t s i s t o b e s i m r l n r t o t h r i r ~ t i ~ w i t h A r m y  . . a 
N a t i d  Guard units. Admmsmtive 4 opaatianal d of ~ - m o ~  Amy 
Ftesswunitsisto~tobeolestcdintbcCAR. T h e U S A R C i s t o b e a ~ a a d  
s e p 9 t . a t c , ~ ~ ~ ~ r a t i t y o f F O R S Q O M .  On1Oct90,theSAandChigafStaff,CCSA) 
aplmnrcd FORSOOTs plan to establish a p m v h i d  USARC (fKT] in the 
Atlantaaneefktive1OctW). T h i s ~ i s t o ~ t k e s t a ~ d t h r  
new USARC as a MSC of FORSCOM and to lxmme funy opemtbd by 30 Sep 92 The 
C A R w i l l s e r v l e a 5 t h e c c r m m ; a n Q s o f t h r l m V ~ ~ d a s ~ ~ s t a f f  
t o $ r e C S A c r a t h e A n n p ~  

(c) FORSOOM d the Offioe of the Chief, Am~y Reserve 
(OCAR)bavejointfydcvelopcdan~a~1endfunctiaas (OF)mamtal~830-870 
mftnmwcrrcq- UpanhvicwoftheOFmaaUat,VANGUARI)&udedthatit 
was an evcMrig rquhmmts bastd docummt that had not been cvalamted against 
mftm~.rwa staffing standards. Subsequent examhatian by a HQ, l kpmem of the Army 
plamring group, on which VANCUARD was -ed, determind that stafting 
~ ~ ~ b e ; i n a c c a r d ; a n c e ~ h v c t : ~ e t o ~ ~ f c r r  



FORSCOM and Continental U.S. Army (OONUSA) HQs (qqmxhately 700 spaces). This 
analysis was further corroborated by the USARC planning group. 

(3) The estqblkhmmt of the USARC as MSC of FORSCOM is 
in keeping with the Defense Authorization Act of 1991. 

(4) &ummdaw The establishmat of the USARC should be r e s o d  
from m t  CONUSA asses not to exceed 700 spaces for USARC HQ. * 

b. ELMUWTE CONTINENTAL US. ARMUS (OONUSA) (MDAOl). 

(1) Project VANGUARD initiative MDMl identifies savings 
made possible by realigning reserve cosnpanent (RC) readiness assets. Missions a d  
fimdons cunmtly perf- by the CONUSAS are t r a d e  to the U.S. Army Reserve 
Command (USARC) and the CONUS based carps and Third U.S. Army. U.S. Army Reserve 
(USAR) personnel, logistics, and o k  command dated functions (including reswroing) 
areassumedbytheUSARC. RespomiMi~forRCreadinessand~i sg ivento tht I  
CONUS corps and Third U.S. Anny. The CONUSAS are reduced in number and 

(a1 CONUSAS are d q l a y a M e  
~ ~ ~ h a v e f i x e d g e o g r c q p h i c a l a m s o f ~ ~ t y i n C X I N U S .  
~ ~ ~ i n c l W i e # r m m a n d a n d ~ l ( ~ ) f O r ~ U S A R ; ~ a a d  
~ f r l g : t b t U S A R ; ~ ~ ~ ) ~ 1 d ~ ~ k t h t A r m y N a t i ~ G . t l a r d ;  . . mohikzeaonand~;~nlrmninnand~ianddefenseofCX)ms~LDc) 
~miii~suppaittocivilatrtbnn';tics(MSCA),dmili~supparttoMdefense 
( M S Q ) ) ; s u p p a s t f o r a n m t ~ ~ ; a n d C = L o f ~ g c m r p a .  Qmdy,there 
arr k CONUSAS: First Anny (Fat  M e  MD), Socand Anrry (Fort Gillem, GA), F0tlrd.l 
~ y ( F m ~ f L ) , F i f r h ~ ( p a g t S a m H o u s t o n , ~ , a a d S i n h ~ ( ~ ~  
CA). F b u r t h A r m y i s b e i n g ~ b y t h e d o f ~ y c a r F Y 9 2 w i t h i t s ~ o f  
~ b i i i t y b e i n g i r r s s u m a d b y I P i r s t ~ .  

1 F a r ~ ~ f a r r e , C A P S K I N E w i l l r e t a i n t h e a a r f i t i a n a l  
T h r c ~ o f t h e C A P ~ ~ w r l l b e r e g i ~ ~ ~ t o ~  

otha CONUS copps Pnd Third U.S. Amy, who will be mspdbk foa training within their 
whit ICgs011s. (Sce matrix at Figure V-2.) 



2 The USARC will be established as a majar subordinate command 
of Forces Command (PORSCOM) and the mle of the CONUSAS will dmmsh. 

. . .  

3   he ~anywil l  haye lo& warning for partial and full mobiiizatiion. 

' J f  tlny us mt&ne&h fhr c o m m ~ d  sf~ucture, 
the CUNUSAs' mlatio~hip with Army J3e-w un/& 

rhouId be similar to their relsfiott#h@ 
with Anny National d u d  units-' 

--S#l Dehnbd AutnOtkation Act 
1 

.r 

(c) h m h s k  The VANGUARD methodology Spedseelly a s s d  rh 
value added by intermediate headquarters levels. in the Army  ti^^ Mrast~cture, 
FORSCOM, the CONUSAS, the ew,lvbg USARC, the U.S. Army Resave Chxmds 
(ARCOM), the state adjutants general (TAG], d the state area commands (STARC) were 
among those studied. W~th its activation, the USARC arssumes the primasy CONUSA 
~ o n , # m n n a a d o f U S A R u n i t s .  F O R S C O M r e m a i n s t h e A n n y d ~ f o r :  
m o ~ c m m d i s ~ ~ ' M e f o r ~ N I S C A , d ~ ~  ~ n c m a h g l y ~ b l e  
R C g a a e r a l o f f l c a c o m m d s ( ~ I ~ f ) p t a g a g r e a t e r r o l e m ~  . . whatwere 
f ~ a c t i v e c o m p o n r m ~ .  AsotherRCqanmtmmreaiinorenbancetheh: 
* , t h e p l i m a r y ~ c m s ~ f r n r c t i o a r s o f r t a e 0 0 N U S A s ~ ~  Prormrhecurrent 
C O N U S A r r s p o n s i b i l i t i e s i d e a t i f i r d ~ , f u n n e m ~ i n ~ t a m s , s h o u l d  
n r r m b t r ~ ~ d r r d e a f b b u # a e a r c w m a a s d e r r r s b o t h a f a & t o ~ a a d  
'megmtor, the insti- . . oftrairringstandardsereneised~thereediness 
poups, and the s i m d d h i o n  of the application af Army polids d procedures. 
Zonsistent with the! estabbhmmt of the USARC and a dimhished CONUSA role, 
irANGUARD amcluded that a reduction in the size of the four CONUSAs by FY92 and in 
.%e number of CONUSAs frum four to the by FY94 can be achieved. Further, the CONUS 
rrrps arrd Third US. Army, augmented with the regdinss graup assets, together with the 
J S A R C a m d ~ R C ~ M s , f a n a ~ f r s a n e w a r 3 t t o & v e d ~ t e t h e ~  
urrtiola kiqg trash& h m  d j s s t a b w  CONUSAS. Figure V-1 depicts the 
t?d@malt of cxNuuSA WW[IS. 



REALIGNMENT OF -USA FUNCTlONS 

FUNCTIONS: PRESENT FUTURE 

o C2 for USAR CONUSA USARC 
o Trafning and readhem CONUSA c ~ r p f J / m ~  

for USAR 
o Training ~lpervison and CONUSA Corps/Army 

evaluation for AF?NGI 
o Mobitition and deployment CWUSA 

oo Planning FORSCOM 
w, Ejtecution RC OOCOMs 

o Perform LDCJMSCA/MSCD CONUSA 
missions 
00 Planning FORSCOM 
oo Execution RC GK)COMs 

0 Support 00unte-b OONUSA Corps/Amly 
sf fort8 

0 C2torFma COPJUSA corgs/Anny 

(3) The evoh&n of USAR C2 has produd a dynamic 
~ i n w h i c h t o d e a r m i a r ~ f a t t n r A r m y ~ t i o n ~  In* 
hce of expadhg roles foa other orgmizaticms, the d u e  added at thc CONUSA lad 
dcawses. T & e v i t a l ~ d f i m c t i ~ ~ ~ ~ c a u b e p e d . b a n s d b y t b e U ~ R C G O C O M s ,  
the CONUS corps, and T M  U.S. Amy, thereby allowing fior the eliminarinn of the 
CONUSAS. Figurr V-2 poaaay~ h~ VANGUARD mvisionS tk d t i g n  h m  COMJSA 
tocospsQdsubsequentsleonimcatioaof~ 



VANGUARD 

P i  v-2 
VANGUARD-ONPLAN 

A 

a) Pmject VANGUARD inithive MDAM identifies effit5endes 
made@blebyrrislii%ningrrtsavecompanent (gC) rw1- ~sscts .  The two lnmeuva 
area commands (MAC) and mine mancwcr tdnhg  commands (MTC) are consolidated into 
four and, S U ~ ,  three MU*s. Thc new .opgaaizatiocms are given the mission of 
~ t b c e n t k c r p e c n m n o f R C a m r i S a .  ~ e t b c s i z e a n d ~ t i o n i s b a K d  
m the RC client popubim, the ME& arc initially allocated with one dedicated to and 
under the o p e d d  control of each umhenld US. Army (CONUSA). When the 
CUMJSAr; are reducadinwmbaawf 5ubsequar . t l y~ t4  t b c ~ ~ i t i s  
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and asets are transferred to the CONUS corps and Third U.S. Army. 

(23 
. . 

With MAG fomshg on brigade- 
level andabove d MTCs onbattabnlevel andbelows bothserve the R C c a m m e a s  
d orgmbiolls. Thy  at^ rrsponsiible from pkmdng thm@ emmtion. Cuxre!ndys 
thae are two MACs, the 75th in Houston, TX and the 87th in Bthhgham\ AL d nine 
MTCs spread thrrmghortt the w n t b m d  US. (COMUS). 

(b) The U.S. Army Reserve Command will be tstablished 
as a m a .  su-e conmrand of U.S. Army Faces  Comnrand (FORSCOM) and the 
CONUSAs will be phased out. 

( ~ 1  CPJlhsltothisilljtiativeirsanappmvdDeputyClhief 
of Staff h r  Operatiom and Plans action memommiurn, subject: TAA % - M m  
Exercise Cwrmands {FORXOM), dated 22 N& 1988. Pxesmmbbbaged onlzsearrh 
doneatFORSCOMthatd~boththeexereiserequimnentdthcMEC~~the 
~ d ~ o n c i t e s ~ t b r o t l g h r e d u c e d o u e r h e a d a n d c f f i a ~ ~ t o  @ theasblichmartoftheMECs. H o w e v e r , o u r ~ m n d u d e d t h a t , ~ e o m c c p t i m t o  . . 
the resourciag decision, a net structure inmas!! of 644 rrstlhcd. By linking 
t h e ~ ~ o n o f t h e ~ R C m a n p m e r h s o u n x s t o t h e c l i e n t ~ b a n d  
allocating the oq?mmmm . . anthebgsisOfgglCperregianalanaanmoaad,the 
V A N G U A R D ~ t i v c ~ e m b n t # s ~ T o r a t A n q y A a a l y s i s 0 : A A )  %decisian 
ofrwrMECperCONUSA. W h i l e t h e ~ d d c a t e d t o R C ~ r c m a i n t i e d t o t h e  
& ~ s t h n g t h , a n d d i s p o a P i t i a a o f U . S . A r m y ~ a n d A n r r y N a t i o a r a l ~  
dts,themrmbcrafMECSisred~asth~ofcoNUSAs1IIFal)a l'lte- 
~ l o f ~ M E C s i s ~ t o t h e k C i O N U S ~ a n d T h i r d U S , ~ ~  
theCXlNUSAsarrellnmmd . . 

(3) The T M  % ado11 xremmmdtmr fkms the issue and 
i d e d i e s t h e d k t d m h a n d ~ a i t c r i a  Citingagenedimeqmmionofthc 
btent as well as specific hqpgei, VANGUARD d* 

(b) TheMECstructumshnuldbebasedonthcRCclientpopulation 
k 





(a t h e l a s t d e c a d e , - i a R C m a n d  
in dhe proficiency of RC conmrands(COCXIM)havebPlendd Overa 
dmilar tam, CAPSTONE and ofhcr d k t s  pdaced a man? clasefy integrated Total 
Anny. The VANGUARD ~ o l o g y  vyas an exammatlan 

. . o f t h e ~ o n s ~ b y  

tl.aining divisions, and other 
as RC end stmq& 

percent, By holding brr? 
the 92-97 POM], 

canbeachicvladwithoutundued~risk .  ~ ~ w i t h ~ o n a l i n t e n t ,  
s e a e t a r y d ~ ~ d ~ n n g ~ ~ p r i o r i y f o r ~ i s g m C n t o u n i s b e l ~ ~  
theRCGOCOM1evel. Thmugh~reduct icmsinhigherhead~tr~supporcand 
adviscny staff+? savings can be achieved wMe protecting mdiness. Cmshent with the 
efirrrjnatinn of fhe CONUSAS? discussed earlier m this chapter, hrtha finther savings accrue 
tryreducing the adive militarysupport to thereadiness groups inline with a paapwed 
~ ~ a n a l C A P S T O N E ~  W i t h ~ ~ ~ R C m d s t r m g h ~ m o r e  
than 15 percent, this initiative reduced f;TS less than one pareat. Th,e FY91 Defknse 
~ a n A c t d u c e s ~ A G R ~ b y 3 0 p a # n t b y 1 9 9 7 ~ ~ ~ t i w a h  
i n d  AC support of the full time support program. Reducths must be 
csrrful lytorrmainwithintheintentof~.  Sirreafbmisstatutdyc%tabished, 
mifitmy tecbnidans were exempted firm consideration 

(3) ~ F I ' S h a s i t s i n h r i n n r r i s l r s ; ~ , ~ P i e w o f  
p m g m m m a t i c r e d ~ i t ~ b e ~ .  AstheRCfoI.restmclmeisd#leasedd 
a s m t L I p j f l I l ; l ~ ~ ] ~ ~ m P r S m z n r d g ~ e r l n s ~ ~ ~ ~ e ~ ~ t ~ ~ m a i n t e r r a M v d ~  
~ o f b F T S - R C e n d s t r c n g & ~ o c m b c a c h i d  ~~m~ 
T d  Farce intrgratian and mhAanA RC GOOOM prokkq, ductbn of the fundons 
p g f a n n c d b y ~ ~ 1 ] 9 ~ 0 ~ t d B d V i S O i y ~ ~ j l I l ~ I 1 I L d , a t r h e  , 

sametimt,~Fl'StormitskkmrRCGOOOMlevct 

53, EUMNA"EUSARMYSOVLH.I[USNW))ASAMAIXMd(MAC10). 

0) R n i s i r r i e i d & m m a d e - b y  
42bkmbg both . .. . as a W k l  and TIPA as. a DCSWS FCU VANGUARD 
lllmame MDA21 t h i s ~ b y ~ ~ t h e P a a a m a C a n a l T ~  

PIan~('I?Prr>asaFOAdHQIIADeSOPS. 



(a) USARSO was activated in Dee 
86 h combiining assets of the 193rd infantiy Brigade (Separate) and drr U.S. Army 

Pmrmn (USAG-PN). Th 193rd was a xq@ subidhate command of US. Army 
Forces Cormnand (PORSCOIM) and the garrisan was a sepame FORSCOM instahtion. 
USARSO missions me: seive as the Anny 4xxgmma to Us. Swthern ccmmad 
(SOUTHCOM) d Command and support assigrmod and attached active ampment axid 
t?esenre cornponeat Army units, h s t a l M a s ,  and activities in Latin America. USaRSO also 
acts as the SOUTHCOM executive agent for thr Treaty Iqdement&a Plan m). TIPA 
sewes as DOD executive agent for implementad011 of the Panama Canat Treaty. The 
agency is rspomi%le for effecting the release of U.S. Gowmmmt property under 
SOUTHCOM control to the Panammian The agency enmans treaty 
compliance is ccmsistent with US. narIonal policy, treaties, laws, DOD grridanrce and plans. 
ThsPanaanaCanatT~tycallsfor~wi~ofUSdtaryforresbyther(ear2000. 
In consonance with this treaty, the U.S. must relocate or disestablish military activities in 
Panama. 7'IPA terminates upon treaty intp1-tion in 1999. 

& national stmtegy and military policy far Latin America, 
remainsthe- 

3 Mimry pslesar# in Pancmra will be significantly r c d d  after 
1995. 

3 ~ h a s a s t a b l e ~ t h a t ~ e e s ~ ~ , u s e  
and operating condition, 

(e) &&g&. A c m # l d i r r g m t h e A n n y l T 9 Z P O M U ~ T O E  
manpower d- by 28 percent between 1989 and 1997. A amqmmhg decrease in 
the TDA mftnwwa amounts to about 800 spaces Howcwcr, not d e c t d  in this POM are 
alltheTPrcmqmwr-. T ) s e c u m n t J C S T I P ~ r m 8 0 ~ r e d u c t i 0 1 1  
to SOUTHC30M Amy forres that are a- staticmeti in Ibmma after 1995. As 
p m p &  ic?riminatinig USARSO HQ (an ongoring JCS issue) and the USAG-PN alone will 
d u c e  the USARSO TDA m q m m  by 75 pcrcad The 41% ASG couW mrgaak  to 
s u b s u m e t h e U S A G P N ~ ~ ~ ~ a w l $ H ~ M ~ S ~ p p o r t G r o u p w u l d  
~ t o ~ e ~ ~ ~ ~ ~ l A r r n y a c t w i t i t s i n t h e S O U T M I C O M z v e a  FURSCUM 



could pick up MACOM mpmsibilities fbr Army forces assigned to the SOUTHCOM area. 
TIPA has spedfic objectives with time l i m i ~  for completion. Treaty compliance will occur 
by 31 Defember 1999 and ihe agency a n  be tednated. The need for a stand alone 
aaivity to accumplish this mission is not required. .' 

(a) Eliminsting USARSO after 1995 is warranted and will perate 
substantial savings to the Anny without causing a major impact on Army mission. DOD 
and JCS must approve the elimination of USARSO. 

(b) Historical Army involvement with construction, management and 
operattion of the Pansma Canal makes Army the appropriate agency to effect release of this 
U.S. properry. 

(c) TPA has a narrow finite r d s s h .  Upon mission completion, Army 
hfkstructure should absorb personnel. 

(a) Dhsablish USAG-PN by 1997. Transfer mission r q m n s i i  
to 41s ASG AUG. 

(b) DkstablishUSARSOHQby1997. Td-xnission-wty 
to PORSCOM. 

(c) ~ a i m a i n e x e c u t i v e a g m c y h ~ u n t i l ~ ~ o f t h s ~  
CanalTFeaty. A t t h e c o r m p l l a i ~ t l o f t h i f ~ s p c d f i c ~ ~ ~ ~ T l P A a n d ~  
pasonnelwithintheAmry. 

(1) VANGUARL, initiative MDAO7 i d d e s  savings made 
p o s s i % l e b y r e d u d r y e n d s a n g t h , ~ t h g M i l i t a r y T w f f i c M ~ t C o m m a n d  
(M'IMC) a s a M A ~ d t r a n s f n r i n g ; t h e d d ~ 0 ~ 1 5 t o a ~ f ~ ~ c r e a t d ~ ~ ~  
Canrmand (h duqmrr M, F m  =-I). 



(a) MTMC is a joint service 
staffed, industria& frmded Major Army command, c k h g h g  rqonsi'bi1it.k as the DOD 
single manager for w f f c  managcman, common-user ocean taninalr, ~ r t a t i o n  
tq+mhg and intermodal contsincts. MTMC is also the Axmy component of the U.S. 
Transportation Command. MTMC has-fm opemtid  major s t h d x m e  commands, 
employing approximate2y3800 pexsmnel and operating 30 ocean terminsls worldwide. 
Two major subordinate wfIic management c d ,  MTMC-Western Area in Oakland, 
Ca and MTMC-Eastem Area in Bayome NJ, provide regional service to over 2700 defense 
shippers in COWS as well as having respodbility for seventeen CONUS and OCOPJUS 
ocean terminals, less Europe. The thirteen European ocean terminals are managed by 
MTMCs European command located in The Netherlands. 

(b) Single manager mmpmtation functions will be 
perfonaed without degradation when iocated within the Army logistics community. 

(c) & m h k  The MTMC vision was the Starting point for the 
VANGUARD analysis. MTMC developed a fUture &tion tbat w d d  dmnske the 
commmd approximately 40 percent. Advances in telecommunications and information 
processing eliminated the need for CONUS tmqmtatioa zone ~~ and MTMCs 
Western Area VANGUARDS analysi+ supported a d e r  deployable fofie reqhment 
that will require MTMCs Eastem Area to merge with the H d q w r t m s  and assure a major 
duction in both CiONUS and o(30NUS terminal qemtions. The resultant MTMC structure 
and residual mission would lend its& being incoprated into the Logistics Command. 
specifics of the duction plan (see figure v-3) arc decaikd as fdlows: 

1 In Europe rrducticms are projected for FY95 after the Coaventional 
~ o r r ? c ~ ~ t a o p e ~ h i ~ ~ b a ~ k c n a c c o m m D d a t e d a a d t h e f o r w E n d d e p l o y e d f o r ~ e  
stru~b8ssta~'llvot.rrminnl?:willlranainopentosupportnarthemEurope 
( ~ ~ B E & F ~ u K I ) a a d t w o t e r n d n a l s [ L R g h a r n , I T & I s - m i + , T U ) w i n ~  
to support soahem Eurape. 

2 In the Pacific, the Yokohams tenainal would close as a result of 
a lower presence of US. fixes in Japan. C3umPff m Okinmm fbme st- may praduce 
opportunities for a d d h i d  reductions. 

a Teaminal closings oaerseas will fmre reductions in overseas 
command and control headquarr;as to a amnlrrr fmvard support off"use. Both MTNlC 
Europe and the Transporntion Tnminal Commcmd Fra East ('ITCFE) will be scaled down 
w F'y%* 
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thtir vision to manage cargo xxxmmm@ throughout the Defense Tmmqmtadcm System 
(DTs). 

1 Dawnsize MTMC appmxhnatdy 40 perc- based upon fb 
Cbmmd Vion but maintain MTMC as a MACOM. 

2 Disestablish MTMC and incorporate missions d fimdons into the 
U.S. Trmspmmtion C o d  

(3) codusi- h FY93 t ? h h t b g  MTMCs Western Area {MTWlCWA) 
comma& wiU yieM significant manpower spaa savings. Some residual hmcticms will 
rrmain to provide traffic maqprmt asshnce during fielding of the! CONUS Fmght 
Management system and continue the ocean cargo "booking" function. Low workid  ports 
in Europe, Baltimore Ouprt ,  Mobile, A1 and B e a m ,  lk port detacheats will be 
dosed in FY93. By Pre4, new advanced inf'tioa/data systems will be fielded which 
WS reduce manpower rrpuirememts and generate savings. Owmeas force ductions wiil 
lead the way far the clamre of MTMC terminals and command and control headqamers 
begimbg in FY95. DOD and JCS must approve the elimination of MTMC. 

(41 Dkstablish MTMC as an Army MACOM. Transfer 
t d f i c ~ d u a l t c r m i n a l a p e r a t i o n s , a a d ~ t i o n ~ ~ m  
and reduced nsmms to the ne!wArnryIbgisrics (3mmad 

(1) VANGUARD imritiirrtive MDAW identifies posii1e swings 
by reducing hnds progmmd fix mar@ d m-on and deploymeat 
infrastnMureby50permlt. l h i r i a i t i a a i v c a p p l i c s t o F O R s c o M ~ t c d l l b ~ ~  
stations that 2mve a d d e p b p m t  mbbn. 

(a) A r m y d b c t u r e f o r  
l t l ~ ~ i a n a n d d e p l ~ h a s d c P a i ~ z a t a d , ~ ~ o v a t h e p a s t f o r t y y e a r s .  
~ ~ m ~ ~ o y m m r t s b y n r i l a s d i c b a a d b y ~ S ~ ~ & H Q D A t o d d o p  
a n d i m p ~ e p r o g r a m m r c s t w r c d ~  FORSCOMactsasthcExecrrtive 
Agaaf.i#*- 

. . a n d ~ f u n d . i x l g a n d i d ~ ~ .  Rail 



n~oration funds remm and rehabilitate rail right-of-way, build loading yards, procure 
loading ramps, hrnrlstands and lighting. Over the past few years, funding has been 
partidy or fully reprogrammed into other FORSCOM priorities such as safety and the 
ell-. 

1 Significant reductions will occur in the number of hdla t ions used 
for mbilizaticm and depiopent due to increased Warning rimR 

2 Rail deployment to seapxts of embarkation will be requhd for 
initial deplapent and sustainmmt in auy scenario. 

a Arrny will increase retiance on con minaizatim to muve urdt 
itemsandrelyanintennodal equipment - ~ f o r s p e e d , d t  

integrity, security and emnomy. 
(c) Analysis for MDAO8 began with a a m b b g  the 

Management Decision Package which kkdfied mission and funding stream Further 
analysis indicated that fimds wae routinely ngrogrammsd by FORSCOM. A p p h t d y  
~ p m m t o ~ ~ ~ ~ ~ ~ ~ o ~ p a c e m ~ ~ ~ ~ ~ - ~ s r b i n p s p r r ~ - r a i l  
relatedmissions. ~ 0 1 1 0 f ~ ~ ~ o f ~ f u n d s c o u t d b e  
accolxnodated. Hcrwevn,regularrPrrtinc~antheraril infrasnrrctureshwld 
not be dekmd totany. 

J' F i x r a i l ~ ~ e a r i y d e p ~ o y e r s a n d d e f a y ~ r e i l  
rehabilitation, other than routine maintenmcx, for bstdations that &st deploy after 
D+60. 

Maintain fun fbding far all F0RSCOM prioritized mobilization 
station with a rail mission aad "fencen funds so they can be applied only to the 
railprogram. 

. . (a) Regak routine rail mnintemce is being ne@ec&d on 
stations with a rail depkgmmt mission. 



AU i n s t a b h  do not havle units that dep1ay immediately. Cost swrings could accrue, by 
iden- the early deploying btaUati01ls and fixing their hdktm#m. 

(a) Reduce Enogrammed funding by 50 percent to maintain dl 
infktructure and extend the program completion date firm FY97 to FY06. 

(b) Fence mmainhg funds to prevent diversion into other mission 
areas. 

c REDUCE FIXED-WING 0 OPERAl'IONAL SUPPORT AIR- (OSA) IN 
CONUS (WID-) (Apparrvad as DMRD 945p). 

(1) pescnrrtlt.oil 
. VANGUARD Initiative M D M  id- possible savhgs 

by reducing the number of CONUS based Fixed-Wing (FW) Operatid Support 
AirCdt(0sA). 

(a) there is nod ear cut^ 
statement for PW-OSAwhich is gmmd bya c o k t k m  d D 0 D  and DA policies. FW-OSA 
are used extensivdy for VIP aavel and to move small shipments of persoanel and 
e q u i m  to mcct Ccultjngmcy rmd peacetimr bgistid zequkm- OSA e q u i m  
c o n s i s t s o f a n o d d ~ t , o f 2 6 6 j c t , ~ , a n d ~ d r m e n ~  Theyare 
@ a n d ~ u l e d ~ ~ b y t b d c a & ~ ( f w A C a a d U S A R ) a n d d . l e A n n y  
National Guard 

( '1  T h c p l a n f a r ~ e ~ a i r r r a f t s c h e d u l i . t z g  
will be accuted as schaiuk!d. 

(c) ThrTtainingandDodne(bmmand 0 
CombineaAnnsCombrtDcvc i~~ty (CACDA)  CMJductedtheOperathalSupport 
~ W a r t h e R c q ~ S t u d y w h i c h m r s p u M i s h e d i n M a r c h 1 9 9 0 .  Thestudy 
concluded that 180 vaslls 255 abaft wae rrqt$red in the near-tenn and that a properly 
Llanfigurr?d flea of 165 aitrnrft could cvmrualtymcet Army long range F W - O S A ~ a n  
n q k m c m ~  TheAmy~llairadtfrr#ntheUSAFmFYPlinarasingStheBeet 
sizero266Eltrraft. V V A N G U A R D ~ ~ ~ o f 1 8 0 a n d 1 6 5 a s b e i n g ~  
ujm an 1989 sized Army under full mobilkation and an outdated OPLAN 4102 type 
d. Suba#qucnt anafgsis (sat table V-I) by VANGUARD demonstrated that a 



reduction to 104 airarft (60 percent) would srrppcrrt fi3md-wkg aviation midon 
rqubwmts and still &ow fbr etiminsw older, iess efficient aircraft from dre fleet. A 
total Amy centralized scheduling system would also be requiFed. 



. . .  (b] The greatest ecomxnks a n  derived by m~llntsuung a &ern cost 
effective FW-OSA f l a t  at a minimum number of airaafit bases or-hubs. 

(a) hplement VANGUARD initiative and reduce crtrrent OSA 
structure by 64) pefient. 

(b) Accelerate basing recommeadatiolss of CACDA study by 
consolidating aimaft m s o ~ ~ ~ e s  soonest. 

(11 VANGUARD Initiative -9 eliminated the U.S. Army Air 
T d c  Control Combat Support Activity as a FOA of Forces Cwrmand (FORSCOM]. 

(4) ~ h b a c t i v i t y e f r a m 7 t b  @ 
Signal Comrmand, Ft Ritchie to FORSCOM in 1986 as a d t  of the HQDA Air Trafiic 
Control Plan. The mission of the activity was to serve as the M)RSCOM operating agency 
for aU actions relating to aapkbg,  operating ard arrifyiag A X  equipmmg fadities, 
systems units and persomrrcl. 

@I . . 
r)ecmtralrzmg Air Txaffic Cantrol resources to the 

MACOMS would arhsnrr air traftic scrvkes and compliance with F o d d  Aviatim . . 
-on (PAN 

I n i t i a l m a l y s i s o f t h e f u n c t i o a d t h i s ~ t y ~ e d  
a p l a n n i n g r m d ~ ~ m t h a t w 8 s ~ W i t h ~ ~ o n s t a ~ a n d  
timctionsofaFOk FurrthndcteilsandqutstiocrstoFORSCOMrevdedaddp0~cy 
mistion crnwd by the d of the FOA resoums to mpport the Joint Deployment 
System (JDS). A qmmte FOA for the rrmaining missb was not warranted. 



(a) Etiminate the U.S. Army Air Traffic Comd Support Activity as 
F M  of HQ FORSCOM. 

(b) T~~ functigns smd two dvifian spaces to HQ FORSCOM. 

(1) P=whan. . . VANGUARD initiative MDA05 identifies savings made 
possible by reducing end strength, climinating rJiminIll bedgation Command (Cm) as 
a MACOM, and retaining the kmstigative, functions in a newly created Personnel 
cbmmad. 

(a) C3DC was created in 1969 at the 
direxticm of the Qlief af Staff, Anny to p d e  an ~ a r m e x t e m a l t o t h e d  
chainofcommand. ~ m i l r c i a n h a s e v o M t o i n c l u d e P r o t ~ ~ c e , a a d F r a u d  

i.rwrstigative fmctbm later became a Defense Mamagmrcnt W e w  (DMR) 
initiative to determine! what areas could be.amsolidated ancong an d c e s  to realize 
v t  efiiaencies. The idea was to consolidate similar functions from each of the 
services, creating a Ikfmse . . D M R 9 9 6 w r t s ~ a n 1 7 N ~  
1990infavurofstat1ssquo. 

(4 Thcmethoddogytlscdto~ethepositionsfbr 
redd~1orekinati~1was~'briefi.lrgsprwidcdbyCIDC,mtcrvi~d~ 
(both histaricel and cumat]. Based an an exmhf icm of tbis infixmation, VANGUARD 
dudcdtb,atmuftmlefayaingofHQscxistd hrtbranahr?r;izsuggestedthatbotbthe 
MACOM HQs and Rcgio3lal HQs could be & h a t 4  but htdm of* district HQ and 
thcinvlcstlgatnn . . 

fmctkmwasheassery. inadditiantodahg&ecnmmandasa 
separate Qltity, dEt Field O p C I a ~  AcAwmes . * .  

(poAlwue!*- QDChasthree 
FOAS, Protective Scrvirx Activity 0, Field invdgative Activity (mi), and crime 
Ibcads-(CRC). OwxQDCHQisditllinated,FIAandPSAwould~toMDW 
W h i t e C I R C m r u C d m a g e ~ P ~ M .  
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(d) jUama&e Reduce the overall MACOM end sbrength in k with 
other Army pmgrammatic force structure actions. 

(3) ~ h c o s t , s a v i n & t h a t a r e ~ a s a d t o f d g n h g  
the functions of CIDC, approximate the same resources gained by ehinating the Command 
st- and r e a m -  the mission. The principal question is the elhination of the 
MACOM. 

Cb) Eliminate (JDC regional Headquarters. 

(c) T d e r  in&* fimctions to P d  Command. 

(d) Have QDC district Headquarters report directly to Personnel 
Command. 

(1) VANGUARD initiative 1MI)AOS seeks to reduce law 
enforcement functions and permmid in the TDA Army. The! The enforrementons 
consist of Physical Security, AWOL -on, Game Wardens, and Crime Prevention. 
VANGUARD initialhe MDA22 ctmxphwnts this initiative by ndudng the resources related 
to these fimcticms at the U.S. Anny MWary Pdict Operatiolls Agency (USMPOA], a FOA 
DCsoPS HQDA. 

00 The Army TDA Utary  Polk 
fofieisComp~ofGarrison~thet~partofthePro~~soffice. They 
scrw essentially a peacetime role in support of the ganison operations. The USMPOA 
performs a wide range of functions relating to law enfwcement and physical d t y  that 
includes formdating DA policy. 

(b) hAPTOAswereinitidyTeBiewedbyloddngatthe 
Standard Work Center Codes (SWCX), most specifically the SWCC, TGA, f& AWOL. As 
a d t  of intdews with senior Military police Officers, aaddiod qgtstiolls on 

e 



functims to be elimjnated as a cost savings measure were d v e d .  M e s  AWQL 
apprehension other areas considered were, Physical Security, Game Wardens, and Crime 
P m w d m .  Further~canc ludedthatmostof the~ons&dbeabsorbedby  
thelocalPmmst tularshalorperformedby MTOE~whenavailable or otherassets as 
d i r r e r a d b y t h e b d c ~ e r ~  Thrcsultingustsin~USMPOAwererrlsreddhdy 
to the duction of the law enforcement M o m .  Finally, statute requires militay 
departments to enforce fish and wildlife laws on their instahtins.-.Thus, the Anny needs 
~ O I l a l a m p m v a l t ~ c e e s e p e r f ~ I I u i n g ~ w a r d ~ f u n c t i o n s .  

3 Gmdusiarq. Savings in resources can be gained by elinhating m e  
Law Enforcemat functions. Cxmmders will continue to emphhe crime prevention 
and civil authorities will continue to apprehend soldiers that are AWOL Some traditional 
TDA missions must be shared by W E  c o d e r s  in a resourre constrained Army. 

(a) Reduce Military Pulice Law E d h e n m t  resaurces. 

(1) ' IMs VANGUARJ3 initiative eliminated the Retraining 
BrigadeatFoatRjky,Ihms. Tbis~0~1custodyacthitywaspartofanOSDaction 
t 0 ~ * ~ ~ a s t o d y ~  

(a Thellsmyw9sdtsigmedttLe 
Exemtk Agent to develop a jaint a m d h t d  proposel fur a saucturp! and plan for 
0 p a a t i n g a ~ e d D O D ~ d p r o g r a m .  OSDgukbxwas: xleviewrhe 
p u r p o s e Q f ~ ~ ~ ~ I # m r ~ ~ b t e ~ ~ o l ~ t  
and & h e  the sentence assoeiatcd with a 'long texn" pbner. ThP: optirm that was finally 
a ~ t e d ~ ~ A n n y a s ~ ~ f o r l o q g - t e n n ~ ~ ~ ~ ~  WithinDODand 
a s s r t r ~ s ~ S I C N i i O C ~ ~ i n ~ m o r a ; l a n d f i s c a l o b l i g a t i ~  
m h k  to Wtazy amecths goads* spccifiarJfy with q a r d  to xehaWtatian and 
resmdm a, duty. 



(b) -. Thexnethodologyusedtorrvimrthis~tivewas 
~ i n t ~ W i & d m M P ~ ~ e ~ ~ , ~ ~ w i t h F o r w s ~ d h v i e w  
o f t h f J o i n t r q r o r t m t h e ~ t a r y o f ~ e n s e p n ~ ~ o 1 1 o f ~ m r d e r ~ D  
dated May 1990. In all wses the Reaaining Brigade was recommerPded farcfiminatian- 
ThisMtiativewrrs#gsDMIRD945Donl8Nov90atalesserresca~rcclcvelthan 
-ed by VANGUARD. 

(3) FJliminsthg the C3medd Fadlity (Retnbbg BDE) at 
Fort Riley should be supported. 

(4) E3imhte the Reldnbg W p d e  at Ft Riley, Kansas. 

(1) This VANGUARD initiative, identifies miarginal savings 
made possible by w l i d a w  the Strategic Defiesse Command (USASDC) and the Awy 
Space Command (USARSPACE) rrs part of this initiative. USARSPACE ceases to exist as 
a Field qperating Agency (POA) of HQDA DCSOPS and its headquarters was reduced by 
10 percent. USASDCretainsifsPOA~asdidtheAnnySpawRognrmOffice(aSPQ~ 
as part of this initiative 

(a SDCwasacthmtedonS January 
1985 as FOAof the CSAto owzsee the Amy portionafthe Strategic Defhse Initbtk 
(SDI). Along with its W D  htncticms it bas the operations and xnmhmmm r c s p a d i t y  
far the N a t i d  Test Range and Kwajdeh &OIL ARSPACE is the Anny to US 
Space Cammead and a FOA of HQDA DCSOPS. In addition to its mqodb%ty for 
~ f o r ~ ~ A u t i S a t d l i t e ~ A S A T )  andBdisticMisde(BMD) W t ,  
it assumed operational xvqmsiWtyh&- Sgtelfite Cammuzucahon 

. . sBstem 
OpemtionsCenter(D~sn1 Octobex1990. ~ S p ~ f e P r o g n m r O f f i a ( A S P O ) i s  
a FOA of HQDA DCSOPS and is fespmdWe fbr the Armfs Tactical Exploilxtion dNaticmal 
Gapabilities (TENCAP) Program. 

@) Cbndhhtiag space assets and strategic defense will 
providetheArmywitbthega~ngest~onpod%leto&aadsrrppartAnnyheods 
in spaw and to best leverage technology. 

(c) initid analysis cozktd of  id^^ dl a 



space organhatiions a m  activities (see Figure V4) and their respective xnkicms and 
iimctions as well as authorizations and reqedve funding qpnpiatio~ls. Furchg 
information came from findings of the Rdistriition of Bawps/Unit Structure within TDA 

Report of Dec 1988, conclut$ons of the-Army Management Review Report of 
Oct 1989, bri- and interviews conducted with SDC, ARSPACE and HQDA DCSOPS 
p e r s o d  Pivotal to the analysis perfomed, were the economies to be reached in 
consolidating all space resources or sq3arati.q~ strategic fram tactical assets. The vast 
majority of space related d o h  belong to OSD and are far the most part RDT&E 
appropriations. Consolidating strategic assets dimbates ARSPACE as FOA of DCSOPS, HQ 
DA. 

I,,,,---- 

mum 

. . (dl sevllrsal altemaths exist thet range from 
~ a ~ l ~ ~ ~ c e a s s e t s a n d a a a t i n g a M A C O M ,  toddatbgSDC,ARSPACE, 
ASIRO, ASPO, and a Space Gwrmamd, but now o&r any simrifi~mt rcsouru reductions. 

(3) 

(a) Comsaltdatmg 
8 .  SDC and ARSPACE establishes a w e  Army 
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orgarbtion for strategic and space assets. The SIX: commander w d  be dual hatted or 
CG ARSPACE, thereby enSrning Sebior Army Representation at the USSPACECON. 

. . (b) The 10 percent savings in HQ ARSPACE is the d t  of 
! 3 m e m b q m  essmtial functio'hs. 

(c) Retaining ASP0 as a FOArecognks two important features; first 
the h p r t m c e  of its cunent mission and functions, second the fact that this -tion 
is pred-tly involved in tactical as opposed to strategic missions thar SDC and 
ARSPACE perform. 

(4) R e o o m ~ t n .  Reduce ARSPACE Headquartas by 10 p a t  and 
consolidate wirh Strategic Defense C o d .  



&I. GENERAL 

a VANGUARD exambed all aspects of institutional trahhg. The primary effort 
was directed t d  the Training; axxl Doctrine Command (TRADOC). TRADOC trains 
approximately 670 thousand students per year with an authcdmd military and civilian end 
strength of 90 rhousand. Other MACOMS conduct individual training, but compose a 
relatively small portion of the training base. The team reviewed hay the Amy is 
orpized to train the force and who conducts what facets of mining. Orgmktional 
s t m c t m s  and training methodologies were d for consolidation, streamlining, or 
elimination., Initiatives were developed against a d e r  Army with drastically reduced 
TeSOllEes. 

b. The doctxirte and combat developments process is related almost exclusively to 
TRADOC and thedore was the only MACOM examined closely. The force integration and 
documentation functions were examined from HQDA to installation level. 

c Based on VANGUARD'S review, resultant initiatives are grouped into three 
categories: (1) M g n  Combat J3evelopments and Force Integration, (2) Realign 
Professionat Development, (3) Realign Tmining. 

d. T R A D O C h a s a n i n ~ r e o ~ t i m p l a n c a l l e d R I T U R E T R A M X ( s e e  
Figure V1-1). TRADOes plan creates Warfighting Centers by f u n c t i d y  grouping all 
branch schools. inherent in this consolidation is an integrating function and a reduction 
in span of conml. VANGUARD adopted the War@hting Center concept. The VANGUARD 
vision of TRADOC reduces layering by converting the two Integrating Centers (CAC and 
=M) to a Forre Integration Center and a Professional 1)welop~lent Center. 
Warfighting Centers be d k d y  subordinate to HQ, TRADOC. The VANGUARD vision 
for TRADOC is depicted at Figure 2 and will be discussed in detail in subsequent 
paragraphs* 



Figure VI-1 
FLmmETRADOC 

I I 

Figme vi-2 
VANGUARD V* -TRAIXK: 

6.2. R W G N  CUMBAT AND FORCE INTEGRAnION (TNAfS). 

. . a m o o n .  Consistent with the VANGUARD vision of TRADOC, this initiative 
proposes the establishment of a Cmm for F o m  Integration. Conammtly, TRAWC is 
given a major new mirdon as the Army's Executive Agent for Force Integration. 

(1) .li?csi&uncti- The combat developments and force 
integration processes srr eurrrntly focused at HQDA, but the components are l a y 4  and 
decentralized within all MACOW. There are appmximately 9,000 personnel currently 
authorized in fme integration, combat developments, documentation and dated functions 
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which can be identified by unique cost codes or work center codes. 

(a) This initiative b t e s  more than one-third of the manpower 
currently allocated to the proass while providing the vehide m fix m a .  systemic 
dysfunctions. Mditimdy, it facilitates required reductions to the A M M  at Headquart-, 
DA and at the MACOM level. 

(b) The current force integration process is depicted at Figure VI-3. 
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2 At HQDA, multiple staff organizations develop and provide force 
structure, resource, and priority guidance to MACOMS at multiple points during the year. 
Each of the Army's 15 MA- and numerous separate agencies then rationalize the 
mission ( s t r u e )  guidance to resources and return their comman&plans to HQDA twice 
annually. On approval of the command plans, each UACOM and agency then develops 
implementing documentation (MTOE/TDA) and forwards it to HQDA for approval. 

2 The combat developments process is totally decentralized at each 
TRADOC school, wh&h also function as user representative for the fighting force in the 
development of battle field requirements. The integration Eunction is performed at the two 
Integrating Centers (CAC and CASCOM) and at HQ, TRADOC. 

1 Figure IV4  depicts the process and relationships under the 
VANGUARD umcept. 



2 The cenaal focus far policya guidance, prk&htiun, and ITSOWX 
docadon is retained at HQDA through a.program Integrator. This cc~ncept is depicted in 
Figure V 1 4  (see also Chapter IX, HQDA). 

The HQDA Program Intcgnatar will: build, submit, and dcfind the KIM; ~~ 
pertinent databma (42.8. FA& TAADS);dcvldopand~theforrcbassdonDGSOPs 
stated priorities; and p d d e  ovasig)Jt of fme progntm d m  Major ARSI'AF changes 
include transfirring missions aUt - fnrm OXSWS-FD, Man- Dimtorate, 
ODCSPER, and DAPE to brc p.rpgrclm iaegmar. ODCSOPS will be limited to its 
mditionrl*ofrmtegy,p.nrdpliey;~,*~Pndmo~ti~~~. This 
nmrm~tk\rcsAEromhispoaitianastfmtdekmfcxceint~. 
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3 The focus of the DA force integration will be t r a d e  to a new Force 
Integration Cmter established in TRAWC as a major subodkmte command d e r  a 
Deputy Coxmuanding General. Combat developmts, manpower quirements, and 
documentation rescnma will be coacengated at thiscenter at a savings of mcsre than 30 
pnant. Establishment of the FI Center mables TRAWC to become tbe archirrct of the 
total Amy (TOE ard TDA) as opposed to its current role of designing on& the warfighting 
force. Models, similar to cellular TOE, and standards will be p b c l e d  for the TDA Army 
as well as the warfighting fme  to facilitate mmkdhation and impt ion  of the total 
force. TRADOC will be designated as the DA Executive Agent for force integration, and 
will integrate input from all Army MACOMs. 

9 separate MACOM and installation force integration, manpower and 
equipment standards, and doamentation offices would be sigdhntly reduced or 
ehhated. USAFISA would be reduced to a small residual element to preserve the HQDA 
manpower swey capability d to assist the DA snfi m management of, access to, and 
maint-ce of residual DA data bases. The remainin,g FISA missions will be incorporatted 
into the FI Center. 

5 Although combat dewdopments eqmtise win be amcentrated m the FI 
Center, TRADOC schools will amtirme SO functicm as the users' qmsentative by a 
retention of a small combat deyelopmen~ grarrp ranging in size from 30 to 100 pasonnel. 
Realignment and condidation of Army a d y l i d  capability mppolo this concept (see 
Chapter XII) .  



associated wirh a change in the cambat devebpents, force integration, and manpower 
documentation pmceses. Consolidation of these f ' c t i m  estabkks a critical nrass 
oriented on future mpkmnts, o ~ t i o ~ t s ,  documentatiasl, and d y s i s .  

1 Reorganbe TRADOC to form a Center for Forre Integration. - 
2 Transfer the focus of Force Integration to TRADOC and reduce HQDA, 

MAfflMs, ~ ~ ~ T R A D O C  schools based on redud xnissions. 

63. REALIGN FWXESIONAL DEVELOPMENT. 

a GENERAL Professional development programs for officers, n o n - c o ~ d  
officers, and Departmrnt of Army civilians weie rwiewcd. Tlre majaxity of training is 
conducted by TRADOC, but other MACOMs and activities are hmhPed in the professional 
development proctss, particularly for kptment of Army adhs. VANGUARD viewed 
TRADOCastheArmy'sPainer;therefore,~um~tionoftrainingdtraining 
institutions under TRAMX: wras established as a goal. In addition to tibe focus on 

@ consolibti- a majcx VANGUARD objective was to aeate atst savings by reducing the 
TRADoC mission load, but with the least possii'ble degdation of leader development. 
Everye f fa~wasmadetoprorec t t f i cwar f igh t ing~o f theo f f i c era dnrm-  
c d c m e d  officer p s o f ~  education systems. 

(1) Chsistent with the VANGUARD vision of TRADOC, this initiative 
proposesttLataCenterforh9feSSjtmalDevelopllzentbe~ TheCenrerwouldpnwide 
oversightoverallwarl[i%htingand-W. 

fhrmuly, profd0na.l and 
~ d e r ~ ~ t  aad civilians is d u c t e d  ia 
T R A D O C s c h o o l s r m d i n F i e & i O p a a a i n g : ~ e s a f v a x i ~ ~ ~ ~ W ~ ~  'Ibere 
isaa,activityrhatmnagesaadprovidRsa~towrallpn,W~develgnnent 
schools. 

(bl A C t a t i a f o a M d D e v t . f o p m e n t d k W  



to @de oMaight and mamtgement of leademhip and znmqpmnt schools and cemm 
not assdated with tbc new Warfighting Centers. The center wiJl alro have oversight of 
doctrinrl and Paining matters at the Warfighting Cmtm. This Center will be dirrctly 
subadhate to HQ, TRADOC and wiU c d e d  by a TRADOC DCG. This concept brings 
dl rmjor ndlitslry and adim professional development sebooL under TRAWC, except 
d c a l .  The Academy of H d t h  Sciences was eramined, but due to the unique and highly 
techaid nature! of the Painin& was retained in the Medical C d .  The concept 
facilitates program integration, standardization, economies of scale, and elhination of 
duplication. Leader development, doctrine development, mining3 and mining 
development will be fully integrated. The envisioned ccanp0Si~o.n of the ProfEssional 
Development Center is depicted in Figure VI-7 below. 

I PROFESSKINAL DEWELOPMENT CENTER k 

(3) Formation of a Cmrra for Professional Development will 
p r o v i d e a d e g r r e o f ~ t d o v m i g h t r h t d o e r n o t c m r m r l y e x i s t .  Physical 
collocation of schools is not q u k d  frrr successful -doa. 
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(b) Transfer the Amy War College (DA, DCSOPS FOA) to TRADOC 
and assign to the Professional Development Center. As the b y ' s  Trainer, lIMD0C 
should oversee and manage all profess id  Hopm43 . t  program from entry to senior 
level. 

(c) Transfer the Judge Advocate General School (FOA, OTJAG) to 
TRADOC and assign to the Professional Development Center. fignment under TRADOC 
will not affect the ctlrrent technical linEc to the OTJAG. TRAMX: provides management 
and oversight. 

(d) Fonn the US Army Managemerit College as a subordinate element 
of the Professional Development Center under TRADOC (a detailed discusdo11 of this 
conccpt is in paragraph 6.2.b below). 

c. OONSOLIDATEMANAGEMENTTRAINING UNDERTRADOCBYFoRBRlwGTHE 
US. ARMY MANAGEMENT COLLEGE (TIUA20). 

(1) -m- . . Consolidate nmqpnent rtaining under TRAIX)C by forming rhe 
US Army Management College, This would serve to eliminate, as separate activities, the 
Anny Management Staff CoUege @A, DCSPER FOA), the Army b g i d c r ;  Management 
College (AMC FOA), the Army Mamgemat Engk&g College { M C  FOA), and training 
functions performed in o k  MIA such as the Engineexkg and Housing Support Center 
(USACE FOA), and PERSCOM (DA, DCSPER FOA). A framewd .for the structure of the 
U.S. Army M-t CoIlege is depicted at Figure VI-8. 
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(a) c-s-ttraining 
occurs m TRADOC schools and in schools sponsored.by MACOMs. Many of these schools 
occapyltasedspace. M o s t s t u d e n t s a r e a ~ i n v o k d m t h e ~  . . baseofthe 
b y *  

@) m. This univedty would teach mstmmg 
. . base 

management courses such as acquisitian, engineering, housing, MWR, MWR, personnel,urte, 

information, materiel, and installation management courses. It would not teach courses 
provided by otha TRADOC schools such as intelligence, tmqortation, commtmicaticms, 
etc Consolidating these schools at Fort Lee! would be the optimum solutioa The Anny 
Logistics Management College ( W C ] ,  at Fort Lee is an institution with sufficient staff and 
facilities to support such a schooL The existing satellite and network can 
be expanded to a c e t e  the additional cmicda. 

(3) Caardtrsiaa. Consolidation of znanagement traininp; will pavide the 
integrated faculty for BASOPS which is lacking today. 

(1) ~ u s p m d ~ t i a n o f t h e C a m b i a g d A n r ) s ~ ~ ~ ~  
school (CAS31, Fort -rth. 

(4 CH86cers a m d y  a t t d  five 
diikent p M d - t  s d d s  hhgthei r tbe i r :  OBC, OAC, CAS3,CGSC, 
andSSC. 'I'hepsimarythnrstoftheadvanioadcaurscistoprrpareofficerstocommandat 
the company, troop, and battery level. ChS3 prepam oflken fbr staff duty. 

(b) Staff MIS curm~tly taught at CAS3 can be 
integrated into exking bsamsh officar udvancd oomses. 

(c) Most cmpany-kd ccmnandm arpl advanced course 
pd~t~~~itisnrrturmcwnmonforanoffia~topafonasteff~espri0~toCAS3 
attadanas T i  attedmce at CAS3 is diflicult btK.nu3e of the danands placed on 
o f f i c ~ s b y t b r ~ c o m m a r r d s .  ~ ~ , m a n a p e m m t o - f C A S 3 a t t ~ c e i s  a 



d ~ ~ ~ ~ ~ t o c v a y A n n y o o m p n a n d ,  ~ ~ ~ k t o ~ ~ O A C S  
w d d  ensure gradu8tces would be p r e p 4  for both ccrrtrmand and staff 
~mcr;arainitrg~ffi~anccatdriccaptainhvcf~tacifitstrrmao;snmrfiexibilityfor 
~ a r c o m m a n d ~ ~ t s .  T h e m c e t ~ c e d C o u r x t e a c h e s o o m b e t l ~ s ~  
mdrmtrxbtprrsaved. T h t ~ n n y s h o u l d & d l e n g e t h r ~ a f ~ = p *  
to twu, scpanate causes. 

(4) Suspend CAS3; add staffddls training to branch 
OACS. 

(a) The cufrent mission of the 

(4) fliminnn the Ptprsicri Fitness school. 
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(1) Suspend operation of the Sergeants Major Academy. 

(a) -d- 
. . .The Anny sends its 

enlisted soldiers to six schook Ba, AIT, PLDC, BNCOC, ANCOC, and SMA The primary 
focus of most cnbted and non-commissioned officer tmbhg is em MOS and troop-lending 
skills. The SMA, a 22-week PCS course trains senior NCOs for CSWSGM positions 
Armywide. 

{b) &ah&. The Army should protect its combat leader 
courses for enlisted soldiers. During a period of radially declining resources, however, the 
affardaWty of a 22-week PCS course to train pained leaders, who, through a series of 
promotion boards, have risen to senior enlisted positions based upon demonstrated 
competence and prwcn leadership skills, is cbailenged. This course results in two W e d  
PCSmwts inone~andis~t iveto@tyof l i fe i ssues .  SuspendingtheSMAwill 
have no impact on rmnaining enlisted profdona1 development c o r n ,  will keep senior 
NCOs in units with soldiers, improve quality of life, and save dollan and manpwer for 
mikction to higher priority programs. 

0 1  SIlspaading operations at the Sapants Major Academy win 
not advemdy degrade Anny cmnbst readiness, 

(1) Ffiminete me Basic Combat Treiaing site. 

(a BCT is cumen@ conducted at 
6sites: E c r r t s ~ w o o d , J a c Z i t D o a r , s j l c , D i x , ~ ~ l a o r , d M c C l ~  znitial~ntry 
Training~htltaefrnmof05UTisalso~ttcdatForsBezmkrg,Sill,~Leailard 
Wood, d Mcd- R e c i a  d resultmt savings are a k d y  built into the FY92-97 
POM for Dix (BRAC, FY92) and McCadlm (TFUWC hithtk,. FY91). 



Cb) Due to reduced training assaciated with 
a d e r  Army, BCI' should be s q m d d  at orie additional site. This 

. * .  will mt 
&ect conduct of OSUT or other AITs. The cost smhgs of this initiative capture the 
savingsfmmthe~tionofBCTarw~arddminthesircoftbe~n(?~ 
Group, Reception Station, and BASOPS. 

(3) GoPchrsion. -on of one additional BCZ' site will not adversefy 
affect the Army's ability to meet its annual training q u k ~ ~ ~ ~ t s  for BCT. 

(4) Reduce one a d d i t i d  BCX site. 

b. Space Intentiasally Left Blank 
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(1) h- r& o f u ~ ~ n d n h y  to d u c t  IET, 
replacing active component training units. 

(4 C m t l y  12 RC t m h b g  
divisions and 3 s-te naining taigades m in the forre. olrrcntty conduct MATG 
and PROTRAIN, as well as Lateral and Vertical D i s p w .  

(b) The USAR training -gad= have the 
capability to aain m m  soldiers than they do cmrrntly. 

@I Full-time active rompanent lxmamd can be replaced 
by USAR Paining persond. The PR- concept emures -tinuicy throughout the 
a a i n i n g c y d e b y u d a g a e t i v c c o m p o n m t d r i U ~ ~ ~ t f h ~ p e r i o d ,  
supplemented with reserve eolnponem drill -. By By UUSAR units conduct 
initial any  mining, they would bc prfolming their moldizatirw misdon dming 
peacetime. Two active eomponem ET Ba.nallons could be dimhated and replsccd by 
existing USAR units. 

('1) Q#mlass . * Relocate MOS 52WD/F training fIom Fort BelvOir to the 
Ordnance School at APG. 

(a) 'kairpingfor MOS 52C, 52D, mrd 
S2F is conducted only at Fort Betvoir. It is at Fort Bebh only because CMF 52 at one 
t-he-tothe-. 
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(b) Assumptiolls, The Ordnance S b o l  can perf" &emission with 
no additional resource requirements. Barracks, t,r&hg facilities, and support facilities at 
APG can accommodate the move. 

(c) A1PBhrSjS. Consolidating overhead staff and the B a d o n  located 
at Fort Behair into existing Battalions at APG will save appmxhate1.y 80 positions. A 
yearly fee of $4M which TRADOC traders to lWDW for BASOPS suppart wiU a h  be saved 
with minimal additional cost at APG. Student load at APG, including the projected load 
currently trained at Fort Belvoir, will be less than the number of students trained at APG 
in FY90. 

(3) codasha This low-cost relocation will provide better control by the 
Ordnance School and consolidate ordnance training on one installatim 

(4) Relocate ordnance mining from Fort B e l d  to 
Aberdeen Proving Ground. 

e. SUSPEND OPERA"f?ON OF Coxubat hhmemm Tmbiug Center (CMK) IN 
EUROPE 09). 

(1) Demiption. Suspend operation of the Combat Maneuver Training 
Center (CMTC) in Europe. 

(2) E d -  

(a) -- . . CMTC, Hohenfels, expes  
soldiers to force-on-force operations against a free-thinkin,g, ddocainally saund opposing 
force. Since CMTC was elevated to a combat training center in April 1989, it has relied 
on USAREUR units that rotate in for three-week stints as its OPFOR 

(b) Assltmrrtions. U.S. military prrsence in Etmrpe is being 
significantly reduced. 

(c) Andyis. All planned MCA funds for CMTC have been cut due to 
a moratorium on new comtmction in Europe. There is no live fire phase of training at 
CMTC due to range restrictions. No allies have expressed an intens in using CMX. The 
Germans have conducted a test with one unit, but aqmsd no hnther interest. With the 
phed/mticipated withdrawal of a Corps plus from Europe, the rraining mphment will 
be for two divisions and an ACR. The current MTAs pmvidc a tr;aining alternative. 
Competition for resources makes operation of CMTC q u e s t i ~ i e .  
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(3) Condusi011 Suspending the optration of CMTC will not adversely 
impact readiness in Europe. 

(4) Reconnaendatiah. Suspend the operation of CMTC. 

(1) Descri~tioq. Disestablish Army Markmanship Training Unit. 1,5, and 
6 at Forts Bragg, Hood, and Lewis. 

(a) - . . u n c t i w  The Army Madcammilip 
Training Unit at Fort Benning has three field teams (1,5, and 63, one aligned with each of 
the three CONUS-based Army Corps. OMA funds for the entire Army Mar-p 
Training Unit amounts to approx. $1.6M per yea. - of which only a portion goes for the 
field teams. These field teams are routinely filled with personnel who have no 
instructor/competitive shooting experience. 

(b) Anahsis. These teams provide replacements to the Army Rifle 
Team. There are more cost effective methods for selecting members for the Army team, 
Eliminating these three units will have no impact on individual -p qualifications 
of soldiers, nor will it detract from the Army's ability to fight, because commanders have 
the capability to provide this train@ to their units. 

(3) Cod- Fhhation of these three units will have no impact on unit 
readiness. 

(4) -tion. Eliminate Army Markmanship Training Units 1, 5, 
and 6. (Approved as DMRD 945E) 

g. ELlMlNATE THE NAnONAL BOARD FOR THE P R O N  OF RIFLE 
PRACTICE 0 1 )  (10 US.C 43074314; 1 9 1  National h k n s e  

. . 
Act, 

Section 328). 

(1) -tion. - Eliminate the NBPRP, the Director of Civilian 
Marksmandip (DCM), and the Civilian Marksmmhip Program. 

(2) 

(a) Title 10, USC sections 4307- 



43'13 provide for the CMP, NBPRP, and natimal matches. DCM is an FOA of the OBLice 
of the Under Secretary of the Army. The purpose of the program is to promote 
~ h i p a m c r n g a ~ b y a D ~ t h e m t o r w l i a e ~ g c s d o b t a i n A r m y r i 8 e s  
and ammlmition at discount prices. . - 

. . 
(b) GAO Rcpart # NSMD90-171, "Mihiq Phparedwss: 

Army's Civitian Markrmaaship Program is of Limited Valuews May.90, notes that CMP 
objectives art not linked to Ansy mobilization and training plans. Army qukmmts  do 
not exist for the program-trairred pers4mnel or instructo~s. Progmn-trahed persaruod are 
not cracked and may not be available whcn needed. Statutory shange is required to 
criminate this program. 

(a) &mathq. As prwided in the FY91 Defense Authhtion Art, 
make the program completely sel fqqmthg.  

(3) Eliminating the National Board for thc Promotion of Rifle 
~cewi l lhavrcaoadvasc~mArnryrn iss ions .  

h REDUCE STAFFING AT USAR m m  -I- 

(d U S A R ~ F o r r c s S c b o o l s  
d u c t  MOSQ, NCOES, WOTS and OES at 90 adwnk: located thmgba OONUS (881, 
M E s r o o M  (l),PndUsAREUR(l). T h c p a r r n t t m i t f o r G P C h ~ ~ t k Q l l U ~  TBc 
s&oolsareopaotiddtaingIDT.adAT. I n t h c f r a r a c , R C ~ W i i l p s o * C A S 3  
farhscrvrofficws. 

R;cducethcmxnberofUSURFschodswithinCONUS 
t o a ~ o f ~ .  Th izwoutd~e tor~oUShRFs ic taoo l spaARCOM,~orae  
kingintk#c~tytothcARCOMHQ. T h t ~ a f t h e U S A R F ~ d o a c s t  
todARCOMHQwouldsavrestheOcputy~of~forTraining. USARFslchods 

@ would have the minioa of teading M O S ~  cocmer, o f k r  pmfcniolul 
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deveIopment, NBC training, mi instructor training. 

(31 saamtnrng 
. . rhe duplicative staff pasitions will d t  in 

savings without adversely affecting readbs. 

(4) Smamlinc and consolidate USAR training 
institutions. 

(1) Ebbate the EUSA Individual 'Rain@ Evaluation Rogram 
(ITEP) as an FOA of EUSk Move the mhhm to EUSA 53 without additional hsatnrcs. 

(a) Thc EUSA XTW office xmuqp 
che ordering, d p t ,  accountability, storage, distribution, a d  destruction of test materials 
fin MOS testing. 

(c) &&&. WiththrQaras;cd~mrArrtheSDTsgstanand 
innrsascd use of DTSOs to a d m h h ~  tests, the EUSA IlEP Office can be climinatd with 
minjmaIimpactonMOStebting. h4aaegcmrmtcankacaqbhdrtdac~Mld 
by the G3/33. 

6.5 Paragrapgh was intentionally left blank. 

Pages 19-20 were not used. 



VANGUARD mw. REPORT PART VI 
~ & ~ T D E V E t ( r D P % S E H T ~ O N S  
1s Dacaokr 1990 

Space i n t e n t i d l y  left blank 

(1) T ~ k r t h e k n n y R r s a w ~ ~ C m t a  
(ARRTC) to the USAR C o m d  (when cstebbhed) a d  it as a Trarining Center. 

(2) Evahtatiora 

(a) Tk mTC provides USAR- 
unique, pmnobilizarion trPining to the Full-The Suppost Force (FIS) in the areas of 
Operations, Administration, Automation, Budget, Finance, Logistics, 
MobiljzatiorVDqloyxnent, Plimnhg, md l'hbbg. Tbc rrnta is locard at 
FortMcCay,Wiscansinrmdis1mFoAdFO~33. 

(3) ARRTC pafiamc an impoPbnt fkdm for the USAR d 
chouldberrtainod,~trrrnsfcmdtoUSARCoamamd~.TrriningCart~~. 



f.) ThcATSG-=&Army's 
anmlminingnrppat~erforthpl .rming ,dun,~ iatcgrat ioaof tbDse  
p m r r o a , p r o d ~ c t s , m d ~ ~ ~ & ~ ~ m d c o l f e c t i v e m i n i n g i n t b e  
Active and Resave Components. ATSC manages the following progrms: Stadads for 
Wupims Tnining; Rurge Modanizaticm; TMDS; TEC Materials; Army ~~ 
Chmes; Individual Trrrining Evduation; and, Tmhhg Inf'tiian -. ATSC 
is m t l y  a FOA of TRADOC (DCSr). 

( c  A T S C i s a ~ t e T D A ~ o n ~ ~ i s  
kmy-wide support and d o n  of hedqmtem p g m s .  ATSCr mission is 
independent of, but dirretly &td to tbu of HQ, lRADOC AlSC ~ C S  tdt& 
strpportpolicyestablishedbythcTRADOCDcputyCbiefofSnfffoP~. 

(3) ATSCpnwidesa.oitplscrvicctothctotdAnnyt?3athnot 
duplicated elsewhere in the kmy. 



(b) hsmmtioq. An account, similar to the TMS, can be established 
to support civilian training. 

(c) Analyb. This account is mcessmy to fund civilian leadaship 
training and provide the means for recruiting @ty college graduates for key career 
program positions. Without this funding, d e n t ,  sap&al, progressive training would 
not be available to dvikns. As long as DA continues to centrally fund the DA Int- and 
Long-Term-Training pruypams, this account is r e q u i d  to place the traines and pay for 
training expenses. 

(3) CTED Student Detachment could be realigned mto an 
account similar to the TI'HS account. 

(4) Reconnnerrdatian. W g n  the CIED Student Detachment into a TWS- 
type- 

a d. ~ t h e N a t i a n a l S d e n c e ~ C N S C ) .  

(1) Thc N a t i d  Science center for Commkcations- 
E l d c s  should be diminated- 

(a T k  NSC offers militsay 
am, i i~~~t i ionstotheAmaican~t ioaalsys trm.~mautreach~minulcasedhe  
nation% technical literacy. It is crsEcndy a FOA of the Office of the Sazetxy of the Axmy. 
TRADOCistheExenaiveAgent. T h e N a t i d S e i e n c e C e n t e z i s a d t o f ~  
Authorization Act 1986, Public Law No. 99-145. 

(a The National Science Cenret for Communications- 
Electronics makes little rnsdngM a m t r i i ~ ~ l ~  to Army missions. It is k g d y  a center 
d e s i g n e d f b r ~ ~ k t w c t n D O D a n d c a i l i a n e d d a n a l s y s t ~  



with the vision of TRAWC as a smaller, misdonoriented command. NSC ctmm'bues little 
to TRAIXX: or to the Amy. 

(4) -w Seek legislative milief and ebnbme this FOA.  ailing 
legislative fief, recommend the Army seek to rebate &is FOA fmm DOD to thc 
kptment of Education. 

(1) BcsarrrtJara. . . The US Anmy Security Assistance Field Activity (USASAFA) 
should be retained as a TRADOC FOA 

(2) I2dm?b 

(a) USASAFA acts as the DA 
Executive Agest for Sauriry Assistance -, the r e g i d  operatiam emPsl financial 
manager, the Army-wide distributor of ! h d t y  Assistaace train@ -, the nrpavisor 
of manpower utilization, infamation and program support; and the supporter of OCOMlS 
teams. USASAFA is an MIA of TRADOC, 

(b) The Arnry Win continue its Security Asktan= 

(c) USASAFA~auniqucandviEal f imct ionforthc  
Amy. It is ploperly aligned under TRADOC AU USASAFA fimds, including sabies, ame 
fromsecuIityAssistanrt~)frmds. 

(3) USASAFA should remain a FOA under TRAMX. 

(4) Retain USASAFA as a TRADOC MIA. 



a At present three organizations exist to manage persoad in the Total Face ,  
PERSCOM for Regular Atmy personnei, ARPERCEN for A m y  Reserve personnel, and 
GuardPERGEN for Army National Guard persod.  Although the missions of each 
organization Mer somewhat due to the different requirements of each type of soldier, the 
primary mission of providing life cycle p e m o d  management for each component is 
si.nlilar. 

(1) PERSCOM, located in Alexandria, V& distnites, manages, and d d o p s  
soldiers to ensure current and future combat readiness by executing and recommending 
Army military p e r ~ 0 ~ d  policies, systems and p-. It devefops and !%pe&ie~ 
implementation of procedures applicable to military personnel management and the 
development of personnel support d c e s .  The structure consists of a command p u p  
with staff, Off'icer and Enlisted Personnel Management Directorates, a Mobdization and 
Operations LXrectorate, a Civilian P d  Management Directorate, and an Adjutant 
General Directorate. P d  Information Systems Command (PERSINSCOM) provides 
automation support. 

(2) ARPERCEN, located in St. Louis, MO, provides life cycle p e ! ~ d  
management services for USAR soldiers to support defined rcadbss reqtlirements. With 
total mobilization assets of 1.1 d o n  soldiers, ARPERCEN manages the transition of 
citizen soldiers to active status a d  active soldies to reserve status. To accomplish these 
tasks it n d n t a h  Iiaison with PERSCX)M to effect &tion of mobilized and de-moldid 
soldiers. 

(3) GuardPERCEN, located in Akxandria, VA, perfonrrs those persamnef 
d c e s  requkd of the NGB as the clumd of comnumic8tion between the! Department of 
the Anmy and the States. In cmmmnm with the dnal Fdd-State status of the N a t i d  
Guard, it maintains Offidal Military Persambel Files (OPMF) fm 6 and b a i v e  ARNG 
~ ~ ~ I l s d a n d w a r r a n t ~ f f i ~ , ~ L i a t n ! o f D u t y ~ ~ ~ , m b M a g e s t h e  
asdgnments and crueers &Title 10 Active Gud/Rmem SO- and mnintains a PAC 
~~%kfwpasanm?ld~daisapport~aILsoldi~assignedora~mNG~. 

h The original VANGUARD Vision p p s e d  a %mpk Caamaand" (Figure W-11, 
a new Anny MACOM respo~&"ble for all aspects of pemmel life cycle maqpment. This 
copcept would establish a MACOM that inclttdes all persormel acx~sshs, pemmd - (=wp==o, persormel support, -- and IxEdid support 
activities. 



k 1 
PEOPLE CUMMAND 

(1) Army Reserve P d  Center (ARPERCEN) and Army N a t i d  G d  
Persormcl Center (GmdPERCEN) wouid be merged with the ctment PERSCOM to fwm 
a n e w a @ z a t i o n , A n n y P e r p D l m d ~ l a c o n d i n S t I n d s , ~  

(2) U S A r m y ~ ~ ( U ~ p r d U S k m y R O r C e d a  
C o m m a n d w a d d m e g r ? t o f o a m t h e ~ o n s ~ a t F o r t B e n j a m i P ~  
Indiana. 

(3) The ranmnand w d  include the specid lmdxes (JAG and 
chaplains]. T h e S u r g w w C e n e r a l ~ ~ u l d b e d u a l ~ r r s t h t ! C a m m a n d a , ~  
Medical- T h t U ~ ~ a o ~ y S E h o o l w o u l d b e ~ ~  

c VANGUARI) rPPised thre OrigiMl concept as fonm: 

(1) USMAwill rrmain a Fielia my W A )  of* 
DMRD 962 which wwld merge USMA, U S A  ;sad U W A  p q m c q  s&ools is still being 
staffed. 
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(2) The DCSPER directed US= and Cadet Command to convene a work 
group to detexmine how they would combine their oqpnhtio85 into an Accessions 
Command. The work group concluded that the commands could merge but they 
recommended that they not be combined because of the dissimilar missions of USAREC 
(recruiting, accessing) and Cadet Commarrd (training;), the risk to the d t i n g  mission 
at a aitical stage of the Army builddown, and projected savings not judjing the up-front 
cost of conversion. 

(3) The Surgeon General (TSG) is dweioping a C o d  and Control (C2) 
Study designed to determine the most &cie!nt and effkctive command and control 
structure for AMEDD organizations and activities in the United States. The concept of the 
study has been e n d o d  by the secretary of the Army. Because Iittle or no savings would 
result by placing this c o m d  under the P e r d  Command, VANGUARD has removed 
it as a subordinate command. 

(4) The VANGUARD Vim (revised) (Figure W-2) now expands the anent 
PERSCOM to indude the m h b s ,  fimctions and resources of ARPERCEN and 
GuardPERCEN, as well as the following Fieid Opeiating Agencies: U.S. Army Recruiting 

a Command EMamem Records and E V a i u a b  Center, USA Centnal Personnel Qearance 
F d t y ,  USAEnlistment ~ ~ A c t i v i t y ,  Physid Disability Agency, Persome1 Assistance 
Points, USA Milimy Police Operations Agency, USA Research Institute, USA Drug and 
Alcohol Operations Agency, USA A Identification Laboratory (Hawaii), the USA 
Escort Detachment, a d  USA Commlrniity and Family Support Center. The new 
organhation would be located in St. Louis, MO. 



d. In summary, the new pemonnel command will mqe the two reserve 
componmt personnel centers with the US Total Army P m e l  Commaad, incorporating 
most personnel related FOA's. As a result of efEaencies and consolidations, manpower 

I .  

savings of about 18 percent are achieved in the affected -om. 

a C 3 0 M B I N E U S A R M Y P E R S O N N E L C O M M A N D ~ M ) ~ U S A R M Y  
RESERWZ PERSONNEL CENTER ( m C E N )  (SMA44 & SMA46). 

(1) DesuiDtion. VANGUARD initiatives SMA44 and SMA46 identify savings 
made possible by merging The U. S. Army Reserve Personnel Center (ARPERCEN) with the 
U. S. Total Army Personnel Command (PERSCOM) to farm the Anny Personnel Command 
'located in St. Louis, Missouri. 

(a) w . . uncti- BmhPERSCOM and ARPERCEN 
provide W e  Cycle" personnel services. PERSCOM-Direct, integrate, d andcoordinate Total 
by pem~mel systems to deveiop and optimize use of thr Army's human raortrca in 
peace and war. ARPERCEN-Suppor& Total Army m o ~ t i 0 9 :  persannel mansgement of 
USAR career force, admmtster . . the AGR and IMA programs, services to retirees, veterans 
and others, support Total Army mobibtim and other crises through MOBPERS, cmmmd 
the individual Ready Resexve (IRR) d the Stand-by Rrserve. 

Cb) Critical to succesfd implementation of inihtive 
is adopting a fundamend change in operating padures. VANGUARD proposes that 
savings of 25 percent (PERSCOaR] and 20 percent ( m C E N )  could be reatized by 
merging cormgon fmdons, cambining overhad d t i e s  and the reduced workload 
(- -q==t *I. 

(el From a fbnctid p q x d v e  a merger is feas'ble. The 
greatest savings would be in the headquarters and mmhad accomts. Over time, the 
d 0 ~ ~ 3 d h g  of the Army will positEvefy the efficienck and -t of the Total 
Army-t. C o - l o c a t i o n i s ~ m g s i n ~ ~ s a v i n g s .  The&tionshould 
be located in a low cast anm 

(a PERSCOM inas identified mhgs of about I5 
p e r c ? e n t b y F Y 9 7 , b a s e d ~ a n d ~ w o r l c l o a d .  



(33 Savings prqmsed by VANGUARD cannot be achieved 
without co-location and hmdamatal changes in operating p d u r e s .  

[4) Merge PERSCOM and ARPERCEN in FY 94. Co-locate 
the &tion in St. Louis, Missouri. This r e c o d r i o n  is contingent on the legality 
of divesting ARPERCEN of c o d  over the IRR and the Srandby Reserve, and 
tmnsf" command to the USAR C o d  AdditicadyS the merger will t r im the 
Base CiOBUIZ atxi Rtdgmmt Act of 1990. Tbc Army must comply with che legislation 
kforr oo-~oc~ting thr centem. 

NAIIONAL GUARD PERSONNEt CENTER (W- (M3). 

(3 VANGUARD bkiative SMA43 idmtifies savings made 
possi't,le by maging Thc U. S. Amy National Gwtrd Pemmel Center (GuadPERCEN) 
with the U. S. Total Amy Pemm? l  Command (PEBsCOM) as components of a ~0-10~8ted 
Army Pasoanel Command located in St Louis, Missouri. 

(a) Both provide W e  Cycle" 
pemomd Savices, PERSCOM-Direct, intCgraa, and wordhate Total Anny persamrcl 

. ~todevrfapandoptimitctwoftheArmyshmnznrrrsourresinpeaceaad~. 
G u a r d P E R C E N ~ e  lifc cycle mnagamm frrr offkm adped to ARNG inchiding 
issuan# and withdmd of Federal recognition, and mamgenmt of Title 10 programs. 

@) Crieical to successfitl implementation of initiative 
is adopting a fimdamrnral in opera- produns VANGUARD pmposes that 
satriags could be halizcd by merging cammiw functions d amhhbg &d activities. 

(c) Fmm a fmstional pqxetive a merger is f d i e .  Ova 
bmc,thed~~~l~oftheArmywillposiaivrfya&a~effideaci?sandenhancement 
~ f r & ~ ~ ~ s l ' ~ m a e c p t b y r ~ r m e g e r .  ~ d 0 ~ 8 t i o n i s e s m t h l t o g ~ i n ~ e ; ~ t  
savings. The ~~ &add be located in a low ast area. 

(3) Savings proposed by VANGUARD cannot be achieved 
without co-locad011 and fundmental c h g e  in opexating procedures. 

MI MT P&OM imd G ~ E R C E N  in m. CO- 
1-e the orgadmion in St. twir, Missouri. If this action triggm the Base Closure and 



Ihlipmcnt Act of 1990, the Anny must comply with the legislation before m-locating the 
centers. 

c W G N  FIELD OPERATING AGENCES AND AtXMlVS UMDER THE US 
ARMYPHlSQMYEL-(APC). 

(1) VANGUARD'S concept for the new Army P e r s o d  
Command(APC) included an amssmmt of all personnel related Field operating A g d e s  
(FOAs). The d e w  included an d y s i s  of the mission and h d o n s  of each FOA, and 
the impact of the dowll-sizing of the Anny on their peisonnel and rex,u~ce requirements. 

(a) VANGUARD d e ~ e d  twenty- 
seven pasod-related FOAss with a variety of l i k y d e  p e n o d  missions for inclusion 
inthenewAPC. 

(b) P e r s o d  rekited FOAs war  examinedonthe premise 
that, if there was not a clear and convincing reason for them to be separate froxn the Army 
~ersoanelCommad, thenthcyweretobe~t~andtheirfunctiansabsorbedbythe 
APC. Manpower and dollar reductions were based on the bedits of any consolidation or 
eliminatim of FOAs and on reduced workload attmdant to the overall downsizing of the 
Axmy. FOAs fcfl into two main categuries: The majority were I.liminated, thdr ~ w e r  
t m k r h h  d u c d ,  and thrir missions transferred to the new APC. The other FOAs, 
for various reasons (e.g., dihctive authorities mer other MACOMs, unique missions 
(USMA), etc.), retahed their FOA status with or without manpower reducti011~. 

(a) Most pemonnel FOAs can be absorbed into the structure of the 
APC. They are: USA and F d y  Suppaa Centers USA Central Personnel 

Reamis and Evaluation Center, USA Enlhwnt C1- F d t y ,  lb lbm~~ ~ l i g i i t y  
Activity, PPhyad Disability Agency, Pcrsonncl Askance Points, USA Military Police 
Operations Agency, USA Reserve Pasormcl Centers Naticrnal Guard Personnel Center, UUSA 
Reseatch institutes USA Central Identification Laboratory (Hawaii), USA Escort 
Dctadmes, and USA Drug and Alcohol Opaatbm Agency (USADAOA). (NOTE: While 
studying USADAOA, VANGUARD Iwxwm#nded chmghg policies gumming substance 
abuse treatment (SMAO5). Tfiis initiative was not approved by the first VANGUARD 
SELCUM because &I@ r?oacarrs artd DODfunding perogatives). 
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(b) Other FOAs due to dreir oversigfu mpondbilities, policy mahdng 
functions or unique missions remain FOAs of HQDA They are: Equal Employment, 
Opportunity Agency, USA C o q h x e  d Complaint Review Agency, USA C i v b n  
P e r s o d  Evaluation Ageacy, USA Military Review Boatds Agency, US Military Entrance 
Processing Colllmand, United States Milit Academy, Vnited States Mititary Academy L. Preparatory School, arad USA Recruiting 

(c) Two operating civilian ~~ offices, Personnel and 
Emp10ymmt Sewi~enriccs-Washington [PESW) and P e a h t h  Cidan Personnel Support 
Activity (PBSA), were d e t d  not to be FOAs. 

(d) The Goiden Knights were eibuhated as a FOA of FORSCOM d 
daredt0thcXMIAirborntCorps. 

(el - . .  . of the US Anrry comnnmity and Family Support 
Center was appved as DMRD 945b. 

(4) Absorb all FOAs (dted above less those detemhd 

a not to be FOAs and already eliminated) into the Amy Personnel command 

d. REDUCE CADET (DMMAND AND REGION HEADQUARTERS (SMA76). 

(1) VANGUARD initiative SMA76 d e s u i i  savings made 
possible by reducing Cadet Canmrand at the H e a m  and the Regions. 

(a) The o&hd VANGUARD V i ~ n  
proposed merging Cadet C o d  and USAREC into an Accessions Command. Thc 
missicm of Cadet Command is to commission the future officer lcadersbip of the US h y  
t h r s u g h t h e R c s a v e o f f i c e r T r a i r d n g C a r p s ~ o n c o 1 1 e g e ~ *  mftnlaions 
paf~md01~dthis~011~marketing,d~training,motivating, 
re- evaluating, acassing, and CO-. The mWon of USAREC is access 
enlisted s 0 1 ~  into the US Amy. The fitnctions pafonned are marketing, recruiting, 
duating, d accesing. 

(b) T)# missio11~ of the two organbations are similar 
~ t ~ c o m b i n c t f a e u p p c r t w o l c v d s ~ f ~ e n t .  

(el EfEcienaes g&d thrwgh such a combination were 



proposed at 25 pertent in the headquartas' accounts. The DCSPER tasked the two 
commands to do their own analysis. Their analysis reported that, if merged, a savings of 
8 pcrccnt would be obtained. It fivther stated that the organizations xnissions and annuat 
activity cycles would not lend themelves to effective combination. 

(3) Accessions Command should not be f o d  However, 
Cadet Cammand can support their reduced structure with less overhead 

(4) Reduce Cadet Camnand headquarters and region 
headquarten by approximately 25 perreat. 

[I) VANGUARD Initiative SMA4S identifies savings by 
eliminating the US Army Pasonnd Integration C o d  (USAPIC) and merging its 
r e m h b g  functions with the Army Personnel Commaad (Apt). The Army can reduce 
USAPIC consistent with emhand automation and workload reductions caused by the 
down=&@ of the Anny. 

(a) USAPiC perform personnel 
integration r a i s h s  and qports praponents, TRADOC, HQDA, and its FOAs, in the 
execution of 1tife-Cyc.I~ Persormel Mmagcment and the Force Integration Program. 

0)) APCc;massumressential~~~l~.  PhAADfimction 
can be reduced to a "monkof' status when TAADS-R and Farre Builder am "on-line." 

(c) Manpower ductions can be made to USAPIC in 
c o n ~ o n  with the takedown of the Ansy and the fielding of TAADS-R and Force 
Builder. 

(3) USAPfC can be eibnhated and its functions absorbed by 
the APC without deaimeat to the Army's Ue-Cycle Persowel Mamgamt and Force 
lntegr€ltioIl Pfogml. 

(4) fliminmrte USAPIC. T d e r  hctions a d  r e m h h g  
pefsonne l to theArmyP~Command 

f, R E S I R U C N R ~ ~ ~ ~ A ~ ( ~ ~ ~ ~ ~ ~ ~ ~ ~ S ~ ) @ M R D ~ J  



(1) Anrry Medical Department (AMEDD) field operating 
agencies (FOA) and headquarters wiIl be deaemmed and mxganked, with rmmpwer 
savings applied to direct patient are. Tbis .gequimnent was generated by the FY91 
A u ~ t i o n s  and Appmpxktiors Acts-.to cosntrol .CHAMPUS costs. As interpre!ted by 
TJAG, the acts prohibit the Army from: 

[a) Reducing military and civili;m medical.pemmel below the 
number saving on 30 September 1989. 

@) Reducingmiliraryoravilianworkforcg,orlevelofcare,at 
medical treatment or support facilities belaw the level d n t a h d  in FY90, apt 
authorized base closures, drawdowns, or ~~ deployments. 

The law applies to all officer branches of the AMEDD, &ed persormel engaged in or 
supporting medically related activities, and civilian employees d g m d  to ditaxy medid 
facilities. 

(a) Tbiitem AMEM) FOAS, with 
specific missions as shown in paragraph 14% d HQ, U.S. Ansy Health Sewices Cammand 
(HSC), contribute to the averall AMEM) mission of pmvidhg health c&re d to 
designated populations. 

(b) The command structure of the new Medical 
Command will be d e n t  with the concept appved by by Semetaq of rhe Amy. 
VANGUARD idemifid savings will be used by the AMESD as a goal to be attained in thc 
FY95 completion of the AMEDD Cammaad and Coatrol (C2) stgdy. Finally, plarmed frrrre 
s t n r ~ d ~ w i l l ~ , d ~ ~ i n d d p e r s o r u b e l o v e r t h e p 1 0 M .  



CURRENT 

PROPOSED 
ICHIEF OF STAFF. ARMY I 

2 O T S G i d e d f k d ~ d n r m t h e C 2 ~ t i a n a f 2 4 5  
amtkhaw.  T h e s e ~ ~ b e r t n i m r v l a s t h e ~ s ~ a f D M R D 9 7 0  
(Mamagernrst af Do0 Health care). The I)AdRD bas not been appmd, pending 
d u t i o n o f t h r e s t a t u s o f ~ ~ b a s e d o n p u b l i c l a w a n d ~ i n t e n t .  

Q VANGUARD propowl that AlVIEDD FOAs and HQ, HSC be 
decmmstd 10-25 pacent, ccmshent with the avaage d c a l  end stmngth losses aver 
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the 92-97 POM and the programmed 25 percent reduction of the total Army. No 
decrements v v e ~  proposed against two medical FOA: the Institute of Surgical R e s d  
(also known as the Bum Unit), which has a patient care mission, and the Armed Forces 
Medical Intelligence Center, conmkd by the Defense Intelligence Agency and funded by 
National Foreign Inteltigence Program funds. 

3 Approximately 600 authorizations have been idendlied by 
VANGUARD for application to direct patient care; this has been provided to, and 
acknowledged by OTSG. 

(3) (lm&sbm The exact savings to be gained from reorganization of the 
AMEDD have yet to be determined; savings of about 600 spaces should be achieved. 

(4) Remmmdahi. 600 authorizations are the minimum savings to be 
identified by the C2 study for application to k t  patient care. 

7.3. REDUCE TDA AuGMENTATION TO OVERSEAS NACOMS. 

a REDUCE THE TDA AUGMENTAnOEJ TO THE 1ST PERSCOM (USAMUR) 
(-1- 

(1) VANGUARD initiative S W 6  i-es savings made 
posm'ble by propwed troop reductions in United States Army, E~urope. The Army can 
reduce the 1st PERXOM TDA Aupemation cansistent with neddons associated wirh 
the down-sizing of the Army. 

(a The PERfCOM TOE taxuame 
issta&dtodotheatetldwartimrpasormel~. T h e T D A ~ ~ i ~ l g r w i d s  
~ f o r p e a ~ ~ t a s k s t o i n J u d e f a m i f y l n m r b a s u p p o r t .  

(b) PERSCUM will be able to assume some of the 
doadnotperf$rmedinhta.  Witbdrawduffrw#s~USAREtJRwindiminishlst 
PERSCOMs~oad8stroap~depart. Sm63lercrversaasuaitswillbeeasiertosupply 
with nuinpower from PERSCOM than the large fumes naw deployed. 

Reductions oan be made in cooljU,Ctin with the 
withdmdoffoms, bgghgbyabout oneyearperjncrement. Tfiemirof T O E d T D A  
spaces has been taken into actom. 



(33 Mgnpowcr reductions can be taken that will not detract 
from combat readiness thou- the theater nor sigdfhntly lessen or eliminate the 
abiiity to provide pawmd senrice support to soldiers, rhcir fsmiles, and o k  amhized 
customers. 

(4) -rim. Reduce 1st PERSCOM TDA Augmentation in concert 
with USAREUR troop reductions. 

b. REDUCE TDA AUGMENTAnON TO 8TH PERSDM 0 [SMM6]. 

(1) 
. VAWGUARD initiative W 6  kbtifies savings made 

possible by proposed poop reductions in Eigh& U. S. Axmy. The Army am reduce ilh 
PERSCOM TDA Augmentation consistent with ductions d a t e d  with the down-sizing 
of the Amy. 

(a) The PERSCOM TOE structure 
is staffed to do theata level wartime penomel tasks. The TDA Augnmtaticm provides 
staffing for peacetime personnel tasb to include f k d y  member An example of 
unique xnissions is the KATUSA training program managed by 8th PERSCOM with TDA 
Augmentation resouras. 

PERSCOMWinbeabletoassum~smeofthe 
workload not performed in theater. Withdnwal of foms from EUSA will diminish 8th 
PERSCOM'sworklOBdastxwpsdepart. Smal leroversces~wiUbeeas ierto~pIy  
with manpower from PERSCOM than the large for#s xiuw deployed 

(4) Reduce 8th PERSCOM TDAAugmentation in cancert 
with msA trwp rd*. 
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