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Mr. Chairman and members of the Subcommittee thank you for the continued commitment made by the House Armed Services Committee and staff in extending your leadership over the Morale, Welfare and Recreation (MWR) programs within the Department of Defense through the Total Force Subcommittee.  The MWR program benefited from the guidance and direction given through the Special Oversight Panel on MWR.  The strength and vitality of today’s MWR program is a reflection of that direction, and we are pleased to report that the programs and services that you have supported in the past are continuing to fulfill the needs of Service members and their families as our armed forces attend to difficult missions in harm’s way.

Last year, the Department’s testimony to the Panel talked about the MWR support provided to Service members deployed in support of Operation Enduring Freedom, as well as the support rendered to their spouses and children.  My testimony this year will be very similar—with some added emphasis due to the magnitude of current operations.  In addition, I will provide an update on the condition of the MWR program, and the initiatives on-going to improve the contribution made by MWR and other quality of life programs to the DoD mission and to military communities throughout the world. 

Deployment Support


Our Service members are performing tough duty in austere locations, while their families cope with the stress and anxiety associated with extended separations.  Both need MWR, and the Services deserve credit in recognition of the fine job being done providing for both segments of the military family.  

The Services have continued to improve upon their ability to support the MWR needs of their troops in deployed locations.  The standard is now to provide fitness and sports equipment, reading materials and continuing education support, movies, special events, entertainment, and computers to support communicating through email, watching movies and playing video games.  During a recent visit to ships preparing for deployment from Norfolk, I was impressed with the importance the crew placed on having these resources aboard ship.  I was also struck by the ingenuity of the crew in making optimum use of their space to support fitness and quality of life programs.

The entertainment provided through the Armed Forces Entertainment (AFE) Program in partnership with the United Services Organization (USO) has helped break the stress of the daily routine and provide a respite during long deployments away from home.  This past year, USO provided 32 celebrity tours and AFE supported 99 non-celebrity tours to 228 locations with over 1,500 performances.  These tours have provided celebrities, bands, comedy acts, and other performers to boost morale and entertain our troops in remote locations throughout the world.

In addition, the Services continue to send MWR specialists (military and civilian) to troop concentrations, to include large Navy vessels, to organize and manage MWR programs.  Commanders recognize MWR programs and field exchanges are vital to sustaining morale during lengthy deployments where troops must remain aboard ship or on the installation to maintain adequate force protection.  The assignment of personnel trained to manage these programs has dramatically improved the quality and sustainability of MWR in deployed locations.

Support to family members is no less important during times of high operational tempo, both for the families of active duty and reserve Service members.  Maintaining a connection between families and the Service member on deployment through morale calls and email can ease anxiety and stress.  In addition, providing families with sources of information and assistance can ease the uncertainty and frustration experienced both by family members at home and Service members on deployment.   The Marine Corps has implemented a DoD pilot program, Marine Corps Community Services (MCCS) One Source, using a contracted Employee Assistance Program (EAP), to provide family members 24/7 access to information on topics including legal and financial assistance, parenting, childcare, elder care, health and wellness, education support, relocation, and practical advise on household problems.  Access is available to active duty and reserve families through a toll free number, by email, and by accessing a web site.   The pilot has been in place since December 2002, and based on initial feedback from Marine Corps families, we see this service will grow in significance and will provide another valuable avenue of support to military families.    We do not foresee these services replacing our current family support centers on installations, since these centers continue to act as the key agencies to which families are referred when they need more assistance than can be rendered over the telephone or Internet.   The Department’s family support centers have also been the focus of additional activity, preparing Service members and families for extended separations, helping to sustain them through these long deployments, and assisting them with their transition to post-deployment life together.  

We have also seen the continued importance of childcare and youth programs during periods of extended deployment and higher levels of operational tempo at home stations.  To help both active and reserve component families deal with increasing demands on Service members’ time away from home, the Military Services have extended childcare opportunities to make them available as much as 24 hours a day, seven days a week in some high tempo locations.    As of December 2002, the Military Services were providing 176,000 childcare spaces, using a combination of delivery approaches to maximize availability within existing resources.  However, we estimate that an additional 40,000 spaces are needed, and although important to the overall plan, military construction cannot fill the shortfall.  The Department is continuing to focus on in-home care, using subsidies and other incentives to maximize provider participation, and off-installation opportunities as ways of closing the gap between supply and demand.

Youth programs also take on added significance during deployments and especially during periods that threaten of hostile engagements.  Military youth may not have a supportive group of friends during these times when they most need them.  Through more than 350 youth centers, DoD provides places where military youth can connect with their peers, participate in recreation and sports programs, and find a safe and secure environment.  Through partnerships with the Boys and Girls Clubs of America, DoD has been able to expand its programs, with the Boys and Girls Clubs affiliation providing over $4.9 million in program grants, gifts, scholarships and marketing initiatives over the past six years.  As we have expanded our capability to assist families through the Internet, we have found ways of electronically supporting our youth.  “Military Teens on the Move,” provides adolescents with a web site giving them access to information and contacts at their new location during military moves.  With the deployment of large numbers of reserve component members, partnerships with off-base Boys and Girls Clubs and 4-H Clubs extend support services to their youth to help them cope with the added stresses of mobilization and separation.

MWR and family support programs have worked hard over the past year to keep pace with the needs of military families as they braced for more deployments and the potential of war.  These added efforts have come at a price, and increased operational tempo requires additional funding to support these efforts.  DoD funding for MWR programs increased nine percent in FY 2002 to meet the needs of military families, and is expected to increase an additional four percent in FY 2003.  However, the cost of supporting large deployments is not included in the Service estimates for MWR, which are reflected as part of base operating support.  Costs for deployments are being recognized separately as part of contingency funding requirements.  With this said, predictions of future costs to support the global war on terrorism and other commitments are uncertain given that the estimates are so dependent on future, unpredictable circumstances.

Status of MWR Funding

As we reported to the Panel last year, increased security precautions established at DoD installations as a result of the September 11th attacks significantly reduced MWR sales and activity revenue during the first quarter of FY 2002.  We monitored the impact over the remainder of last fiscal year, and found MWR activities adapted to the new baseline for security requirements and were able to return to previous levels of financial performance.  The Service MWR funds earned $20 million less net profit during the first four months after the attack than during the same four months of the previous year.  The Service MWR funds were able to reverse this trend and complete the subsequent eight months with $4 million more profit than the same period of the previous year.  Recognizing this impact on MWR activities when access is severely limited, DoD issued policy that allows installation commanders to use appropriated funds (APFs) to support Category C activities (clubs, bowling centers, marinas and other revenue generating activities except golf courses) when the combatant commander, or equivalent, designates force protection condition Charlie or above.  This authority remains in affect until the end of the quarter in which the force protection condition is reduced below Charlie.  The authority was also made retroactive to October 1, 2001, to allow commanders to compensate MWR funds for losses incurred during the first quarter of FY 2002.  The Services used this retroactive authority to provide $4.3 million to installation level MWR funds.

The continued vitality of the MWR program that resulted in financial recovery in FY 2002 was the result of sound management and also solid APF support of Category A and B activities.  Category A activities (fitness, libraries, recreation centers, single Service member programs, intramural sports, and unit activities) should be supported 100 percent by APF.  The Department sets a minimum standard requiring at least 85 percent of total expenses being supported with APF.  Since 1995, DoD has improved APF support to Category A from 83 percent to 91 percent in FY 2002.  Category B activities (childcare, youth programs, outdoor recreation, crafts and hobby shops, and small bowling centers) should be supported with a minimum APF of 65 percent of total expense.  Again since 1995, DoD has improved APF support to Category B from 57 percent to 66 percent in FY 2002.  All of the Services, with the exception of the Marine Corps, have met minimum percentages of APF support for Categories A and B for FY 2002.  The Marine Corps has made a commitment to meet these minimum percentages in FY 2004.  

  As previously stated, FY 2003 APF expenditures are expected to increase by an additional four percent over FY 2002.  The Services’ budget estimates for MWR, contained in the FY 2004 President’s Budget, are projected to decrease by six percent, or $94 million, of which the Army and Navy programs will be taking the brunt of the reduction.  We are very concerned about these planned reductions, and we will be monitoring programs for potential impact on the support provided to Service members and their families. 

In addition to the support received through APFs, the Service MWR programs depend on the dividends received from the military exchange services to provide the capital for replacement of furnishings, equipment and facilities not authorized APF support.  As in the past, the exchanges provided 70 percent of their net profits to the Service MWR programs in the form of dividends.  Exchange dividends decreased between anticipated and actual for FY 2002, from $335 million to $321 million.  The FY 2003 profits are estimated to drop to $368 million, with MWR dividends shrinking to $256 million.  The Services foresee this reduction primarily impacting NAF construction for MWR.

Major NAF capital investments in construction are primarily funded through the military Service headquarters.  Each of the military Services has a system for identifying requirements at the installation level, and a prioritization process to ensure the greatest need with the best return on investment is funded first.  This return on investment is measured not only in terms of financial viability, but also in terms of return to the military community in service and support.  A project is not considered unless a full needs assessment is accomplished which includes an analysis of the local market, the customer demand, current facility conditions and installation master plans, and the potential payback.  As part of the review process, all MWR Category C revenue generating projects valued at $1 million and above are also reviewed for potential application of public-private venture funding.  

The FY 2003 NAF construction program included 52 MWR and lodging projects with a total cost of $307 million.  This represents an increase of 9 projects and approximately $100 million over the FY 2002 submission.  This funding includes $14 million in youth center construction, $30 million in other Category B projects, $94 million in Category C projects, and $169 million in construction of new lodging facilities. As dividends from the exchanges are reduced, we anticipate the Services will have fewer NAF construction projects for the FY 2004 submission than what was submitted for FY 2003.  In addition to the 52 NAF construction projects in the FY 2003 program, the Services received 16 projects valued at $190 million in military construction for FY 2003.  The Services have requested eight projects (seven fitness centers and one child development center) for FY 2004 at a cost of $76.9 million.   

Initiatives


Although the Services, with the assistance of the Congress, have continued to invest in fitness facilities over the past five years, this accelerated effort to overcome long-standing deficiencies in fitness facilities has not adequately answered current needs to replace deficient facilities.  Since 1999, the Services have received $544 million in military construction funding to replace 64 facilities.   After this significant investment, only approximately one third of the current inventory of 549 facilities meets the minimum DoD standard for ventilation, restroom/changing facilities, and space to support fitness equipment and programs.     


As with child development where we have found that military construction cannot be used as our single approach, we are developing similar alternative strategies to fulfill our need for quality fitness facilities for Service members and their families.  In January 2003, the Department of Navy hosted a forum with commercial and corporate fitness companies to learn more about the industry’s approach to identifying trends, establishing standards, leasing and constructing facilities, staffing, and procuring equipment.  We are using these insights to develop business models and business cases, which we hope to apply at test locations to explore opportunities for improvement.  


These proposed improvements are important to our social compact for fitness.  We have developed a strategic plan for fitness that focuses attention on improving the infrastructure supporting MWR fitness programs.  Doing so provides a two-fold benefit to the Department.  Fitness programs continue to be the most popular MWR program among Service members.  As part of our compact with Service members and their families, we want to meet their expectations for what they consider as important to their quality of life.  Secondly, fitness is an important aspect of personal readiness for Service members.  Someone who is physically fit has more stamina, is less likely to become injured, and if injured can recover much more quickly than someone not physically fit.  The DoD strategic plan looks to optimize the benefits derived from fitness by partnering health promotion, physical fitness training and MWR fitness.  The Marine Corps has implemented these principles in its “Semper Fit” Program and has had some remarkable successes reducing costs associated with duty time lost as a result of injuries.  


Key to the success of the fitness initiative is our ability to measure progress towards improving levels of fitness and reducing days lost due to injuries.  Effective measurement, will enable us to track our performance and benchmark programs that provide the best results.  We are applying this approach to all areas of the social compact to ensure we continue to focus on the desired results of our strategic plans.

The new social compact has charted a course for the future of the Department’s quality of life programs.  This course includes a renewed commitment to underwrite family support programs, to provide quality education and lifelong learning opportunities, to build and sustain a world-class health care system, and to eliminate substandard housing.  Affordable, available childcare and youth activities, connectivity with family and friends, and spouse employment and career opportunities within the mobile military lifestyle are also parts of the equation.  The future course charted for MWR includes special emphasis on fitness, library and recreation programs, better focusing on ways to meet the needs of Service members and families, while improving program results in support of Service-related requirements.  

The social compact is part of the overall transformation of the Department of Defense and reflects the need to match the quality of life programs with the expectations of Service members and their families and with the changing needs of the Department.  Programs and policies that were established prior to implementation of the all-volunteer force are still shaping the ways we take care of military families.   Families are now predominantly dual income and must contend with a much more complex financial environment.  Instead of a mostly unmarried force, living in barracks on the installation, the majority of Service members have family responsibilities and are living in the local communities.  Consequently, the Department is looking at the way quality of life programs support military families to ensure we are providing what they need and not simply perpetuating existing programs.

The Military Services will likely have to make tough decisions in the future, determining how to provide efficiently and effectively quality MWR programs.  The Uniform Funding and Management legislation, passed in the FY 2003 National Defense Authorization Act, will be a valuable tool for aiding the Services in improving the efficiency of procurement and personnel systems so that they can make optimum use of taxpayer and troop dollars within authorized funding policy.  The Army will be the lead Service in developing the procedure to implement this piece of legislation.  

We are very grateful to the Congress for providing the Department with this degree of freedom to manage more effectively.  The Department will continue to look for innovations such as this to find ways of increasing efficiency without impacting the level of service provided to military families.

Conclusion

  Overall, MWR programs provided by the Military Services have been well received.  The results of a July 2002 survey of active duty Service members show that they are generally satisfied with MWR programs.  We will continue to monitor their perspectives on MWR as well as several other aspects of their military life through electronic surveys so that we can improve on the delivery of our social compact and better understand their concerns as we seek to improve quality of life programs. 


Our strategy is focused on improving fitness programs and increasing the availability of quality, affordable childcare.  Further, we are seeking ways of partnering with corporate America to increase career opportunities for military spouses.  Dual family incomes and careers have become the norm in today’s society.  With reported decreases in exchange dividends, coupled with planned reductions in APF support to MWR, we will be closely monitoring the potential for impact on the quality of life of Service members and their families. 


As we move ahead in anticipation of new resource and budget realities, we will stay committed to providing a robust selection of high quality MWR programs at affordable prices.  The support of the Congress in assisting us with these efforts is essential to our success.   The Special Oversight Panel on MWR provided us an important conduit for raising quality of life program successes and concerns to the Congress.  We are grateful that the leadership of the House Armed Services Committee and the Total Force Subcommittee recognizes that these programs play a vital role in sustaining the readiness of our Armed Forces.  Thank you for this opportunity to continue our dialogue.  Your strong support continues to help us build the MWR program that military communities will need in the years ahead and that our Service members and families deserve.
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