
THE SECRETARY OF DEFENSE
1000 DEFENSE PENTAGON

WASHINGTON, DC 20301-1000

MEMORANDUM FOR SECRETARIES OF THE MILITARY DEPARTMENTS
CHAIRMAN OF THE JOINT CHIEFS OF STAFF
UNDER SECRETARIES OF DEFENSE
DIRECTOR, PROGRAM ANALYSIS AND EVALUATION

SUBJECT: Action Agenda to support "End Strength" Memo Tasks

At the last Senior Level Review Group meeting we discussed the 14 August
working draft of the "End Strength" memorandum. I have updated this memo as a result
of that discussion. The objectives enumerated in the attached memorandum require
priority attention from all our senior leadership. With that in mind I tasked the Principal
Deputy Under Secretary for Policy to form a senior oversight group to work with the
Services and other components to develop an action agenda based on the interest items in
the memo. The oversight group will help develop a work plan and monitor progress
regarding the implementation of that agenda. I also asked for a progress update to the
Senior Level Review Group sometime in September. Please provide all necessary
assistance to the senior oversight group as they prepare for that meeting.
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SUBJECT: "End Strength"Are current U.S. military forces sufficient for the
challenges facing our country? What are ways DoD can reduce the
stress on the force, maintain recruiting and retention targets, and
make the Department more efficient and cost effective?

Summary: The U.S. can afford whatever military force level (end strength) is
determined to be necessary and appropriate for our nation' s security. The men and
women in uniform are the Department's most valuable asset. Our people-
military and civilianappreciate in value, while equipment decreases in value. It
is our people who distinguish the U.S. military from other forces. For the present,
analysis by the Joint Chiefs indicates that the U.S. military currently has sufficient
active and reserve forces to execute its assigned missions. If at any time that is not
the case, it would be DoD's responsibility to recommend to the President
appropriate adjustments. Absent analysis that indicates that U.S. forces are not
able to meet their assigned missions, it would be an expensive mistake to increase
the size of our forces. To the extent we increase our investment in end strength,
we may likely increase risk in other key areas, such as readiness, procurement and
research and development.

Background: The operational tempo of U.S. forces during the two years after
September 11, 2001 has been significant. In the aftermath of Operation Iraqi
Freedom, some have called for an increase in the end strength of the U.S. military.
Although this may appear to be a straightforward solution, it is neither easy nor
quick. Adding uniformed personnel to the defense establishment is expensive.

The cost is substantial over the lifetime of a service member. A number of
the most costly add-ons to military pay and benefits have been for retired,
not active duty personnel.

Increased end strength has second and third order effects. The more end
strength, the more force protection that is required; the more end strength,
the more infrastructure that is required; the more end strength, the more
pensions and healthcare for life that are required.

It takes time to recruit, train and integrate new personnel into the Armed
Forces. As a result, there is a considerable lag between when the additional
personnel are recruited and the costs begin, and when the added capability
is received.
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At present, all four Services' recruiting and retention goals are being met or
exceeded. Whether these favorable results will continue as we move
through the coming months and years remains to be seen. These key
indicators must be closely watched.

The current stress on the force is very likely a "spike," and we hope it will not be
permanent. In any event, that stress, as well as respect for the taxpayers' dollars,
requires DoD to make every effort to achieve the most efficient use of the forces.
That same respect for the taxpayers' dollars mandates that we aggressively address
the alternative contractor and civilian employee cost impacts as well.

Following is, I am sure, an incomplete but illustrative list of activities DoD is
currently executing and/or examining for implementation. As appropriate, we
must exploit each of these areas to reduce stress on the force, both active and
reserve. Though it may appear that some of these areas do not directly benefit end
strength, nor assist in reducing stress on the force, in a variety of ways we believe
they can have positive, indirect impact. To the extent we are successful in
improving performance in these areas, it should relieve pressure on the force and
likely reduce the current calls for end strength increases, or, at the minimum,
reduce the size of any end strength increase that analysis might later indicate is
necessary in the future.

1. Lessons Being Learned

Contingency Plans. DoD is currently reviewing and revising all
contingency plans to take account of the lessons learned thus far in
Afghanistan, Iraq and the Global War on Terror. Among the lessons is
the need to take advantage of the tradeoffs between numbers of people
and things"mass"versus the increased lethality from speed, agility,
precision munitions and the leverage available in the information age.
"Overmatching power" is replacing "overwhelming force."

Jointness. DoD is achieving greater jointness worldwide, so combatant
commanders should be able to tailor forces creatively among the
Services to gain added synergy and lethality, as in the Iraq war.
Coherently joint forces create power that exceeds the sum of individual
militaryU.S. and internationalelements.

Training and Exercises. Training matters; joint training matters more.
It creates an asymmetric advantage for U.S. forces. Training and
exercises need to take account of recent real world experience.

Global Force Management. DoD is exploring methods of replacing the
concept of "forces for a specific combatant commander" with a "Global
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Force Management Availability System," which should lead to more
efficient management of the forces and the process by which they are
provided to Combatant Commanders in support of their essential
missions.

Reserve/Active Force Balance. DoD is rebalancing the reserve
components with the active components to achieve the appropriate mix
for the 21st century. The task is to avoid having to call up certain
specialties repeatedly for tasks we know DoD is and will continue to be
called upon to execute regularly (civil affairs, etc.). The new active-
Reserve mix must also be designed to enable more immediate action, as
appropriate.

Realignment of Manpower Levels and Skill Sets. DoD will review
active and reserve components to determine how the Department can
best allocate manpower levels and specific skill sets, within existing end
strength limits, to best satisfy the demands of the 21st century.

Time on Operational Duty. For Reserve Components, DoD will seek
ways to increase the ratio of the number of months out of the total
period of activationlmobilization a unit is actually performing the
mission for which it was called up. We can improve on those instances
where it is as low as 6 months out of a 12-month call-up.

Precision Weapons. Our use of precision weapons, with greater
accuracy, can maintain lethality while reducing both the operational
footprint and the logistics tail, thereby reducing force requirements.

Deployments. The old Industrial Age process is broken. An approach
that permits only peace or war, with little or no nuance, is out of date.
The process is currently being streamlined to take less time and permit
more nuanced management of mobilization and demobilization,
deployment and redeployment, and recovery operations.

Relief-in-Place. The Services need to establish a common definition of
"relief-in-place" and then implement measures to shorten the relief in
place system from 45 60 days to a shorter period, as appropriate.

Standing Joint Task Force Headquarters. The world is moving so fast
that Standing Joint Task Force Headquarters are necessary. If it takes
one to three months to staff up a headquarters, the wars of the future
may be over before the staff is in place. Where appropriate, we must
invest in and sustain surge capability.
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2. People

Military Out of Non-Military Jobs. DoD requires Congressional
cooperation to pass the personnel reform legislation so it can get closure
on the studies that suggest there are some 300,000 to 380,000 positions
that military personnel are currently serving in that might be performed
by civilians. Managers have to be freed up so they can make greater use
of the civil service, rather than being forced to use military personnel or
contractors because they cannot efficiently manage the DoD civilian
workforce. If only one-sixth of those 300,000 positions were freed up
for military duty, it would increase usable "end strength" by 50,000.
We won't know what can be achieved until the current analysis is
completed.

Core Competencies. OSD is aggressively working to move the military
out of activities that are not core competencies or inherently
governmental. For example, housing privatization has allowed DoD to
get better value and speed modernization for the same expenditure of
funds.

Contract Employees. For shorter duration missions and missions that
are not military core competencies, DoD will have to make more
judicious use of contract employees. This will require that we organize
so we have Congressional authority and the ability to properly engage
contract assistance.

Education. The Department is working to improve joint education to
create a culture that empowers younger leaders to think beyond their
parent Services for creative solutions to the challenges our nation faces.

Coalition Forces. The U.S. must organize its alliances and relationships
to increase the availability and readiness of coalition forcesthe speed
of their availability and the readiness of their equipment. This will
require a diplomatic effort to substantially reduce the current restrictions
and caveats many countries have that reduce the availability of their
forces and also a long-term commitment from other countries to help
finance less wealthy nations' ability to recruit, train, deploy and sustain
their forces.

Allies. We must assist treaty partners, where appropriate, to assume
greater responsibility for their defense more rapidly.

Backfill. During a crisis, we need to arrange for other countries to
backfill for U.S. troops in some of our long-term commitments, such as
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the Sinai, Iceland, Bosnia, Kosovo, etc. Additionally, the U.S. will have
to tackle the tough political challenge of ending some commitments.

Indigenous Forces. The U.S. must organize and fund to be able to use
more host nation security personnel in places like Afghanistan, Iraq,
Bosnia, and Kosovo to ease the burden on coalition forces. This will
require Congress approving DoD' s proposed "train and equip"
legislation.

Reserve Forces. DoD has established a policy whereby it will, to the
extent possible, first use Reserve forces that have not recently been
mobilized.

Volunteers. DoD will continue to use volunteers from the Reserve
force, to the extent available.

Holidays. To the extent possible, DoD force mobilizations will be
respectful of major holidays.

Call-ups. DoD is revising the process so as to protect the goal of 30
days' notice for mobilization of reserve units, if at all possible, and will
consider a tiered arrangement whereby some reserve units might be
compensated and trained to maintain a readiness level to be available
and ready for prompt deployment with a shorter call-up.

Incentives. DoD will consider offering incentives for extended
deployments.

Peace Operations. The USG is considering a "Peace Operations
Initiative" with the goal of increasing the worldwide availability of
peacekeepers, peacemakers, military police, constabulary, etc. for
peacemaking and peacekeeping operations.

Intelligence. DoD is working to strengthen actionable intelligence, and
improve humint in key areas of interest, by prioritization of effort and
by assuring seamless exchange of information among U.S. agencies.

3. Technology

Information Age. DoD will accelerate use of new information
technologies to reduce the need for forward deployed personnel and
thereby reduce the rotation rate the Services require to support a
deployed person.
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Logistics. DoD will continue to emphasize systems with smaller
logistics requirements and footprint, simplified designs with fewer and
more interchangeable parts.

New Technologies. DoD will invest in technology to substitute for
human force protectionsensors, intelligence, etc. Additionally, the
Services will be encouraged to consider the approach the Navy is using
to reduce personnel needed for ship manning (by as much as 50 percent
in some cases) and invest in less manpower-intensive platforms
(UAV5), and technologies and processes, in and out of the defense
industry.

Lethality. Services are working to lighten their footprint, while
increasing lethality, to the extent possible.

U.S. and Coalition Transformation. DoD will work to improve its
interoperability with coalition partners through the Joint Forces
Command.

4. Efficiency

Organization of Forces. In the 2l century one size doesn't fit all. DoD
will modernize the Services' force organizations to achieve improved
modularity, so combatant commanders can more readily organize units
to task. This should allow commanders to build capability by adding
modules and right-sizing the force to their missions. The goal is to
achieve greater interchangeable and combined arms effects to increase
flexibility. Standing Joint Task Force Headquarters are ideally suited
to integrate and operate this approach. Interchangeable divisions could
provide improvements in force allocation, force rotation, and
employment flexibility.

Global reach back. DoD will organize to conduct more non-spear point
activities for deployed forces back in the U.S., thereby reducing both the
number of forces deployed as well as the rotation base multiple needed
to maintain that number of troops forward-deployed. Organizing the
Reserve Components to optimize reach back opportunities may yield
significant personnel tempo savings.

Force Allocation. OSD and the Joint Forces Command will work to be
able to provide combatant commanders the joint force capabilities they
need to achieve desired "effects" and "outcomes," rather than simply
responding to requests for numbers of thingstroops or platforms.
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Procurement. DoD will continue to invest to achieve greater lethality
per unit of force structure.

Strategic Lift. DoD will continue investing in strategic lift to assure
timely mobility, e.g., high speed transport. Leveraging new
technologies in this area should also reduce the associated logistic
footprint. Additionally, the Department must continue to support
participation in the Civil Reserve Air Fleet (CRAF) Act as a supplement
to our national mobility capability.

Rotation Ratio. The Services will work to find ways to reduce the
rotation ratio and consider opportunities to transport crews to their
equipment.

Headquarters Layering. DoD components' reduction in the number of
headquarters will free up some of the manpower currently staffing those
organizations. The flattening of headquarters hierarchies is desirable and
viable given existing and planned communications technology.

Best Practices. DoD will work to move best practices from inside and
outside DoD throughout the Department.

Planning Tools. DoD is developing tools to enable it to plan more
rapidly to produce more refined force requirements, both in terms of
numbers and timing of their movement and arrival.

Operational Availability. DoD will implement the appropriate JROC
"operational availability" studies' recommendations.

Strategic Warning. Intelligence capabilities will be tasked to see if it is
possible and cost effective to increase strategic warning, thereby
reducing the portion of the force that must be forward-deployed.

The Right Skills. DoD will develop the ability to more rapidly adjust
forces in the field, so as to put the right capabilities in the right places at
the right time and to be able to make rapid adjustments as circumstances
change.

5. Policy

U.S. Foreign Commitments. DoD will continue to work to pare down
long-term U.S. commitments such as the Sinai, Iceland, Bosnia,
Kosovo, etc. We will advise nations at the outset that deployments are
not forever and that the U.S. requires the ability to redeploy for other
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contingencies and ease of transit. DoD will also use care in adding new
commitments of forces.

U.S. Non-Military Skills. The USG needs to strengthen the
international capability to help countries establish and execute civil
implementation tasks; only if we are successful will the U.S. and
coalition forces be relieved of peace operations earlier than tends to be
the case, such as in Bosnia.

U.S. Worldwide Footprint. DoD will work to improve the flexibility
and responsiveness of U.S. forces by adjusting U.S. forward-deployed
forces in Europe and Asia, by repositioning and making greater use of
pre-positioned equipment to improve our capabilities for rapid
deployment from the U.S. and elsewhere, and by investing in necessary
infrastructure where required. DoD will consolidate locations
worldwide to reduce the number of troops required for support,
including force protection and, in addition, will use host nation forces,
where available, to provide protection for deployed U.S. forces.

Conclusion.

In a warin this case, the Global War on Terrorismit cannot be "business as
usual." During a crisis, when there is an understandable spike demand on U.S.
forces, DoD cannot behave as though it is "business as usual." It isn't. DoD
needs to act promptly to reduce or stop activities such as exercises and other
"business as usual" activities, as appropriate.

The task of DoD is to manage the force within acceptable levels of stress. Key
measurements are recruiting and retention metrics. We must monitor all activities
to see that we achieve solid progress on each of the above tasks, before taking the
easy and more expensive course of increasing force levels. We owe the American
people no less.

DHR:dh
Current MFRs/ End Strength
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