
DOD has not implemented our October 2001 recommendation to develop 
and implement a DOD depot strategic plan that would delineate workloads 
to be accomplished in each of the services’ depots. The DOD depot system 
has been a key part of the department’s plan to support military systems in 
the past, but the increased use of the private sector to perform this work has 
decreased the role of these activities. While title 10 of the U.S. code requires 
DOD to retain core capability and also requires that at least 50 percent of 
depot maintenance funds be spent for public-sector performance, questions 
remain about the future role of DOD depots. Absent a DOD depot strategic 
plan, the services have in varying degrees, laid out a framework for strategic 
depot planning, but this planning is not comprehensive. Questions also 
remain about the future of arsenals and ammunition plants. GAO reviewed 
workforce planning efforts for 22 maintenance depots, 3 arsenals, and 
2 ammunition plants, which employed about 72,000 civilian workers in fiscal 
year 2002. 
 
The services have not developed and implemented strategic workforce plans 
to position the civilian workforce in DOD industrial activities to meet future 
requirements. While workforce planning is done for each of the industrial 
activities, generally it is short-term rather than strategic. Further, workforce 
planning is lacking in other areas that OPM guidance and high-performing 
organizations identify as key to successful workforce planning. Service 
workforce planning efforts (1) usually do not assess the competencies; 
(2) do not develop comprehensive retention plans; and (3) sometimes do not 
develop performance measures and evaluate workforce plans.  
 
Several challenges adversely affect DOD’s workforce planning for the 
viability of its civilian depot workforce. First, given the aging depot 
workforce and the retirement eligibility of over 40 percent of the workforce 
over the next 5 to 7 years, the services may have difficulty maintaining the 
depots’ viability. Second, the services are having difficulty implementing 
multiskilling—an industry and government best practice for improving the 
flexibility and productivity of the workforce—even though this technique 
could help depot planners do more with fewer employees. Finally, increased 
training funding and innovation in the training program will be essential for 
revitalizing the aging depot workforce. 
 
Staffing Levels, Age, and Retirement Eligibility of Civilian Personnel in Industrial Facilities 

Service 
FY 2002 civilian 

staffing levels Average age
Percent eligible 

to retire by 2007
Percent eligible 

to retire by 2009 

Navy 35,563 46 28 39 

Army 14,234 49 41 52 

Marine Corps 1,323 48 45 60 

Air Force 21,152 47 35 44 

Total  72,272 47 33 43 

Source: DOD (data), GAO (presentation). 

Between 1987 and 2002, the 
Department of Defense (DOD) 
downsized the civilian workforce in
27 key industrial facilities by about 
56 percent. Many of the remaining 
72,000 workers are nearing 
retirement. In recent years GAO 
has identified shortcomings in 
DOD’s strategic planning and was 
asked to determine (1) whether 
DOD has implemented our prior 
recommendation to develop and 
implement a depot maintenance 
strategic plan, (2) the extent to 
which the services have developed 
and implemented comprehensive 
strategic workforce plans, and 
(3) what challenges adversely 
affect DOD’s workforce planning. 

 

GAO recommends that the DOD 
complete revisions to core policy, 
promulgate a schedule for 
completing core computations, and 
complete depot strategic planning; 
develop a plan for arsenals and 
ammunition plants; develop 
strategic workforce plans; and 
coordinate the implementation 
of initiatives to address various 
workforce challenges. DOD 
concurred with 7 of our 9 
recommendations; nonconcurring 
with two because it believes the 
proposed National Security 
Personnel System, which was 
submitted to Congress as a part of 
the DOD transformation legislation, 
will take care of these problems. 
We believe it is premature to 
assume this system will (1) be 
approved by Congress as proposed 
and (2) resolve these issues. 

 
 

www.gao.gov/cgi-bin/getrpt?GAO-03-472. 
 
To view the full report, including the scope 
and methodology, click on the link above. 
For more information, contact Derek Stewart 
at (202) 512-5559 or stewartd@gao.gov. 
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