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Although its coabat mission uLas pricrity, the Nrmy's
vreacetime r0le and demands on personnel are important. Aray
headquarters has not cfficiaily recojnized its pescetime needs
and incorporated ther into its persornel management pclicies and
instructions. A study was conducted to determine whether
deployable Army enlisted militavy personr 2l were or coul/d te
used effectively wnd productively tc accomplish work neejea to
maintain garrisons and, ~* the sawe time, enhance proficiency in
their Ltasic skills. Findings/Conclucions: Army headcuvarters
dces rnct provide adequately for using comhat persornel for
meeting peacetime needs. It statffs its deplcyable units aad
develcps personrel manajement policies ani instructions on the
basis of combat requirements, and it gives nc substantive
recognition of “*he need to us: deployable personnel for garrison
work. Commanders®¢ and indiviuuals® percepticns cf special duty
in the garrison and howv tu use it effectively need to change.
Most of those contacted had negative perceptions of special
duty; these verceptions are demoralizing and not condicive to
good performance. The Army woculd benefit frcs more ceonstructive
attitudes toward special duty. Special duty could be used as a
reward for good performance and, by using high achievers in
special duty, the required work could be accomrlished with fewer
pecople. Recommendations: The Secretary of Decense, with the
ccoperation cf the Secretary of the Army, should develop: policy
quidelines that recognize the extent of the Arsy's need to use
deployable military personnei to maintain its coamtat capability
and accomplish its garrison responsibilities; plans avd issue
guidelines that will assist ccemanders at all levels in
assigning deployable personel fros their units tc special duty
in the garricon that will maintain or enhance individual skill
proficiency and unit ccabat capabiiityr; and cost-effective weans
of reccrding reliable «.nd realistic data on individuals®' skill
cualifications and on :raiping and expeorience ie=ded to maintain
skill proficiency. An interim system should te developed and



tested for controlled manageasnt of garrisoned deployable
personnel at installations. (RRS)
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Although the Army’'s combat mission has
priority, its peacetime role and demands on
enlisted personnel are important.

The Army needs to develop plans and guide-
lines to make the rnost effective and pro-
ductive use practicable of garrisoned deploy-
able perscnnel.
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UNITED STATES GENERAL ACCOUNTING OFFICE
WASHINGTON, D.C. 20548

FEDERAIL. PERSONNEL AND
COMPENSATION DIVISION

B-146890

The Honorable
The Secretary of Defense

Dear Mr. Secretasy:

This report summarizes our study of the Army's use of
deployable enlisted personncl in peacetime. We have infor-
mally discussed our findings with Army officials at Fort
Carson, Colorado.

The rep»rt contains recommendations to you. As yodu
know, section 236 of the Legislative Reorganization Act
of 1970 requires the head of a Federal agency to submit a
written statement on actions “aken on our tecommendations
to the House and Senate Committees on Sover-ment Oparations
not late:i than 60 days after the date of the report; 2a
similar statement to the house and Senate Committees orn:
Appropriations should accompany the agency's first request
Yor apporopriations made more than 60 days after the date
of the veport.

We are sending copies of this report to the Director,
Office of Management and Budge., and the Secretary of the
Army. Copies are also being sent to the House and Se~ate
Comnittees on Appropriations and Armed Services, the Senaie
Committee on Governmental Afriirs, and the House Crmmitiee
on Government Operations.

We wish to acknowledge the courtesy and cooperation
extended by your staff to our represertatives during the
review.

Sincerely yours,

lnllmfu‘ﬁ

H. L. Krieger
Director



CNERAL ACCOUNTING OFFICE THE ARMY CAN 1IMPROVE

REPORT TO THE PEACETIME USE OF DEPLOYABLE
SECReCARY OF DEFENSE ENLISTED I ZRSONNEL
DIGEST

The A-my needs to mairntain and increase the
3kill proficiency and combat capabiiity of
peacetime personnel, but mocre realistic

st andards end guidelines are needed.

Army headgquarters has not fully recognized
its peacetime nceds and incorporated them
into 1%s persunnel management policies

and instructiions.

Regulations allow temporary use of combat
personnel for garrison work, but the Azrmy
does not acknowledge che extent of those
need: nor provide for their sustained use.
(See p. 3.)

Because of the molility and deployalility
of military personnel, it is considered
necessary to maintain, at the minimum, a
core of key and well-trained civi’ians

on Army posts to provide rontiruity to
operations. Defense pclicy is to use
civilians in as many support positions as
practicable. Reductions in perscnnel
~eilings have decreased the number cf
civilians that cen be employed. (See

p. 7.)

When there is more garrison work: than
can be accomplished by the authorized
civilian manning levels, it often is

done by military personnel "borrowed”
from deployable units.

The 4th Infantry Division has been sble
to maintain a high level of reported com-
bat readiness capability while providing
some of the needed irstallation suprort.
(S-e p. S.)

FPCD-78-66

Xear Shaet. Upon removal, the report i
cove- date should be noted hereon.



GAO studieda 17 deployable individuals to
£ind how they were used when not in train-
i..g or doing skill-related work. No doc-
umentation was available, but they had
time for other duties. (See p. 9.)

Only 2 of the 17 individuals felt their
special duties enhanced their skills, but
13 suggested garrison positions they felt
could benefit them.

Unit commanders and battalion oilicials
generally felt that diversion of any
Persons from their combat positions has

a regative effect on individual skill and
unit proficiency. (See p. 11.)

Reports show how many persons with appco=-
priate military occupaticnal specialties
ace available to fill combat positions.
They do not siow whether persons assigned
are acquiring the :xperience needed to
maintain prcficien:y in their skills.

No one hac clearly idencified the re-
guired frequency of training for skill
reinforcement, and thsre are no standards
by which a unlit commander can determine
how often his men should repeat a task

in order to maintain proficiency. Some
persons assigned to special duty do not
receive individual or unit training,

(See p. 13.)

The Army doe not have, but needs:

--Guidelines that will assist commandaers
in matching available skills in their
deplcyable units with skills nf positions
needed in the garrisor to achieve the
most effective and productive use of the
available personnel practicable.

--Authorizaticn yor the carrison positicns
needed. 7Typical requirements are for
logistics school instructors, preoperty
shir=2:nt specialists, engineering equip-
ment operators, physical activities
specialists, mountain and survival skills
instructcrs, supply specialists, and teen
center operators.
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--Realistic standards on .aow much training,
testing, inspaction, and duty its person-
nel should have in order to maintain
capability in a skill or assigned combat
position, and records to compare with
staudards. '

--Chjective means of identifying effects of
srecial duty cn individual ski)l profi-
ciency and units' combat proficiency.

--A plan that identifies typer of garrison
positions that may compleicnt or supple-
ment individuals' skills or assigned
combat positions.

--Realistic data on how many persons, with
what :kills, can be diverted irom units,
for how long, without sigrnificantly de-
creasing the unit's combat capability.

--A program encouraging special duty in
the garrison as an opportunity for in-
dividual improvement rather than as a
penalty.

RECOMMENDATIONS

The Secretary of Defense, with the cooper-
ation of the Secretary of the Army, should
develop:

--Policy guidelines that officially reco: -
nize the extent of the Army's need to
use its deployable military personnel
to maintain its combat capability and
accomplish its 3jarrison responsibilities
as effectively and productively as prac-
ticable.

--Plans and issue guidelines that will as-
sist commanders at all levels in assign-
ing deployable personnel from their units
to special duty in the garrison that will,
to the extent practicahle, maintain or en-
hance individual skill proficiency and
unit combat capability.
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-=-Cost-effective means of recording reliable
and realistic data oo individuals' skill
qualifications and on training and exper-~
ience needed to maintain skill proficiency.

The Office of the Secretary of Defense and
the services have undertaken studies and new
initiatives which offer the potential for
meaningful improvements in the methods used
to determine manpower reguirements. To
supplement these initiatives, an interim
system should be developed and tested for
controlled management of garrisoned deploy-
able personnel at an installation such as
Fort Carson. Such a system might include:

--peveloping and mainte¢ininy an inventory
by military occupational specialties of
personnel availatle,

--Establishing and implementing a program for
rotating individuals in and out of gar-
risor. Juty for speciiied perinds of time
whichk would enable them to ac juire train-
ing and supplementary special duty ex-
perience tc enhance their skill pro-
ficiency. At the samc time, work needed
to maintein the garrison effectively and
economically could be accompliished.

At the end of a specified test period an

evaluetion should be made using criteria

for effectiveness to overcome the present
probiems discussed ir .nis report.

iv
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CHAPTER 1

INTRODUCTION

The Army's primary mission is to maintain the combat
capability necessary for the national defense. Military per-~
sonnel must be garrisoned and trained, maintain proficiency
in designated skills, and be available for deployment when
n2eded.

Although its ~ccmbat mission has priority, its peacetime
rcle and demands on personnel are important. Army headquar-
ters has not officially recognized its peacetime needs and
incorporated them into its personnel management policies and
instructions.

In February 1978 we reported on "Management and Use of
Army Enlisted Persnnnel--What Needs to be Done" (FPCD-78-0).
This report on a study made a*+ Army headquarters and Fort
Carson, Colorado, said

"Problems arise when combat units perform peacetime
functions. The Army's personnel utiiization policy
and Fort Carson's utilization reporting system are
designed for combat. Division units are authorized
positions and personnel on the basis of combat re-
quirements. In peacetime, however, unit commanders
must use personne! with combat skills to accomplish
peacetime or garrison missions which require 4if-
ferent skills. At the same time, commanders are
expected to maintain a high level of personnel and
unit combat readiness.

* * * * *

"We are planning a separate study to determine the
feasibility of using garrisoned personnel in non-
comvat activities which may imp. ove their effective-
ness and productivity and veduce operating costs.
The primary concern is that combat personnel receive
training and experience needed to maintain profi-
ciency in their basic skills. Consequently, non-
combat activities should complement or supplement
combat duties to the extent practicable."

SCOPE. OF STUDY

We made a study of selected deployable enlisted mili-
tary personnel of the 4th Infantry Division (Mechanized),



Fort Carson, Colorado, to find how they were used in duties
or activities when not engaged in training or skill-related
activities. In related studies at other locations we are
reviewing the authorization criteria for personnel needed
in service and support activities for Army combat units and
the validity of the Army's garrison staffing guide.

Circumstances, practices, and policies at one Army
installation may not be representative of all installations,
but there should be some commonality of personnel management
practices among installations. Conditions similar to those
at Fort Carson could exist at other Army installations.



CHAPTER 2

ARMY PERSONNEL POLICIES DO NOT

ADEQUATELY MEET PEACETIME NEEDS

In this study we wanted to find whether deployable
Army enlisted military personnel were, or could be, used ef-
fectively and productively to accomplish work needed o
maintain garrisons and, at the same time, enhance proficiency
in their basic skills., The information we obtained indicated
that the Army can improve the management and use of its de-
ployable enlisted personnel.

Army headguarters does not provide adequately for using
its combat personnel for meeting peacetime needs. It staffs
its deployable uniis and develops its personnel management
policies and instructions on the basis of combat reguire-
ments. It gives no substantive recognition to the need to
use deployable, or Table of Organization and Equipment (TOE),
personnel for garrison work.

Army regulation (AR) 570-4, "Manpower Management," sets
forth the objectives, principles, and policies of manpower
management with the objective of maintaining combat effec-
tiveness with minimum manpower. It says personnel mahage-
ment policy is based on the principle that the Army must in-
sure that manpower resources are properly trained. distrib-
uted, and utilized and at the same time insure an adequate
use of trained manpower to meet militarv contingencies. It
provides that the commander may use Strategic Army Force
personnel cn a temporar' basis to fill positions in instal-
lation support units when the best utilization ~nf available
personnel dictates.

AR 600-200, chapter 3, "Fersonnel Utilization,"
authorizes use of a person outside his military occupational
specialty (MOS) for not more than ¢0 days when in actual
combat conditions or to meet an urgent military regquirement
or an exceptional need for a temporary duty position. Use
of a soldier for special duty may be extended up to 12
months when it has been determined that his special train-
ing or skills are required for total mission accomplishment.

Even though regulations allow temporary use o/ TOZ
personnel for garrison w.rk, the Army does not recognize
the extent of garrison nea=ds for and use of TOE pe.sonnel,
and makes no provision in its instructions for sustained



use of TO personnel for garrison work. In fact,; headquar-
ters ignores this need in its personnel reporting system,
ccmbat readiness computation, and, to a large extent, in
its personnel training.

Our report on the management and usge of Army enlisted
personnel (see p. 1) said that utilization and reporting
practices result in showing personnel periorming in their
assigned positions without regard to whether they are
actually working in those jobs. Although reports show how
many persons with appropriate MOSs are available to fill
combat positions, the reports do not show whether persons
assigned are acquiring the experience needed to maintain
proficiency in their skills. Our report also said that

"* * * except for some special duty rosters, we
found no reports identifying persons working out-
side their assigned jobs, no record of how long
it had been since they worked in their jobs, or
any indication of how much or what kind cf actual
experience they had received. A Fort Carson
official said that the Army had discontinued
maintaining detailed training records."

THE 4ch INFANTRY DIVISION'S
PEACETIME MISSION

In peacetime the Commander, 4th Infantry Division
(Mechanized) and Fort Carson, is respor.sible for main-
taining (1) the combat capability of his military person-
nel and (2) the garrison. Lacking cfficial Army recogni-
tion of his total peacetime personnel needs and definitive
guidelines for meeting them, the Commander must use his own
judgment as to how he can best satisfy the competing demands
for his limited resources of military personnel, civilian
employees, and contract services.

We bhave not ques’.i::i2d, in this study, the number of
military personnel garrisoned and available for deployment.
Nor have we questioned the need for training, testing, and
activities associated with their skills to maintain profi-
ciency. However, it is guestionable whether the Army
knows that its personnel receive enough training, but not
more than needed, or that they are used as effectively as
practicable when they are available for other peacetime
duties.



Peacetime military responsibilities

The Division's peacetime mission, briefly, is to:

-—Tgain division personnel to execute missions that are
ei*her specified or implied by higher headquarters.

--Maintain equipment in a state of readiness that will
allow the divicsion to execute any assigned mission.

--Assist reserve componerts in their training and
readiness program.

--FPrepare to accept reserve components after deployment
of the division and their mobilization.

--Prepare to assist the civilian community with disaster
relief c¢r civil disturbance actions.

Training activities

The training portion of its mission, pertaining directly
to deployable personnel, is to:

-~Attain and maintain the state of operational readiness
required for efficient execution of combat operations
(combat capability), civil disturbance operations,
and natural disaster relief missiors.

--Attain and maintain a state of deployment readiness
which will permit rapid deployment by land, air, and/
or sea in accordance with current operating plans.

--Prcvide for the professional development of assigned
officers and enlisted men,

The Army has developed MOS criteria and standards which
each individual must neet to be considered qualified in his
skill. Skill Qualification Tests (SQT), which each individual
must take every 2 years, hive been developed based on these
criteria and standards. Tiose who do not make a passing
grade must take the test avain in a year. The individual's
test results determine, in p.rt, his eiigibility for promo-
tion and reenlistment.

Unit readiness is an appraisal of a unit's capability
of accomplishing its assigned mission. This capability is
determined on the basis of the Army training and evaluation



program which establishes unit training missions with speci-
fied tasks, conditions, and standards of performance for
combat critical missions. It provides for training and
evaluation of the ability of units and individuals to accom-
plish specified training objectives and tasks under gimulated
combat conditions, and is described as:

"* * * 3 program that enables the commander to
evaluate his unit, develop his training program,
train to overcome the weakness dicscovered in the
evaluation, then conduct a reevaluation.”

Individuals' skills must be reinforced from time to time
to maintain an adequate individual cembat capability. 1In-
dividuals must operate together as teams in units periodi-
cally during a garrison situation to maintain unit combat
capability. Their combat capability is tested periodically,
but as noted in our February 1978 report (see p. 1),

"We found no standards or guidelines to gauge the
minimum exp:rience or training a person should
have or the frequency of experience necessary to
maintain proficiency in his authorized MOS. Nor
did we find provisions for reports or other means
of assessing individuals' experience in their
skills and jobs or systematic procedures for
rotating personnel among related jobs. Although
it seems to be a fairly commcn practice to rotate
people in jobs such as tank crew positionz. we
found no evidence of systematic procedures for,
or records of, the rotation, experience, or
crosstraining of individuals.”

The Army is aware of this lack of standards and proce-
dures on required amounts and frequency of training. We
discussed this matter with officials of the Army Training
Command's Army Training Board and Training Development
Institute and of the Army Research Institute. Officials
said that unit commanders know from the "Soldiers Manual"
which tasks their personnel must know. However, no oae has
clearly identified the required skill reinforcement fre-
quency, and there are no standards to tell a unit commander
how often his men should repeat a task in order to maintain
proficiency.

Army Research Institute officials suaid a current re-
search project on the pace at which skills decay should
help determine the required frequency of skill reinforce-
ment but that the amount of reinforcement needed varies



with each individual. They said the freguency and extent
of reinforcement training needed to bring skills up to
standards is an extremely difficult, complex, and costly
matter to resolve,.

Each commander is resporncible for his unit's perform-
ance and, based on his perceptions and management style,
must decide the amount and frequency of training his per-
sonnel receive. This varies amonqg units. Some unit and
battalion commanders feel that their personnel should be
in training 100 percent of the time. Although some offi-
cials perceive full time for training as desirable, that
does not occur and is not a realistic goal because of li~i-
tations on maneuver space &nd funds for supplies, fuel,
ammunition, and equipment. Our study of selected individ-
uals showed that training activities for individual skills
and unit or team operations constituted less than a normal
full-time workload and that a substantial portion of their
time was used for nontraining activities.

If the Army had standards for the required frequency of
training and records of the actual fregquency with which it
is received by individuals, the extent of individuals' avail-
ability for other duties coulé be more clearly and cojec-
tively determined.

Peacetime garrison responsibilities

Thk> Commander, 4th Infantry Division (Mechanizzd) and

Fort Carson, is responsible for accomplishing all functions
and activities associated with maintaining the garrison.
These include administering, operating, and maintaining all
installation facilities »ud providing administrative and
logistical support to the division and tenant activities,
and providing services for active duty and retired military
personnel and their dependents.

In March 1978, NHeadquarters, Forces Command, issued an
authorization document for the garrison at Fort Carson. On
the basis of an August 1977 manpower curvey, the Command
summar ized staffing effective September 30, 1978, as fcllows.

_ Strength
Required Luthorized Difference
Military 780 490 290
Civilian 1,906 1,279 627
Total 2,686 1,769 917




Fort Carson officials identified local requirements not
included by Forces Command and estimated that a staff of
2,980 persons would be needed, 1,2)1 more than authorired.
Forces Command authcrized some of the unmet requirements to
be filled by TOE personnel.

On Decemker 31, 1977, 1,359 civilians and 523 TDA
(Table of Distribution and Allowances) military personnel
were assigned to the garrison. Additional TOE deployable
military personnel were assigned special duty in garrison
fuenctions but not enough to meet all recognized requirements.

Because of the mobility and deployability of military
personnel, it is considered necessary to maintain, at the
minimum, a core of key and weli-trained civilians in garri-
son positions to provide continuity to garrison operations.
Department of Defense policy is to use civilians in as many
support positions as practicable and to designate whether
positions are to be filled by civilians or military person-
nel.

Civilians do a wide range of work which includes the
type of activities required for community and military sup-
port not usually found in civilian communities. Reductions
in personnel ceilings have decreased the number of civilians
that can be employed. Currently Fort Carson is undergoing
a reduction in force of about 160 civilians. Positions
selected to be abo’.ished include those of clerks, warehouse
forklift operators, motor vehicle operatecrs, laundry workers,
automotive mechanics, heavy mobile equipment repairmen, and
plumbers.

Fort Carson contracts for some types of services.
Garrison work performed by contract personnel during fiscal
year 1978 included refuse collection and food services at a
cost of about $260,000 and $3,200,000, respectively. Other
contract work included custodial services, repairing and
rasurfacing roads, and maintaining communication equipmrent.

Since garrisoned deployable military personnel are not
engaged full time in activities needed tc¢ maintain proficiency
in their skills, they have time for other duties. There are
no specific limits or restrictions on what garrison work can
be performed by military personnel. When there is more garri-
son work than can be accomplished by the authorized civilian
mannino levels, it often is done by military personnel "bor-
rowed" iJrom deployable units.



Fort Carson has a program for the identification of
nreds for and allocation, administration, and control of
borrowed manpower, generally special duty in suppoct of
installation~essertial support missions. Under the program,
requests for manpower must be reviewed before approval.

Manpower levies to fill the approved reguests are
allocated amon; providing units. Unit cormanders select
individuals to fill the levies. The need for each position
must be reviewed for verification at least semiannually.

The 4:h Infantry Division has been able to maintain a
high level of reported cowbat readiness capshility while
providing some of the needed installation support. During
our review Fort Carson officials estimated@ that 350 posi-
tions we'.e being filled by diverting personnel from TOE
positions to special duty. 1In addition, it diverted some
personnel to meet command requirements not authorized in
combat-oriented TOE activities which can be accomplished
by TOE units.

Case studies

As previously stated, we wanted to find whether Army
enlisted military personnel were, or cculd be, used effec-
tively and productively to accomplish wcrk needed to main-
tain garriscns and, at the same time, entance proficiency
in their basic skills. One objective was to identify the
amount of time during the past year selec:ed persons spent
on activities required to maintain their (ndividual and
unit capability.

Historical data on how enlisted personnel at Fort
Carson were used had not been accumulated. The only in-
formation we could obtain was the recollections of in-
dividuals and their commanders. On that basis, we esti-
mated how individuals' time was used.

Since histcrical data was not available, selection of
a statistical or random sample of persons to be studied
would not have provided a sound basis for projecting the
findings to the entire personnel population at Fort Carson.
Instead, we studied the activities of 17 deployable enlisted
persons.

We selected persons wi.th 14 of the most prevalent skills
from different units, including some who had been diverted
from their assigned TOE positions, who were available to be



interviewed. These cases are not intended to be representa-
tive of all or any particular segment of deployable personnel
and cannot be validly used for projections,

Summaries of the cases studied are attached to this
report. (See app. I.) We recognize that the 17 cases
studied represent only the perceptions of the ei:listed per-
sonnel selected about how they served the Army in their garri-
son situation. Yet, these percepticns are interesting.

~-Eleven estimated they used from 64 to 93 percent of
their time in training, testing, or duties associated
with their MOS or assigned TOE position. One said F2
used no time for this purpose.

~-Most said they worked in other duties. Nine had been
diverted to work outside their TOE positions. A tacti-
cal wire cperations specialis“ estimated that he was
used 38 percent of the time az a gymnasium activities
supervisor. A field artillery crewman estimated he
was used S0 percent of the time as an instructor in
mountain rescue. A medical specialist estimated that
he was used 59 percent of the time as a skill develop-
ment trainer, driver, and assistant Sergeant Major.
Two said they had not worked in other duties.

—-Only two, both medical specialists, felt their other
duty experience obtained while working outside their
TOE position contributed to enhancement of their MOS
or assigned TOE capabilities. Their battalion and
unit commanders were the only commanders whec perceived
positive effects.

--The combat capabilities of 12 persons had not been
determined. They had not taken an MOS test or the
SQT, or had not received SQT results.

--31x had received enlistment bonuses. The field
artillery crewman noted above estimated he was used
50 percent of the time as an instructor in mountain
rescue. He was returned to his assigned TOE posi-
tion when personnel officials realized be was a bonus
recipient. Another field artillery crewnan was used
within his unit as the unit armorer for a“.u* 8 per-
cent of the time. The other four were n~o: u.2d out-
side their assigned TOE positions.

--Thirteen suggested garrison positions they felt could
enhance their MOS or assigned TOE position capabilities.
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Unit commanders and battalion officials exprested mixed
opinions about the effects of special duty, but generally
they felt that diversion of any personnel from TOE positions
had a negative effect on individual skill proficiency and
unit proficiency. For instance, one official explained that
a howitzer crew is composed of seven people and that when
one or twc are taken away the crew is incomplete. The in-
complete crew .;ay be able to operate satisfactorily for a
short time but not for an extended period such as might occur
during warfare., Also, a crew reduction would cause an un-
satisfactory safety condition.

Most commanders said that because of various complexi-
ties they do not recall their special duty personnel for
unit or individual training, and that time away from their
skills and units decreases individual skill proficiency and
value to the unit. On the other hand, some said they select
their better people for special duty because they can fit
right in with the units' needs and retain their skills with
little reorientation. Also, they suggested that treatment
of special duty as a reward would improve morale and require
fewer people.

Deterrents to using deployable
personnel for garrison work

We considered possible deterrents to using deployable
personnel fecr garrison work.

Legal restrictions

Legal officials at Fort Carson were unaware of any
statutory restrictions on using deployable personnel outside
their TOE positions and/or MOS to accomplish garrison work.

Union agreements and pressure

The Army is required by contract to advise the local
union of use of military personnel when it could result in
a reduction in force or demotion of a civilian employee. 1In
addition, the Army may not permanently fill with military
personnel a civilian position vacated by a reduction-in-
force, Fort Carson officials said that, other than these
requirements, unions have no part in decisions on how mili-
tary personnel are used.

It is conceivatle that the unions might strongly object

if the Army should plan a widespread replacement of civilians
with miiitary personnel.
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Political pressure

We found no evidence of any political pressure on use
of military personnel. It is conceivable that sOome politi-
cal pressure might be applied if it seemed civiliia posi-
tions were being jeopardized.

Army policies and
rgporting,requipements

The Army staffs its derloyable units for combat and
combat support capability. It managers are evaluated on
how well they maintain combat rcajdivess =zo de:onsrated by
field exercises.

Army traditions and attitudes

Army commanders traditionally exercise close control
over personnel assigned to them. Diversion of their person-
nel is considered an inf.ingement on their cc.mand preroga-
tivee. This attitude was reflected in the case studies.
Officers expressed various opinions that

—--they need all their personnel full time to maintain
combat readiness,

--only "duds" should be assigned to special duty,

--only "sharp" persons should be assigned to special
duty, and

--each unit is assigned so many extranecis tasks they
cannot spare any of their personnel.

Mission requirements

Combat readiness and capability of deployable units is
the Army's primary consideration Officers said that to be
combat effective individuals shou'd periodically train to-
gether as units. Regulations prcvide that personnel on
special duty return to their uni.cs for needed training.
However, some commanders gaid tneir personnel assigned to
special duty do not return to their units for training.
Also, they said individuals woi ‘ng outside their positions
often do not receive individual training in their skills,
and this reduces skill proficiency.

Unrestricted use of personnel outside their TOE positions
could severely degrade combat capability. Some commanders
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estimated they could lose a certain percent of their person-
nel and still maintain capability. but loss of too many would
critically lower their units' capability.

Personnel skills inadequacies

Some persons require longer and more intensive training
than others to attain and maintain proficiency in their mili-
tary skills. Also the technical nature of some skills re-
quires that those skills be reinforced on a more frequent
basis than others. Indiscriminate use of TOE personnel for
garrison work could have an adverse impact on skill pro-
ficiency.

Some of those barriers seem significant. However, we
believe they would not be too difficult for the Army to over-
come were it convinced of the need for and the benefits to be
gained from more extensive and structured use of deployable
personnel for garrison work.
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CHAPTER 3

CONCLUSIONS AND RECOMMENDATIONS

CONCLUSIONS

The Army does officially recognize the garrison mission
through manpower surveys and authorization documents setting
limits on civilian and military staffing. Although it ac-
knowledges that deployable TOE personnel are used to supple-
ment authorized staffing, it makes no allowance for that use
in its personnel utilization and reporting system.

Army headquarters takes no action to authorize use of
TOE personnel for garrison requirements. Forces Command
recognizes many of the unauthorized garrison requirements
in its manpower surveys and approves use of TOE personnel
to fill some of those needs. Fort Carson has developed =
program for using borrowed personnel for installation-
essential support missions and has been able to maintain
the Division's reported combat capability while providing
some of the needed manpower not included by TDA authoriza-
tions.

Army headquarters action is needed to officially
recognize the need for and facilitate the use of deployable
military personnel in functions and duties needed to main-
tain the garrison in peacetime. Headquarters should also
develop plans and guidelines for implementing such utiliza-
tion and for identifying garrison positions that may comple-
ment or supplement combat skills. This could improve the

--effective and productive use of garrisonec deplayable
personnel,

--operation of the garrison,
--morale of the commanders and individuals, and
--cost-benefit ratio of its manpower resources.

Commanders' and individuals' perceptions of special
duty in the garrison and how to use it most effectively to
their benefit need to change. Most of those contacted hac
negative perceptions of special duty. Individuals regarded
it as undesirable. Commanders, in essence, felt their per-
sonnel assigned to special duty were lost to the units, and
were inclined to select low performers and misfits.
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These perceptions are demoralizing and not conducive
to good performance. The Army would benefit from more con-
structive attitudes toward special duty. As some officials
roted, special duty could be used as a reward for good per-
tormance. It could be viewed as

--a release from repetitive training exercises angd
menial unit tasks,

--work which might enhance leadership capabilities and
supplement combat skills, and

~—-a means to develor marketable skills in some cases.

By using high achievers in special duty the required work
could be accomplished with fewer people.

The Army does not have, but needs:

--Guidelines that will assist commanders in matching
available skills in their deployable units with skills
of positions needed in the garrison to achieve the
most effective and productive use of the available
personrnel practicable.

—--Authorization for the garrison positions needed.
Typical requirements are for logistics school in-
Structors, property shipment specialists, engineer-
ing equipment operators, physical activities spe-
cial.sts, mountain and survival skills instructors,
supply specialists, and teen center operators.

--Realistic standards on how much training, testing,
inspection, and duty its personnel should have in
orcer to maintain capability in an MOS or assigned
TOL position, and records to compare with standards.

-~Objective means of identifying effects of ,pecial
duty on individual skill proficiency and units’
combat proficiency.

--A plan that identifies types of garrison ~ositions
that may complement or supplement individuals'®
MOSs or assigned TOE positions.

--Realistic data on how many persons, with what skilis,

can be diverted from units, for how long, without
significantly decreasing the unit's combat capability.
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--A program encouraging special duty in the garrison as
an opportunity for individual improvement rather than
as a renalty.

RECOMMENDATIONS

We recommend that the Secretary of Defense, with the
cooperation of the Secretary of the Army, develop:

--Policy guidelines that officially recognize the
extent of the Army's need to use its deplcyable mili-
tary personnel to maintain its combat capability and
accomplish its garrison responsibilities as effec-
tively and productively as practicable.

--Plans and issue guidelines that will assist commanders
at all levels in assigning deployable personnel from
their units to special duty in the garrison that will,
to the extent practicable, maintain or enhance individ-
ual skill proficiency and unit combat capability.

-~Cost-effective means of reccording reiiable and realis-
tic data on individuals' skill qualifications and on
training and experience needed tc maintain skill pro-
ficiency.

We have noted that the Office of the Secretary of Defense
and the services have undertaken studies and new initiatives
which offer the potential for meaningful improvements in the
methods used to determine manpower r2gquirements. Long-term
programs include the Army's restructuring of manpower authoriza-
tion criteria for combat service aad service support personnel
and the Navy's program for developing staffing standards for
shore based support.

To supplement these initiatives, we recommend that an
interim system be developed and tested for controlled man-
agemeat of garrisoned deployable personnel at an installation
such as Fort Carson. Such a system might include:

--Developing and maintaining an inventory by MOSs of the
personnel available.

--Establishing and implementing a program for rotating
individuals in and out of garrison duty for specified
periods of time which would enable them to acquire
training 2n2 sypplementary special duty experience to
enhance their skil! proficiency. At the same time,
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work needed to maintain the garrison effectively and
economically could be acccomplished.

At the end of a specified test period an evaluation
should be made using criteria for effectiveness to overcome
the present problems discussed in this report.

17



APPENDIX I APPENDIX I

CASE STUDIES

Case Study No. 1

MOS: 11B10 1Infantryman

Assigned TOE position: Personnel Carrier Driver

Enlisted bonus recipient: Yes

Years in Army: 3 years

Use of time during the last year (estimated):
Training, testing, and inspection:

Individual skills & mandatory training 5%

Downrange unit training & testing 25

Inspections 4

Physical training 14 48%
MOS~-related duties:

Vehicle maintenance ) 28

Other duties:

Post gquard 2
Leave 5
Not accounted for 17

Total 100%

Contribution of other duty experience to enhancement of MOS
or assigned TOE position capabilities: None identified

Garrison positions that could enhance these capabilities:
Unit police, work in gymnasium, vehicle maintenance
logistics, honor guard
MOS test results: November 1975--average
Skill gqualification test results: Not verified

Perceptions of effects of other duties on individual and
unit proficiency:

Individual: No opinion

Company Commander: If individual receives training,
combat capability would be suffi-
cient

Battalion official: If individual can maintain basic

skills, then combat capability
will not be degraded

18



APPENDIX I APPENDIX I

Case Study No. 2

MOS: 11C10 Indirect Fire Infantryman

Assigned TOE position: Mortar Gunner

Enlisted ponus recipient: vYes

Years in Army: 2 years

Use of time during the last year (estimated):
Training, testing, and inspection:

Individual skills & mandatory training 5%

Downrange unit training & testing 25

Inspections 4

Physical training 14 48%

MOS-related duties:
Vehicle maintenance 28
Other duties:

Post guard 2
Leave 5
Not accounted for 17

Total 100%

Contribution of other duty experience to enhancement of
MOS or assigned TOE position capabilities: None icentified

Garrison positions that could enhance these capabilitiee:
Unit police, work in gymnasium, vehicle maintenance
logistics, honor guard

MOS test results: Test not taken

Skill qualification test result-: Not verified (below 60)

Perceptions of effects of other duties on individual and
unit proficiency:

Individual: No opinion

Company Commander: If individual receives training,
combat capability would be suffi-
cient

Battalion official: If individual can maintain basic
skills then combat capability
will not be degraded

Note: 1Individuals in case studies 1 and 2 were in the same bat-
talion, but different units. They provided information
in a joint interview and told us they each spent approxi-
mately the same amount of :ime on the various activities.
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APPENDIX I APPENDIX I

Case Scudy No. 3

MOS: 11E10 Armor Crewman

Assigned TOE position: Tank Gunner

Enlisted bonus recipient: Wo

Years in Army: 3 years

Use of time during the last year (estimated):
Training, testing, and inspection:

Individual skills & mandatory training 8%

Downrange unit training . testing 42

Inspections

Physical training -] 55%
MOS-related duties:

Vehicle maintenance 11

Other duties:

Tool room supplier 16
Post guard duty _3 15
Leave 11
Not accounted for 4
Total 100%

Contribution of other duty erperiencs to enhancement of
MOS or assigned TOE position capabi!lities: No effect

Garrison positions that could enhance these capabilities:
Toc.1 rcom supplier, instructor,
ma.ntenance of tools or equipment

MOS test results: Test not taken

Skill cualification test results: Results not yet reccived

Perceptions of effects of other duties on individual and
unit proficiency:

Individual: No effect
Company Commander: Negative

Battalion official: If non-MOS-related, significantly
negative; if MOS-related, no effect
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APPENDIX I APPENDIX I

Case Study No. 4

MOS: 12B10 Combat Engineer

Assigned TOE position: Assistant Squad Leader

Enlisted bonus recipient: No

Years in Army: Information not available

Use of time during the last year (estimated):
Train.ng, testing, and inspection:

Individual skills & mandatory ctraining 30%

Downra' je unit training & testing 25

inspecticns

Physical training _8 63%
MOS~related duties:

Vehicle maintenance 15

Other duties:

Post guard duty 6
Community service 2
Augmentation of reserve forces _6 14
Leave
Not accounted for _0
Total 100%

Contribution ¢f other duty exper:ience to enhancement cf MOS
or assigned TOE position capabilities: None indi~ated

Garrison positions that could enhance these capabilities:
NCO instructor

MOS test results: Results not available
Skill qualification test results: Test not taken

Perceptions of effects of other duties on individu:. and
unit proficiency:

Individual: No opinion
Company Commander: Negative

Battalion official: Negative
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srPENDIX I APPENDIX I

Case Study No. 5

MOS : 13R10 Field Artillery Crewmon

Assigned TOE position: Cannon Gurnher

Enlisted bonus recipient: Yes

Years in Army: 3 years

Use of time during the last year (estimated):

Training, testing, and inspection:
Individual skills & mandatory craining 6
Downrange unit training & testing 5
Inspections 4
4

Physical training 19%
MOS-related duties:
Other duties: ‘

Instructor Zn mountain rescue 50

Vehicle maintenance 15 65
Leave 11
Not accounted for _5

Total 100%

At
e ——

Contribution of other duty experience to enhancement of MOS
or assigned TOE position capabilities: None

Garrison positions that could enhance these capabilities:
None identified

MOS test results: Above average
Skill gualification test results: Test not taken

Perceptions of effects of other duties on individual an<
unit proficiency:

Individual: Significantly negative
Company Ccmmander: Same
Battalion official: Same
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APPENDIX I APPENDIX I

Case Study No. 6

MOS: 13B10, Field Artillery Crewman

Asgigned TOE position: Motor Carriage Driver

Enlisted bonus recipient: Yes

Years in Army: 2 years

Use oL time Guring the last year (estimated):
Training, testing, and inspection:

Individual skills & mandatory training 22%

Downrange unit training & testing 25

Inspections 13

Physical training A 67%
MOS-related duties:

Vehicle maintenance 7
Other duties:

Post quard 6

Unit armor _8 14
Leave 9
Not accounted for _3

Total 100%

Contribution of other duty experience to enhancement of MOS
or assigned TOE position capabilities: None indicated

Garrison positions that could enhance thesge capabilities:
Instructor

MOS test results: Test not taken
Skill qualification test results: Test not taken

Perceptions of effects of other duties on individual and
unit proficiency:

Individual: No effect
Company Commander: Negative

Battalion official: Negative
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APPENDIX I APPENDIX I

Case Study No. 7

MOS: €3Cl0 Track Vehicle Mechanic

Assigned TOE position: Track Vehicle Mechanic

Enlisted bonus recipient: VWNo

Years in Army: 8 years

Use of time during the last year (estimatedl):
Training, testing, and inspection:

Indiviaual skills & mandatory training 0%

Downrange unit training & testing 0

Inspections

Physical training 0 0%
MOS-related duties: 0
Other duties:

Greenskeeper 76

Hospital stay 4

Monday musters 4 84
Leave 9
Not accounted for 7

Total 100%

Contribution of other duty experience to enhancement of MOS
or assigned TOE position capabilities: None

Garrison positions that could enhance these capabilities:
Mechanic of some sort

MOS test results: Test not taken
Skill qualification test results: Test not taken

Perceptions of effects of cther duties .n individual and
unit proficiency:

Individual: Since he has no proficiency in skill,
no effect

Compary Commander: Negative

Battalion official: Negjative
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APPENDIX I APPENDIX I

Case Study No. 8

MOS: 16P10 Chaparral Crewman

Assigned TOE position: Ammunition Handler

Enlisted bonus recipient: WNo

Years irn Army: 2 years

Use of time during the last year (estimated):
Training, testing, and inspection:

Individual skills & mandatory training 25%

Downrange unit training & testing 12

Inspections

Physical training 9 46%
MCS-related duties:

Vehicle Maintenance 36

Other duties:
Post quard and detail 6
0

Leave 1
Not accounted for

IN

Total

[
o
o
[ J

I

Contribution of other duty experience to enhancement of MOS
or assigned TOE position capabilities: None indicated

Garrison positions that could enhance these capabilities:
Instructor

MOS test results: Test not taken
Skill qualification test results: Verified

Perceptions of effects of other duties on individual and
unit proficiency:

Individual: No opinion expressed
Company Commander: Negative

Battalion official: Negative
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APPENDIX I APPENDIX 1

Case Study No. 9

MOS: 36K20 Tactical Wire Operations Specialist
Assigned TOE position: Tactical Wire Operations Specialist
Enlisted oonus recipient: No
Years in Army: 2 years
Use of time during the last year (estimated):
Training, testing, and inspection:

Individual skills & mandatory training 1ls

Downrange unit training & testing 2

Inspections

Physical training 6 9%
MOS-related duties:

Vehicle maintenance 33
Other duties:

Physical activities supervisor 3R

Post guard 6

Other 1 45
Leave 13
Not accounted for _0

Total 100%

Contributicon of other duty experience to enhancement of MOS
or assign=2d TOE position capabilities: Nonz indicated

Garrison positions that could enhance these capabilities:
Communications work

MOS test results: +est not taken
Skill qualification test results: Test not taken

Perceptions of effects of other duties on individual and
unit proficiency:

Individual: No effect since required to return for
mandatory training

Company Commander: Negative

Battalion official: Negative
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APPENDIX I APPENDIX 1I

Case Study No. 10

MOS: 95R10 Military Policeman

Assigned TOE position: Military Policeman

Enlisted bonus recipient: wo

Years in Army: 2 years

Use of time during the last year (estimated):
Training, testing, and inspection:

Individual skills & mandatory training 13%
Downrange unit training & testing 12
Inspections

Physical training _6 31%
MOS-related duties:

"White hat" duties (Military Police) 17
Other duties:

Farmhand--Turkey Creek Ranch 44
Leave 6
Not accounted for 2

Total 100%

Contribution of other duty experience to enhancement of MOS
or assigned TOE position capabilities: None indicated

Garrison positions that could enhance these capabilities:
"White hat" (policeman) type duties

MOS test results: Test not taken
Skill qualification test results: Has not received results

Perceptions of effects of other duties on individual and
unit proficiency:

Individual: Negative
Company Commander: Negative

Battalion official: More adverse on unit than
individual
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APPENDIX I APPENDIX I

Case Study No. 11

MOS: 91B10 Medical Specialist

Assigned TOE position: Vehicle Driver

Enlisted bonus recipient: Nc¢

Years in Army: 2 years

Use of time during the last year (estimated):
Training, testing, and inspection:

Individual skills & mandatory training 43
Downrange unit training & testing 15
Inspections

Physical training _4 23%

MOS-related duties:

Other duties: .
Battalion Commander's driver 10

Assistant to Bn Sgt Major 20
Skill Development Center 29 59
Leave 12
Not accounted for 6
Total 100%

Contribution of other duty experience to enhancement of MOS
or assigned TOE position capabilities: Positive due to
learning experience especially

Garrison positions that could enhance these capabilities: 1In
Skill Development Center, work in the base hospital and
clinic, Alcohol and Diug Treatment Center, Inspector General
team member

MOS test results: Tes% not taken
Skill qualification test results: Test not taken
Perceptions of effects of other duties on individual and unit
proficiency: Positive effect on individual capabilities.
No effect on unit proficiency

Individual: No effect since able to participate in down-
range training and maintain MOS skills.

Company Commander: Positive since almost always MOS-
related

Battalion official: Same as company commander except

expressed concern of losing com-
bat skills and ability to survive
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APPENDIX I APPENDIX I

Case Study No. 12

MOS: 91Bl0 Medical Specialist

Assigned TOE position: Litter Bearer

Enlisted bonus recipient: No

Years in Army: 3 years

Use of time during the last year (estimated):
Training, testing, and inspection:

Individual skills & mandatory training 11%
Downrange unit training & testing 27
Inspections 10
Physical trainir-» 7

MOS-related duties: -
Maintenance

Other duties:
Formations and lunch

Leave
Not accounted for

Total

3 |
(=] ~ &

iiy.ﬂ

55%

[
N

Contribution of other duty experience to anhancement of MO0S

or assigned TOE position capabilities: Positive if
exercising MOS

Garrison positions that could enhance these capabilities:

Work in hospital
MOS t2st results: Verified (60 or better)

Skill qualification test results: Test not taken

Perceptions of effects of other duties on individual and

unit proficiency:
Individual: Positive since exercising MOS
Company Commander: None indicated

Battalion official: Positive since almost always
MOS-related except concern

of losing basic combat skills

and ability to survive.
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APPENDIX I APPENDIX I

Case Study No. 13

MOS: 76Y10 Unit/Organization Supplyman

Assigned TOE position: Supply Clerk

Enlisted bonus recipient: No

Years in Army: 3 years

Use of time during the last year (estimated):
Training, testing, and inspection:

Individual skills & mandatory training 1%
Downrange unit training & testing
Inspections
Physical training 1 2%
MOS-related -duties:
Work in MOS 32
Special quty--reconciliation ammunition
clerk 50
Other duties:
Police call 1
Personal activities 3 4
Leave 12
Not accounted for __0
Total 100%

Contribution of other duty experience to enhancement of MOS
or assigned TOE position capabilities: None indicated

Garrison positions that could enhance these capabilities:
None indicated

MOS test results: Test not taken
Skill qualification test results: Test results not received

Perceptions of effects of other duties on individual and
unit proficiency:

Individual: No effect
Company Commander: No effect if MOS-related

Battalion official: Negative
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Case Study No. 14

MGo: 76D10 Materiel Supplyman
Assigned TOE position: Materiel Supplyman
Specialist
Enlisted bonus recipient: No
Years in Army: 3 years
Use of time during the last year (estimated):
Training, testing, and inspection:
Individual skills & mandatory training 10%
Downrange unit training & testing 16
Inspections
Physical training 4 30%
MOS-related duties:
Warehouse work 16
Air load commitment 8
Company armor 3
CBR duties 7 34
Other duties:
Vehicle maintenance , 15
Post quard duties 4
=

Clerk, Commander's driver 2

=)

Leave
Not accounted for

=
Qo oo

Total 100%

|

Contribution of other duty experience to enhancement of MCS
or assigned TOE position capabi’.ties: None indicated

Garrison positions that could enhance these capabilities:
Inspestor/instructor

MOS test results: Test not taken

Skill aualification test results: Tested March 1978, no
results to date

Perceptions of effects of other duties on individual and
unit proficiency:

Individual: Supplement MOS, and a positive effect on
unit capability since able to participate
in training (downrange)

Company Commander: Negative

Battalion official: Negative
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Case Study No. 15

MOS: 13B10 Field Artillery Crewman

Assigned TOE position: Cannoneer in a howitzer
section

Enlisted bonus recipient: Yes

Years in Army: 1 year

Use of time during the last year {estimated):
Training, testing, and inspection:

Individual skills & mandatory training 43%

Downrange unit training & testing 17

Inspections 10

Physical training _6 76%
MOS-related duties:

Vehicle maintenance N 17
Other duties: 0
Leave 6
Not accounted for A

Total 100%

Contribution of other duty experience to enhancement of MOS
or assigned TOE position capabilities: None

Garrison positions that could enhance these capabilities:
None identified

MOS test results: Test not taken
Skill qualification test results: Test not taken

Perceptions of effects of other duties on individual and
unit proficiency:

Individual: No opinion
Company Commander: Negative

Battalion officials: Negative
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Case Study No. 16

MOS: 13E10 Cannon Fire Direction Specialist

Assigned TOE position: FADAC Operator

Enlisted bonus recipient: Yes

Years in Army: 3 years

Use of time during the last year (estimated):
Training, testing, and inspection:

Individual skills & mandatory training 22%

Downrange unit training & testing 32

Inspections

Physical training 10 64%
MOS-related duties:

Vehicle maintenance 22

Other duties:

Post guard duty 6
Leave 6
Not accounted for _2

Total 100%

Contribution of other duty experience to enhancement of MOS
or assigned TOE position capabilities: None

Garrison positions that could enhance these capabilities:
None identified

MOS test results: Test not taken
Skill qualification test results: Test not taken

Perceptions of effects of other duties on individual and
unit proficiency:

Individual: No opinion
Company Commander: Negative

Battalion official: Negative
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Case Study No. 17

MOS: 64Cl0 Motor Transport Operator

Assigned TOE position: Truck Driver

Enlisted bonus recipient: No

Years in Army: Information not available

Use of time during the last year (estimated):
Training, testing, and inspection:

Individual skills & mandatory training 15%
Downrange unit training & testing 25
Inspections

Physical training 4 44%

MOS-related duties:

Vehicle maintenance 44
Other duties: 0
Leave 12
Not accounted for _0

Total 100%

Contribution of other duty experience to enhancement of MOS
or assigned TOE position capabilities: None

Garrison positions that could enhance these capabilities:
Driving and maintaining trucks and other vehicles

MOS test results: Test not taken
Skill qualification test results: Test not teken

Perceptions of effects of other duties on individual and
unit proficiency:

Individual: None indicated
Company Commander Negative

Battalion official: Negative

(962107)
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