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The Honorable John 0. Marsh, Jr.

The Secretary of the Armqy

Attentions The Inspector General DAIG-A"

Dear Mr. Secretary*

Subjects Problems in Implementing the Army's CAPSTOU
Program to Provide All Reserve Components With
a Wartime Mission (GAO/FPCD-82-59)

The Army's CAPSTONZ program is designed to align all AW
Reserve component units--Armpy National Guard and Army Reserves--
under gaining-commands (those eomands which will employ Reserve
units in wartime) and provide units with detailed information
concerning their wartime mission. This information is to be
used to improve wartime planning and ongoing training for Reserve
component units. However, implementation of CAPSTONE is behind
schedule, and some units have not received information that could
affect the type of training that is conducted.

t the outset. CAPSTON concentrated on the Worth Atlantic
Treaty Organixation-Warsaw Pact scenario and was later espnded
to cover the Rapid Deployment Force Army and Korean sceLarLos.
War plans and standing operating procedures are to be deeLoped
initially by the gaining-commnnds and provided to appropriate
aligned Reserve units so that such units can develop -mlemio-
tary war plans and related training requirements.

Although the Army has taken step recently to
u agema, the present magemmat system 40" not the
authorities in Zurope and the onnental itled Obet with tbe
infoaltion needed to a m ai te
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problems arise is essential to assure that tranng s proprly
focused. Otherwise. Reserve component units may be wasting

valuable training time.

OBJCTIVZ, SCOPE, AND 1bZHDOLOGY

The objective of our study was to determine whether, as a
result of CAPSTONE, Reserve components are focusing unit train-
ing on their specific wartim mission as it relates to the NATO-
Warsaw Pact scenario. (At the time of our review, the program had
not expanded to include other scenarios.) To acciplish this,
we (1) reviewed the Army's management system for monitoring and
coordinating the program and (2) visited the following seven
Reserve units to determine how CAPSTONE had affected their
tranng programs:

--26th Infantry Division, Massachusetts Arm National
Guardr Boston, Massachusetts.

--187th Separate Infantry Brigade: U.S. Army Reserve:
Ft. Devens, Massachusetts.

--let Battalion: 102d Field Artillery Unit: Army National
Guard: Salem, Massachusetts.

-329th Engineer Group: U.S. Armyr Reserve: Brockton.

Massachusetts.

-1169th Army Transportation Terminal Unit: U.S. Aruy
Reserve: Boston, Massachusetts.

-804th Hospital Center: U.S. Army Reserve: Bedford,
Massachusetts.

-324th Data Processing Unitt U.S. Army Reserve: Bedford.

Massachusetts.

We selected these units because they provided broad coverage
of several diffeorent activities. At those units, we Getermind
the status of CAPSTONE iopqlmenation and obtained available
training and planning guidaan*. We raviewed the ra of
units* training to their wartime msi by dAasiag aetivitlee
with personnel reaposi'e for training and by e i i
plans, pars st.eagth reports and qua s"at s. z'qo .
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We held discussions with officials at the U.S. Ary Volve
Command (FORSCON)I the three Continental U. S. Armiesr V Corps.
Europe: and Headquarters, U.S. Army Europe (USARSt) to gain
a broad perspective of CAPSTO1E 's progress and problems. Our
work, which was conducted between August 1981 and April 1W82,
was performed in accordance with our Officels current "St.ndards
for Audit of Governmental Organizations, Programs, Activities,
and Functions."

OG ZA2'ONAL lESPONSILZTZES,
AND PURPOSE OF CAPSTONE

The Arny's FORSCOM is the coordinating authority for the
overall Implementation of the CAPSTONE organizational structure.
The Cammander, FORSCON, has delegated this authority to the Cor-
manders of the three Continental U.S. Armies which are reponsi-
ble for managing and operating subordinate readiness and mobili-
zation regions within their geographical boundaries.

Under CAPSTONE, which was approved by the Arn Chief of Staff
in October 1979, all Reserve component units are to be aligned
with an active or other Reserve unit with which they are to em-
ploy in wartime. In defining CAPSTONE, the Chief* National utard
sUrean, in a March 1982 testimony before the House Armed Services
Gubooemittee on Military Personnel and Compensation maids

.. * ethe Arm CAPSTONE program is designed to Improve
wartime planning and preparation through the organiza-
tion and training of a force structure designed to meet
a particular contingency mission."

CAPSTOE designates for each unit the wartime chain of com-
mand, probable wartime mission, and probable area of employment.
Alignng the units with Active or other Reserve component unite
is aied at Improving planning and execution as well as Ldentift-
lng training for wartime requirements. Thus, soldiers who may
fight together are to become involved in the peacetime plannAng
and training for the wartime misson .they must perform.I

Joint training ezercisee are performed to feter ttlNai-g

ow iat and complewmt CAPS100f. Zn this rogardo EetiaMlt, 106 Army Satiomal award Uaits plan to pantipate Ln I
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working closely with an Active Force unit. Our reviw shs,
however, that progress in imlemating CAPSTOAr has bow slew
and that many units still have not been contacted by their
gaining-cbmsnds. In addition, sme unit had not received
information that could affect the type of training that is con-
ducted.

wOmscos initially planned that CAPSYOZ's allgamens would
be cnqleted and fully operational by the eand of fml year 1961.
That goal has been revised and is presently targeted for epes
l92. However# on the basis of the following LnfiIloatJoan Leived
(as of April 1962) from three of the nine readiness and mobiliza-
tion regiom, we doubt that these three regions will iqplement
CAPSTOWI on time.

Arey readiness ad mibiliato roesosM

----- (ercent)--

Units contacted by the gaining-
cameand 70 66 76

units receiving war plans
and/or standing operating
procedures from gaining-

a/"eLms I and 21 vere unable to identifyt the total nmber of
units that should receive vat plans and/or standjCg operating

o 0ocorliagly. thes ee are a Ut
totl nmber of units in eadh reg io.

k/a he III reported that. an the basis of the aalt units that
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would always perform the mane mission regardless of where the units
are employed. They stated that the unit types most affected by,
CAPSTONE would be those performing combat support or combat serv-
ice support missions.

generally, the seven units we visited support CAMSTOWEIs
objectives and believe that it will iprove training. Unit of-
ficials noted that information on the specific tasks expected
of them, employment areas, geography, and climate will enable
them to develop realistic training exercises. They also stated
that CAPSTONE has ixproved unit morale by making mewbers feel
they are an important part of the krnuy.

Regarding specific training benefits* hove'er, two units
(187th Separate Infantry Brigade and the 1169th Transportatiou
Terminal Unit) said their training was only minimally af fected
since, they had specific missions which were not changed by
CAPSTONE. Ilive units told us that, as a result of CAPSTMU3
improvements in training either had already been made or could
be made on the basis of what they knew about their specific war-
time mission. Officials at some units were critical. howevor, of
the delays involved in obtaining information from their gaining-

At the 329th Engineer Group. CAPSTONE had been fully imple-
mented and appeared to have positive results.* In September 1981,
the unit received specific mission information which it began
using for training and planning. In January 1962, officers fo-m
the gaining-comand visited the unit and discussed mission details.
The unit's staff training assistant stated that CAPSTONE had Im-
proved training because it was now focused'on specific mission
information. In addition, the unit now had information on the
geography and climate where it would be onsployed. The training
assistant also said that CAPSTONE had ade realiest to the train-
ing and, as a result, had boosted morale among unit personnel.

Before CAPSONE * the 32th Engineer Group' s mission planning
and training included both construction a destruction tasks.
Under the CAPSTONE alignmat * this grop' s mission was tocused to
primarily include only defensive tasks. As. a result, Its training
could be concentated on tasks such as sett. PMIK fields and
destroying brideis, air fLids, roads, and 4SM
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At three units visited, howver, little progress hod booe
made ib imlementing the program. Unit officials were Vemoeally
critical of the time it took to get mission informatiott from
wartime gaining-comman4s. Although CAFSTMU algmesats er
completed in mid-1960. the 804th Hospital Center was not even
contacted by its gainig-oman until may 1961. became of
the additional time taken to obtain the gaining-commad' s war
plan and to complete its own war plan, the unit does not expect
to complete revised training plans before the 1993 sunner camp
training period~

At the time of our visit, the 26th Infantry Division had
not received any information on its wartime mission and did not
know what was causing the delay. According to the training and
operations of ficer, the Division's relationship with its wartim
gaining-commmand has been practically nonexistent. Although lack-
ing mission information, the 26th Infantry Division did receive
training guidance from its gaining-commnand in March 1982. Ac-
cording to the training and operations officer, this udn~
will be incorperated, to the extent possible, into 1982 train-
ing exorcises. He said that training plans could not fully
incorporate the guidance until 1983.

2be 1024 Field Artillery unit had neither received war plans
nor specific mission information froik its gaining-command, The
unit commaendeir indicated that he was aware of a general area of
employment but lacked knowledge of a specific location. Be said
'ijat, as a result, the, training conducted is not bared on a spe-
cific mission and that the unit's training would be more effec-
tive if it know the specific employment location.

NMMD FOR IMPROME NAAM6U OSOUI

The forvier Commanding General, 7 VOCM * stated at a lebruazy
1961 Comandr's conference that. CAWST0S3 is probably the 11-4- emost important program the Army has adopted for a nowber of rea"S
He noted that for It to succeed* galnem-comuAds met tell %ewe

* component units which tasks are critical so that the uiaits a
effectively use their limited training time.

However, there Is no ystematic imestoriag Mr"t forssess-
Ing progress in 1:100en4111110-U 01601- Oftielas told
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program informally through inspector eral reports,. ccamnd*'s
conferences, letters of instruction from the Commander, and t.le-
phone conversations with the Army readiness and mobiliation
regions.

For the program to work, officials responsible for implement-
ing CAPeTO0I must, at the very least, know what problems are oc-
curring in the program and must take action when problems are
reported. When we asked officials at the let, 5th, and 6th Armies
to provide us data on CAPSTOVM implementation, they told us that
they did not know the status of implementation because they did
not require units to routinely report it.

Officials of the let Army did tell us that they had apprised
OReCON that numerous units had complained about lack of contact
from gaining-commande. At NOSCOM s request, slt Army submitted
in December 1901 a report listing 71 units that had not been con-
tacted by gaining-commands located outside its geographical Juris-
diction. In transmitting Its report to ?ORSCCN, lot Arnm commented
thats

* * * CCAPSTOVZ's success, however, depends on a
demonstrated interest by higher headquarters. When
there is a failure to initiate contact, provide
Standing Operating Procedures and War Plans, and
establish a sustained relationship, all envisioned
in the program, interest at the lower level logo and
desired objectives are never attained."

Officials of the lt Army said they understood that POROCON
planned to follow up by contacting commads listed in the report
and by urging them to provide the required guidance to their
Chp units.

1OSCO officials told us that they do not pian on contacting
the gaining-comsands disclosed In the lot krm. repwrt, nor have
they asked the other Continental U.S. Armies to submit similar
reports. I OSCON officials pointed to a letter of instruction
issued to the major U.S. Ar c mads in Decembdr 191 end stated
that it constituted an adequate rosponse to lot ArW concerns.

Weis docummt however, restates an already exiting requirement
that all commanddrs insure that their subordinate CUSTM units
are otaeted. lurthermere 0o YM prepared and dietributed
it before receiviag the let Arm rtp .

IMs 5th Army re#$Mw alsaps to be ezpetiome
I atti proeI . 1 01iteEe the 5th Arm edthi

vIiat to umL* ebiedm th same ad Not beom U o ad
lt reet aa. tr, teir
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as said tuat CAPSOM imleS0tation Is a unit :.mAi$z
a"d. theree it is up to ommnders to sesur la

Of the nine Army readiness and x~il~if relW S
lot Army regions Is U1, and III had intonmation on 2
tation status within their reupective regions. (Setep. 4.) Is
each case, the reports used to gather the infonmation ;0ere iti.-

* tiated by the regions themse lves and did not result from a lot
Army requirement. Region officials said that they ore not re-
quired to report the status information to lot Arty.

Readiness regions 1 find 11 have used the statusifomtn
to send letters to other regionas asking their assistance in
getting'gaining-comandui to contact and provide mission intexia-
tion to unit@ In regions I and U1. Region I and UZ officials
said they have not received similar requests, 0* exet r MMc
other. Region ZZZ officials said the inform&to 4hey Ve
is primarily used to identify problems and to urge geiniag'
common"s in the region to contact their saodnt "wits. Region
IV officials said they were going to report Status i norMation to
the lot Army and other readiness regions voluntarily.

INIROVUNMS TO CAPSOEUR IN NUROPE

sine CAPSTONE is based on meeting the anticiptdrqie
ments of a war in Europe. its successful iw~j~saiai
obviously important to U.S * forces located there. offic,*$&s at

ineguater OBUANEUN and a subordinate major cciamow4-sadqs1az
tar ,Corpe SaErope-told us tba~t CA,3&Wis IA po

gram V* UMR Readguarters officotals -said that b
single anag ement tool thyhave, to prepare for a Smsea" trami-
ties to wartime operatios 49e lobeiw twilp~
numer of benefits for the Reserve conents.inlig re G
training programs.

=NO no. and V Corp" officials told us that tbe hPs to
have CAPfOEngessM by the end of fiscal Y46 iw. WNW
said that the Origiftl gOL ftr. iftllr I "&Aftoiea ft
optimistic aOW they cited 09d~tt tefa softs 46 4 mleu
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The chief of the CAPSTONE office in USAREUR responsible for
coordinating program implementation anticipates that whenever
revisions are made to the European operating plan, there vil
probably be a 10-percent change in alignments. The office chief
said he planned to recommend that USARZUR Headquarters issue
a circular urging its comanders %o analyze their units twice
a year to verify that all units have been notified if their
task organization has changed.

CONCLUSIONS

We share the view of the Army that CAPSTONE is important,
both to the defense of this country and to the improvement of
Reserve component training. Yet, because the goal for full
implementation has been extended by 1 year and because the
Army has done little to monitor progress, we believe that the
Army needs to improve its management of the program. Unless
the Army develops an information system that enables it to
monitor progress and to correct problems as they are identified,
CAPSTOM will not achieve its desired goals, and planning and
training activities for the Reserve components will be less
effective than they could be.

The additional staffing planned for CPSTONE by USAREUR in
fiscal year 1983 should help to assure thatc the program is prop-
erly coordinated with Reserve components. However, periodic re-
visions to the European operating plan are expected to change.
CAPSTONE alignments. We believe that this prospect emphasixas
the need for an adequate information system and appropriate
management attention.

UCM6ZND&hIONB

We recommend that the Secretary of the Army.

--Develop and implement a reporting system that will provide
information on the implementation status of CAPSTOne.

3OR3CON and USARSUR should use this information to identify
implementation problems and to correct them.

--Systematically monitor the overall Implementtion progress
of the program and discuss its status when tetiying in
connection with congressional oversight hearimis and apro-
priations requests.

9
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AGENCY COMMENS

The Department of the Army agreed with our conclusions and
recommendations and said that it will begin institutionalising
a reporting system that will provide current data on CAPSTONE's
implementation status.

The Army pointed out that, although CAPSTONE aligns units
under gaining-commands, it may not affect the training of certain
types of units. At the Army's suggestion, we clarified this mat-
ter on pages 1 and 4 of the report. The Army also commented that
the statistical data in the draft report (see p. 4 of this report)
showing the status of implementation was not precise because not
all units would be expected to receive war plans and/or standing
operating procedures. We have revised this section of the report
to show that the percentage of units in regions I and I receiving
war plans and standing operating procedures are based on the total
number of units in each of the regions, rather than the number of
units expected to receive the plans and procedures.

The Army acknowledged that it needs to systematically moni-
tor CAPSTONE and pointed out that it does actively monitor the
program through various informal means. We have added, on page
6 information provided by the Army on its informal monitoring
activities.

As you know, section 236 of the Legislative Reorganization
Act of 1970 requires the head of a Federal agency to submit a
written statement on actions taken on our recommendations. This
written statement must be submitted to the House Comittee on
Government Operations and the Senate Committee on Governmental
Affairs not later than 60 days after the date of the report. A
written statement met also be submitted to the House and Senate
Comittees on Appropriations with an agency's first request for
appropriations made more than 60 days after the date of the report.

We are sending copies of this report to the Director. Office
of Management and Budgett the Chairmen, Subcommittees on Defense,
Douse and Senate Committees on Appropriationsr Chairman, Subcommit-
tee on Manpower and Personnel, Senate Committee on Armed Services;
Chairman, Subcommittee on Military Personnel and Copensation,
Douse Committee on Armed Servicest the Secretary of Defense, and
other interested parties.

10
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