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M. Chai rman and Menbers of the Conmittee:

| appreciate the opportunity to be here today to discuss the
Department of Defense effort to bolster this nation's honel and
def ense by fiel ding Weapons of Mass Destruction - CGvil Support
Teams (WWMD-CSTs). M testinmony will focus primarily on the
results of ny office's audit |ast year of WWD-CST program
managenent, which are presented in our report of January 31
2001.

Audi t Background and Ti ni ng

Chem cal and bi ol ogi cal defense has been an audit coverage
enphasis area for us throughout the past decade, as the threats
posed by these and other so-called asymmetrical weapons received
i ncreased recognition and the Departnent of Defense reacted with
numer ous research, acquisition and organi zational initiatives.
Bef ore the WVD- CST audit, our reviews focused generally on the
war fi ghters' preparedness to operate in contani nated
environments on the battlefield.

Presidential Decision Directive 39, issued in June 1995, and the
Def ense Agai nst Weapons of Mass Destruction Act of 1996 directed
vari ous neasures to enhance honel and defense against terrorists
armed with weapons of nmass destruction. A DoD Tiger Team
subsequently recommended establishing National CGuard teans to
assi st the energency first responders, such as local fire
departnents and hazardous nmaterial response units, in case of
known or suspected WWMD i ncidents. The focus of these teans,
which were initially terned rapid assessnment, identification and
detection units, was to be on identifying what WWD naterial or
agent was involved. The Tiger Teamestinmated that an initial
conpl ement of 10 teams could be operational by FY 2002. In
January 1998, the Deputy Secretary of Defense tasked the Arny to
establish the Consequence Managenment Program Integration Ofice
(COWIO to inplenment the Tiger Teamrecomendati ons. COWIO
adopted a very aggressive schedule, planning to field 10 teans
by January 2000.

The Nati onal Defense Authorization Act for FY 1999 mandat ed
t hat :

A reserve conponent rapid assessnent el enent team
and any Reserve assigned to such a team may not
be used to respond to an energency...unless...

the team or that Reserve, possesses the requisite
skills, training and equi pnent to be proficient in
all mssion requirenents.



In addition, the Act required that the proficiency of each team
be certified by the Secretary of Defense. Congress did not
speci fy a schedule for WWD CST certification and fielding, but
authori zed an additional 17 teans in FY 2000 and 5 nore in FY
2001, for a total of 32.

Recogni zi ng the growi ng DoD and congressional interest in

homel and defense, we decided in Decenber 1999 to review the WHD-
CST program We briefed National Guard, Departnment of the Arny
and Ofice of the Secretary of Defense officials on the results
of our review frequently during cal endar year 2000. Most of the
fieldwrk was conpl eted by Septenber 2000.

Audit Results

It was apparent fromthe outset of the audit that the

pl anned January 2000 initial operational capability date had
been unrealistic; the WWD-CSTs were not operationally ready and
t he program | acked good managenent controls. On the other hand,
we were highly inpressed by the professionalismand dedication
of the | eaders and nenbers of the initial 10 WWMD-CSTs. The
program s slippage and cost growmh are in no way attributable to
the 10 teans. Those problens stem from what we candidly
characterized as ineffective managenent by COWPI O and i nadequat e
oversi ght by the Departnent before the audit brought nunerous
issues to their attention |ast sumrer.

Inits initial stages, the WWD-CST programis basically a system
acqui sition programrequiring intensive upfront planning because
it supports a new mssion. Until recently, however, it was not
managed within the Arnmy acquisition programstructure or by

trai ned acquisition corps personnel. |nstead, COWI O operated
as an essentially autononous entity with no effective oversight
to ensure that sound acquisition practices were foll owed.

COWPI O regul arly bypassed or inadequately coordi nated with DoD
and Arny centers of expertise in acquisition, |ogistics,
testing, doctrine, training, medicine, conmunications and

chem cal / bi ol ogi cal defense. The result was flawed acquisition
and sustai nnent planning. Qur report discusses the many
deficiencies evident during the audit in the WVD-CST program
For illustrative purposes, | will nmention just a few exanples.

First, doctrine for enploying WD-CSTs was i nconpl ete and

coordi nati on between COWI O and the Joint Forces Command and
Arny doctrine devel opers was very poor. Absence of approved
doctrine obviously creates considerable risk of premature or



ot herwi se faulty decisions on training, equipnent, nmanni ng and
m ssi on readi ness certification.

Second, coordination with the Federal |aw enforcenment conmunity,
a vital player in Consequence Managenent, needed inprovenent to
ensure that WVD-CST mi ssion definition and doctrine did not

conflict with | aw enforcenent agencies' plans and prerogatives.

Third, undue reliance was placed on external eval uations
(EXEVALS), a unit level training event, to denonstrate the

m ssion readi ness of WWD- CSTs. Wat was actually needed was a
ri gorous program of operational test and evaluation. Not only
do EXEVALs |l ack the discipline and reliability of formnal
testing, but every WWVD-CST | acked key personnel, equipnent, or
bot h when the EXEVALs were staged. For exanple, none of the
teans had received the Mbile Analytical Laboratory System
(MALS) van, 9 of 10 teans | acked comuni cati ons reachback
capability, and all of them had personal protective equi pnent
shortages. WWD-CST personnel identified nunerous issues to us
that normally woul d have been identified in realistic testing
and resol ved.

Fourth, training prograns and materi als were inadequate. Again,
| ack of approved doctrine and vague m ssion definition were
factors.

Fifth, WWD-CST equi pnent chosen by COWI O was general ly
different fromstandard itens already in mlitary inventories.
We saw no conpelling reason for COWI O to buy nonstandard

equi pnment that considerably conplicates the |ogistics support
requi renents for WWD-CSTs, as well as posing testing and
training issues.

Many of the problens identified by the audit could be considered
synptons of an immture acquisition programthat was not ready
for a full-scale production or deploynent decision. Although

t he WVD-CST program was not managed or controlled using
acquisition mlestone criteria, the certification requirenment in
the National Defense Authorization Act for FY 1999 provi ded

equi val ent "check and bal ance.” O course, certifications are
effective controls only when certification criteria are
meani ngful. W reported, and the Ofice of the Secretary of

Def ense agreed, that the certification criteria devel oped by the
Arny for WWD-CSTs were considerably |ess rigorous than Congress
i ntended and sinply not prudent fromthe standpoint of soldier
safety and DoD credibility.



Departnent of Defense Corrective Action
The Ofice of the Secretary of Defense agreed wth our findings
and took action to inplenent our reconmendations, which were:

?? to disestablish COWI G

?? to reassi gn WWMD- CST program managenent responsibilities
to the Assistant to the Secretary of Defense for Cvil
Support, the Principal Deputy Assistant Secretary of
Def ense (Reserve Affairs) and the Deputy Assistant to the
Secretary of Defense for Chem cal and Biol ogi cal Defense
Pr ogr ans;

?? to issue Ofice of the Secretary of Defense gui dance
prescribing certification standards and delineating the
specific mssions, duties and responsibilities of the
WVD- CSTs;

?? to ensure that WVMD-CST certifications are based on that
gui dance;

?? to coordinate at the Ofice of the Secretary of Defense
|l evel with the Federal Bureau of I|nvestigation on WWD-CST
rol es and m ssions; and

?? to conduct a thorough programreview of the WWD- CST
initiative, including operational concept, doctrine,
equi pment, sustai nment, personnel assignnments and
rotations, funding and the certification process.

We have been gratified by the responsive actions taken over the
past several nonths in response to the issues raised by the
audit. | can report to you today that inplenentation of all of
our recomendations is either conplete or ongoing. M staff and
| have been working closely with senior Ofice of the Secretary
of Defense, Arnmy and National Guard Bureau officials to nove

t hose agreed-upon actions forward. The increased invol venent of
the National Guard Bureau in this programis particularly

wel come. In sunmary, | conmend the Departnment for taking the
audit findings seriously and undertaking the thorough review
that we suggested to get this program back on track

The full text of our Report No. D 2001-043, Managenent of
Nat i onal Guard Weapons of Mass Destruction-Civil Support Teans,
January 31, 2001, is available on the web at ww. dodi g. osd. m|.
Agai n, thank you for the opportunity to participate in this

i nportant hearing. This concludes ny statenent.




