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As we approach a Presidential election, it is apparent
that one of the virtues of this commttee is that while
adm ni strati ons change, your nmenbership remains relatively
stable. Your oversight of our mlitary forces can,
accordingly, take a longer-termview that contributes to
the continuity of our efforts. As one who expects that
others will have the privilege of testifying before you in
t hese hearings next year, | applaud you for that and thank

you for your continuous concern.

For me these natural and appropriate rhythns translate
into an inpatience --- a recognition that ny tine is short
and therefore the efforts | participate in have a certain
urgency. | ask nyself constantly: What are we

acconpl i shing? How we can we do better over this next year



(nmy last twelve nonths)? How can we |ay the groundwork for

strong and healthy forces over these next decades?

| becane Secretary of the Navy in Novenber of 1998. |
am bot h happy and unhappy with what we have acconpli shed
over this period. Happy because | think we nade evi dent
progress towards three of our four main objectives. W
i nproved the way we treat, devel op and treasure our
mlitary personnel. W inproved the way we work --- both in
training and in our conbat operations. And we inproved our
i nvest ment strategies, buying nore of what we need today
and investing nore in transformative information-age
technol ogi es that position us for the future.

Qur satisfaction on these counts is tenpered, however,
by the substantial work that renmains to be done in al
three of these areas --- we are still not yet where we
shoul d be --- and by our inadequate progress in the fourth
area, the inprovenent of our infrastructure.

Personnel . W cane, in 1999, face-to-face with the
fact that our Sailors and Marines (and, as ny coll eagues
wi Il no doubt coment, our Soldiers and Airnen) are working
too hard, stretched too thin, and paid too little. The
adm ni stration proposed a 4.4% pay rai se, a rollback of

Redux, a worthwhile revision in our pay tables, and



numer ous speci al pays. This commttee not only gave us what
we asked, but went further and very adm rably secured a

4. 8% pay raise (the largest in a generation), inproved
housi ng al | owances, and authorized better retirenent
arrangenments. Toget her these steps conveyed a sense of
concern and conmtnment to our mlitary that is vital to our
well being. Al our mlitary personnel are indebted to you.
Personally, | thank you for your deep and deeply effective
care for those who serve in our mlitary.

Toget her, we al so used 1999 to enbrace the proposition
that the well being of our personnel is not determ ned by
pay and benefits alone. In ny view, when adequate pay and
benefits are achieved, the conditions of work do nore to
determine mlitary norale and retention than any ot her
vari abl es (including, even, increnental changes in
benefits). Though we will |ose people if they are paid too
little, when they are commtted to us it is not because of
t he pay, but because of what they do.

Sail ors and Marines have special opportunities to do
i nportant and exciting things: they represent Anerica al
around the world; they operate and maintain the nost
techni cally advanced and powerful equipnment the world has
ever known; they are enpowered by shoul dering i mrense

responsibility at unusually young ages; the nation closely



wat ches and strongly depends on their actions; they honor
each other and are honored by their fellowcitizens.
The nost inportant thing we can do is to keep mlitary work
meani ngf ul and honor it. For sone, this may conjure visions
of rhetoric and parades. For ne and this commttee, it
meant in 1999, nmeans in this year, and wll nean, | think,
t hroughout this century, that we need to master the
everyday nechani cs of supplying, maintaining, nmanning and
operating the mlitary --- so that we support and make
meani ngful the work of our mlitary personnel. That is the
truest and nost neani ngful way in which we honor our
personnel .

Spare parts, for exanple, have a nundane character
not the ring of rhetoric. But when we have too few airpl ane
spares, our pilots have fewer flying hours for training,
and our nechanics are dooned to “canni balizing” parts
(moving them from one plane to another and then back
again). For this reason, as well as to sustain operational
readi ness, over the last two years, we increased our
investnment in aviation spare parts by nore than a quarter
of billion dollars.

In the sane vein, | have put great stress on prograns
like “Smart Work” and “Smart Ship” that give sailors and

Mari nes better tools, use civilians and automati on where



possible to alleviate mlitary work | oads, and redesi gn our
ships to i nprove working and |living spaces and reduce

requi red manni ng and over-crowdi ng. These are funded in the
budget before you at al nost 400 mllion.

Equal Iy fundanmental |y, both Marine and Navy recruiting
met their goals in 1999 and we achi eved end-strength above
our targets in both services. W reduced gapped billets at
sea from 18,000 to fewer than 10,000 today. CQur battle
groups are deploying with manning levels in the range of
93% as conpared with about 88%two years ago.

We can all be proud of these achievenents. But they
are not enough. A year’s fine pay raise nmust be reinforced
by a series of pay raises significantly above inflation.
The budget before you proposes that. |ncrenental
i nprovenents in housing all owances shoul d be accel erated
| ooking to a goal, wonderfully enbraced by the Secretary of
Defense, for the elimnation of out of pocket housing costs
within five years. Recruiting remains demandi ng and
precarious --- it will take exceptional effort to exceed
desired end strength again this year.

Ten thousand gapped billets is still ten thousand too
many. My goal is to bring that nunber close to zero over
the next twelve nonths. Despite novenment in the right

direction, our personnel systens and our systens of



shi pboard life remain, in inportant respects, infected by
t he psychol ogy of conscription. We need to dig deeper to
maxi m ze and protect the value of the truly skilled and
hi gh cost workforce that we enploy. The budget before you
does these things in ways that | hope we will discuss in
the course of this hearing. But that we are not yet where
we should be is underscored by the fact that our
reenlistnment rates, though inproved, remain bel ow our
goals. In sum our personnel situation has gotten better,
but there is still a lot of work to do.

Trai ning and Operations. Qur operations have been
uni versal ly successful, as befits the nost powerful Navy
and Marine Corps in world history. For the first tine in
history, the Navy is being used to influence events in
| and-| ocked countries --- our mssiles descended on Bin
Laden’ s canps i n Afghani stan, our planes and m ssiles
provided a significant portion of the fire power in the
Kosovo canpai gn. Qur uni npeded ability to operate fromthe
sea nade the Navy and Marine Corps the forces of choice for
first night operations against Iraq during Desert Fox. The
flexible and versatile nature of Naval forces was aptly
denonstrated by the 26th MEU s ability to both lead allied
troops into Kosovo and then turn and assist relief efforts

after a devastating earthquake in Turkey.



As a part of our effort to protect our workforce, the
CNO initiated a successful effort to reduce a quarter of
the i nspection denands on Sail ors between depl oynents. The
Commandant is taking simlar steps within the Marine Corps
to create nore tine for famlies, for professional
devel opnent and nentoring. As a part of our effort to
val uing our enlisted nmen and wonen, as traditionally we
have val ued our officers, we have reduced Navy boot canp
and Marine first-termattrition and we have introduced a
Navy Coll ege Programthat is providing college credits for
all Navy training. This wll get a typical seaman half way
to an AA degree during his first termin the Navy. W are
usi ng our broad band communi cations to facilitate shipboard
“di stance |l earning” and information age sinmulations to
i nprove training. A thorough review of our pilot training
programis cutting nore than a year fromthat over-
el abor at e process.

There is no question in ny mnd about the operational
readi ness of the Navy and Marine Corps. Still, we nust not
run a marathon as though it were a sprint. Strong
foundation investnents are required to sustain our
capabilities for these operations over the |onger term
Navy and Marine EA-6Bs are indicative of this requirenent -

-- they were strained severely in Kosovo. The program



before you reflects investnents both to bring another
squadron on-line and to bring nore aircraft to higher
readi ness in existing squadrons. Simlarly, it is evident
that we need nore submarines than were envisioned in the
1997 Quadrenni al Review. The budget before you allocates
1.1 billion dollars to refuel either four additional Los
Angel es cl ass submarines, or as a down paynent to refue
four Ohio C ass submarines and convert themto fire
conventional Tomahawk m ssiles. | regard both possibilities
as very attractive and cost-effective and | ook forward to
di scussing themwith this commttee.

| nvest nent. Qbviously, | have touched on sone
i nportant investnents in what | have said earlier in this
statenent. Qur investnent in equipnent is a primary nethod
of inmproving things for our personnel. As our equi pnent
ages, the sense of the inportance of our work and our
ability to do it, erodes; everything takes |onger and too
many things are done not to acconplish a valued m ssion,
but instead to sinply avoid |osing ground. Investnent in
equi pnent is also, as with the EA-6Bs and submari nes about
whi ch | have spoken, essential to maintaining our operating
capabilities. The budget contributes to our operations by a
vi brant buy of 42 F-18E/F aircraft, by procurenent of 11 V-

22s and by procuring eight ships per year in each of the



first four years of the program and seven in the |ast.

Just as significantly, we have nade a clear, and in ny
view crucial, investnent in the future. Ship R&D budgets
have been brought to 1.5 billion dollars over the program
years for redevel opnment of our carriers and over 3.9
billion dollars for our next generation surface conbatant,
DD-21. W are investing heavily in changes that will reduce
manpower, reduce acoustic and radar signatures, inprove
damage control and increase fighting capability. Electric
drive and integrated power systens, announced for the DD 21
| ast nonth, are exenplary of this transformation in al
t hese di nensi ons.

Concom tantly, the information age i s opening
wonder ful opportunities for us. Qur program for expanding
comruni cation and conputer capabilities on ships, |T-21,
yi el ded dramatic results during Kosovo operations. Not only
will it expand, but also it will be paired this year with
t he Navy-Marine Corps Intranet for shore-based facilities.
Wth an Enterprise Resource Plan next in the offing, we can
wel d our disparate conmuni cations, conputing and data
systens into a coherent whole. The result will be a Navy
and Marine Corps that is substantially nore effective as
well as significantly nore efficient.

As in the other areas | have nentioned, our progress



is not perfect. To conserve funds, we elimnated T-45
aircraft procurenent in FY0O3. W are nmaking only halting
progress towards replacing our aging helicopters and
support aircraft. In our ship-building, increased
investnment in R&D for DD-21 has led us to delay the
i ntroduction of that program by one year, from 2004 to
2005, enabling us both to free up noney for R& and to reap
the benefit of our anbitious plans. The del ay, however,
nmust be reconciled with our need to build surface
conbatants both to sustain the fleet and to maintain our
i ndustrial base. Qur building rate remains in 2001 as
pl anned, but in the program presented to you, the DDG 51
buy is stretched and expanded to conpensate for the one
year DD-21 deferral. Moreover, though our ship building
programis nmuch stronger than it was two years ago, it
still does not reach the required sustaining rate and the
DD- 21 deferral dimnishes by two (to 39) the ships built
during the programyears (we deferred 3 DD 21, but added 1
DDG 51 for a net dimnution of 2 ships).

Infrastructure. This is the area in which we have nmade
the | east progress. Qur BRAC efforts have been inval uabl e,
| eading to savings we estimate at 2.6 billion dollars per
year. W are effectively managing to cl ose bases and, as an

added bonus, are often seeing civilian communities thrive
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with the land and facilities that we have turned over to
them W have, through our regionalization and strategic
sourcing prograns, introduced new net hods of managenent
that will conserve personnel and save noney.

Still, this is the area of our budget in which we have
the | east adequate funding. Qur BRAC efforts inperatively
require the environnmental renediation funds sought in this
year’s budget in order to renove costly bases from our
books. We al so very nuch require further authorization to
undertake public/private ventures and, over the | onger
term we wll need to spend nore in our mlitary
construction budgets. W can point to dramatic successes in
ref ur bi shi ng housi ng and wor kpl aces in bases as far apart
as Napl es and Hawai i, but the backl og of maintenance and
repair continues to grow throughout our establishnent. Over
the longer termcontinued deferral is not sustainable.

In sum we have nuch to be proud of. The strength of
our Navy and Marine Corps is inproving. But I amequally
struck by how nmuch we still have to do. This conmttee is
i ndi spensabl e both to our progress to date and to our

prospects. | thank you for the role you play.
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