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SECRETARY'S MESSAGE ON BRAC

The Quadrennial Defense Review established thres key elements of our defense sirategy. The
LS, military must shape the intemational sccurity environment day-to=day, respond o crises
across the full spectrum of operations, and prepare mow to meet fufure threats. This is the fght
sirategy, but it is not free. [t requires continuous investment in the people, weapons systems, and
technology that will ensure our battlefield dominance today and in the future.

Tao finance these investmends within a level of defense spending that is likely 1o remain comstant,
Dol needs to change the way it docs business. The Defense Reform Initintive sef out the agenda
for thal revolution: reengineer business processes, consolidate organiadions, compete
commercial activitics, and climinate excess infrastructure. Central to this effort are two
additional rounds of base realignment ansd closure (BREAC) beginning in 2001, Without the
hillions of dollars in annual savings we are now reaping from past base closures. our forces
would be unable to carmy out their mission today. We must have two mone BRAC rounds if
tomoreow’s forces are b be able 1o carry out their mission.

There are five key points 1 would like to highlight about the attached report, which decuments
the need for BRAC legislation to be enacted this year:

Excess base strueture. Even after four previous rounds of BRAC, we still have more
infrastructure than we need to support our forces. In 1989, for example, the Army had almost 15
million square feet of classroom space in its training command serving about 350,000 studenis,
stafl, and faculty, By 2003, the Army will have reduced the personnel at these bases by 43
percent. but it will have redueed its classroom space by just 7 percent. Overall, the report
estimates that the Diepartment’s excess infrastruciure is of a magnitude sufficient to justify 1wo
aclditional rounds of base closure,

Real savings. Operating and maintaining facilities that we do nol need for gither today’s or
tomorrow’s military wastes resources better spent on modernizstion and readiness. The past four
rounds of BRAC already are generafing substantial savings—S$3.7 billion in the 1999 budge, 525
hillion through 2003, and $5.6 billion each and every year thereafter. Additional rounds of
BRAC in 2000 and 2005 will yield 521 billion in the vears 2008-2015, the period covered by the
QDR, and £3 billion every year thercafter.

Sound strategy. BRAC is eritical to the suecess of our defense strategy.  Without BRAC, we
will not have the resources needed 1o mainiin high readiness and buy the next generation of
equipment needed to ensure our dominance in future conflicts. In addition, Feilure to recapitalize
the systems in the field tody would put at risk our ability to sustain our foree strocture. Because

O



it tnkes o degade or longer o develop weapon systenss, which will remain in the force for
decades, the decisions we make today will determine the quality of our military well into the 21*

cenlury,

To put the value of BRAC in perspective, two new rounds of base closure would yield about 520
billion in zavings by 2015, What i= the value of 20 billion” In the Air Foree, 520 billion
would buy about 450 Joint Strke Fighter aircrafi (pwo-thirds of the Air Foree's total J5F
procurement planned throagh 2015). In the Mavy, 520 billion would buy both of the CVX nexi-
peneration wircrall carriers and 12 of the 32 new surface combatants planned for procurement by
2015, In the Army, 520 Billion would cover the entire procurcmendt in this period of two systens
peeded 1o create & digitized force: the Comanche helicopier and the Crussder antillery sysiem.
Finally, in the Marine Corps, $20 billion would provide for alnost all of ihe Joint Sirike Fighters
plarned for procusement during this pariod and all of the Advaneed Amphibious Assaull
Vehicles.

Economic growth and development. As a former mayor and senator who represented a city
and state that had bases closed, [ am well aware of the concemns that base closure can create. Bu
since the last time Congress vobed 1o give Dol BRAC suthonty, the Adminisiration and
Congress together developed a number of initiatives 1o assist communitics in cconomic
development. These measures include new property disposal mechanisms 1o promaote job
creation, larger planning grants for communities, and greater assistance for worker retraining and
economic development. The effects of owr efforts are clear. Already, ncross the country 45,000
mew jobs have been cremled. At bases closed for af least two years, more than 75 percent of
civilinn jobs have already been replaced. Success storics are emerging from Charleston, South
Carslina, to Mereed County, California-—from Alexandria, Louisiana, to Portsmouth, New
Hampshire. More jobs ond more successes are being crealed every day.

An argent imperative. Some have asgued that the time for BRAC is nod yet right, that we
should wait vet another vear. | do not agree. There will never be a “right time™ to take up base
chosures. But now is when we must plan for defonse mthe 217 century. Over the mext ihree
years, the Depanment will make important decisions regarding the procurement of many
systems critical to our future military capabilitics, including: the P-22 fighter, the Joint Air-to-
Surface Stand-off Munition, the Crusader field anillery system, the Joint Strike Fighter, the
Comanche helicopter, and the Advanced Amphibious Assault Vehicle, Without the certainty of
BRAC today, we will have o adjust our plans for modemization, force structure, and quality of
lifie.

Closing bases is hard. But BRAC is a fair, open, and onderly process. No better approach has
been foand 1o reduce Dol)'s excess base structure.  Maoreover, the alternatives fo base closure, |
believe, are worse, More than any other initiative we can take today, BRAC will shape the
qguality and strength of the forces protecting America in the 21% century.

Dt J. G



CHAIRMAN OF THE JOINT CHIEFS OF STAFF
WASHINGTON, D.C. 20318-9999

CM-153-98
31 March 1998

MEMORANDUM FOR THE SECRETARY OF DEFENSE
Subject: Report to Congress on Base Realignment and Closure

1. The Joint Chiefs of Staff are of the unanimous view that additional base
closures are a necessity if we are to transform the Armed Forces to achieve
Joint Vision 2010 and to implement the QDR strategy.

2. We must convey both the need and the urgency for two additional base
closure rounds to Congress and the report performs that task very well.
Transforming our forces to those most capable of achieving dominance across
the range of military operations requires a stable commitment of resources.
Additional base closures in concert with those already completed will provide
additional resources necessary to successfully implement the transformation
strategy.

3. Further base closures are necessary to posture our force to best meet
future challenges. These closures will bring our infrastructure closer in line with
force structure and will allow us to capitalize on improved efficiencies and
capabilities. | strongly support additional base closures. Without them we will
not leave our successors the warfighting dominance of today’s force.

ol St

Y H. SHELTON
Chairman
of the Joint Chiefs of Staff



CHAIRMAN OF THE JOINT CHIEFS OF STAFF
WASHINGTON, 0.2 20318-0099

CM-153-98
31 March 1998

MEMORANDUM FOR THE SECRETARY OF DEFENSE
Subject: Report la Congress on Basa Realignment and Closure

1, The Joint Chiefs of Staff are of the unanimous view that additional base
closures are a nocessity if we are to transform the Armed Forces o achieve
Joint Viston 2010 and to implement the QDR strategy.

2. We must convey both the need and the urgency for two additional base
closure rounds to Congress and the report performs that task very well.
Transforming our forces to those most capable of achieving dominance across
the range of mililary operations raquires a stable commitment of resources,
Additional base closures in concert with those already completed will provide
additional resources necessary to successfiully implemant the transformation

sirateqy.

A, Further base closures are necessary 1o posture our force to best meet
future challenges. These closures will bring our infrastructure closer in line with
force structure and will allow us to capitalize on iImproved efficiencies and
capabiities. | strongly support additional base closures, Without them we will
not leave our successors the warfighting dominance of today's force

e #4 H%éﬁ"—‘

Chairman
of the Jaint Chiefs of Staff




Executive Summary

BACKGROUND
Why This Report?

The Department of Defense (DoD) is providing this report to explain how the new
legal authorities for base realignment and closure requested in conjunction with
the Department’ s Defense Reform Initiative and the fiscal year 1999 budget will

¢ Ccut waste,
¢ generate savings for readiness and modernization, and

¢ adapt the base structure to the dynamic security challenges of the 21st
Century.

DoD isaso providing this report in response to Section 2824 of the National De-
fense Authorization Act for Fiscal Year 1998. Section 2824 requires DoD to re-
port to the Congress the cost and savings from previously approved domestic
military base closures and realignments, certain information related to its proposal
for additional closures and realignments, and other information related to installa-
tions.

Why New BRAC Rounds?

The need for additional BRAC roundsis clear and compelling. Even after DoD
completes implementation of the four prior BRAC rounds in 2001, the Depart-
ment will still have more bases than are needed to support our nation’s military
forces. Retaining and operating a static base structure that is larger than necessary
has broad consequences for the Department. These consequences fall into two
categories:

¢ Strategic. New BRAC rounds are integral to our defense strategy. Future
BRAC rounds will provide funding for readiness, modernization, and
quality of life and ensure that our base structure facilitates, rather than im-
pedes, the transformation of our military asit prepares to meet the threats
of the next century.

¢ Financial. DoD wastes money operating and maintaining bases that are
not essential to national defense. BRAC will aso help eliminate the addi-
tional excess capacity created as DoD reengineers business practices and
consolidates organizations.



Why Now?

It isimportant for the Congress to enact BRAC legidation this year. For every
year that DoD delays the start of a new BRAC process, the Department delays the
realization of billions of dollars in needed savings. The Department does not be-
lieve that there are benefits associated with taking a pause from the first four
rounds of BRAC before the consideration of new BRAC authority. The closures
and realignments authorized by the prior BRAC rounds will be complete by 2001.
Moreover, Congressional approval of BRAC rounds in 2001 and 2005 is of criti-
cal importance to our planning efforts today. Thisyear, DoD is already developing
budget plans through 2005. With new BRAC authority, the Department will be
able to plan better for a smaller, but better supported base structure, a more robust
modernization program, and continued high levels of readiness.

ELIMINATING EXCESS CAPACITY ISINTEGRAL TO
DoD’S TRANSFORMATION STRATEGY

BRAC Savings Will Support the Revolution in Military Affairs

BRAC savings will contribute to the success of the Revolution in Military Affairs.
The reason is straightforward. Joint Vision 2010, the Quadrennial Defense Re-
view, and the National Defense Panel’ s report outline the need for a sweeping
transformation of our forces. That transformation is enabled principally by rapid
advances in communications and other technologies, improved operational con-
cepts, and streamlined support functions. The billions of dollarsin savings result-
ing from new BRAC rounds are required to implement these strategic changes and
ensure the ongoing superiority of U.S. fighting forces. Additional BRAC rounds
will also permit the Department to align its base structure to support the military’s
changing mission requirements and support operations. The QDR and the Na-
tional Defense Panel’ s report support the need for additional base closures.

Prior BRAC Rounds Had a Positive Effect on Military Capabilities

The Department expects future BRAC rounds, like the prior BRAC rounds, to
benefit military capabilities. The Joint Staff assessed the previous BRAC rounds
and concluded that they had an overall positive effect on military capabilities and
the ability to fulfill the national military strategy. The assessment aso highlighted
the important role that future BRAC rounds play in DoD’ s strategy. It states:
“While past BRAC rounds had a net positive effect upon military capabilities—
additional base closures will assist DoD in meeting the Shape, Respond, and Pre-
pare Now aspects of the National Military Strategy.”
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BRAC Is Essentia for the Revolution in Business Affairs

BRAC isalso essential for the success of the Department’ s Revolution in Busi-
ness Affairs. Concurrent with changing force support requirementsis a massive
change in the way many support functions are being provided in the business
world, changes that DoD must incorporate into its business practices. Collec-
tively, these reforms have the potential to reduce installation requirements sub-
stantially. With congressional authorization for addition BRAC rounds, the
Department can tailor the base structure to match streamlined business practices
and generate needed savings through defense reform.

ExXCESS BASE CAPACITY WARRANTSNEW BRAC
ROUNDS

DoD Has More Bases than It Needs

The QDR, the DRI, and the National Defense Panel report all concluded that even
after implementation of the prior BRAC rounds is complete, the base structure
will be larger than required by the QDR force structure and strategy. The finding
that DoD has excess bases is not new. In 1995, Secretary of Defense William
Perry, Chairman of the Joint Chiefs of Staff General John Shalikashvili, and the
independent Defense Base Closure and Realignment Commission all recom-
mended additional closures and realignments beyond those already approved.

Analysis Finds 23 Percent Excess Base Capacity

The need for more base closures and realignments is amply supported by analyses
of changesin force structure and infrastructure. For this report, DoD conducted an
analysis of capacity by type of base for each Military Department and the Defense
Logistics Agency (see Table ES-1). The method gathered data on three dozen
categories of installations across all the Military Services to determine the extent
to which reductions in base structure since 1989 have kept pace with reductionsin
the force and its supporting services. The analysis focused on 259 bases that the
Military Departments identified as major installations for determining capacity in
these categories.! Through this analysis, DoD estimates that it has about 23 per-
cent excess base capacity.

! The 259 major installations are distributed among the Armed Forces as follows: 74 for the
Army; 103 for the Navy and Marine Corps; 76 for the Air Force; and 6 for the Defense Logistics
Agency.



Table ES-1. Results of Excess Capacity Analysis

Armed Force Change in Capacity Relative to Force

Structure Since 1989
(as a percentage of 2003 capacity)

Army 20-28
Navy 21-22
Air Force 20-24
DLA 35
All DoD 23

Two NEw BRAC ROUNDSWILL SAVE $3 BILLION
PER Y EAR

Two new BRAC rounds, each roughly the size of BRAC 93 or BRAC 95, will
generate annual savings of about $3 billion after they are fully implemented. If the
Congress does not provide new BRAC authorities, the Department will have to
make painful adjustments to its plans for executing the defense strategy over the
next 20 years. In the absence of new BRAC authority, the Department would need
to decide whether to postpone needed modernization, delay quality of life pro-
grams, or reduce force structure.

PrRIOR BRAC PROCESSES ARE A GOOD MODEL FOR
FUTURE BRAC ROUNDS

The BRAC processis aproven, effective tool to make difficult decisions that im-
pact both national security and local communities. The current authorizing statute
(The Defense Base Closure and Realignment Act of 1990 (Public Law 101-510),
as amended), provides an excellent basis for future adjustments to the DoD base
structure. Therefore, the Department proposes that BRAC roundsin 2001 and
2005 use essentially the same procedures that were used in the 1995 BRAC round.
The BRAC process offers the Department, the Congress, and local communities
affected by realignments and closures substantial advantages over aternative ap-
proaches.

ACTUAL BRAC CosTS REFLECT BUDGET ESTIMATES

Actua one-time implementation costs for the prior BRAC rounds are close to or
lessthan DoD’s initial budget estimates. For BRAC 88 and BRAC 93, actual
DoD-wide costs from 1990 through 1997 are substantially less than DoD’ s origi-
nal budget estimates. For BRAC 91 and BRAC 95, actual costs are essentially
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egual to initial estimates. Planned spending has varied, however, on a year-by-year
basis.

BRAC Overstates Costs for Environmental Restoration

The BRAC process causes the Department to incur environmental restoration
costs at some bases sooner than might otherwise have been the case, but does not
always impose significant new environmental costs. Because a closure generates
updated and more inclusive statements of environmental restoration requirements,
some incorrectly assume that the restoration costs are necessarily a direct result of
the closure. Acceleration of costs often results from the BRAC decision, and ac-
celeration, while increasing near-term costs, might actually reduce overall cleanup
costs. (For example, acceleration might prevent contamination from spreading,
and thereby reduce cleanup costs and fines.)

One-Time Costs Indirectly Associated with BRAC Are Also
Relatively Small

Some have questioned whether DoD minimizesits BRAC costs by ignoring costs
that BRAC might impose on other government programs, such as those adminis-
tered by DoD’ s Office of Economic Adjustment, the Department of Labor, De-
partment of Commerce, and the Federal Aviation Administration, and those for
unemployment compensation, early retirement, separation incentives, and military
health care. The Department found that the costs for these programs are relatively
small in comparison to other BRAC costs. The costs (and savings) associated with
changesin military health care are included in the Department’s BRAC budget
estimates. However, the lack of available data prevents the Department from sepa-
rating these health care costs from other BRAC costs in many instances.

BRACs 88-95 ARE SAVING BILLIONS

The four prior BRAC rounds, taken in aggregate, are saving DoD billions of dol-
lars annually. DoD’ s estimates indicate that 1998 is alandmark year for the
BRAC process. Thisyear, the cumulative savings of the four prior BRAC rounds
will completely offset the cumulative costs to date. DoD estimates that net cumu-
lative savings will total about $14 billion through 2001, and projects annual sav-
ings of $5.6 billion in 2002 and each year thereafter. This dramatic level of
savings will permit the Department to increase spending on the modernization and
transformation of our forces, while sustaining high levels of readiness and quality
of life.

By their very nature, estimates of savings are subject to some uncertainty. The
Department reall ocates expected BRAC savings through numerous decisions
made as part of the normal process of planning, programming, and budgeting. No
audit trail, single document, or budget account exists for tracking the end use of



each dollar saved through BRAC. The Department is committed to improving its
estimates of costs and savings in future BRAC rounds.

Confirmation of DoD’s BRAC Savings Estimates

DoD conducted a new analysisto validate its estimate of $5.6 billion in recurring
annual savings. The new analysis validates this general level of savings and sug-
gests that savings may actually be greater.

The Department of Defense Inspector General (DoDIG) also audited BRAC 93
and BRAC 95 costs and savings. For BRAC 93, the DoDIG found that savings
were 29 percent greater than DoD estimated over the six-year implementation pe-
riod. The DoDIG found that for BRAC 95, audited savings were within 1 percent
of DoD estimates.

This report’s finding of substantial BRAC savingsis generally consistent with
those of the General Accounting Office and the Congressional Budget Office,
which both confirmed that BRAC savings are substantial, but subject to some un-
certainty. Figure ES-1 illustrates cumulative net savings from the first four BRAC

rounds.
Figure ES-1. Cumulative BRAC Savings, 1990 to 2005
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DoD WORKS TO HELP BRAC COMMUNITIES

DoD has astrong track record of helping communities affected by BRAC. In
many cases, communities affected by BRAC have a stronger, more diverse eco-
nomic base than they did before BRAC. The Department recognizes that the
BRAC processis difficult for the communities that have intimate ties with our

Vi
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installations. The Department would not undertake such a disruptive processif the
stakes were not so high in meeting national security objectives within finite re-
SOurces.

vii
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Chapter 1
| ntroduction

Highlights—Why New BRAC Rounds?
¢ DoD has substantial excess capacity in its base infrastructure.
& Excess capacity wastes resources.

¢ DoD needs these resources to sustain high readiness and robust moderniza-
tion.

¢ Dynamic security challenges require changes in our base structure.

¢ DoD must prepare now to adjust the base structure.

WHY THIS REPORT?

The Department of Defense (DoD) is providing this report to explain how the new
legal authorities for base realignment and closure requested in conjunction with
the Department’ s Defense Reform Initiative and the fiscal year 1999 budget will

¢ cut waste
¢ (generate savings needed to sustain readiness and accel erate modernization

& adapt the base structure to the dynamic security challenges of the 21st
Century.

DoD isaso providing this report in response to Section 2824 of the National De-
fense Authorization Act for Fiscal Year 1998. Section 2824 requires DoD to re-
port to the Congress the cost and savings from previously approved domestic
military base closures and realignments, certain information related to its proposal
for additional closures and realignments, and other information related to installa-
tions. The text of Section 2824 is reproduced in Appendix A.

PrRIOR BRAC ROUNDS

Since just before the end of the Cold War, the Congress provided DoD with the
authority to conduct four base realignment and closure (BRAC) rounds: in 1988,



1991, 1993, and 1995. The Congress approved these authoritiesin large part be-
cause of the limitations of DoD’ s standing authority to close and realign bases.
That authority (10 U.S.C. 2687) effectively prevents the Department from taking
the actions needed to adjust the base structure with the military’ s changing size
and composition. (Appendix B discusses the history of the prior base closure
rounds.)

In the 1988 round, an independent commission selected bases for closure and rea-
lignment, which were subsequently reviewed and approved by the Secretary of
Defense and the Congress. In the 1991, 1993, and 1995 rounds, DoD developed
recommendations, an independent commission reviewed the DoD recommenda-
tions and submitted its final recommendations for approval by the President and
the Congress. In all four rounds, the President and the Congress approved the
Commission’s recommendations. DoD will complete implementation of the 97
approved major closures and hundreds of smaller closures and realignments by
2001.

WHY NEw BRAC ROUNDS?

The need for additional BRAC roundsis clear and compelling. Even after DoD
completes implementation of the four prior BRAC rounds, the Department will
still have more bases than are needed to support our nation’s military forces. Re-
taining and operating a static base structure that is larger than necessary has broad
consequences for the Department. These consequences fall into two categories:

¢ Strategic. New BRAC rounds are of fundamental importance to our de-
fense strategy. Without new BRAC rounds, DoD will not be able to im-
plement the strategy outlined in the Quadrennial Defense Review. In the
absence of BRAC, DoD will have to decide whether to reduce force
structure, delay the introduction of more modern weapons for our troops,
or reduce funding for quality of life.

¢ Financial. The resources DoD needs to increase procurement spending
and transform our forces must come from efficiencies achieved within the
Department. The Department’ s Defense Reform Initiative report provides
ablueprint for incorporating profound changes in business practices that
are the foundation for the efficiencies the Department must achieve. Future
BRAC rounds will enable the Department to generate savings by elimi-
nating existing excess capacity and use those resources to maintain readi-
ness and modernize our forces. BRAC will also help eliminate the
additional excess capacity created as DoD reengineers business practices
and consolidates organizations.

For these reasons, in February 1998, DoD submitted to Congress draft legislation
to authorize two additional BRAC rounds, onein 2001 and one in 2005. DoD’s
proposed legisation is reproduced in Appendix C.



Introduction

WHY Now?

It isimportant for the Congress to enact BRAC legidlation this year. DoD has ex-
cess base capacity today. For every year that we delay the start of anew BRAC
process, we not only delay the realization of billions of dollarsin savings that we
need to ensure readiness and fund the required modernization and transformation
of our forces, but we also delay the changes in our infrastructure that will turn the
Revolution in Military Affairs and the Revolution in Business Affairsto our stra-
tegic advantage.

The Department does not believe that there are benefits associated with a“BRAC
pause.” DoD has completed three-quarters of the major closures from the prior
BRAC rounds and will close the rest by 2001. The Department recognizes that the
BRAC processis difficult for the communities that have intimate ties with our
installations. The Department would not undertake this processif the stakes were
not so high in meeting national security objectives within finite resources.

Congressional approval of BRAC rounds in 2001 and 2005 is of critical impor-
tance to our planning efforts today. Thisyear, DaD is aready developing budget
plans through 2005. With new BRAC authority, the Department will plan for a

What Is BRAC?

From the end of Vietnam until the late 1980s, congressional concern about the potential
loss of jobsin local communities resulted in very few bases being studied or recom-
mended for closure or realignment. These circumstances prevented DoD from adapting
its base structure to significant changes in forces, technologies, organizational structures,
and military doctrine. The end of the Cold War—and the associated reductionsin the
size of the military—increased the number of installations that were candidates for clo-
sure and realignment.

To address this problem, Congress created the BRAC process, which works as follows:
DoD carefully evaluates and ranks each base according to a published plan for the size of
future military forces and to published criteria, adopted through a rule-making process
prior to each round, starting with the 1991 round. The criteria have been the same for
each round and have included military value, return on investment, environmental im-
pact, and economic impact on the surrounding communities. The Secretary of Defense
then recommends to an independent BRAC Commission bases for closure and realign-
ment. The Commission, aided by the General Accounting Office, performs a parallel,
public review of these recommendations to ensure that they are, indeed, consistent with
the Department’ s force structure plan and selection criteria. It then submits its recom-
mendations to the President. The President and the Congress must either accept these
recommendations in total or reject the entire package.

Through its attributes of transparency, auditability, and independence, the BRAC process
has permitted both the Congress and the President to support important but politically
painful adjustmentsin DoD’s base structure, changes that have made the nation’s mili-
tary more effective and efficient.




smaller, but better supported base structure, a more robust modernization pro-
gram, and continued high levels of readiness. Today’ s plans have decisive effects
on our forces tomorrow. As the National Defense Panel stated,

It is important to begin the transformation process now, since decisions
made in the short term will influence the shape of the military over the
long term. The Defense Department should accord the highest priority to
executing a transformation strategy. Taking the wrong transformation
course (or failing to transform) opens the nation to both strategic and
technological surprise.!

In sum, the case for congressional authorization thisyear for BRAC roundsin
2001 and 2005 is clear and compelling. More BRAC rounds are in the best inter-
est of our Armed Forces and national defense.

REPORT ORGANIZATION

Thisreport is organized as follows:

*

Chapter 2 describes the important role that future BRAC rounds play in
DoD’s defense transformation strategy.

Chapter 3 demonstrates that DoD has enough excess base capacity to war-
rant two additional BRAC rounds.

Chapter 4 explains that two new BRAC rounds will generate about $3 bil-
lion in annual recurring savings.

Chapter 5 explains that DoD would use essentially the same processin
future BRAC rounds asit did in the previous rounds.

Chapter 6 concludes that the actual costs of the prior BRAC rounds are
fully consistent with budget estimates provided to the Congress.

Chapter 7 validates savings from the prior BRAC rounds and finds that
long-term savings are probably even greater than current DoD estimates.

Chapter 8 discusses how DoD helps communities affected by base clo-
sures.

! National Defense Panel, Transforming Defense: National Security in the 21st Century,
Washington, DC: Nationa Defense Panel, December 1997, p. iv.



Chapter 2
Eliminating Excess Capacity |s Required
to Implement DoD’ s Military Strategy

Highlights—DoD’s Military Strategy

¢ DoD forces must undergo aradical, sustained transformation in order to mod-
ernize and leverage technology to meet changing threats.

¢ Additional BRAC rounds are an integral part of the Department’ s defense
strategy. They will eliminate waste and enable DoD to ensure readiness and
accel erate modernization. Without new BRAC authorities, DoD will not be
able to implement the strategy outlined in the QDR.

BRAC ISAN INTEGRAL PART OF THE DEPARTMENT’S
TRANSFORMATION STRATEGY

Additional BRAC rounds are an integral part of DoD’ s defense strategy. Base clo-
sures and realignments are often viewed simply as aresponse to one variable, the
reduction in force size. But BRAC actions are critical to ensure that the Depart-
ment is able to maintain its force structure, provide the troops with the best weap-
ons available, and support a high quality of life.

BRAC ISCRITICAL TO THE TRANSFORMATION OF
U.S. FORCES

BRAC savings will contribute to the success of the Revolution in Military Affairs.
Thereason is straightforward. Joint Vision 2010, the QDR, and the National De-
fense Panel’ s report outline the need for a sweeping transformation of our forces.
That transformation is enabled principally by rapid advances in communications
and other technologies, improved operational concepts, and streamlined support
functions. The billions of dollarsin savings resulting from new BRAC rounds are
required to implement these strategic changes and ensure the ongoing superiority
of U.S. fighting forces.

Additional BRAC rounds will also permit the Department to align its base struc-
ture to support the military’ s changing mission requirements and support opera-



tions. The QDR and the National Defense Panel’ s report both support the need for
additional base closures. Eliminating excess infrastructure and consolidating
functions will permit DoD to maintain core capabilities and will facilitate the
transformation to a military force most capable of meeting the challenges of to-
MOrrow.

As Chairman of the Joint Chiefs of Staff Henry H. Shelton wrote in his February
1998 Posture Statement,

Realizing the true potential of the Revolution in Military Affairs must
therefore be accompanied by a corresponding Revolution in Business
Affairs within the Department of Defense. We know that significant
savings can be achieved by streamlining our business practices and rea
ligning defense activities. | urge the Congress to support the Secretary’s
QDR recommendations in this vital area, particularly his calls for addi-
tional base closures to eliminate unneeded facilities and installations.*

Joint Vision 2010 highlights four operational concepts that will transform our
military:

¢ Dominant maneuver—the multidimensional application of information,
engagement, and mobility capabilities to position and employ widely dis-
persed joint air, land, sea, and space forces to accomplish the assigned op-
erational tasks

¢ Precision engagement—a system of systems that enables our forcesto lo-
cate the objective or target, provide responsive command and control, gen-
erate the desired effect, assess our level of success, and retain the
flexibility to reengage with precision when required

¢ Full-dimensional protection—the control of the battle space to ensure our
forces can maintain freedom of action during deployment, maneuver, and
engagement, while providing multilayered defenses for our forces and fa-
cilitiesat al levels

¢ Focused logistics—the fusion of information, logistics, and transportation
technologies to provide rapid crisis response, to track and shift assets even
while en route, and to deliver logistics tailored packages and sustainment
directly at the strategic, operational, and tactical levels of operations

Together, these concepts describe military forces that are fast and lean. They will
dominate the battlefield with new capabilities made possible through advancesin
information technol ogies, decisive speed to outpace and outmaneuver the enemy,
and precision weapons.

! Posture Statement by General Henry H. Shelton, Chairman of the Joint Chiefs of Staff, be-
fore the 105th Congress, Senate Armed Services Committee, United States Senate, February 3,
1998, pp. 30-31.



Eliminating Excess Capacity Is Required to Implement DoD’s Military Strategy

The QDR analyzed the threats, risks, and opportunities for U.S. national security.
From that analysis, and building upon the President’ s National Security Strategy
and Joint Vision 2010, the Department devel oped an overarching defense strategy
to “deal with the world today and tomorrow, identify required military capabili-
ties, and define the programs and policies needed to support them.”? Our strategy
isto:

¢ shape the strategic environment to advance U.S. interests
¢ maintain the capability to respond to the full spectrum of threats
& prepare now for the threats and dangers of tomorrow and beyond

This strategy responds to the significant security challenges that the United States
will face in the coming years. These challenges include:

¢ avariety of regional dangers

¢ theflow of sensitive information and spread of advanced technologies that
could be used by hostile forces

¢ avariety of transnational dangers, such as terrorism and international or-
ganized crime

& externa threatsto the U.S. homeland

¢ “wild card” scenariosthat could seriously challenge U.S. interests, such as
the unanticipated emergence of new technological threats, the loss of U.S.
access to critical facilities and lines of communication in key regions, and
the takeover of friendly regimes by hostile parties

The QDR defined a path that balances the need to maintain high levels of readi-
ness in the near term with the need to transform our military radically to prepare
for the future. DoD is now beginning to implement this strategy, anchoring itsim-
plementation in the fundamentals of military power today and in the future: qual-
ity people; ready forces, and superior organization, doctrine, and technology.

Many of the National Defense Panel’ s recommendations reinforce the courses of
action set forth in Joint Vision 2010 and the QDR. The Department strongly en-
dorses the Panel’ s key recommendation, namely, that the changing security envi-
ronment and rapid advances in information technol ogies require the accelerated
transformation of our military capabilities.

Implementing the Department’ s military strategy requires substantial investment.
BRAC savings are an important source of the needed investment funds. In addi-

2QDR, p. iv.



tion, additional BRAC authorities themselves will contribute to the Department’s
strategy. For example:

¢ Joint Vision 2010’ s concept of focused logistics may enable greater flexi-
bility and agility in the formulation of future infrastructure plans. Joint Vi-
sion 2010 describes forces that will benefit from mission specific support
and that will deploy with ahighly tailored, right-sized logistics footprint.
Adopting best practices and reengineering critical support functions will
enhance DoD’ s ability to explore innovative basing and logistics options.
The availability of future BRAC authority would enable the Department to
eliminate any excess infrastructure identified by those parallel processes.

¢ Joint Vision 2010, the QDR, and the National Defense Panel all place an
increased emphasis on joint Service operations. The NDP explicitly noted
the connection between joint Service operations and the Department’sin-
frastructure requirements. The NDP found that increasing the joint Service
use of some installations would create even more excess capacity than ex-
ists today. Restructuring opportunities would permit us to operate more ef-
ficiently by eliminating the excess capacity created through increasing
joint Service use of some installations.

Changes in strategy, technology, and operational doctrine require changes in base
structure. For example, changes in the strategic early warning system used to
guard the United States against attack from the air clearly affected installation re-
quirements. Improvements in technology permitted DoD to reduce the number of
search radar sites from 240 in 1958 to 96 in 1961 under the SAGE (semiautomatic
ground environment) system. Subsequently, this mission was reengineered and
sites were consolidated and then integrated with Federal Aviation Administration
facilities to produce 39 joint surveillance sites.

The Revolution in Military Affairsis certain to have important implications for
the Department’ s requirement for installations. Future BRAC rounds would help
ensure the success of the Revolution in Military Affairs not only by freeing bil-
lions of dollarsfor readiness and modernization, but also by enabling the base
structure to meet the changing operational needs of our fighting forces.

Consider, for example, the interplay in our air forces among operationa needs,
readiness, and BRAC. In order to meet the QDR force structure goal of four air
defense squadrons in the Guard, the Air Force needs to convert two air defense
squadronsto F-16 general purpose squadrons. In addition, the Air Force seeksto
increase general purpose squadrons to 15 primary assigned aircraft. F-16s are not
available unless the Air Force takes down an active wing of F-16s and provides
the aircraft to the Guard. Also, the Air Force is considering consolidation of like
aircraft at fewer bases, arecommendation also set forth by the General Account-
ing Office. Consolidations have the potential to lower the cost of overhead, par-
ticularly for support staff, lower inventory spares requirements, which would



Eliminating Excess Capacity Is Required to Implement DoD’s Military Strategy

improve mission capable rates, and allow the Air Force to reduce staffs and return
pilots to cockpits, thereby reducing some of the current pilot shortage. These
changes require the Air Force to realign and/or close bases.

PrRIOR BRAC ROUNDSHAD A POSITIVE EFFECT ON
MILITARY CAPABILITIES

The Department expects future BRAC rounds, like the prior BRAC rounds, to
benefit military capabilities. The Joint Staff assessed the previous BRAC rounds
and concluded that they had an overall positive effect on military capabilities and
the ability to fulfill the national military strategy:

¢ Qualitative evidence demonstrates that consolidation and regionalization
activities, which resulted from BRAC efforts, have benefited DoD. These
positive benefits are manifested through the elimination of redundancies,
enhanced interoperability, increased information sharing, and reduction in
deteriorated infrastructure.

¢ Reductionsin infrastructure have improved the U.S. forces' ability to
adapt to a dynamic international security environment. Infrastructure re-
ductions alowed the Services to eliminate excess base structure and as-
sisted the Services in their efforts to consolidate base support activities.
Resources, which prior to BRAC would have been used for unneeded in-
frastructure, are now available to support other critical requirements.

¢ Input from the commanders in chief of the unified and specified com-
mands substantiate the fact that base closures have had a net overal posi-
tive impact upon the Armed Forces' ability to meet the national military
Strategy.

¢ Since 1990, the Armed Forces have successfully responded to more than
220 smaller-scale contingencies. During this scope of operations, no
BRAC-induced military capability deficiencies have arisen.

The assessment also highlighted the important role that future BRAC rounds play
in DoD’ s strategy:

While past BRAC rounds had a net positive effect upon military capa
bilities—additional base closures will assist DoD in meeting the Shape,
Respond, and Prepare Now aspects of the National Military Strategy.

The entire Joint Staff assessment is provided as Appendix D.



BRAC ISESSENTIAL FOR THE REVOLUTION IN
BUSINESS AFFAIRS

The QDR strategy calls for DoD to support its forces with a Department that is as
lean, agile, and focused as our warfighters. The Defense Reform Initiative will
ignite a Revolution in Business Affairs that will bring to DoD management tech-
niques and business practices that have restored American corporations to leader-
ship in the marketplace. To carry out the Department’ s defense strategy for the
21st Century, DoD must achieve fundamental reform in how it conducts business.

The DRI report emphasizes four major thrusts for the future:

¢ Reengineer by adopting the best private-sector business practicesin de-
fense support activities

¢ Consolidate organizations to remove redundancy and move program man-
agement out of headquarters and back to the field

¢ Compete many more functions now being performed in-house, which will
improve quality, cut costs, and make the Department more responsive

& Eliminate excess infrastructure.

Eliminating excess capacity through new BRAC roundsis akey element of the
DRI. As Chapter 3 of this report demonstrates, DoD is encumbered with facilities
that it no longer needs. These facilities drain resources that could otherwise be
spent on modernization, readiness, and quality of life. To this end, the Department
developed a three-pronged strategy to eliminate excess infrastructure: close excess
infrastructure, consolidate or restructure the operation of support activities, and
demolish old buildings. Additional base closures and realignments are an integral
part of DoD’s reform plans.

Further, some DRI actions may increase the amount of excess base capacity above
current levels. The following are examples of the likely facility impacts from
reengineered business practices:

¢ By reengineering business processes to expand use of the IMPAC pur-
chase card, establish electronic catalogs, and increase prime vendor con-
tracts, the Department plans to reduce the value of retail-level (i.e., base-
level) inventories by almost 30 percent, from $14 billionin FY 96 to
$10 billion in FY01. That reduction in inventory will create excess capac-
ity in warehouses and distribution systems. BRAC will alow the Depart-
ment to eliminate that excess and to maximize its financial return on these
reengineering initiatives.
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¢ The DRI report calls for substantial permanent reductions in the staffing of
~ Defense Agencies (21 percent over the next five years)

~ DaD field activities and other operating organizations reporting to
OSD (36 percent over the next two years)

~ all other headquarters elements, including the headquarters of the
Military Departments and their major commands (10 percent by the
end of 2003)

These staffing reductions will permit DoD to reduce itsinstallation re-
guirements because the Department will not need to maintain facilities for
the positions that it has eliminated. Moreover, reductions of this magni-
tude may also affect the requirement for related support facilities. Person-
nel reductions, when combined with other management initiatives, will
amost certainly generate excess facilities at military bases. This excess,
when aggregated, could create consolidation and closure opportunities
that the Department can implement efficiently only through future BRAC
rounds.

In sum, congressional authorization of more BRAC rounds is a key component of
the Department’ s plans for defense reform. Collectively, these reforms have the
potential to reduce installation requirements substantially. With congressional
authorization for additional BRAC rounds, the Departme