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Preface

The Department of Homeland Security (DHS) Office of Inspector General (O1G) was established by
the Homeland Security Act of 2002 (Public Law 107-296) by amendment to the Inspector General
Act of 1978. This is one of a series of audit, inspection, and special reports prepared as part of our
oversight responsibilities to promote economy, efficiency, and effectiveness within the department.

This report presents the annual review of the U.S. Coast Guard’s mission performance, as required
by the Homeland Security Act of 2002, Public Law 107-296, November 25, 2002. It is based on
interviews with employees and officials of relevant agencies and institutions, direct observations,
and a review of applicable documents.

The analysis herein has been developed to the best knowledge available to our office, and has been
discussed in draft with those responsible for implementation. It is our hope that this report will
result in more effective, efficient, and economical operations. We express our appreciation to all of
those who contributed to the preparation of this report.

Richard L. Skinner
Inspector General
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Executive Summary

This report presents our annual review of the U.S. Coast Guard’s mission
performance as required by the Homeland Security Act of 2002. To address
the Act’s requirements, we reviewed the Coast Guard resource hours used to
perform the various homeland security and non-homeland security missions,
as well as performance goals and results, from FY 2001 through FY 2006.

Coast Guard data shows that total resource hours have increased in every period
from the baseline of pre-September 11, 2001, through FY 2005 and then
decreased slightly (less than one percent) in FY 2006. The Coast Guard’s
mission performance leaves room for improvement because it did not meet
performance goals for three of its missions — Undocumented Migrant
Interdiction, Defense Readiness, and Marine Safety. In addition, the Coast
Guard missed its target performance goals by less than one percent for three
non-homeland security missions: Search and Rescue, Aids-to-Navigation, and
Living Marine Resources. The Coast Guard’s performance measures are not
always measurable or clear. The Coast Guard acknowledged there are
limitations to some of the measures it uses and is working to improve several
metrics to better reflect actual performance.

The Coast Guard experienced difficulty maintaining readiness and operational
capability of aging marine assets. The Coast Guard also faces major barriers
to improving or sustaining its mission performance, including major asset
decommissioning and displacement, limited and finite assets to respond to
crises, and challenges with the delivery of key Deepwater assets.

The Coast Guard concurred with our draft report regarding: growth in
resource hours, difficulty maintaining readiness and operational capability of
marine assets, and existing barriers to improving performance. The Coast
Guard concurred in part to our conclusion that performance measures are not
always measurable or clear. In contrast, the Coast Guard did not concur with
our conclusion that mission performance leaves room for improvement. The
Coast Guard’s comments to our report are incorporated into the body of this
report, as appropriate, and are included as Appendix D.
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Background

Coast Guard Missions. Section 888 of the Homeland Security Act of 2002
defines the Coast Guard’s missions as either non-homeland security missions
or homeland security missions as follows:

Non-Homeland Security Missions
e Search and Rescue (SAR)
e Aids-to-Navigation (ATON)
e |ce Operations
e Living Marine Resources (LMR)
e Marine Safety
e Marine Environmental Protection

Homeland Security Missions
e Ports, Waterways, and Coastal Security (PWCS)
Drug Interdiction
Undocumented Migrant Interdiction
Defense Readiness
Other Law Enforcement

In addition, Section 888 of the Homeland Security Act of 2002 prohibits the
Secretary from substantially or significantly reducing the missions of the
Coast Guard or the Coast Guard’s capability to perform those missions,
subsequent to transfer of the Coast Guard to DHS.

Resource Hours. The Coast Guard uses resource hours — generally the
number of flight hours (for aircraft) and underway hours (for boats and
cutters) dedicated to a specific mission — to determine the amount of time that
is expended in each of its non-homeland security and homeland security
mission areas. During our review, we analyzed the total number of resource
hours reported by the Coast Guard prior to September 11, 2001,% through FY
2006. We did not, however, verify the resource hour data reported by the
Coast Guard, nor did we validate that the Coast Guard had accurately
classified resource hour use for each mission. We assessed total resource
hours for the 11 individual missions in order to identify the changes in each.

Performance Goals and Results. The Coast Guard uses outcome-oriented
performance goals and measures to assess results of each Coast Guard mission
in achieving current year goals, and to report past performance. For example,

! public Law 107-296, November 25, 2002, Section 888 directs the Inspector General to conduct an annual review that
assesses the performance of all Coast Guard missions, with a particular emphasis on non-homeland security missions.

2 The Coast Guard-calculated baseline (annual average based on eight fiscal year quarters preceding September 11, 2001) from which
changes in resource hours since the September 11, 2001, attacks could be estimated.
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the performance goal for Drug Interdiction is to reduce the flow of illegal
drugs entering the U.S. via non-commercial maritime shipping sources, and its
corresponding performance measure is the removal rate for cocaine that is
shipped via non-commercial maritime means. Performance results provide
information that enables the President, Department, Congress, and the public
to assess the effectiveness of the Coast Guard’s mission performance and
stewardship of resources. Managers and executives use performance results
to help gauge performance against resources appropriated by Congress for
each Coast Guard mission, which are aligned with the Department of
Homeland Security’s strategic goals. Performance measures are also used to
monitor actions, such as the number of incursions into the U.S. Exclusive
Economic Zone, and enable executives to make decisions regarding future
priorities.

Results of Audit

Growth in Total Resource Hours Has Leveled Off

Total Coast Guard resource hours have significantly increased since the
baseline period, with increases in every period through FY 2005 and then a
decrease by less than one percent in 2006, as depicted in the chart below.
Some of the FY 2006 decrease in resource hours is the result of the Coast
Guard’s decision to permanently withdraw eight 123’ Island Class Patrol
Boats (123’ patrol boats) from service on November 30, 2006, due to
structural design and performance problems.
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Prior to FY 2001, the non-homeland security missions represented the largest
percentage of resource hours within the Coast Guard. Following September
11, 2001, the Coast Guard dedicated a larger percentage of resource hours to
homeland security missions than for non-homeland security missions. After
an initial drop in non-homeland security resource hours in FY 2002, the non-
homeland resource hours increased through FY 2006 bringing total non-
homeland security hours to approximately 16% above baseline levels. The
percentage of resource hours dedicated to homeland security grew until FY
2004 and decreased marginally in FY 2005 and again in FY 2006.

Assessments of resource hours for all Coast Guard missions, and individual
non-homeland security missions and homeland security missions, are included
in Appendices A and B.

Coast Guard Experienced Difficulty Maintaining Readiness and
Operational Capability of Marine Assets

A Coast Guard official testified that the agency experienced difficulty in
maintaining the readiness and operational capability of its cutter fleets,
including the 378" (commissioned 1967), 270° (commissioned between 1983
and 1991), and 210° (commissioned between 1964 and 1969). These vessels
have, on average, been in service for 33 years, are nearing the end of their
useful service life, and are increasingly expensive to repair. Further, in
September 2006, the US Government Accountability Office (GAO) reported
that as ATON assets continue to age, their condition is declining, though not
precipitously.® As a result, the Coast Guard may experience difficulty
sustaining resource hours necessary to meet ever-increasing homeland
security mission requirements and its traditional non-homeland security
mission requirements.

The Coast Guard measures the time that its cutters, icebreakers, patrol boats,
tugs, and buoy tenders are fully mission capable, known as Percent Time
Fully Mission Capable (PTFMC). The PTFMC measures the absence of
deficiencies in mission critical equipment, which causes a major degradation
or loss of a primary mission. For example, the 13 - 270’ medium endurance
cutters were fully mission capable 51% of the time during FY 2006. Table 1,
on the following page, shows the Coast Guard’s calculation of the percentage
of time each asset class of cutters was fully mission capable for FY 2006.

® GA0-06-979, Coast Guard Condition of Some Aids-to-Navigation and Domestic Icebreaking Vessels Has Declined;
Effect on Mission Performance Appears Mixed.
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Table 1. Percent Time Fully Mission Capable, FY 2006

Percent of Time

No. of Fully Mission

Coast Guard Cutters Assets Capable

FY 2006
378’ High Endurance Cutter (WHEC) 12 43%
282’ Medium Endurance Cutter (WMEC) 1 56%
270’ Medium Endurance Cutter (WMEC) 13 51%
213’ Medium Endurance Cutter (WMEC) 1 64%
210’ Medium Endurance Cutter (WMEC) 14 64%
420’ Icebreaker (WAGB) 1 80%
399’ Polar Class Icebreaker (WAGB) 2 12%
123’ Patrol Boat (WPB) 8 16%
110’ Patrol Boat (WPB) 41 57%
87’ Coastal Patrol Boat (WPB) 65 70%
179’ Patrol Coastal Boat (WPC) 5 67%
240’ Seagoing Buoy Tender/Icebreaker (WLBB) 1 0%
225’ Seagoing Buoy Tender (WLB) 16 52%
175" Coastal Buoy Tender (WLM) 14 75%

160’ Inland Construction Tender (WLIC) 4 41%

100’ Inland Construction Tender (WLIC) 1 93%

75’ Inland Construction Tender (WLIC) 8 2%

100’ Inland Buoy Tender (WLI) 2 63%

65 Inland Buoy Tender (WLI) 3 93%
9

140’ Icebreaking Tug (WTGB) T7%

75’ River Buoy Tender (WLR) 12 61%
65’ River Buoy Tender (WLR) 6 91%
65’ Small Harbor Tug (WYTL) 11 67%
Total 250

Source: U.S. Coast Guard

Mission Performance Leaves Room for Improvement

The Coast Guard is not meeting all of its performance goals despite a
substantial increase in resource hours since FY 2001. For FY 2006 the Coast
Guard has been more successful in meeting its goals for its homeland security
missions, meeting three of five (60%) goals, compared to meeting two of six
(33%) goals for non-homeland security missions. However, three of the four
performance measures for non-homeland security missions, where goals were
not achieved, were statistically insignificant. For example, the Coast Guard
reported for FY 2006, it saved 85.27% of mariner’s lives where the goal was
86%; there were 1,765 collisions, allisions, and groundings for the ATON
mission, although the goal was 1,748 or fewer; and finally the Coast Guard
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reported 96.6% of fisherman were complying with regulations where the goal
was 97%.

Of the 11 Coast Guard missions (six non-homeland security and five
homeland security), the Coast Guard met its performance goal for all six years
surveyed for just one mission: Marine Environmental Protection. The Coast
Guard first established a performance measure for the Marine Safety mission
in FY 2003 and met its goal in three out of four years since a goal was
established. In addition, the Coast Guard only developed a risk-based
performance measure for the Ports, Waterways, and Coastal Security mission
in FY 2005 and met its goal in 2006. Six of the remaining missions did not
consistently meet the goals during the same six-year period, including LMR,
SAR, Ice Operations, Drug Interdiction, Undocumented Migrant Interdiction
and Other Law Enforcement. Lastly, Defense Readiness has not met its goals
for any of the six years.

According to Coast Guard officials, the failure of the Coast Guard to meet a
performance goal is not necessarily indicative of underlying performance
problems. When higher priority threats arise, the Coast Guard shifts
resources. As a result, missions that “donate” resources to deal with higher-
priorities can temporarily experience lower performance. We agree this may
impact mission performance for periods of time, such as the impact of the
removal of eight 123’ cutters on the Undocumented Migrant Interdiction
mission and the resultant shifting of assets to cover for these removed cutters.
However, the Coast Guard establishes the goals they want to achieve and they
need to work to achieve these goals.

Assessments of performance goals and results for all Coast Guard missions,

and individual non-homeland security missions and homeland security
missions, are included in Appendices A and B.

Barriers to Improving Performance Still Exist

The Coast Guard faces three major barriers to improving or sustaining its
mission performance:

1. Major asset decommissioning and displacement,
2. Limited and finite assets to respond to crises, and
3. Challenges with key Deepwater Assets.

Major Asset Decommissioning and Displacement

The slight decrease in total resource hours between FY 2005 and FY 2006 can
be somewhat attributed to the poor performance of the 123’ patrol boats. Per
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Additional Information and Copies

To obtain additional copies of this report, call the Office of Inspector General (OIG)
at (202) 254-4199, fax your request to (202) 254-4285, or visit the OIG web site at
www.dhs.gov/oig.

OIG Hotline

To report alleged fraud, waste, abuse or mismanagement, or any kind of criminal or
noncriminial misconduct relative to department programs or operations:

Call our Hotline at 1-800-323-8603;

Fax the complaint directly to us at (202) 254-4292;

Email us at DHSOIGHOTLINE@dhs.gov; or

Write to us at:
DHS Office of Inspector General/MAIL STOP 2600 Attention:
Office of Investigations — Hotline, 245 Murray Drive, SW, Building 410
Washington, DC 20528

The OIG seeks to protect the identity of each writer and caller.






