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Since 2000, the Navy has 
undertaken a number of initiatives 
to achieve greater efficiencies and 
reduce costs. For example, it has 
reduced crew sizes on some of its 
surface ships and has moved from 
instructor-led to more computer-
based training. In House Report 
111-166, which accompanied the 
National Defense Authorization Act 
for Fiscal Year 2010, the House 
Armed Services Committee 
directed GAO to review the 
training, size, composition, and 
capabilities of the Navy’s ship 
crews.  This report assesses the 
extent to which the Navy (1) used 
valid assumptions and standards in 
determining crew sizes for cruisers 
and destroyers, and (2) has 
measured the impact of changes to 
its training programs, including on 
the time it takes personnel to 
achieve various qualifications. To 
do so, GAO analyzed Navy 
procedures for determining crew 
size compared to guidance,  
analyzed current Navy metrics to 
measure training impact, and 
interviewed relevant officials and 
conducted visits to 11 ships. 

What GAO Recommends  

GAO is recommending that the 
Navy validate the underlying 
assumptions and standards it uses 
to calculate workforce 
requirements, and as necessary, 
based on this assessment, 
reevaluate its cruiser and destroyer 
workload requirements. GAO is 
also recommending that the Navy 
develop additional metrics to 
measure the effectiveness of Navy 
training. DOD agreed with these 
recommendations. 

Since 2001, in an effort to achieve greater efficiencies and reduce costs, the 
Navy has reduced the requirements and size of crews for some types of ships. 
For example, from fiscal years 2001 to 2009, enlisted requirements declined by 
about 20 percent and crew sizes declined by about 16 percent on cruisers and 
destroyers. The Navy made these reductions based on an initiative it referred 
to as optimal manning as well as a decision to change certain standards it uses 
to translate estimated workload into workforce requirements. During pilot 
tests and the implementation of its optimal manning initiative, the Navy 
considered several elements, such as job task analysis and work studies, 
called for in its guidance. However, it analyzed only at-sea workload data 
because of a long-standing Navy assumption that at-sea workload exceeds in-
port workload. While best practices require that valid and reliable data are 
used to assess workforce requirements, the Navy has not tested the validity of 
its assumption for excluding in-port data. Additionally, GAO was told by 
shipboard personnel that in-port workload has been increasing. Furthermore, 
when changing standards, such as increasing the standard workweek from 67 
to 70 hours, the Navy did not conduct the types of analysis called for in its 
guidance to verify that these changes were warranted. Without performing 
additional analysis to determine that the assumption and standards it uses to 
determine personnel requirements are valid, the Navy cannot be assured that 
it has appropriately sized crews to maintain material readiness and 
accomplish necessary tasks aboard its ships. 
 
The Navy has made significant changes to its training programs and evaluated 
some aspects of these changes, specifically those related to cost and training 
time. However, it lacks outcome-based performance measures and complete 
data necessary to fully evaluate the impact changes to training have had on 
trainees’ job performance and the time required for personnel to achieve 
various qualifications. For example, in 2003, the Navy replaced its 6-month 
division officer course with computer-based training and officials told GAO 
that this change has resulted in decreases in class length and saved the Navy 
about $50 million annually. While important, these input and output-based 
metrics do not enable the Navy to determine how its training programs are 
affecting the level of the trainees’ job performance, knowledge, skills, and 
abilities once they report to their ships. The time it takes for personnel to 
achieve qualification standards is a potential metric the Navy could use to 
evaluate its training programs, however data on actual qualification times, 
while improving, are incomplete. GAO met with leaders from 11 different 
ships who told GAO that the sailors and officers taught using new methods 
such as computer-based training, required more on-the-job training when they 
arrived onboard than those who had previously received classroom 
instruction.  They also noted that because of reductions in crew sizes, there 
are fewer personnel available to provide this on-the-job training. Without 
additional outcome-based performance measures to supplement its current 
metrics, the Navy cannot fully determine the effectiveness of the training 
changes it has implemented and whether further adjustments are necessary.  
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For more information, contact Sharon L. 
Pickup at (202) 512-9619 or 
pickups@gao.gov. 

http://www.gao.gov/products/GAO-10-592
http://www.gao.gov/cgi-bin/getrpt?GAO-10-592


<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /PageByPage
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Warning
  /CompatibilityLevel 1.4
  /CompressObjects /Off
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.1000
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams true
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness false
  /PreserveHalftoneInfo false
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Preserve
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages false
  /ColorImageMinResolution 150
  /ColorImageMinResolutionPolicy /Warning
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.76
    /HSamples [2 1 1 2] /VSamples [2 1 1 2]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /AntiAliasGrayImages false
  /CropGrayImages false
  /GrayImageMinResolution 150
  /GrayImageMinResolutionPolicy /Warning
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.76
    /HSamples [2 1 1 2] /VSamples [2 1 1 2]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /AntiAliasMonoImages false
  /CropMonoImages false
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /Warning
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile (U.S. Web Coated \050SWOP\051 v2)
  /PDFXOutputConditionIdentifier (CGATS TR 001)
  /PDFXOutputCondition ()
  /PDFXRegistryName (http://www.color.org)
  /PDFXTrapped /False

  /CreateJDFFile false
  /Description <<
    /ENU (Use these settings to create Adobe PDF documents suitable for reliable viewing and printing of business documents.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting true
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AllowImageBreaks true
      /AllowTableBreaks true
      /ExpandPage false
      /HonorBaseURL true
      /HonorRolloverEffect false
      /IgnoreHTMLPageBreaks false
      /IncludeHeaderFooter false
      /MarginOffset [
        0
        0
        0
        0
      ]
      /MetadataAuthor ()
      /MetadataKeywords ()
      /MetadataSubject ()
      /MetadataTitle ()
      /MetricPageSize [
        0
        0
      ]
      /MetricUnit /inch
      /MobileCompatible 0
      /Namespace [
        (Adobe)
        (GoLive)
        (8.0)
      ]
      /OpenZoomToHTMLFontSize false
      /PageOrientation /Portrait
      /RemoveBackground false
      /ShrinkContent true
      /TreatColorsAs /MainMonitorColors
      /UseEmbeddedProfiles false
      /UseHTMLTitleAsMetadata true
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /BleedOffset [
        0
        0
        0
        0
      ]
      /ConvertColors /ConvertToCMYK
      /DestinationProfileName (U.S. Web Coated \(SWOP\) v2)
      /DestinationProfileSelector /UseName
      /Downsample16BitImages true
      /FlattenerPreset <<
        /ClipComplexRegions true
        /ConvertStrokesToOutlines false
        /ConvertTextToOutlines false
        /GradientResolution 300
        /LineArtTextResolution 1200
        /PresetName ([High Resolution])
        /PresetSelector /HighResolution
        /RasterVectorBalance 1
      >>
      /FormElements true
      /GenerateStructure true
      /IncludeBookmarks true
      /IncludeHyperlinks true
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles false
      /MarksOffset 6
      /MarksWeight 0.250000
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /UseName
      /PageMarksFile /RomanDefault
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /UseDocumentProfile
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


