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Introduction

Mr. Chairman, Congressman Ortiz, and distinguished members of the House Armed Services Committee Subcommittee on Military Readiness, I greatly appreciate this opportunity to discuss with you the readiness of your Marine Corps and its important contributions to our nation.  Let me first offer my sincere thanks to the Subcommittee, the Congress, and the Administration for the strong support for the fiscal year 2000 budget.  We turned an important corner with that budget, and we will need to sustain the level of progress it represents.  I can assure you that it was well received throughout the Corps and was seen as a strong and substantive measure by Marines and their families.  Your support allowed them to benefit from the largest pay raise in 20 years.  Our retirement system was strengthened.  Our pay tables were overhauled.  Further, we were able to slow the deterioration of our infrastructure.  

Our Operation and Maintenance appropriation has received over $850 million from Congress during the past five years.  Through your sustained support of the Marine Corps’ real property maintenance and base support accounts we have reversed the growth of our backlog of maintenance and repair.  Support for our Initial Issue Program resulted in much needed improvements in the personal equipment our individual Marines will use in combat.  Your support for equipment maintenance and individual and unit level training enhanced the readiness of our Operating Forces.  These much-appreciated congressional additions, coupled with our annual budget requests, allowed us to address some of our most pressing needs. 
A full decade after the dissolution of the Soviet Union, serious security concerns remain

for the United States.  The possibility of major theater war scenarios in the Arabian Gulf or in East Asia still represents a dominant national security concern.  Additionally, the proliferation of weapons of mass destruction (WMD) and terrorism continues to be a major concern to our Nation’s military.  Terrorism has occupied a prominent place in conflicts throughout recorded history.  The difference now is that terrorism, coupled with WMD, implies an enormous destructive potential serving to elevate these wedded concerns to a higher plane.  Other, less traditional, security concerns are multiplying in areas ranging from information warfare to pandemic disease.  There are possibilities for U.S. national security in all these areas.  The need for ready forces that can react and fight across the spectrum of warfare is at an all-time high.

The Marine Corps Focus: The Operating Forces

As an expeditionary force in readiness, the Marine Corps is positioned to meet these security concerns.  We do this by maintaining our focus on the readiness of our Operating Forces.  This focus is best expressed by the significant contribution your Marines provide in meeting the demands of this increasingly uncertain world.  For example, this past year alone, the 211,000 Marines of our Total Force participated in a wide range of missions; the most prominent of which were combat actions and contingencies in the Balkans, Iraq, and East Timor.  Marines participated in humanitarian relief operations in Turkey, Central America, and South America.  U.S. Marine Forces Pacific also continued its significant program of training and exercises in the Republic of Korea. 

Marines are prepared to respond to a wide variety of crises with forward deployed and ready forces.  They are embarked aboard the Navy's Amphibious Readiness Group (ARG) ships and stationed overseas ensuring U.S. presence and signaling our national resolve.  While embarked as members of our Marine Expeditionary Units (Special Operations Capable) (MEU (SOC)) and their partnered ARGs, Marines conducted annual training deployments to South America, Africa, and the equatorial Pacific region.  The numerous exercises and port visits associated with these forward presence operations facilitated professional military to military exchange of ideas and fostered a spirit of diplomacy and goodwill to the peoples of these vital regions.
Recent actions at home included hurricane relief operations in the southeast United States and continued support to federal, state, and local counter-narcotics activities.  Our Chemical-Biological Incident Response Force (CBIRF XE "CBIRF" ) XE "Chemical-Biological Incident Response Force (CBIRF)" , a unique military organization and a recognized national asset, remains prepared to assist state and federal agencies in responding to the possible use of weapons of mass destruction on American soil.  In fact, we have proposed relocating CBIRF in the upcoming months, in order to increase its responsiveness to the national capital region.

Your Marine Corps Reserve makes an extraordinary contribution to the Operating Forces both at home and abroad.  From operational tempo relief, such as their participation in Exercise Bright Star in Egypt, to leading much needed community projects in their hometowns, to providing irreplaceable civil affairs expertise in the Balkans, these Marines are among the best examples of the true strength of our nation’s Total Force philosophy. 

 The Pillars of Today’s and Tomorrow’s Readiness

The Readiness of the Operating Forces is the Marine Corps’ priority: all else flows from that desired end-state.  The heart of our Operating Forces is the Marine Air Ground Task Force.  Their readiness rests on four pillars: (1) people—Marines and their families, (2) “legacy” systems, (3) infrastructure, and (4) modernization.  These pillars must remain strong and proportional so that the structure of readiness is solid now and well into the future.

People: Marines and their Families— Recruiting, Retaining, and Staffing the Force

Readiness, in relation to people, ultimately equates to recruiting and retention.  Although the Marine Corps successfully met or exceeded our recruiting goals for the past 55 consecutive months, we do not take our success for granted.  With 68 percent of Marines on their first enlistment, we are the youngest of the four services.  Although it is not widely known, we need to recruit more young men and women into the enlisted ranks per year than does the Air Force.    

The strongest employment opportunity in the history of the All-Volunteer Force, along with current enlistment propensity, combines to present enormous challenges to recruiters as they seek to win the war for talent. The success the Marine Corps has enjoyed is a direct result of the hard work and dedication of our recruiting force.  However, this situation is far from ideal and is placing an unrealistic and disproportional burden on some of our best Marines.  Adequate and sustained resources, in the form of recruiter training, recruitment advertising, enlistment bonuses, and Marine Corps College Fund slots, need continuance to provide our recruiters the necessary tools for success while lessening the stress placed upon them.  

The Marine Corps is now forced to spend more money to attract adequate numbers of recruits.  We invest approximately $6,400 dollars per recruit and that cost is slowly rising every year.  While this figure is substantially lower than the averages for the other services, it is still a significant amount of money.  The services are in direct competition for recruits.  To allow for fair competition, parity should be applied when allocating resources and emergency funds for recruiting.  Otherwise, we risk creating an inter-service bidding war, with the taxpayer saddled with the extra cost in the end.  Our recruiters also need access to the high school and college markets where we can offer the youth of America an opportunity to serve their country. 
The Marine Corps is very mindful of retention issues and concerns.  Some of the more technical military occupational specialties (MOSs) present our greatest retention challenges.  The single most powerful tool to meet this technical MOS retention challenge is the Selective Reenlistment Bonus Program. Officer retention appears to be experiencing some modest improvement over last year.  However, we are still concerned about the retention of fixed-wing aviators and Marines of all ranks in the intelligence and command and control fields. 

Over the past several years, we have lost, on average, about 8,000 first-term Marines prior to the end of their first enlistment.  Compliance with the Commandant’s guidance to apply focused leadership at all levels on first term attrition and to more effectively plan and manage our First-Term Alignment Plan enabled us to recently reduce this figure by 22 percent.  If we can sustain this effort, this should translate into reduced accession requirements for our recruiters.

Meeting our retention goals would be much more difficult if not for the recent quality of life enhancements that Congress made possible.  The “compensation triad” of pay raises, Pay Table Reform, and REDUX elimination will have a positive impact.  These actions and Secretary Cohen’s recent initiative to further improve Basic Allowance for Housing rates to eventually cover 100 percent of the normal costs of housing are exactly the kind of weapons we need in our retention fight.  

For many Marines, TRICARE ranks first on the list of needed improvements.  Limited health care availability, poorly informed support staff personnel, and the out-of-pocket expense of today’s TRICARE frustrate military families.  We must have a health care system that is responsive to the needs of our beneficiaries, to include our retired veterans.  This translates to a major retention and morale issue. 

We are reviewing our practices in order to narrow the gap between our operating force structure and the manpower available to fill that structure.  Through privatization or consolidation we have identified almost 2100 Marines who, beginning in FY01, will be returning to the Operating Forces.  We are actively reviewing more billets for similar consideration.  As we carefully review our force structure, we may yet determine the need for more Marines.  Internal to Headquarters Marine Corps, we do not believe that we can sustain further reductions in our service headquarters and we will respectfully request a review of the congressional mandate to reduce service headquarters staffing.  
Legacy Systems

The second pillar of readiness—legacy systems—requires continued attention to the maintenance and upgrade of equipment fielded during the last four decades of the 20th century.  In many cases, this equipment is very old and increasingly costly to maintain.  For example: Our refueling aircraft, the KC-130Fs, are 37 years old; our medium lift helicopters, the CH-46Es, are 31 years old; our basic all-purpose ground utility vehicle, the High Mobility, Multipurpose Wheeled Vehicle (HMMWV), is 13 years old.  Additionally, our 5-ton trucks are 19 years old, our howitzers are 17 years old, and our Assault Amphibious Vehicles, which are critical to conduct forcible entry from the sea, are 28 years old and have already been the subject of a Service Life Extension Program.  The temptation to minimize the amount of extra funds being spent on “legacy” systems in the name of saving for a future replacement must be avoided.  The lives of our young men and women depend on this equipment.  


Despite these challenges, the Marine Corps has managed to maintain a high level of material readiness in our Operating Forces, even in this resource constrained environment.  Over the past three fiscal years, the active forces have averaged ground equipment readiness rates above ninety-two percent.  However, we have sacrificed materiel readiness in other areas to achieve this impressive accomplishment.  Our in-stores assets (other categories of supporting and sustainment equipment held at the depots) and sustainment equipment have felt the brunt of these past funding shortfalls. Low readiness percentages in these areas brought down the total average Marine Corps ground equipment readiness rate to just over eighty-three percent for the same period.


Overall aircraft material readiness in the Operating Forces stabilized from the downward trend that started in FY 94.  The amount of time our fixed wing aircraft were down for maintenance decreased from 14 % in FY 98 to 12 % in FY 99, and the amount of time they remained down awaiting parts decreased from 15 % percent to 14 % during the same time period.  In fact, even with the difficulties we encountered with our AV-8B Harrier fleet, we experienced a slight increase in overall aviation readiness from a total force mission capable rate of 73.1 % in FY 98 to 74.7 % in FY 99.  This increase can be partially attributed to the recent spares funding increases we received.  Despite these gains, we still face considerable challenges in aircraft material readiness in the future.  

Maintenance down time equates to a lack of availability of aircraft for proficiency training, which ultimately impacts readiness.  The maintenance costs for our aging fleet of aircraft are rising dramatically.  The cost per flight hour rose 44%, from $2,341 to $3,360, between FY 96 and FY 99.  This is due to the increasing cost for components and the decreasing mean time between failures.  As is the case with our ground equipment, the price of obtaining spare parts for our aging aircraft is becoming costly.  The solution, which will reduce the cost per flight hour, is to modernize our aging aircraft fleet with the V-22, KC-130J, and the Joint Strike Fighter.
Infrastructure


Our third readiness pillar—infrastructure—must not be neglected in the name of other accounts.  Our bases and stations are so critical to the accomplishment of our mission that our Marines consider them an element of the MAGTF.  We must ensure that they provide a safe working environment, are environmentally sound, and promote the overall training and well-being of the military and civilian workforce and families they host. 

As with our legacy equipment, many of our facilities have suffered from deferred maintenance to help fund near-term readiness.  We are carrying a $685 million backlog of maintenance and repair (BMAR) for FY 00.  We must reduce the maintenance backlog to approximately $100 million by FY 2010 to meet congressional guidelines.  However, the current funding in the Future Years Defense Program (FYDP) will initially stabilize the growth in the BMAR and then slightly reduce this backlog by 2010.  Our current recapitalization rate is over 100 years.  We have established a goal of adjusting our recapitalization rate to 70 years—a major improvement that is well within the bounds of fiscal responsibility.  Infrastructure modernization will help us to realize important readiness benefits.   

In an era of defense retrenchment, we must undertake the wisest course possible to conserve the real property we now own and, when necessary, to take on additional facilities.  A prime example of this is the Blount Island Command in Jacksonville, Florida.  This facility is truly a national asset that must be secured for long-term use.  The peacetime mission of support to the Maritime Prepositioned Force that the facility provides is of exceptional value, but the wartime capability to support massive logistics sustainment from the Continental United States (CONUS) makes the facility strategically significant.  In 2004, our lease of this facility will expire.  In the near-term, we need the funds to secure the necessary easements to prevent further encroachment against the facility.  Our long-term strategy should be to purchase this key facility outright.

Finally, the issue of encroachment on our key training bases and ranges, both in CONUS and overseas, is a major readiness issue.  We must retain our ability to conduct core training in an effective and efficient manner.  At stake in this issue is the success and survival of our servicemen and women in combat.  Closing or limiting the use of existing training ranges will come at the expense of the combat readiness of your Marines and Sailors.  To mitigate this problem, commanders will be forced to use other training facilities.  At a minimum, this will result in more time deployed, exacerbating an already heavy burden shouldered by the Marines and their families.

Modernization

Our fourth pillar—modernization—is what will best assure our long-term readiness.  The impact of maintaining near-term readiness in the resource-constrained environment of the last decade has resulted in degraded mid-term and long-term readiness.  The Marine Corps ground equipment modernization accounts were funded well below the historical, or "steady state" level of $1.2 billion for the last seven years.  During this time, we deferred roughly $3.6 billion of much needed ground equipment modernization to fully fund near-term readiness.  This extended period of underfunding has driven the recovery rate to $1.8 billion per year for ground equipment modernization.  While the increases provided in the current budget allows us to achieve the "steady state" level in this fiscal year, we do not attain the recovery rate within the FYDP.  

The legacy systems we sustain will soon reach the end of their useful lives and be of increasingly marginal tactical value.  In order to secure our viability in the future, our key warfighting systems—the MV-22, the Advanced Amphibious Assault Vehicle (AAAV), the Lightweight 155 mm howitzer (LW 155), and the Joint Strike Fighter (JSF)—must be procured in a timely manner and in meaningful quantities.  Additionally, the Medium Tactical Vehicle Replacement (MTVR), the upgrade of the HMMWV, AH-1Z, and UH-1Y will provide us mobility, power and flexibility. The development of a four engine or ‘quad’ tilt-rotor (QTR) aircraft is of particular interest to the Marine Corps as a component of a future all-STOVL aviation fleet.  Furthermore, we are striving to develop the appropriate mix of ground-based fire support capabilities, centered on the LW 155 millimeter howitzer to maximize the amount of fire support for Marines in the early phases of a combat operation.

The Marine Corps needs to accelerate its modernization.  Given the government’s most recent economic forecast for the upcoming decade, this presents us with an opportunity to provide a steady, measured increase in defense expenditure so we can transition to a modern 21st century military capability.  This transition must be fully funded.  Every year that our modernization needs are not addressed causes us to pour more people, time, and taxpayer's money into maintaining our legacy equipment. 

As General Jones discussed with this committee last October, the Marine Corps is underfinanced in FY 2000 by approximately $1.4 billion.  The majority of this shortfall is associated with accelerating the procurement of critical ground and aviation systems.  The details of these shortfalls form the basis of our $ 1.5 billion in unfunded requirements for FY 2001. General Jones has already submitted to the full committee a detailed listing of our unfunded priorities.  These priorities are shared among our four readiness pillars and revalidate the readiness concerns and shortfalls associated with each one.  The most critical of these shortfalls include recruiting and retention initiatives, family housing, barracks and other quality of life programs in support of our Marines and their families.  They include support for our legacy systems through depot maintenance and corrosion control.  The Operating Forces need support to bridge modernization by updating existing aviation and ground platforms.  Our infrastructure requires more resources devoted to military construction projects, the maintenance of real property, and acquiring the Blount Island facility. 
Readiness Initiatives

Your Marine Corps is generating initiatives that will further enhance our readiness posture.  For example, we are breathing new life into a former concept: the Marine Expeditionary Brigade (MEB).  This valuable “middle weight” MAGTF capability, while never completely lost, is being given its proper emphasis and resources.  A MEB has been re-established in each Marine Expeditionary Force.  We are developing standards of performance and training programs for each, so that the MEB commander and his staff are well prepared to support a range of operations.

Additionally, we are reviewing the status of our most familiar warfighting MAGTF—the MEU (SOC)—to ensure its mission and structure are appropriate to the needs of the warfighting CINCs today, and in the future.  We are also reviewing the status of our artillery and reconnaissance programs because they suffered disproportionate reductions in the past decade.  Our Marine Corps Security Force mission and structure are being examined, as well, to see if we can improve coverage and responsiveness to naval shore facilities and activities. 

To have a clearer understanding of the implications of changes to the security environment, proposed structural reforms, and our future viability, your Marine Corps will continue to experiment aggressively with concepts, tactics, and technologies through our Warfighting Laboratory.  Our objective is to modernize and transition to an Operational Maneuver from the Sea (OMFTS)-capable force—our capstone warfighting philosophy.  We will continue to explore technologies that offer revolutionary promise in the fields of logistics, command and control, and aviation.  Additionally, we will review our future airborne electronic warfare needs and begin to place funds toward the replacement of this vital national asset.

Our information systems capabilities provide tremendous benefit to our warfighters, but we are having a difficult time keeping up with their growing demands for fast, reliable communications.  With new technologies seemingly introduced on a daily basis, systems can become quickly outmoded.  During combat operations in Kosovo, the Marine Corps planned to deploy two F/A-18 Hornet squadrons to Hungary to help fulfill the NATO operational plan.  Unfortunately, these Hornet squadrons operated the early ‘A’ model of the aircraft without the upgraded technology provided by Engineering Change Proposal 583, which enables our F/A-18As to operate more effectively with the NATO air command and control systems.  As a result, the Marine Corps was forced to substitute two F/A-18D squadrons.  This resulted in extra wear on these already frequently deployed aircraft and personnel.  Our warfighting CINCs rightfully desire to field forces with the highest capabilities; however, these capabilities come at a cost.

By the end of this decade, the OMFTS-capable Marine Corps will offer potent new military capabilities to U.S. leadership.  The concept of the Naval Expeditionary Force (NEF) will be fully developed, and it will be completely integrated with theater and national level command and control.  We will continue to build a doctrinal bridge between the amphibious force and the Maritime Prepositioned Force, which will provide Joint Force Commanders and Naval Expeditionary Force commanders with a much wider range of capabilities.

Navy-Marine Corps Partnership

Our core competency is warfighting.  The single best expression of this is our service doctrine, which is firmly embedded in current capabilities and changing strategic, operational, and tactical realities.  Warfighting success in the 21st century environment depends on the feasibility of our OMFTS concept.  Marines understand that OMFTS depends heavily on the Navy’s enthusiastic cooperation and support.  To foster this cooperation and support, the CNO and the Commandant co-hosted a Navy-Marine Corps Warfighting Conference in January.  This conference was designed to stimulate professional interchange and lay the groundwork for doctrinal reform.  The ideas and information exchanged among the senior leaders of the Naval Services at this conference will serve us well as we shape our Naval Forces.

Dedicated amphibious forces have proven their worth in peace and in war for six decades

as either part of our Global Naval Force Presence Policy or as a forcible entry vehicle.  We support the achievement of a 3.0 MEB lift capability through a strong amphibious ship building program.  Current plans will bring the United States up to a fiscally constrained 2.5 MEB-lift capability by FY 08.  Big deck amphibious ships remain a priority for the Marine Corps.  We believe that the LHD-8 and successors to the aging Tarawa-class will play a pivotal role in realizing our OMFTS vision by providing a much needed upgrade in our amphibious ship lift capability.

In addition to amphibious lift, a credible naval surface fire support program is critical to maintaining a forcible entry capability.  We have faced considerable risk in naval surface fire support (NSFS) since the retirement of the Iowa-class battleships and this risk will continue for the foreseeable future.  Current plans point to the start of construction in FY05 for the DD 21-class Land Attack Destroyer, each to be equipped with two 155-millimeter naval guns.   Additionally, the Navy has committed in the interim to installing the 5”/62 caliber naval gun on 27 new DDG-51 destroyers and retrofitting 22 CG-47 cruisers with the same system.  Firing the Extended Range Gun Munition (ERGM), this gun will measurably improve our near-term NSFS capability.  
Summary

Sustaining the readiness of our Corps remains our highest priority.  Our challenge is to maintain our traditional high state of readiness, to be good stewards of our legacy systems and infrastructure, and to modernize our key warfighting equipment.  Your Marines and their families sincerely appreciate the strong support shown them by Congress and the Administration in the fiscal year 2000 budget.  Your United States Marine Corps stands ready to respond to the Nation’s needs today, and will continue to work closely with the Congress and the American people to preserve our readiness and relevance in the future. 
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