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F
OR most of its history, the United 
States has supported it:; peacetime 

defen!->e establishment on a volunteer 
basis. However, within most of the 
lifetime of most living Americans, 
pe:i�etime military conscription has 
been the accepte,! practice. ' 

The United States returned to its 
traditional peaeetime praetiee when, 
on 27 ,January 107:l, Secretary of De­
fense Melvin R. Laird announced that 
the armed forces henceforth wou Id 
depend exelusively ou rnlunteer sol­
diers, sailors, airmen and marines. 
This termination of more than three 
decades of military conscript.ion came 
after nearly a decade of study by the 
Department of Defense I DOD I and 
other interested parties. 

The decision lo move to an all-vol­
u nteer force ( A VF J was made prior 
to 27 March 1969 when President 
Nixon appointed an advisory eommis­
sion on an all-volunteer armed force 
under the chairmanship of The Hou­
amble Thomas S. Gates Jr., former 
secretary of defense. The President's 
statement announcing the formation 
of the commission charged it with de­
veloping " ... a comprehensive plan 
for eliminating conscription and mov­
ing to,Vard an all-volunteer armed 
force." 1 
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The "Cales Commission'' chose to 
address two general questions whkh 
appear to be of broader scope than 
the charge given b,v the President: 

• Is an all-volunteer force feasible'! 
• Regardless of whether an all­

ndunteer force is lea�iiJle, is il desir­
,ii,Je'1 ·1 

On 20 February 11!70, the rommis­
sion submitted its report. Its essence 
is summed ur(in l\vo paragTaphs from 
Secretary Gate�• letter of lransmitlal: 

ll',· 1111a11i1111111.s/y /Jclievc that the 
;1ati,u1';•; i11fl'rcsfs will be l>eltf'i' seri·ed 
h!f a11 all-t•olu.nteer force, supµu1'f('d by 
1111 ef.iel'li1•1· .s/an<l-/J11 drnft, lha11 /Jy a 
min·d (ore(' of i1ol1rnf<'l'J',<; and con­
srTipts; that ;,;f('})S should be takrn 
proJIIJJfl!f tu 11101'<' iu this directiuH; 
1111,l that ti,,· ji,-.st i11di.spe11.sal,/e .stl'p is 
to J'Ci/11!/'C fhl' JJl'CS(1 J/f illl'f]llitu i11 fhl' 
pay uf Jl/f'H :-:c'iTi11!} fh('ir first i<'rm in 
fhl' armed forces. 

ll'l' ha,·,· .,ati.sjil'd lJ/11',sd,,es that a 
rulunfc·er force will ;wt Jeopardize na­
tim,a/ sec11l'ilJJ, a;ul we believe it will 
ha,·,• a brurficial l'firl'I m1 the milital'!J 
a.s ll'cll as the l'e.sf "f lJUi' socief!J. , 

The administration accepted the 
commission's recommendation in prin­
ciple, but extended the recommended 
timetable for two yearn until 1 July 
1973. Congress approved a two-year 
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extension of induction authority un­
til that date,· thus creating a "transi­
tion period" extending fi·om 1970 un­
til January 1973 when the draft ac­
tually ended. 

The transition period was one of 
planning and experimentation .for 
DOD. During that uncertain period, 
many officials and laymen were doubt­
ful that the Gates Commission's con­
clusions were valid. The fact that the 
draft was ended six months ahead of 
schedule in January 1973 undoubtedly 
reflects both effective planning and the 
influence of uncontrollable factors 
such as the economy and declines in 
the magnitude of the war-stimulated 
need for large military forces. How­
ever, as Binkin and Johnston state in 
their 1973 study of the transitional 
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achievements in preparing for the 
AVF: 

Takeil to{/ether, these achievements 
sugge.st that this nation can accom­
plish what no other nation has ever 
attempted-to maintain an active 
armed force of over two million men 
and women on a voluntary basis.' 

Since the AVF was instituted fully 
in 1973, many skeptics appear to have 
been converted. The A VF is in ex­
istence and DOD routinely produces 
statistics which demonstrate that the 
military forces generally are meeting 
targets, that the "quality" of acces­
sions is improving and, generally, that 
the concept is working. 

However, disquieting rumors, maga­
zine and newspaper articles II and 
study results 7 that had circulated 
widely concerning the status, viability 
and effectiveness of the A VF were 
given greater credibility in 1976 by a 
report of the Defense Manpower Com­
mission which concluded that: 

The sustainability of the All Volun­
teer Force during peacetime will de­
pend upon the economic situation and 
other interrelated factoi·s, some of 
ll'h ich-such as public attitudes to­
ward the armed forces-cannot be pre­
dicted with any certainty." 

THE AVF, ITS STATUS AND ITS PROBLEMS 
The AVF has been in operation for 

four full years. Yet, despite the fact 
that it has been shown to be generally 
f e a s i b I e in aggregate statistical 
terms," it has produced consequences 
which serve to raise serious questions 
concerning its future viability, the 
quality of the defense that we are 
buying and the A VF's effect on our 
nation and society. 

Among the most crucial issues con­
cerning the AVF in 1977 are: 

• Is the A VF solely a peacetime 
concept, and does it, therefore, fail to 
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achieve some basic national security 
objectives? 

• Does the AVF unfairly distribute 
the burdens of defense to various seg­
ments of the population? 

• Will the A VF ultimately under­
mine the nation's defense capability 
through an erosion of public confi­
dence in the military which leads to 
decreasing support for defense ex­
penditures? 

• Will the A VF ultimately under­
mine the level of patriotism in the 
American public? 

• Will the AVF lead to greater iso­
lation of the military from the rest of 
society? 

• Does the nature of the AVF 1·e­
strict the range of policy choices avail­
able to our leaders in using military 
forces to achieve national objectives? 

Each of these broader national so­
cietal issues was recognized by the 
Gates Commission and dealt with on 
a logical basis. However, little empiri­
cal evidence was available then relat­
ing to these issues. Today, none of the 
issues have been resolved finally, but 
a greater body of experience and evi­
dence has been established regarding 
the performance of the A VF, its pro­
jected future and the validity of the 
overall set of assumptions on which 
the commission's study was based. 

AVF Costs 

The concept of the "cost" of the 
A VF, as with any defense manpower 
cost concept, is subject to many defini­
tions and interpretations. 

The most obvious definition of "de­
fense manpower cost" is the "defense 
payroll"-Active and Reserve military 
personnel appropriations, costs of di­
rect-hire civilians, costs of family 
housing supplied to military person­
nel and military retired pay. The de­

fense payroll was $49.3 billion in Fis-
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cal Year (FY) 1976. This represents 
more than 54 percent of the total de­
fense budget-as contrasted with 43 
percent in 1964. 

Other definitions of defense man­
power costs push the manpower pro­
portion even higher. For instance, if 
the nonpay operating costs of re­
cruiting, medical, training antl com­
missary facilities are included in the 
definition, the total manpower cost be­
comes $53 billion, or 58 percent of to­
tal defense outlays. 

Whatever the definition, the large 
manpower expenditure levels, the 
rapid rise in manpower's absolute cost 
and its proportion of lhe defense budg­
et have led to overall concern, as well 
as to concern about the effect of the 
AVF on these costs. These concerns 
reflect the belief that manpower costs 
are increasing at a faster rate than 
our ability to absorb them in the de­
fense budget. If this is so, manpower 
expenditures inevitably will channel 
resources away fron1 weapons system 
procurement, thereby, in all likelihood, 
leading to an overall decrease in our 
defense capacity. 

Certainly, the AVF represents only 
one element of this tremendous man­
power cost increase. Other important 
elements were the 1967 legislation 
which placed the pay of Federal civil­
ians and military careerists on a par 
with private sector remuneration, the 
vastly increasing numbers of retired 
military personnel and changes in the 
enlisted/officer composition of the 
force which increased unit manpower 
costs while the total force size was de­
creasing. 10 

Historical AV P Costs-For FY 
1971 through FY 197 4, the DOD budg­
et cost of the A VF was expressed offi­
cially in a separate budget category, 
Project VolunteCI', which included the 
budget co:;t for various pay raises, 
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bonuses, recruiting and other ex­
penses which clearly were associated 
with the "A VF decision." The approx­
imate $3 billion annual Project Volun­

teer cost was publicized widely as the 
"cost of the nil-volunteer force." 
When other personnel-related budget 
increases are taken into account, total 
costs for the A VF of us high as $5.6 
billion per year may be calculated. 11 

Future AVF CClst.�-Future man­
power costs are of grave concern to 
those who believe that defense ex­
penditures-will be "capped" eventually 
in some sense. In such a case, the man­
dated nature of increases in manpower 
costs would tend to divert resources 
from weapons systems and other de­
fense needs, thus reducing the na­
tion's overall defense capability. 

The table s h o w s Congressional 
Budget Of!ice (CBOJ estimates for de­
fense manpower costs under current 

realistic since significantly increased 
manpower costs may, in fact, be one of 
the few ,,•ays to sustain the AVF into 
the 1980s. 

AV F Costs /01· Inci·eased Force 

Levels-In addition to aggregate pro­
jections of the growing magnitude of 
manpower costs, a c1•itical defense 
manpower issue is the futme cost of 
the A VF under inc1·eased force levels. 
Since the military establishment is 
meant to be an instrument of US pol­
icy, it is 1·easonable to ask how costs 
will behave should it be necessary to 
increase force levels. This is an impor­
tant question because the current ap­
parent viability and cost of the AVF is 
a direct result of the vastly decreased 
force levels which occurred with imple­
mentation of the AVF. 

This important question has been 
addressed '" using a General Research 
Corporation- model on the basis of 

Defense Manpower Costs * 

FY 1977 

55.8 

FY 1978 FY 1979 FY 1980 FY 1981 

75.9 60.9 66.0 70.9 

* Defense Manpower, Compensation Issues for Fiscal Year 1977, Background Paper Number 6, 
Congressional Budget Office, Washington, DC, 2 April 1976, Table 11, p 37. 

defense policy-that is, cost increases 
reflect inflation and increased retire­
ment costs, but no policy changes. 
They show a potential 36-percent in­
crense in defense manpower costs over 
the next four fiscal years. 

These manpower cost figures are 
not presented as realistic by the CBO 
since the President's budget expressly 
entertains prospects for policy changes 
to reduce outlays as well as real man­
power c�sts. However, they grossly il­
lustrate the potential magnitude of the 
future defense manpower cost situa­
tion uhder current policy parameters. 
However, these costs may not be so un-

6 

Project Volunteer incremental costs 
(about �3 billion) and modest ($310 
million J "opportunity costs" which 
are the savings which now could be 
realized from a return to the draft. 
While neither of these cost concepts 
incorporate "total economic cost," both 
are cost estimates which tend to make 
the A VF appear to be relatively more 
attractive than the draft in the cur­
rent situation ( because of the rela­
tively modest savings associated with 
a return to the draft). 

When the relevant incremental • 
costs "' are taken into account, the in­
cremental cost of inc1·easing the en-
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listed force size more than about 10 
percent becomes quite large under the 
AVF. For instance, the study esti­
mates that the maintenance of a force 
of 3.1 million enlisted pernonnel (the 
Vietnam peak level) would cost $29 
billion more under the AVF than us­
ing the draft. At a force level of ,1 
million, the cost difference is a stag­
gering $67.5 billion more under the 
AVF. 

This means that, on a budget cost 
basis, the A VF is essentially a peace­
time concept and that any emergency 
situation probably would require re­
liance on an almost immediate return 
to a draft. 

Military Manpower Requirements 

One of the important factors which 
facilitated the transition to an AVF 
was the decrease in military manpower 
requirements created by the end of the 
Vietnam War. Military manpower 
peaked at about 3.55 million in FY 
1968 but rapidly declined to below the 
pre-Vietnam level of about 2.4 million 
by FY 1972. Currently, total military 
manpower ( FY 1976) is at the level 
of 2.08 million. 

Clearly, this 41-percent reduction 
in military manpower from the Viet­
nam peak was a major facilitating fac­
tor in achieving the current situation 
in which all services are manned at or 
near their strength objectives. 

Enlisted Accessions-One of the 
acid tests for the AVF always has 
been considered to be its ability to 
generate sufficient volunteers. The 
military services require young and 
vigorous personnel, thus necessitating 
personnel turnover and continuing re­
quirements for new enlistees from 
the 17 to 21 age group. 

Much of the study and analysis 
which \Vent into the A VF decision and 
the plans for the manner in which it 
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would. be implemented were f9cused 
toward assurance of an adequate sup­
ply of enlisted volunteers. Indeed, a 
primary recommendation of the Gates 
Commission was that military pay 
rates be increased to make military 
service relatively more attractive to 
this age group. 

During the first year of the AVF, 
the Army fell more than 23,000 short 
of its recruiting objectives, and the 
DOD as a whole had a shortfall of 
33,000. The services adjusted their 
recruiting personnel 'and practices, 
and an economic recession ensued, 
thus enabling the services to improve 
their performance in the second year. 

The Future of A VF Recruiting­
There is every indication that the out­
look for AVF recruiting is not as 
bright as it has been in the recent 
past, even if no force size changes are 
undertaken. The primary reasons for 
this more negative outlook are declin­
ing future populations in the military­
age population group, improved eco­
nomic conditions and the outlook for 
military pay relative to civilian pay. 

During the next 10 years, the United 
States ·will face a sizable decrease in 
the population of military-age youths. 
The 18-year-old male population will 
decline from 2.15 million in 1976 to 
about 1.7 million in the late 1980s 
and to a low of 1.6 million in the early 
1990s. 11 Thus, while the United States 
experienced peak populations in the 
relevant age groups during the period 
when the modern AVF was being im­
plemented, it faces a sharply contrast­
ing population situation in the next 
10 to 15 years. 

While it is never easy to forecast 
the economy, there has been an upturn 
over the recent year, and forecasts 
are generally for improved economic 
conditions over the next five years. 

The CEO has forecast a decline in 
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the unemployment rate from 7.9 per­
cent in September 1976 to 4.2 percent 
in 1982, with corresponding declines 
in the rate for 18 to 19-year-old males 
from 19 percent to 10 percent. ir, If 
this projection is valid, it means that 
the military will be forced to compete 
more directly with civilian employ­
ment opportunities for the ever-de­
creasing n um I, e r  of military-age 
youth. 

By any measure, military pay has 
increased much more rapidly than ci­
vilian pay over the past decade. An 
Oflice of Naval Research study'." sug­
gests that, when the differential costs 
of lh:ing of military and civilian per­
sonnel are taken into account, the real 
increase in pay for military E-ls ( the 
lowest pay· grade) has been 198.4 per­
cent from 1964 to 1973, while the cor­
responding civilian production and 
nonsupervisory (nonagricultural) 
worker'H pay increased in real terms 
only 10.3 percent during the same 
period. 

These enormous increases in mili­
tary enlisted pay relative to pay for 
comparable civilian employment have 
had significant impact on enlist­
ments.17 Since "GI Bill" benefits ex­
pired at the end of calendar 1976, and 
since it is unlikely that comparnble 
relative gains will occur in the future 
as they have in the recent past, real 
questions can be raised concerning the 
impact of pay and benefits on future 
recruiting. 

This relatively unfavorable recruit­
ing environment can be used to fore­
cast that " ... over the next five years 
substantial raises will have to be made 
to produce numbers and quality of 

military. recruits." 1" 

The magnitude of the recruiting 
problem facing the military is put into 
clear- perspective by Johnston and 

Guy III who estimate that the active 

8 

duty military will have to recruit one 

out of every three "qualified and avail­
able" '"' male youths until 1980 and 

that this proportion increases to 40' 
percent of the qualified and available 
pool in the 1U85-8\J period. When Re­
serve requirements of 100,000 annual 

nonprior service acceHsions are taken 
into account, the ratios become 40 per­

cent for 1975-80 and 50 percent for 
1985-90. This means that, by the late 
l\J80s, the military "total force" will 
be faced with the problem of recruit­
ing one of every two qualified and 
available males in the population. 

The Reserve Forces 

Unlike the Active forces, whose 
present strength levels give the ap­

pearance of a viable AVF, the Reserve 
forces are experiencing significant 
quantity and quality problems. 

These difliculties are especially im­
portant because the "total force pol­
icy"-in which integrated plans are 
made for " ... all the resources avail­
able to perform the various national 
defense missions . . ." :.n_relies so 
heavily on Reserve forces, and the 
enormous cm;t of an AVF expansion, 
which creates a greater need to rely 
on the Reserves. 

Under the total force concept, Ready 
Resene components are given heavy 
responsibility for augmenting the Ac­

tive forces in an emergency. The se­

lected Reserve must provide units to 
augment Active force units, and the 
Individual Ready Reserve (IRR) is 
the primary source of individuals 
trained for replacement and augmen­
tation. 

Since the United States no longer 
has an operational Selective Service 
System," these represent the only 
support available to Active forces for 
a perhaps prolonged period until a 
draft can be activated, implemented 
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and begins to pl'oduce tmined fol'ces. 
All Reserve component strength 

levels now are below Cong1·essional 
lloors, but the bulk of the shortfalls 
exist in the Army Reserve and Army 
National Guard where the sho1·tfall is 
predicted to increase from 44,000 tu 
108,000 by the end of FY 1978. The 
projected reductions in IRR strengths 
also are serious. Enlisted strnngth 
projections show a decline by FY 1982 
to 63 percent of the FY 1976 level. "" 

The changing quality of the Reserve 
forces is reflected by significant de­
creases in upper mental categories and 
upper levels of educational attainment. 
This is in clear contrast to the situa­
tion existing i,11 the Active forces 
where quality levels have held up 
reasonably well under the AVF. 

The seriousness of these quality 
changes is pointed out when one con­
siders the differences in learning abil­
ity and retention ability which would 
seem to be required in the Reserve 
forces. Unlike his active counte1·par.t, 
the reservist cannot spend large blocks 
of time to learn and p1·actice new 
skills. He must learn rapidly in his 
short 11drill" or · ""camp" experiences. 
and he must retain these skills, with­
out the opportunity fol' practice, while 
he is undertaking prolonged periods 
of unrelated civilian activities, 

Attrition 

One of the major problems facing 
the active duty AVF is attrition. En­
listed attrition in the Army was 
106,596 in FY 1976. This means that 
significantly more enlisted personnel 
terminated their Army service prior 
to the expiration of their term of 
service than were separated routinely 
at the normal completion of their term 
(includi,11g retirees). About 70 per­
cent of these separations priol' to the 
expir�tion of the no1·mal term of serv-
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ice are classified a� "adverse"-for 
example, trainee discharges, miscon­
duct, expeditious discharges, unsuit­
ability and unfitness-and a large pro­
portion · I about 80,000 for overall 
DOD I in\'olved personnel in their first 
year of se1·vice. These first-year losses 
represent al.lout 20 percent of total 
accessions for the pel'iod." 

The impact of this attrition rate on 
manpower costs is direct and signifi­
cant. The military expends funds to 
recruit,. train, pay, house and clothe 
these individuals, and gets little in 
return. These sepal'ati\>nS, and the 
events preceding them, cannot but 
have negative impacts on military mo­
rale. Moreover, the social cost to the 
nation of creating this number of 
"failures," and tho consequent· effect 
on recruiting of having sighificant 
numbers of "antimilitary �alesmen" 
influencing the choices of potential en­
listees, is staggering,"·• 

Other AVF Problems 

Among the other m·eas in which the 
A VF has c1•eated consequences which 
may be of concern are combat and 
technical skills bonuses, physician 
shortages and the representativeness 
of the AVF. 

Combat and Technical Skills Bo­
usces-The services have used 

various bonuses for enlistments and- 
re-enlist­ments to fill otherwise 
unattractive (combat and sea duty) 
positions 'and positions requiring high 
levels of tech­nical skills. DOD spent 
$109.2 million on bonuses in FY 1976. 
Of the enlist­ment bonuses ($67.8 
million), almost 90 percent went to 
"combat arms" bo­nuses and about 
10 pe1·cent to "tech­nical skills" 
bonuses. Combat arms bonuses 
were given to more than 25,000 
enlistees in FY 1976-an indi­cation 
that even current high rates of 
military pay are not sufficiently at-
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tractive to attract adequate recruits 
to these high-risk jobs. 

Physician Shor/ayes-Physician 

shortages continue to plague the mili­
tary services. Just as draft-motivated 
reservists are leaving the Reserve 
forces, the drnft-motivated Berry 
plan is producing constantly decreas­
ing numbers of physician accessions. 
Future flows of medical personnel de­
pend largely on the services' ability to 
attract volunteers for this vital skill 
area. 

Reptese11tative11ess of the AVF­

The A VF is reasonably representative 
of the overall US population except in 
terms of the proportion of women and 
blacks. 

Women make up only 5.3 percent 
of overall DOb strength-a signifi­
cant increase from the 1.1 percent in 
1964 and the 3.5 percent in 1974, but 
not even close to their representation 
in the population or to the potential 
which many believe to exist. 

The black proportion of the Army 
has increased to 23.7 percent as op­
posed to 16.6 percent for overall DOD. 
This contrasts with about an 11-per­
cent representation in the population 
and suggests that blacks arc carrying 
more than their "fair share" of the 
US defense burden. 

TAKING ANOTHER LOOK AT THE AVF 

In the light of all of these A VF 
problems, it seems reasonable to con­
sider, from the standpoint of the 20/20 
hindsight of which we are all amply 
possessed, the assumptions made by 
the Gates Commission in its deter­
mination of the AVF's feasibility and 
desirability. This "Monday-morning 
quarterbacking" is unfair to the com­
mission, but it is revealing to examine 
these' assumptions in the light of the 
evidence which has been developed 
Hince. 
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The Selective Service System 

The most apparent "implementing 
assumption" of the AVF decision was 
that of an "effective standby draft." 
This assumption is so apparent be­
cause Secretary. Gates included it in 
the key topical sentence of his trans­
mittal letter for the commission's re­
port, and a full chapter in the report 
is devoted to the standby draft. eo 

Subsequent to implementation of 
the AVF, the Selective Service Sys­
tem was reduced to the level of a cen­
tralized planning activity whose basic 
task is to plan for the possible insti­
tution of a draft under future poten­
tial emergency conditions. All volun­
teer local draft board personnel have 
been deactivated so that the only re­
maining vestiges of an $80 million 
agency which registered, classified, 
examined and inducted more than 10 
million men in FY 1971, with the aid 
of thousands of volunteers, is a small 
Washington, DC, headquarters and 
personnel who mail)tain reactivation 
plans at the state level. 

AVF Turnover Rates 

The Gates Commission assumed that 
about 265,000 enlisted accessions per 
year would be required to support the 
current force level of approximately 
2.1 million."' In fact, DOD plans to 
bring in between 400,000 to 470,000 
new enlisted personnel each year over 
the next five years in order to sustain 
the 2.1 million level. Thus, the actual 
requirements for new accessions are 
more than 50 percent higher than 
those which were assumed by the 
Gates Commission. 

The Gates assumptions concerning 
enlisted turnover were that enlisted 
accession requirements would be about 
three-fotirths of what they had been 
in the mixed force of volunteers and 
draftees."" In fact, turnover rates 
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have increased significantly under the 
AVF despite the fact that all volun­
teers sign up for longer tours of duty 
than the two-year commitments which 
were required of drnftees. Thus, de­
spite the fact that one of the logical 
premises on which the Gates turnover 
assumptions are based is logically 
valid--;--that is, that increased average 
commitments should lead to decreased 
turnover ( all other things being 
equal )-turnover has risen, not fallen, 
under the A VF. 

Re-Enlistment Rates 

Current plans calling for DOD to 
hold the number of enlisted personnel 
with more than four years service to 
less than 40 percent of the force are 
in contrast to the 48 percent which 
was a:-;sumed by the commission. 
Hence, whatever may have been the 
underlying validity of the Gates pro­
jections, events have not borne out 
the re-enlistment assumptions. 

Demand-Reduction Programs 

Among the key implementing as­
sumptions of the/Gates Commission 
Report are those involving a variety 
of "demand reduction" programs in 
DOD. These are programs which, in 
one way or another, are expected to 
reduce DOD's requirements for its 
basic, and most diflicult to obtain, re­
source-the qualified young man. 

The basic theses of the Gates analy­
sis were threefold: first, that con­
scription, with its understated total 
cost for conscripts, induced the mili­
tary to use manpower inefficiently; 
second, that the increased manpower 
costs of the AVF would motivate more 
etlicient usage; and, third, that there 
were ample opportunities for such in­
creased manpower effich�ncies, and, 
hence, opportunities to reduce demand 
for young qualified men. 
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A wide variety of programs have 
the potential for such demand reduc• 
tions. Among those explicitly treated 
by the Gates Commission are: capital 
substitution, civilianization and re­
enlistment rate improvement. In con­
trast with the Gates assumptions, 
DOD has pursued none of these pro­
grams vigorously. 

AVF Costs 
� 

Many of the Gates cost estimates 
are at variance with the cost realities 
of today and the future. For instance, 
current turnover rates have added to 
recruiting, training and change-of­
status costs while the Gates Cominis­
sion repeatedly refers to signif}{,ant 
reductions in manpower costs which 
would result from anticipated de­
creases in turnover. :w 

The precise magnitude of this cost 
difference is diflicult to pinpoint, but 
the Gates Commission estimated a 
savings of more than $800 million 
from reduced acce::;sions, training re­
quirements, and so forth.'"' A recent 
CBO study estimates that $160 million 
could be saved by merely returning 
first-term attrition to 1974 levels."' 
This implies a cost difference of about 
$1 billion between the Gates assump­
tions and the actual cost impact of 
turnover. 

ALTERNATIVES TO THE AVF 

Since the performance of the AVF 
presents a "mixed picture," it i:-; wise 
for us to look into AVF alternatives. 
Among those which might be consid­
ered are: 

• A return to the draft. 
• A "reserve-only" draft. 
• A "better-managed" A VF. 
• Universal military training. 
• National service. 

(a) Compulsory. 
(b) Voluntary. 
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Return to the Draft 

A natural alternative lo the AVF 
is a return lo the practice of conscript­
ing recruits into the military. This is 
the system with which we are most 
familiar, and it would necessarily 
avoid many of the problems a:-rnociated 
with the present and future A VF. 

However, the draft alternative can­
not be justified on the basis of signifi­
cant em;t savings unless drumntic pay 
decreases in the lower ranks nre un­
dertaken. Even then, the savings 
would not be as great as have been 
the budget costs of the AVF since 
many of the benefits which we"i·e of­
fered to military personnel under the 
A VF. have been institutionalized. 

The annual savings to accrue from 
a return to the draft have been esti­
mated between :i;:,25 million and !ji2.8 
billion-the former figure being that 
of no pay decreases and the latter be­
ing the extreme case involving the 
institutio1,1 of poverty-level compensa­
tion for recruits. :i:! 

One of the f a  c tors mitigating 
against the draft is public attitudes. 
In 1973, nearly 79 percent of Ameri­
cans favored abolition of the draft, 
and, since many of the AVF's prob­
lems are not well known by the public, 
there is no reason to believe that the 
draft has wider public support now."" 

Reserve-Only Draft 

A mixture of the draft and A VF 
which would alleviate some, but not 
all, of the A VF problems is a "Re­
serve-only" draft. Under such a plan, 
individuals would be drafted-prob­
ably' on a lottery basis-into the IRR, 
given the essential training and, then, 
after some period, assume only the 
modest military responsibilities of a 
member of the IRR. 

This alternative would resolve di­
rectly ,nany of the problems which 
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exist for the Reserves under the AVF, 
and it would prnvide a modest "draft 
inducement" to enlistment in the Ac­
tive 01· Reserve forces. It wou Id not 
he inordinately costly, but it would 
require the reinstitution of a Se­
lective Service System-:-mmething 
that \\'e probably will do eventually to 
provide us with a backup draft capa­
bility. 

The primary disadvantages of such 
a �ystem are the "hidden" economic 
and social costs of any draft and the 
faet that the plan docs not address the 
uroad range of proulems which are 
facing the A VF. 

A Better-Managed AVF 

One of the alternatives to the cur­
rent system is a uetter-managed AVF. 
This does not imply that the A VF has 
been mismanaged. Indeed, DOD has 
done an outstanding job of instituting 
a radically new system into a huge 
organization. 

However, an awareness of the cur­
rent A VF problems and a commitment 
to improve them is an essential pre­
requisite to development of a compre­
hensiv•e plan for attainment of a bet­
ter-managed force. Some of the ele­
ments of such a plan should be: 

• Demand reduction prngrnms­
such as capital substitution for labor, 
increased use of women, increased 
overhead reductions, civilianization, 
greater use of contractor support and, 
encourngement of higher re-enlist­
ment rates. 

• Supply enhancement programs­
such as those which will attract older 
recruitS, priol·-service persons and in­
dividuals possessing civilian-acquired 
skills, decreased quality standards, in­
creased paid advertising and educa­
tional incentive programs. 

• Improvements in the quality of 
military life-to assure the fulfillment 
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of recruiting promises and to im­
prove the attitudes of enlisted Jlerson­
nel. 

• Enlisted attrition reduction pro­
gram:-;. 

Universal Military Training 
Universal military trnining (UMTl 

is the generic term used to de:-;crihc 
various plans under which "everyone" 
would be given at leaxt a minirnun1 
amount of military training on a com­
pulsory basis. Such systems exist in 
countries such a:-: I:-:racl, Sweden, 
Switzerland and the USSR ( although 
it is not oflicially recognized as such 
there). 

Support for the UMT concept ap­
parently is surprisingly strong among 
young people. However, it is interest­
ing to note that the concept receives 
much higher suppo1·t than do any of 
the several specific UMT plans which 
respondents were queried about in a 
1965 survey. a, 

High military training costs per re­
cruit would make the UMT concept a 
costly one."" The additional cost would 
be at least $20 billion annually, pos­
sibly much more depending on the 
necessity for increasing physical fa­
cilities, weapons, and so forth. If the 
military could reduce significantly its 
recruit training costs through in­
creased class size or other means, the 
UMT concept might be less costly than 
it generally is perceived to be. 

National Service 
"National service". is another ge­

neric term which is used to describe a 
variety of plans having the common 
element of service in a variety of mili­
tary and nonmilitary fields which are 
deemed to be in the nation's best in­
terests. 

A number of varieties of national 
service' may be distingu!shed: 
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• Con1pulsory national service�in 
which a11 are required to 8crve in :-;ome 
military or nonmilitary capadly. 

• Alternative national :.::.erviee�in 
whieh all would be required to !'lervc, 
but tho:-:e rhoo:-:iug nonmilitary Hervice 
would be exempted from a military 
obligation. 

-• "Voluntary" national s<�rvice--in 
whil'h nonmilitary service i:-: eneour­
aged, hut it doc:-:. not exempt one fron1 
a military obligation. 

• "Minimally roercive)! national 
servke--in whieh everyone i:-:. required 
to register and be ev.aluated, but there 
is no :,.;erviee eornmitment. 

• "Pure" voluntary national f;crv­
il'c-i11 whkh no eommitment few 
:-,ervice ( military or nonmilitary) ex­
istS but such :-:ervkc is encouraged 
and facilitated, 

The United States today has a 
purely voluntary system of the latter 
variety since both military and non­
military service programs such as the 
Peac:e Corps are encouraged, but not 
required of anyone. The "voluntary" 
system, r #3 I, is something of a mis­
nomer since it is the system which 
existed in the United Slates during 
the draft era. 

The other options are of greater 
intereHt: 

Minimally Coercive National Sen>­

ice-Under this system, all Americans 
would be required to register, to take 
medical and aptitude tests and. to be 
counseled concerning the various mili­
tary and nonmilitary service options 
which are available. Diagnosis of phys­
ical and educational problems also 
would be provided so that, even if the 
individual did not choose to serve, he 
or she could be referred to the most 
appropriate medical care or educa­
tional programs. Such a system might 
include a backup draft to accommo­
date military requirements should the 
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voluntary choice process not fulfill 
them. However, evidence suggests 
that defense personnel requirements 
might be met without resort to a draft. 

Alternative· National Service-This 
national service concept would involve 
a commitment on the part of every­
one to serve in some capacity. Those 
who chose to enter nonmilitary service 
would be exempt from military serv­
ice. However, quotas or a draft for 
the military would be required to en­
HUre achievement of military require­
ments. 

Compulsory National Service-This 
is the most coercive form of national 
service. It would involve, a draft into 
various forms of service with the 
forms of service and the selection of 
individuals to perform various serv­
ices being determined "by the system" 
largely on the basis of national goals 
and priorities rather than as a matter 
of individual preference. 

All of the various forms of national 
service have the advantage of enabling 
the nation to pursue national goals 
with greater effectivenes:..;. Moreover, 
even the least coercive option should 
serve to resolve many of the current 
problems of the A VF because it would 
require regh;tration for service (and 
hence facilitate the use of the draft 
in emergencies) and provide a greater 
number of youths with information 
about military life, thereby increasing 
the likelihood of their enlisting."" 

Additionally, such systems directly 
address the severe youth unemploy­
ment problem "' through providing 
vocational testing and counseling for 
all, and job training and experience 
for those who participate. 

The registration, evaluation and 
counseling element of even the mm1-
mally coercive nationai service alter­
native also would serve to: 

• 1dentify and assess the skills and 
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deficiencies of young Americans. 
• Prescribe remedial or skill-en­

hancing activities which the individ-
ual may' wish to consider. 

• Offer factual information con­
cerning' a. wide range of �ervice and 
training opportunities for which the 
individual may be suited. 

• I•'acilitate the channeling of re­
:-;ources into critical areaH of national 
need. 

Of course, the cost of any national 
service program would be high-al­
though it could be accomplished for 
much less than many believe through 
the cooperation of existing private 
service and volunteer agencies and 
through the use of volunteers as lead­
ers and trainers. The benefits to the 
nation from such a system-in terms 
of work accomplished in our cities, 
park:-;, watc1·way:-; and :-;hores-as well 
as in benefits to the people who par­
ticipate, are potentially enormous. 

SUMMARY 
The cUt'l'ent A VF has produced 

some unde:-;irable com;equences. Fur� 
ther problems can be foreseen that 
will reduce the AV F to a peacetime 
activity that can be prepared to cope 
with signifieant emergencies .only at 
great cost and with great delays. Such 
a force reduces our international cred­
ibility as well as our ability to defend 
ourselves and to meet our wol'ldwide 
commitments. 

The time has come to conduct a 
searching and candid evaluation of the 
A VF, its effectiveness, its costs and 
its impact on our society. In doing so, 
we should examine various alterna­
tives to the A VF from the overall per­
spective of our national goals. Only 
through such an analysis of alterna­
tives will we be able to choose that 
system which will serve us best in 
both peace and war. 
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