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PROPERTY ACCOUNTABILITY SYSTEM
TO BE STANDARDIZED

The Department of Defense property accountabil-
ity system (DPAS) soon will become the standard
system for Department of the Army installations and
nondeployable table of distribution and allowances
activites. In preparation for final acceptance by the
Army, DPAS underwent several system changes to
meet Army property accountability requirements,

The principal enhancements are an interface with
the standard Army retail supply system-objective
(SARS5-0) and an equipment authorization interface
with the Logistics Support Activity (LOGSA) 125
tape. Other changes of interest to Army logisticians
include—

* Incorporating and using the logic of the property
book identification code (PBIC) to separate property
by type.

* Serialization reporting through unique item
tracking (UIT).

* Automated lateral transfer of component items.

* Limited hand receipt holder access that provides
the capability to add, change, or delete sub-hand re-
ceipt holders.

For more information, contact Chief Warrant Offi-
cer Tur-Rojas, Office of the Deputy Chief of Staft for
Logistics, Supply Policy Division, at (703) 695-6913,
DSN 225-6913, or e-mail—tur-rvr@hgda.army.mil.

ARMY STREAMLINES INFORMATION SERVICES
FOR FORCE XXI

In a move to better support the warfighter, Force
XXI doctrine, and the national military strategy, the
Army has redesignated the Army Information Sys-
tems Command (ISC) at Fort Huachuca, Arizona, as
the Army Signal Command (ASC), a major sub-
command of the Army Forces Command. The ASC
commander also will serve as the Forces Command
G6 (Signal Officer) and Deputy Chief of Staff for
Information Management. The Signal Command is
designed to improve information service respon-
siveness o the warfighter and better align important
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core competencies under single process owners. Es-
tablishment of the ASC resulted from a year-long in-
formation management functional area assessment,
which incorporates recommendations from an earlier
signal organization and mission alignment study,

ASC will retain command of ISC's continental
United States units, as well as the 5th Signal
Command in Germany, the lst Signal Brigade in
Korea, the 106th Signal Brigade in Panama, and the
5l6th Signal Brigade in Hawaii. This arrangement
keeps all echelons-above-corps signal assets under
one command and facilitates rapid, integrated re-
sponses to contingencies around the world.

Software and hardware engineering, along with
procurement, will be placed under the Army Com-
munications-Electronics Command (CECOM) at Fort
Monmouth, New Jersey. Acquisition efforts will be
reassigned to CECOM and the Program Executive
Office, Standard Army Management Information
Systems, Fort Belvoir, Virginia. Combat develop-
ments for all signal units will be combined at the
Army Signal Center at Fort Gordon, Georgia. Sev-
eral small, specialized units will also be realigned
from ISC to other organizations as appropriate, The
realignments will not result in any unit relocations,

OPERATIONAL ARCHITECTURE DEVELOPED

As a first step in developing the Army enterprise
strategy, the Army Training and Doctrine Command
(TRADOC) has drafted a disciplined command, con-
trol, communication, computers, and intelligence
(C41) operational architecture. The Army enterprise
strategy 15 a document that unifies and integrates a
wide range of C41 initiatives to support battlefield
digitization. The enterprise strategy eventually will
include all operational, technical, and systems archic-
tectures that will determine the requirements for sup-
porting the Army of the 21st century.

TRADOC's draft of the operational architecture
defines the required connectivity of force elements
and the types of communications that will be neces-
sary. It specifies the required information systems and
locations where the systems will be needed.

The three-volume report includes standard opera-
tional architecture products such as an operational
concept diagram; command relationship diagram:
activity models: data models: connectivity require-
ments; and information requirements. Comments and
questions concerning the draft may be sent to TPIO-
ABCS, ATTN Tom Douthitt, Fort Leavenworth, K8
656027 (e-mail douthitt @leav-emhl.army.mil), or call
(913) 634-4503.
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SATELLITE SYSTEMS OVERHAULED

Satellite communications and maintenance
support employees at Tobyhanna Army Depot,
Pennsylvania, overhauled, aligned, and tested an
OE-222/G satellite communication antenna
system for Fort Monmouth, New Jersey, late
last year. It was the fifth of seven systems To-
byhanna plans to overhaul.

An OE-222/G antenna is 42 feet tall and has
a parabolic reflector dish that measures 38 feet
across. Each system weighs 34 tons. Toby-
hanna personnel dismantle the entire antenna
system to perform checks and services before
reassembling and testing it. The dish alone re-
quires 368 adjustments to achieve the true para-
bolic shape required for optimum signal recep-
tion. It takes approximately 6 months to over-
haul each antenna system,

Two of the overhauled systems will be used
by the Army at Fort Buckner, Japan, and Col-
tano, Italy. One will be used by the Air Force at
MaeDill Air Force Base, Florida, and one will
be used by the Harris Corporation, Melbourne,
Florida, for research and development.

O Tobyhanna Army Depot employees, assisted
by Defense Distribution Depot-Tobyhanna's
crane crew, attach an OF-222/G antenna dish
reflector to reflector arms.

ARMY LOGISTICIAN

BIOLOGICAL DETECTION UNIT ESTABLISHED

The Army has designated a unit that will detect
biological contamination on the battlefield. The
310th Chemical Company. an Army Reserve unit
based at Fort McClellan, Alabama, has been changed
from a motor smoke company to a biological inte-
grated detection system company. This move was in
response o Army leaders who identified a weakness
in responding to biological threats during the Persian
Gulf War., The new unit is assigned to the 81st Re-
gional Support Command, Birmingham, Alabama.

Four company platoons have been trained to use
new hiological detection equipment and are ready to
deploy. The 20th Chemical Detachment, a regular
Army unit that is attached to the 84th Chemical Bat-
talion at the Army Chemical School, Fort McClellan,
will fill in as the fitith platoon.

Each of the five platoons will have seven biolog-
ical detection systems that cost between $800,000
and %1 million each. The detection systems monitor,
sample, detect, and identify biological warfare
agents. A system consists of a shelter that houses
equipment that is used to test particles for contami-
nation. The sheliers are mounted on high-mobility,
multipurpose, wheeled wvehicles (HMMWV’s) for
use in the field. Although Fort McClellan is sched-
uled to close in 1999, biological detection training of
soldiers from the 310th will continue at that location.

ONE-STOP MAINTENANCE SHOP OPENS

The Electronic Sustainment Support Center
{(ESSC) is now open at Fort Hood, Texas. The center
is a prototype Army Materiel Command “single face
to the customer” help desk operation for electronic
maintenance. The new center is an integrated repair
activity that provides assistance to Forts Hood,
Carson, Bliss, Riley, and Sill, as well as to Army Na-
tional Guard and Reserve units, for selected
electronic weapon systems and equipment.

The Fort Hood center is the first of at least four
shops planned to provide the Army with an overall
single approach to field support of electronic equip-
ment. An evaluation of ESSC operating procedures is
being conducted during the first 6 months of opera-
tion. Once these procedures have been proven to
work, they will be used at other planned ESSC’s at
Fort Bragg, North Carolina, and in Europe and Korea.

The Fort Hood ESSC works in conjunction with
the 190th Maintenance Company, 13th Corps Support
Command; Intelligence Electronic Warfare (IEW)
Regional Support Center; Mobile Subscriber Equip-
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ment Regional Support Center; and Tobyhanna Army
Depot Forward Repair Activity, all at Fort Hood.
One of the most critical aspects of ESSC is its ability
to deploy with 111 Corps when required.

The mission of the ESSC is to improve the Army’s
efficiency in maintaining selected tactical IEW

equipment, nonembedded commercial off-the-shelf

equipment, nondevelopmental items of automatic
data processing equipment, and other equipment such
as shop nontactical radios.

The ES5C also serves as the management organi-
zation for all electronic support performed by con-
tractors in the region it serves. In addition, it pro-
vides limited replication, distribution, and installation
of software upgrades and revisions and offers training
for changes to software issued by the Software
Engineering Directorate of the Army Communica-
tions-Electronics Command at Fort Monmouth, New
Jersey.

Any unit may take advantage of ESSC services.
“If a unit has something that they do not know how to
fix, we'll fix it or we’'ll find the shop to send it to,”
said Dennis Foster, ESSC site manager at Fort Hood.,
“We show [them] the most efficient way to get the
job done. We are essentially a one-stop shop.”

For more information call Dennis Foster at (817)
6 18-7650.

UNIFORM COSTS INCREASE

This year’s clothing bag will cost a little more than
last year’s, but enlisted soldiers will receive increased
clothing replacement allowances that will cover ris-
ing costs. The initial allowance, or clothing bag,
usually provided in the form of free uniforms given to
recruits, is $15 more for male soldiers and nearly $6
higher for women in 1997 than in 1996,

The standard clothing replacement allowance,
which 15 the annual payment to soldiers with more
than 3 years of service, is up by $51 for males and
nearly $116 for females. This vear’s basic replace-
ment allowance for soldiers with less than 3 vears of
service is $36 higher for men and $81 higher for
women. The reason for the greater increases for
women is that their uniform items generally cost
more than men’s,

The large increases in replacement allowances are
largely due to establishing shorter “wear life” esti-
mates for uniform items. In the past, the Army’s es-
timates were long compared to the other services.

This year women have several new and redesigned
uniform items that will look better and fit better. A
new tuck-in green shirt will be standard issue for
class A and B uniforms. A redesigned green over-
blouse was moved from standard issue to optional

O This high-mobility, multipurpose, wheeled vehicle (HMMWYV) is
outfitted with a digital communications computer system. To the
right of the computer is a precision lightweight global positioning
receiver in a mount that was fabricated by Tobyhanna Army De-

TASK FORCE XXI TO TEST DIGITIZED COMMUNICATIONS

pot, Pennsylvania. This sys-
tem, and other digital linking
systems, will be tested in the
Task Force XXI advanced
warfighting experiment
(AWE) scheduled for fiscal
year 1997 at the National
Training Center, Fort lrwin,
California. Tobyhanna is in-
stalling digital communica-
tions systems in the vehicles
that will participate in the ex-
ercise,

Task Force XXI is a brigade-
level experiment that will util-
ize elements of the 4th Infan-
try Division to demonstrate
operational changes that will
occur as a result of digitally
linking the cﬂmmancf and
control, combat, and combat
service support elements on
the battlefield. Task Force
XXI also will be the first op-
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status. Slacks were redesigned for better fit, and a
new black belt will be issued to wear with them.
Black oxford shoes were redesigned for better ap-
pearance and comfort. Perhaps the biggest news for
female soldiers is that their uniform items now come
in three size ranges (juniors, misses, and women’'s)
and three height ranges (petite, regular, and tall). The
size labels will be more accurate, and this will result
in most women requiring smaller sizes.

RETROEUR NEAR CLOSING

The retrograde of materiel from Europe
(RETROEUR) program is drawing to a close. The
automated RETROEUR information system (RIS)
that lists all available excess nonrolling stock for
customer viewing and ordering will close on 31
January 1997, Organizations with requirements for
items on the list can use the RIS to place orders, and
the items will be “free issue™ to the final claimants,

Since 1993, the RETROEUR nonrolling stock
program has processed 1,431 containers of materiel
valued at more than $400 million. The last containers
filled with excess stocks for processing arrived at
Bluegrass Station, Lexington, Kentucky, in August
1996, Ranging from uniforms and personal supplies

erational test of the Army’s nonlinear opera-
tions, which is the ability to fight in differ-
ent directions and quickly maneuver on the
battlefield.

Tobyhanna Army Depot is developing, fabri-
cating, and installing vehicular installation kits
for the precision Iigﬁtweight global positioning
receiver system (PLGRS) and enhanced position
location reporting szstem (EPLRS). The PLGRS
is part of the global positioning system, a
space-based radio navigation system that pro-
vides accurate position, velocity, and time in-
formation. The EPLRS is a data communica-
tions system that also provides unit position
information. These systems will enable artillery
units to accuratelz direct fire at enemy targets.

MNearly 900 vehicles will be equipped with
digital communications capabilities. In addi-
tion to being mounted in HMMWV’s, digital
communications systems will be installed in
vehicles such as Abrams main battle tanks;
Bradley fighting vehicles; armored personnel
carriers; Avenger missile systems; and Paladin
155-millimeter, self-propelled howitzers.
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to tools and heavy equipment, these items were
cataloged, reclassified, and then advertised for
redistribution to other military agencies worldwide.
The RETROEUR. program has saved $12 for every 51
spent. The program provided equipment to Bosnia,
Kuwait, Cuba, the Olympic Village in Atlanta, and
other locations. Ower 1,100 passwords and user
identification numbers were issued for the RIS so that
orders could be placed.

For more information on the RETROEUR
program, call the RETROEUR team at the Army
Aviation and Troop Command, St. Louis, Missouri,
at (314) 263-5271/-5276 or DSN 693-5271/-5276.

PORTABLE SHOWERS BOOST MORALE

A portable shower facility is making duty a little
more tolerable for soldiers deployved to Bosnia than it
was for front-line troops during earlier operations in
Sandia Arabia, Somalia, and Haiti. The off-the-shelf
shower system should boost soldier morale as well as
help prevent disease.

The small-unit shower was developed by U.S.
Thermal, Inc., in West Chester, Ohio, and is designed
to provide showers for company-sized elements. It
can be transported in two bags weighing 75 pounds
cach and operates with a water heater that weighs an-
other 75 pounds. The shower includes four enclosed
stalls inside a tent-like structure. The structure is
supported by air-filled beams that can be inflated us-
ing a hand pump. Two people can have the shower
operational within 15 minutes after unloading,

The water heater runs on virtually any fuel. Five
gallons of fuel will heat enough water to run the
shower continuously for 20 hours at a rate of 24
showers per hour. While the average shower at home
uses up to 20 gallons of water, a push-button shower
head on the portable unit reduces the amount of water
used to 2 1/2 gallons.

The Army has purchased more than 20 showers, 14
of which are deploved to Bosnia and other sites in the
Balkans. Plans call for the Army to contract for an-
other 60 shower systems, with options to buy 50 more
each year for the next 2 years. Ten of the units will
probably remain at the Soldier Systems Command at
Natick, Massachusetts. The other 50 units are slated
to be distributed among the Army’s “first to fight”
units: the 82d Airborne Division and XVIII Airborne
Corps headguarters at Fort Bragg, North Carolina; 3d
Infantry Division (Mechanized), Fort Stewart,
Georgia; 101st Airborne Division (Air Assault), Fort
Campbell, Kentucky; and 1st Cavalry Division, Fort
Hood, Texas. When purchased in a large quantity,
each shower unit costs approximately $12,500.
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EMPHASIS

VM GUIDE
TO THE RESCUE

NEW TROOPS
IN BOSNIA

BALLISTIC MATS
SAVE LIVES

For those of you logisticians who are charged with implementing velocity
management (VM) but are not exactly sure how to proceed, you will be
happy to know that help 1s readily available. A velocity management guide
for installations, “How to Reduce Order and Ship Times from Wholesale
Supply,” was developed by the Army Combined Arms Support Command
(CASCOM), Fort Lee, Virginia, and the RAND Corporation. The guide de-
scribes the initiatives, processes, and techniques you need to understand and
use, beginning with the establishment of a site improvement team. The guide
15 a “living” document that will change as the Army moves into this new ap-
proach to supply management. To get your copy of the guide, call Captain
Pagonis or Chief Warrant Officer Navarro at (804) 734-0584/0603 or DSN
687-0584/0603, send e-mail to—navarror@lee-dns1.army.mil, or download a
copy from CASCOM’s homepage (http://www.cascom.army.mil).

As 15,000 Implementation Force (IFOR) personnel began to withdraw from
Bosnia, more than 5,000 Army troops were on hand to ensure their safety and
maintain a safe environment for Balkan residents. The first soldiers to serve
as part of the “covering force”™ were from the I1st Infantry Division
(Mechanized). They crossed the Sava River into Bosnia on 15 October. Ar-
maments for the covering force include 30 MI1A1 Abrams tanks, 200 M2
Bradley fighting vehicles, and 40 helicopters. The covering force is expected
to withdraw by March, although Army forces may be needed to provide se-
curity during local elections that have been postponed indefinitely. The mu-
nicipal elections are an important step in stabilizing Bosnia, since they will
reintegrate ethnic groups and reestablish the democratic process.

Ballistic protection mats are offering some defense against antipersonnel mines
to soldiers riding in nonarmored vehicles in Bosnia. The Kevlar® covers fit over
the seat backs and floorboards of high-mobility, multipurpose, wheeled vehicles;
2 1/2- and 5-ton trucks; and heavy, expanded mobility, tactical trucks that are not
equipped with armor kits. Each mat weighs over 300 pounds and requires no
tools, only muscle, to install.

f Continued on page 2)
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LSE GUIDE
PUBLISHED

MEAL COSTS
STANDARDIZED

SEAPORT INFO
AVAILABLE

ARMY TESTS
MISSILE SYSTEM

[ =]

FM 63-11, Logistics Support Element Tactics, Techniques, and Procedures,
published 8 October 1996, describes the mission and functions of the logis-
tics support element (LSE). The LSE is primarily a civilian organization that
deploys to perform missions of the Army Materiel Command such as supply,
maintenance, and related functions. It also can provide or augment command
and control in the theater. FM 63-11 is designed as a handbook for LSE per-
sonnel and serves as a guide for commanders and logisticians in providing
logistics support in joint, multinational, and interagency environments. The
logistics civil augmentation program, or LOGCAP, is summarized in appen-
dix E. Initial distribution of FM 63-11 has been made, and copies can be re-
quested from the Army Publications Distribution Center. It also is accessible
from the Army Training Digital Library on the Internet (http://www.atsc-
army.org/atd/browse/doc_type.htm, then select “field manuals™). (See re-
lated article on pages 12 and 13 of this issue.)

The cost of eating in Army dining facilities changed in October when the
Department of Defense directed that a single standard rate of 57 a day be set
for most personnel. Previously, the cost of meals was determined by the
diner’s rank, duty status, position, and other factors. Meal rates ranged from
$2.40 for children under age 12 to $18.15 per day for personnel paying the
surcharge. The standard rate is designed to reduce confusion and administra-
tive burden by charging everyone, with few exceptions, the same meal rate.
Enlisted personnel who receive the basic allowance for subsistence (BAS)
will pay $7 for three meals a day, an increase of $2.25 from last fiscal year;
however, the cost still is less than the BAS rate of $7.15 per day they receive.

The Military Traffic Management Command Transportation Engineering
Agency recently published the third volume of Ports for National Defense
(PND). The 335-page East Coast PND publication uses more than 200 color
maps, photos, and charts to describe 8 militarily useful Atlantic ports. Hard
copies of individual port reports can be requested by calling (800) 722-0727.
The reports soon will be available in CD-ROM format and eventually on the
Internet. PND publications are popular among defense agencies and contrac-
tors because they describe in detail the characteristics and capabilities of sea-
ports in the United States. The PND reports currently are published in three
volumes: Gulf Coast, West Coast, and East Coast.

The Army is testing an acoustic and infrared, terminally guided submunition
that searches for, tracks, and destroys tanks and armored personnel carriers.
The brilliant antiarmor submunition, or BAT, is a 3-foot-long, 44-pound
submunition. If approved by the Army, fielding could occur as early as
the year 2000. For more information, contact the BAT project office, Red-
stone Arsenal, Alabama, by calling (205) 955-7783, or send e-mail to—
fwallace @redstone.army.mil.

(Continued on page 48)
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{Continued from page 2)

HISTORY PUBS
AVAILABLE

The Army Center of Military History (CMH), Washington, D.C., produces
CMH Pub 105-2, Publications of the U.S. Army Center of Military History.
The publication can be obtained by writing to—CMH, 1099 14th Street, NW,
Washington, DC 20005-3402, or Army Printing and Distribution Command,
2800 Eastern Boulevard, Baltimore, MD 21220-2896. The Center’s publica-
tions are also listed in DA Pamphlet 25-30, Consolidated Index of Army
Publications and Blank Forms, and can be found on the CMH home page
(http://www.army.mil/cmh-pg/appendix.htm).

AMMO INFO
AVAILABLE

A bibliography of studies on transportation of ammunition is available to
authorized persons. Write to—USALMC, ATTN DIRECTOR DLSIE ATSZ,
DL, BLDG 12500, 2401 QUARTERS ROAD, FORT LEE VA 23801-1705,
send e-mail to—kirklanj@lee-dnsl.army.mil, or call (804) 765-4007 or
DSN 539-4007.
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LOG NOTES

EDITOR’s OPEN LETTER

Deear Reader:

For every beginning there must
come an end. January 1970 marked
my beginning with Army Logistician.
January 1997 marks the end. After 27
years in the most challenging, re-
warding, and satisfying journalism job
of my professional life, [ shall join the
ranks of the retired.

Mo other job in the Army that I can
think of could have given me the great
opportunities to work with so many of
you who comprise our Defense Estab-
lishment—both military and civilian.
The working relationships with
authors, contributors, information
sources, proponents, supporters, and
more especially—readers have given
to me the highest degree of job satis-
faction. I shall truly miss those asso-
ciations.

Certainly there have been many
challenges to meet and obstacles to
overcome during these past 27 years.
Memories of the difficult times fade
quickly, however, when so many of
you would call or write and say, “Hey,
that was a great article on . 1 ac-
tually learned some things from the
new issue that I can use on the job,”
or, “Who can [ talk to find out more
about " When you get comments
and queries like these, vou know that
the tough, tense, stressful times have
been worth it.  You know that vour
work and effort is worthwhile because
it is making a difference; it is contrib-
uting 1o a greater understanding of lo-
gistics; it 15 helping logisticians do a
better job; and it is educating the war-
fighter on what it takes to sustain the
force.

As yvou read this, T will have con-
cluded my work on 162 of Arny Lo-
gistician’s 163 consecutive issues.
My hope is that the next 165 issues
will be equally as useful, informative,
and helpful.

Terry Speights
Dinwiddie, VA

ARMY LOGISTICIAN

DO AS 1 5AY. . .NOT AS | DO

The article, “Hiring Local Labor™
(Army Logistician, September-Octo-
ber 1996}, correctly advised, “Civilian
workers must be provided with the
same safety gear and tools that would
be issued to a soldier to accomplish
the same task.” On the same page was
a photograph showing a soldier saw-
ing a board with an electric hand-saw
and wearing safety goggles to protect
his eyes from flying wood chips.
Great! But standing directly adjacent
to him (apparently helping hold the
board being sawed), were three civil-
ians not wearing any of the important
“safety gear.”

The advice was good, but the photo
showed that putting that advice into
practice was lacking. As a surety ana-
lyst for the Army Materiel Com-
mand’s Surety Field Activity at Ab-
erdeen Proving Ground, [ hope vour
readers will follow the written advice
and not the pictorial example.

Henry Hoffman
Aberdeen Proving Ground, MD

NEWER NOT ALWAYS BETTER

[ just read CWO Ronald Durant's
article, “Aviation Maintenance From
the Trenches,” in the September-Oc-
tober issue of Army Logistician. Tt is
sad but true that the Army's promo-
tion system and modified tables of or-
ganization and equipment do not pro-
duce leaders with the ability to ade-
guately lead and train their soldiers.

Time the Army gives soldiers to get
a college degree takes them away
from aircrafl they are responsible for
maintaining. The Army then pro-
motes those with a degree and what
you end up with is a phase-team
leader and platoon sergeant who nei-
ther know or care about the aircraft on
which they are to supervise and train
their soldiers. In Vietnam, Hueys flew
8 1o 10 hours a day, required a “phase™

every 150 hours, and Army phase-
teams turned them around in 24 hours.
In Operation Desert Storm, | was turn-
ing around phase in 72 hours. In the
Sinai, with the Multinational Force
and Observers, our average furn-
around was 117 hours (at the end of a
very long supply lineg).

A few weeks ago, a two-man depot
team came to work on our T-53 air-
craft engines. The team and our main-
tenance platoon repaired 13 engines,
pulled and reinstalled 10 of them in 7
days, while maintaining two MEDE-
YAC standby aircraft at locations 223
miles apart

The %23 million spent rebuilding
new UH-60"s could have been spent
more wisely on rotor systems and GE
T-700 engines for the Huey [leet.
With just $3,000 for replacement tools
or 5100,000 for a second-hand tool
room and a couple pieces of equip-
ment, our enging shop could wrn out
many more phases then our current 17
in |1 months, By the way, Mr, Durant
was also right about civilian contrac-
tors. I didn’t see many in Irag.

Sergeant James A. Green

APO AE

Log Motes is your column—a
way for wou to share vour
thoughts and ideas on a variety
of logistics subjects. You may
want o comment on articles we
have published, take issue with
something we've published or
with something happening in the
logistics arena, or just share a
creative, innovative idea on a
better way to do things. Your
“note to the editor” is welcomed
and offers valuable feedback.
Your log note will be edited only
to meet style and space con-
straints.  All log notes must be
signed and include a return
address; but, if you request, your
name will not be published.
Mail log notes to EDITOR ARMY
LOGISTICIAN, ALMC SUITE
300, 2401 QUARTERS ROAD,
FT LEE VA 23801-1705; send
them by FAX to (804) 765-
4463 or DSN 539-4463; or e-
mail them to alog@lee-dsnl.
army.mil.
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Rail Support
~ of Military Operations

by Major John A. Watkins, USAR

Rail transportation, the backbone
of any major deployment,
must not become a ‘dinosaur.

L

s

Milimr}; railroad service has played a

major role in transportation history, Formed in 1862
as part of the Union Army, the Military Railroad
Service quickly became an important transportation
resource in the Civil War, In World War [, more than
69,000 troops were dedicated to providing railroad
transportation, and more than 43,000 personnel
worked in the railroad service in World War I1. The
Korean War was the first conflict in which the host
nation provided military rail transportation.

Over the years, economics has played the role of

“the revolving door™ in both military and civilian rail-
road communities. The Army inactivated its last ac-
tive rail component in 1974, The U.S. Army Re-
serve’'s (USAR’s) 737th Transportation Railway
Battalion in West Allis, Wisconsin, and the 1205th
Railway Operating Battalion in Middletown, Con-
necticut (which has a detachment in Sunny Point,

North Carolina), are the only railroad units remaining
in service.

During the 197()'s and 19807s, the civilian railroad
industry downsized and suffered heavy personnel

layoffs. Many major carriers sold their low-profit,
underused rail lines. Fortunately, civilian ranl trans-
portation experienced substantial economic growth in
the 199Ys. Much of this recovery is attributed to
changes in Federal Railroad Administration regula
tion and certification, purchases of new equipment,
and research and development in modernizing rail
systems.

Al the onset of Operation Desert Storm, the Army
discovered that the commercial rail transportation in-
dustry lacked sulficient manpower and equipment to
meet military requirements in the United States, The
757th Transportation Railway Battalion and the Sunny
Point detachment of the 1205th Railway Operating
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Battalion (known then as the 1205th Transportation
Railway Services Unit) were activated during the first
phase of Operation Desert Storm to support railroad
operations at military installations and depots, and
they remained on active duty until all units in the
Persian Gulf were redeployed to their home stations.
After Desert Storm, many installations and depots
expressed concern about the effectiveness of rail
support of any future conflicts.

No doubt influenced by lessons learned in Opera-
tion Desert Storm, the Army has experienced a re-
newed recognition of the importance of military rail-
road service. In 1995, railroad proponent offices
were established in the Army Combined Arms Sup-
port Command {CASCOM) at Fort Lee, Virginia, and
in the Army Transportation School at Fort Eustis,
Virginia, to oversee certification, training, and li-
censing of civilian and military railroad personnel.

ARMY LOGISTICIAN
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Members of the Army Reserve’s 1205th Trans-
portation Railway Services Unit (now Detach-
ment 1 of the 1205th Railway Operating Bat-
talion) (below) repair a rail line at the Military
Ocean Terminal, Sunny Point, North Carolina,
during Operation Desert Storm.

Requirements for effective worldwide railroad op-
erations have been included in the Total Army
Analysis. The importance of a viable military rail-
road service was validated again last summer when
some members of the 757th Transportation Railway
Battalion deployed to Bosnia to support Operation
Joint Endeavor,

Transportation is the core of strategic mobility, and
rail operations are the backbone of any major de
ployment. Throughout history, the railroad system
has been a reliable and cost-effective transportation
service. When we contemplate the “rightsizing” of
the military that is taking place and the Army’s criti-
cal dependence on strategic mobility to deploy its
forces, we must not forget the importance and reli-
ability of rail support of military operations, both in
the United States and abroad. The success of future
military deployments depends heavily on the Army’s
ability to retain and support transportation. As expe-
rience in Operations Desert Storm and Joint Endeavor
indicates, the military railroad system is an important
resource for providing that support. We must not let
this valuable service become a dinosaur.

Major fohn A. Watkins, USAR, is an Active
Guard Reserve fransportation officer assigned to
the Office of the Deputy Chief of Staff for
Operations and Plans, Department of the Army,
Washington, D.C. He received a bachelor’s
degree in liberal arts from New York University.
He is a graduate of the Army Command and
General Staff College and a member of the Army
Acquisition Corps.
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Falling In on War Re

To support units

coming from the United States

for Operation Joint Endeavor,
Combat Equipment Group-Europe
issued Army war reserve unit sets
in a contingency for the first time.

ch events test the mettle of the military
more than the deployment of forces into a theater of
operations, Preparing forces for deployment requires
an unprecedented degree of insight and forethought,
and actually deploying them raises a wide array of
logistics issues that often are left unaddressed in
peacetime operations.

As the Dayton Accord brought a tenuous end to 3
1/2 years of civil war in the former Yugoslavia, lo-
gisticians began to focus on supporting the 32,000
American troops who would bolster the fragile peace.
While transportation planners coordinated the assets
required to move umits into the theater, troops were
outfitted with the equipment they would need for the
Bosnian winter. Shipments of rations, repair parts,
and fuel into the area were expedited to support the
peacekeeping effort. And for the first time, continen-
tal United States (CONUS} units fell in on Army war
reserve equipment configured to unit sets for a con-
tingency operation.

Combat Equipment Group-Europe (CEG-E), es-
tablished in 1964 and only recently reflagged as a
subordinate element of the Army War Reserve Sup-
port Command (Provisional), had long maintained a
presence in the European theater. Now, after 30
vears of supporting Return of Forces to Germany
{Reforger) exercises and many equipment issues,
CEG-E would help test the viability of maintaining
unit sets in storage.

On 28 November 1995, CEG-E received electronic
message traffic indicating a strong likelihood that
deploving CONUS units would be tasked to draw sets

fr

! The Belgian National Training Center at Leo-
poldsburg served as the railhead for shipping
equipment to Hungary.

from war reserve stocks in Europe. Within a week,
the first of three liaison parties from CONUS units
arrived at the 16th Combat Equipment Company
(CEC) in Zutendaal, Belgium, to begin a process that
had never before been executed outside the bounda-
ries of a training environment: the contingency issue
of pre-positioned unit sets.

Deployments and Drawdown

During the years following the fall of the Berlin
Wall and the end of the cold war, CEG-E provided
equipment for nearly every regional conflict or con-
tingency mission involving U.S. troops. From the
Persian Gulf War to operations in Somalia, Rwanda,
Macedonia, and Haiti, CEG-E supported Army de-
ployments worldwide. Projecting forces across the
globe can be costly, however. CEG-E’s increased
operational support resulted in a slow but steady de-
pletion of the unit sets in storage and a corresponding
decline in readiness.
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S e r v e S by Captain Steven M. Leonard

The process of filling equipment shortages was
linked closely with the drawdown of U.S. Army,
Eurcpe (USAREUR), as mmactivating units shipped
much of their equipment to CEG-E sites. At the same
time, equipment issued in support of Operation Des-
ert Storm began to filter back o CEG-E. But the
readiness of both equipment receipts and returns fell
tar short of the high standard commonly associated
with war reserves. So, in early 1995, logisticians in
the Army War Reserve Support Command began as-
sessing the condition of the unit sets to determine
what resources—in both manpower and money—
were required to bring CEG-E stocks to technical
manual - 1 0/-2() standards.

After completing technical inspections on every
major end item in storage and identifying component
shortages through a detailed inventory process, CEG-
E moved forward with a comprehensive program to
repair each Army war reserve unit set and provide
readiness data to the Army Materiel Command and,
ultimately, the Department of the Army. Less than 2
months into this program, the Dayton Accord sig-
naled the first major test of the readiness of those war
TESErves.

ARMY LOGISTICIAN
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Preparation

Under the standard, Reforger-style procedures for
issuing unit sets, a drawing unit installs batteries in
vehicles, conducts inventories, performs equipment
maintenance, and proceeds as an organization to the
marshaling area. In this scenario, a combat equip-
ment company, with assistance from the drawing
unit, can issue fully mission capable sets from storage
in hours. However, with unit sets in various states of
readiness and completeness as Operation Joint En-
deavor began, Reforger issue timelines were, at best,
optimistic,

Because of the time-sensitive nature and size of an
operation like a multiple-set issue, logisticians must
anticipate logistics requirements early to ensure suc-
cessful execution of the mission. Within hours of the
first indications of a potential equipment draw, the
16th CEC put into effect a draft plan for preparing the
unit sets for issue that balanced available resources
with known requirements and projected the issue
across three separate and distinct timelines—one for
each deploying company. From that point on, as the
situation developed and additional information be-
came available, the 16th CEC was able to maintain a
certain degree of flexibility without sacrificing its
ability to respond to unforeseen requirements.

Before the sun crested the Belgian horizon on the
moming of 29 November, the first vehicles of an as-
sault float bridge (AFB) company set passed through
the doors of a controlled-humidity warehouse en
route to maintenance facilities for servicing and any
necessary repairs. Activation of the entire unit set
required 3 days; within a week, 163 pieces of rolling
stock were processed through maintenance and staged
for deployment with the remaining equipment.
Supply personnel organized basic issue items,
additional authorized items, components of end
iterns, and sets, kits, and outfits for ease of inventory
and a smooth transition to the receiving unit.

In short succession, this process was repeated for a
medium girder bridge (MGB) company set and a
combat support equipment (CSE) company set, as an
additional 442 heavy vehicles and trailers passed
through maintenance and into staging areas. Once
the equipment was staged, 16th CEC personnel began
laying out thousands of components to be inventoried
upon arrival of the deploying units. In total, the
preparation effort involved servicing, repairing, and
inventorying nearly 3,500 pieces of equipment from
the 3 engineer unit sets.

Coordination
Early in the preparation process, on 2 December, a
team from the 82d Engineer Battalion—the sponsor
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for all three deploying CONUS units—iraveled from
Bamberg, Germany, to the 16th CEC’s headquarters
in Zutendaal to establish a link that would prove in-
valuable as deploying personnel and equipment began
arriving in Europe. [The 82d Engineer Battalion is
part of the F3rd Infantry Division (Mechanized).]
During its meeting with the battalion, as in those that
followed with other organizations involved in the
deployment, the 16th CEC developed a clear delinea-
tion of responsibilities so all parties could focus their
resources effectively without unnecessarily dupli-
cating each others” efforts.

Two days after the arrival of the team from the 82d
Engineer Battalion, a liaison party representing the
586th Engineer Company (Assault Float Bridge) at
Fort Benning, Georgia, arrived, followed by groups
from the 55th Engineer Company (Medium Girder
Bridge) at Fort Riley, Kansas, and the 362d Engineer
Company (Combat Support Equipment) at Fort
Bragg, North Carolina. After receiving an inbrief and
welcome from key staft at the CEC. each group began
working with the site’s work force of soldiers and
local nationals to execute specific tasks that would
facilitate the issue of its unit sets.

The tasks for the liaison party from the 586th AFB
Company included inventorying, uploading, and as-
suming responsibility for a unit set consisting of more
than 1,400 pieces of equipment. Understanding the
critical nature of their mission—establishing the re-
turn bridge crossing on the Sava River dividing
Croatia from northern Bosnia, which was the main
artery into theater for American forces—only served
to highlight the importance of expediting the unit set
1ssue. Time was a very precious commodity. Within
10 hours, the liaison party completed the equivalent
of a change-of-command inventory and signed the
unit set hand receipt.

The party from the 55th MGE Company concen-
trated its efforts on configuring and palletizing the
multitude of components that comprise a medium
girder bridge set. With the assistance of a team of 11
soldiers from the 82d Engineer Battalion, the com-
pany began work on the available components, while
shortages identified during the component-level in-
ventory completed 2 months earlier were shipped in
from the 24th CEC in Livorno, Italy, and from
CONUS depots. Work continued through January.
Additional resources, including 19 more people, were
used so that the inventory and hand-over of the bridge
set could be completed before the main body of the
company arrived from predeployment training at the
Combined Maneuver Training Center (CMTC) at
Hohenfels, Germany: this training was a USAREUR
prerequisite for personnel bound for peacekeeping
duty in the Balkans.

&

{1 The 16th CEC provided accelerated driver
training to deploying soldiers of the 362d Engi-
neer Company.

Execution

At 2000 on 20 December, buses carrying the 586th
AFB Company arrived in Zutendaal from their pre-
deployment training at Hohenfels. The troops turned
in their weapons and night-vision devices, while key
leaders discussed the following day’s activities. Two
hours later, the buses departed for the Hengelhouf,
the Belgian recreation center that would serve as the
unit’s home for the next several days.

The following morning brought a flurry of activity
as organizational logistics personnel from the 586th
AFB Company descended upon their new equipment.
Supply personnel updated inventories and sub-hand-
receipted equipment, while maintainers performed
preventive maintenance checks and services (PMCS)
and exercised equipment. Despite 2 consecutive
weeks of subfreezing temperatures, maintenance
problems were minimal, thanks to a simple yet inno-
vative plan that circumvented the harshest effects of
an early winter: each moming, 16th CEC personnel
started all pieces of equipment and allowed their en-
gines to achieve operating temperature, which helped
ensure that potential maintenance problems were
identified early and resolved.

Communications specialists from both units
worked through the night installing single-channel
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ground and airborne radio system equipment into
viehicles, while final preparations were completed for
convoy operations scheduled for the following day.
On the moming of 22 December, the 586th AFB
Company arrived en masse to begin the first contin-
gency deployment of a unit set in the history of Army
WAT Teserves.

After completing PMCS, the first of four march
serials of the 586th AFB Company departed for the
railhead at the Belgian National Training Center in
nearby Leopoldsburg. With escort and route clear-
ance provided by four host-nation military police
companies, the serials closed on the staging area
without incident 30) minutes later.

Rail loading commenced on 23 December, with the
first train departing for Hungary on Christmas
Eve. Operations continued through the Christmas
holidays, and the last of four trains left the railhead
late on 27 December. In total, the 16th CEC de-
ployed 163 heavy vehicles and trailers and another
1,252 various pieces and types of equipment with the
586th AFB Company—a complete unit set fully ca
pable of accomplishing the tasks awaiting the com-
pany in Bosnia.

Before the tracks could cool, the main body of the
362d CSE Company arrived on 10 January from Fort
Bragg to begin inventorying its equipment. The larg-
est of the three unit sets, the combat support equip-
ment company set comprises more than 1,500 end
itemns, nearly 160 of which are prime movers and as-
sociated rolling stock. In fact, due to the high density
of heavy equipment present in the combat support
equipment set, the issue was performed as a joint op-

eration with the 16th CEC’s sister company, the 23rd
CEC i Bettembourg, Luxembourg. A highly pro-
fessional unit with exceptional leadership, the 362d
CSE Company executed a textbook component-level
inventory in just 21 hours—an accomplishment that
inspired the CEG-E commander, Colonel Charles R.
Golla, to comment to the soldiers, “That’s why you
wear the maroon beret!™

During this process, the 362d CSE Company re-
ceived concurrent training from the 16th CEC on the
heavier equipment it would receive for its deploy-
ment to Bosnia, An XVIII Airborne Corps unit, the
362d CSE Company trains with equipment tailored to
its role as a light combat support equipment com
pany. For Operation Joint Endeavor, the company’s
mission required a heavier equipment configuration,
most notably 20-ton dump trucks instead of the 5-ton
trucks issued to it at Fort Bragg,

Commencing on 12 January, the 16th CEC con-
ducted 3 days of accelerated driver training on the C-
5 transport-capable airfield that straddles the site.
This training was capped with a hands-on test that
would challenge even the most experienced opera-
tors. With deployment considerations influencing the
nature and scope of the training, the CEC modeled
the final test after similar examinations used to pre-
pare military personnel for operating heavy emer-
gency response equipment, where weeks of prepara-
tion training are often a necessity. In all, 41 soldiers
received training on the equipment with which they
would deploy into Bosnia; the fact that each operator
successfully completed that level of training within
the allotted 72 hours only confirmed the CEG-E

Host nation military police escorted convoys, directed traffic, and provided route security for serials
moving to the railhead at Leopoldsburg.

ARMY LOGISTICIAN

PROFESSIONAL BULLETIN OF UNITED STATES ARMY LOGISTICS 9



commander s earlier assessment of the unit’s quality.

When the 362d CS5E Company departed for its
predeployment training at Hohenfels on the morming
of 17 January, the 55th MGB Company had already
begun rail-loading operations at Leopoldsburg. After
returning from CMTC on 14 January, the 55th Engi-
neer Company had only 24 hours to inventory its
complete unit set before convoying to the railhead
staging area. While simultaneously conducting driver
testing and preparing the 362d CSE Company for
deployment, the 16th CEC focused its remaining re-
sources on the task at hand. Working late into an un-
seasonably cold Sunday night in Belgium, the MGB
company was inventoried, loaded, and staged in
march serials for the following day’s convoy.

The ability of the 16th CEC to concurrently per-
form such a vast array of missions (the company also
was tasked to prepare and ship more than 700 addi-
tional end items for other Operation Joint Endeavor
units) served as testimony to the high degree of com-
petence and the uncommon work ethic of the Belgian
work force. But the true test of their motivation and
commitment to the success of the mission would
come with the final stage of the deployment of the
362d CSE Company.

Delaved in Hohenfels and unable to meet its rail-
loading schedule, the company’s oplions were limited
by circumstances beyond its control. With railcars en
route from each of the four countries bordering
Belgium, the costs associated with delaying or can-
celing the rail movement were prohibitive. Always
prepared to face off against a new challenge, the 16th
CEC attacked the situation with the same spirit and
go-to-war mentality that earned the unit its motto,
“We Fight Tonight!™

On 25 January, after it had been reorganized to ac-
complish the mission ahead, the 16th CEC began
moving equipment to Leopoldsburg for rail opera-
tions scheduled to begin the next morning. By early
afternoon, the entire 362d CS5E Company set was
staged at the railhead. Friday, 26 January, marked
another first in the unit’s history: before that day, the
16th CEC had never conducted rail-loading opera-
tions. A highly motivated and diverse crew—includ-
ing mechanics, drivers, storage specialists, and even
secretaries—arrived at Leopoldsburg to ensure that
the 362d CSE Company would meet its deployment
schedule.

Working throughout a day marked by constant
snow and bitter winds that dropped the wind chill
Factor to -7 degrees Fahrenheit, the novice team fin-
ished loading the first train within 5 hours—faster
than either of the two previous units had been loaded.
As weather conditions grew worse, personnel contin-
ued to press on, and most of the second train was
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Belgian local nationals of the 16th Combat

Equipment Company helped to inventory unit sets
with soldiers from the three units deployed from
CONUS (above). At the Leopoldsburg railhead, a
medium girder bridge pallet is moved into posi-
tion for loading on a railcar (right).

loaded when dusk brought an end to the day’s work.
The following morning, the 362d CSE Company re-
turned to finish rail loading its equipment, completing
the task a full day ahead of schedule. Thanks in no
small part to the efforts of the 16th CEC, the soldiers
of the 362d CSE Company enjoyed their first break in
nearly 2 months, earning valuable time to rest and an
opportunity o watch Super Bowl XXX before depart-
ing on the final leg of their journey on 29 January.

Lessons Learned

During Operation Joint Endeavor, the 16th CEC is-
sued three of the largest and most diverse unit sets in
the Army war reserves. In accomplishing the contin-
gency release of the unit sets, the CEC tested proce-
dures in effect since the height of the cold war. For
this operation, however, the equipment was destined
to maintain a fragile peace in the Balkans rather than
halt an onslaught through the Fulda Gap.

After deploying the 586th AFB Company, the CEC
conducted an open-forum after-action review (AAR)
to assess and critique the initial phase of the operation.
Many tasks were well executed, but some areas
called for improvement. Critical lessons learned
were noted and emphasized with subsequent unit set
issues; another AAR following the departure of the
55th MGB Company set the stage for a smooth,
seemingly effortless issue with the 362d CSE Com-
pany.

Not surprisingly, the lessons learned were logistics
oriented and consistent with conventional wisdom for
any conlingency operation

* Anticipate logistics requirements early: this is
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the key to maintaining flexibility as the mission
evolves and matures,

= Establish a clear, focused understanding of the
commander’s intent and an equally clear delineation
of specific responsibilities.

* Develop mission plans across several timelines
to allow for those inevitable changes beyond the
logistician’s control.

* Accurately assess internal capabilities and avail-
able resources; this is vital to cross-leveling the work
load and meeting mission timelines.

* Take every opportunity to complete mission re-
quirements ahead of schedule; timelines will change,
50 be prepared to test surge capabilities.

* Maintain a positive, customer-oriented approach
to every aspect of the mission. Customer satisfaction
is the final and most enduring measure of success.

In retrospect, the true key to the success of the
16th CEC’s mission was the human element behind
the operation. Civilian personnel accustomed to a
more structured work schedule responded remarkably
well to unprogrammed overtime requirements, often
working late into the night to ensure mission conti-
nuity. Through the holiday season, on weekends, and
during some of the wettest, coldest weather imagin-
able, the local Belgian nationals displayved a work
ethic admirable by any standard.

During the deployment phase of Operation Joint
Endeavor, the work force of the 16th CEC repaired
and serviced 272 wheeled vehicles, 229 trailers, 164
pieces of heavy engineer equipment, and 117 pieces
of ground support equipment. With the deployment
of the three CONUS units through Zutendaal, the
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CEC issued 3,457 end items and more than 92,000
components. Performance of unit set inventories av-
eraged just over 13 hours, at a rate of over 2,200
components per hour,

Through the combined efforts of the seven combat
equipment companies within CEG-E, the group’s
contribution during the initial weeks of Operation

Joint Endeavor was significant. Military and local
nationals from Belgium, Ttaly, Luxembourg, and the
Netherlands orchestrated the smooth transition of
Army war reserve equipment to the American forces
deploying into the Balkans,

On 29 January, the last trainload of equipment de-
parted Leopoldsburg for Zupanja, Croatia, marking
the successful completion of the first contingency test
of Army war reserve stocks configured to unit sets,
With Operation Joint Endeavor, the Army demon-
strated its ability to use those stocks to project forces
globally and quickly react to any crisis worldwide
with the necessary troops and equipment. A vital
component to the success of the Army’s force pro-
jection strategy, Combat Equipment Group-Europe
stands ready to answer the call—whatever the mis-
sion, wherever the destination. “We Fight Tonight!™

Captain Steven M. Leonard commands the 16th
Combat Equipment Company, Combat Equipment
Group-furope. He graduated from the University
of Idaho in Moscow and holds a master's degree
from Murray State University in Kentucky. He is a
distinguished graduate of the Ordnance Officer
Advanced Course and a graduate of the Air As-
sault School.
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Bcing a Department of the Army civilian
no longer means remaining safely on the home front
supporting only continental United States (CONUS)-
based military missions. As the Force XXI Army
evolves, so does the Army’s need for civilians and
contractors who have the technical skills to use and
maintain continuously evolving technology on the
battlefield. In recent years, many Army Materiel
Command (AMC) civilians have been deployed 1o
Saudia Arabia, Somalia, Rwanda, Haiti, and Bosnia
to support the missions, the soldiers, and the equip-
ment. Lessons learned during Operations Desert
Shield and Desert Storm highlighted the Army’s need
for a single element to centralize command and con-
trol of AMC personnel in a deployment theater. The
result was the concept for the logistics support ele-
ment (LSE).

As the LSE concept evolved during humanitarian
operations in Florida following Hurricane Andrew
and in Somalia for Operation Restore Hope, it be-
came obvious that the deployed LSE needed a com-
munications link with the support base. The LSE fly-
away package was developed to meet the automation
and communications requirements of the deployed
LSE.

Linking CONUS to the Field

The LSE provides technical assistance to units in a
theater of operations to enhance supply, maintenance,
and readiness. It is tailored to the needs and desires
of the supported command and bridges the strategic
and tactical levels of logistics in the theater. Regard-
less of its location, it is the link between the industrial
bases and the operational logistics units in the theater.
It enables CONUS-based and theater logistics
elements to work with tactical units as a seamless
logistics system.

To accomplish its mission, the LSE needed a re-
liable, real-time communications and automation link
between CONUS-based systems and the deployed
forces. The AMC Logistics Support Activity
(LOGSA) at Redstone Arsenal, Alabama, and the
Army Communications-Electronics Command (CE-
COM) at Fort Monmouth, New Jersey, joined to-
gether to find a solution. Lessons learned from past
deployments stressed the critical need for a deploy-
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able communications package that was small, tailor-
able, interactive, self-sutficient, and easily deployed.

No less critical was the need for deployable auto-
mation support. A forward projection force of fewer
people and resources requires real-time answers 1o
logistics problems and the capability to obtain in-
formation immediately, The nature of the mission
requires connectivity to be as effortless as possible
and response time to be guick. In past operations,
forward-deployed forces often were frustrated in their
attempts to communicate with CONUS.

LOGSA and CECOM designed a basic package
that combines both desktop and cellular telephone
service, data transmission, and video capabilities with
a computer network link-up for the forward area. The
package simply “flies away™ with the deploying ele-
ment and equipment (thus the designation “LSE fly-
away” package). The LSE fly-away package uses the
latest off-the-shelf, integrated automation and com-
munications equipment to send information anywhere
in the world.

The first test of the LSE fly-away package concept
occurred when the AMC LSE deployed to Haiti in
support of Operation Uphold Democracy. For this
operation, the fly-away package exceeded all expec-
tations. For the first time, all AMC employees in the
forward area had full-time access to a comprehensive
communications system that was tailored to meet
their needs. Using the fly-away package, the LSE
tapped into various local area networks (LAN's) for
direct connections to many logistics data bases
worldwide, such as the logistics intelligence file,
commodity command standard system, standard
Army retail supply system, total asset visibility, and
global transportation network. The CECOM host
provided all network management for the users in
Haiti. The fly-away package systems interfaced di-
rectly with the theater tactical networks and the CE-
COM host. LSE personnel placed mobile subscriber
equipment and triservice tactical communications
system calls from their desktop or cellular phones.

The CECOM electronic mail system connected
with other LAN-based e-mail systems such as the De-
fense Logistics Agency’s (DLA's) “e-z mail.” This
connection provided a gateway to hundreds of other
valuable information sources. As a collateral benefit,
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LSE Fly-Away Package ........

support element’s deployable communications and automation
rable, interactive, self-sufficient, and adaptable to any scenario.

XVII Airborne Corps units also were able to connect
with CONUS-based automation resources.

The communications equipment in the package en-
ables the LSE to support deployed soldiers and civil-
ians with faster, superior quality, multiple-location
connections and to use voice and data media simulta-
neously. The fly-away package provides real-time
access to various logistics data bases and remotely
based support personnel. This real-time access
greatly simplifies many tasks for LSE personnel. For
example—

* The status of stocks is immediately obtainable
from AMC major subordinate commands, DLA sup-
ply centers, or other service managers. High-priority
requisitions can be called directly into the wholesale
system, and their status obtained within 8 hours,

* Worldwide retail asset visibility is at the user’s
fingertips. Cross-leveling stocks within the theater is
simplified by this consolidated visibility.

* Materiel shipment information expedites tracing
shipments in transit.

= Statistical data from the theater are accessible
for reports and analyses.

» Theater-wide visibility of requisition processing
helps identify systemic problems.

* Access to LAN and CD-ROM data bases pro-
vides logistics assistance representatives with infor-
mation resources to solve technical problems.

Ma Bell on Wheels

Lessons learned in the deployment to Haiti for Op-
eration Uphold Democracy suggested the need for
modifications and improvements to the basic fly-
away package. The improved package can be de-
ployed in less than 2 hours and can be operational in
less than 1 hour after arrival in the forward area. The
package is adaptable to any scenario, In a modular
configuration, it can be set up in a tent, a warchouse,
or on the top floor of a building. It also can be
delivered prepackaged and mounted in a modified
commercial pop-up trailer or in a specially designed
high-mobility, multipurpose, wheeled vehicle
(HMMWYV) 5250 shelter. The internal configuration
of the pop-up trailer provides secure space for
equipment storage and a small operations center for
network personnel. Once locked down, the trailer can
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be airlifted easily; when off-loaded, it is immediately
mobile. The HMMWY configuration comes with a
power generator and easily moves from one location
to another. In either configuration, the LSE fly-away
package is a welcome sight for deployed personnel,
who often refer to it as “Ma Bell on wheels.”

The logistics community is challenged constantly
to reduce the cost and “footprint” of logistics support
and infrastructure without reducing readiness and to
trim the duration and cost of the research, develop-
ment, and analysis cycle to increase logistics capa-
bilities and efficiency. The fly-away package meets
both of those challenges.

Although the fly-away package was designed to
meet an evolving LSE mission, it also can meet the
Force XXI challenge for reengineering the Army’s
functional processes. The Force XXI architecture
calls for paradigm-bursting solutions, methods, and
processes that effectively “change the way we do
business.” This architecture opens the door for ex-
perimentation and innovation and paves the way for
development of “field fixes for field needs™ such as
the LSE fly-away package .

Information is useless unless it can be accessed,
used, and shared in any scenario, whether it is an in-
house Army exercise, a joint or multinational en-
deavor, or a humanitarian relief effort involving local,
state, Federal, or international civilian agencies. Ef-
fective information management is critical to the suc-
cess of Force XXI initiatives. The fly-away package
meets the communications and automation needs of
the LSE and supported forward-area activities as noth-
ing else has. It has answered the 21st century re-
quirement for reliable communications and informa-
tion management technology that can go anywhere
anytime. With the fly-away package, the AMC LSE
can support the needs of deployed soldiers and civil-
ians, both now and in the 21st century. \LOG

Jovee Rudd is a logistics management specialist
for the Army’s logistics assistance program at the
AMC Logistics Support Activity, Redstone Arsenal,
Alabama. She is a graduate of the Army Materiel
Command School of Engfneerfn,¥ and Logistics in
Texarkana, Texas, and previously was a supply
management representative at Fort Lewis,
Washington.
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Occupational Health at AM

by Lieutenant Colonel Benjamin G. Withers, Colo

The Army Materiel Command (AMC) and the Army Medical Co
to improve occupational he

Whlg,r should logisticians be interested in a
partnership involving occupational health (OH)?
There are three basic reasons. First, the people who
work with and for us are frequently exposed to occu-
pational and environmental health hazards, ranging
from poor air quality to radiation to heavy metals,
While such hazards are more often found in heavy
industrial operations at depots or ammunition plants,
they also are present in installation logistics opera-
tions and in combat service support operations in lac-
tical units. Just consider what occurs in motor pools,
maintenance shops, arms rooms, and paint booths,
where soldiers and Army civilians can be exposed (o
solvents, heavy metals, and physical hazards. QOur
job is o recognize, assess, and mitigate these risks.

Second, Occupational Safety and Health Adminis-
tration (OSHA) standards have become more strin-
gent, demanding more of our time and attention. And
third, civilian worker compensation costs have risen
steadily for years. The total Army Materiel Com-
mand {(AMC) workers’ compensation bill for fiscal
year (FY) 1995 was $58.9 million. It is clear that all
of us should pay attention to occupational health.

The real OH challenge lies in the fact that correct-
ing potentially dangerous situations requires addi-
tional funds. In auvstere times, it is difficult to make
expenditures—even economically justifiable ones
that are designed to prevent problems that may not
develop for years,

The occupational health partnership program
(OHPP) was established by a 1992 agreement be-
tween AMC and the Army Health Services Command
(HSC) [now known as the Army Medical Command
(MEDCOM]}] to meet the challenge of improving OH
services at AMC installations. Through “the partner-
ship,” commanders of AMC Government-owned,
Government-operated (GOGO) installations have
gained a role in determining the OH services to be

provided but have to share the costs. [Commanders
of Government-owned, contractor-operated (GOCO)
installations already controlled health care through
the contracting process. |

Logisticians should be familiar with the history,
goals, tenets, status, and future of the OHFP so they
will be better able to use the partnership to manage
OH services and ultimately control costs at AMC
GOGO installations.

Creating an OH Partnership

Traditionally, the Army Medical Department pro-
vided or managed all medical support at Army
GOGO installations using its own appropriated re-
sources. While primary care requirements varied at
AMC installations, the principal medical support
mission was usually OH, which includes industrial
hygiene (monitoring the workplace for potential
health hazards), preplacement examinations of per-
sonnel, medical surveillance (limited physical
evaluations of personnel based on potential expo-
sure), periodic physical evaluations, and treatment of
occupational injuries and illnesses.

By 1992, several factors had made the OH mission
increasingly difficult for medical commanders to ac-
complish. These included inadequate funding,
declining populations at installations (resulting in
higher per capita costs), heightened expectations of
medical care by beneficiaries, and proliferation of
regulations promulgated by OSHA, the Department
of Defense (DOD), and the Department of the Army
(DA). By 1991, OH services at AMC installations
were strained to the breaking point.

Caught between waxing regulation and compensa-
tion costs and waning support, commanders of AMC
GOGO installations looked for solutions and were
willing to pay reasonable costs for them. Some had
even hired their own industrial hygienists, independ-
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nel Eric T. Evenson, and Brigadier General Joseph W. Arbuckle

mmand have formed a partnership
alth services for AMC's work force.

ent of the supporting medical clinic, thereby creating
fragmented, inefficient industrial hygiene programs.

In December 1991, General William G.T. Tuttle,
the AMC commander, and Major General Alcide
LaNoue, the HSC commander, met to discuss the
situation and search for a solution. The two com-
manders signed a memorandum of agreement (MOA)
creating the OHPP in January 1992,

The Partnership Program

The OHPP describes how AMC and MEDCOM
will share control, responsibility, and costs for OH
services al AMC GOGO installations. Its stated pur
pose 15 to improve OH support to AMC. The partner-
ship sets three major goals

* Protect the health of the military and civilian
work force.

*  Ensure comphance with O5SHA and other appli-
cable standards.

* Manage workers’ compensation costs.

The AMC-MEDCOM agreement has four basic
tenets

* MEDCOM retains control of medical missions
and personnel ai AMC GOGO installations. AMC
installation commanders may not hire and manage
their own separate medical assets.

*» AMC, in partnership with MEDCOM, deter
mines the OH services (personnel or equipment) re-
guired at each GOGO installation and pays for those
services above an established baseline. If the AMC
mnstallation commander wants additional medical re-
i sources, he or she transfers funds to the supporting

Army hospital commander, who obtains and manages
the resources. This concept of “enhancement” 1s the
heart of the OHPP and was a significant departure
from the historical paradigm under which MEDCOM
paid all costs,

* Industrial hygiene remains a medical mission
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under the control of the installation director of health
services. This arrangement prevents AMC installa-
tion commanders from hiring industrial hygienists to
do workplace surveys, butl allows them to -'.‘III]T'II'II‘,.-'

hyvgienists in support of the acquisition mission.

+ MEDCOM employs coordinated care program
principles, including negotiated agreements with lo
cal health care providers, in providing ambulatory
care at AMC installations. MEDCOM may provide
required support through arrangements with off-post
health care providers.

The oniginal MOA directed phased implementation
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of the partnership over 3 years. This occurred during
FY’'s 1992 through 1994 with a substantial commit-
ment of human and fiscal resources by both major
Army commands (MACOM™s). FY 1992 was used
to evaluate existing OH programs, develop indica-
tors for measuring OH program performance, deter-
mine funding levels, and market the partnership con-
cept within both MACOM’s. In actuality, these
processes continued beyond FY 1992,

Multidisciplinary teams, including OH and man-
agement experts, began visiting AMC installations to
assess the existing OH programs. They provided
both medical and installation commanders with cur-
rent OH program assessments and recommendations
for program enhancements. To manage quality and
ensure that resources were well spent, the AMC sur-
geon and management analysts from the AMC Man-
agement Engineering Activity developed approxi-
mately 30 program indicators. Using outcome meas-
ures, the indicators evaluate clinic utilization, worker
compensation costs, and health hazard monitoring
prograims.

The partnership was field tested during FY 1993,
Four AMC installations—Corpus Christi Army De-
pot, Texas; Red River Army Depot, Texas; McAlester
Army Ammunition Plant, Oklahoma; and Pine Bluff
Arsenal, Arkansas—were selected as prototype sites.
All four installations are within the Brooke Army
Medical Center Health Service Region.

The program was expanded during FY 1994 using
information gained earlier. OH program evaluation
teams visited most of the 29 AMC GOGO installa-
tions to provide input and facilitate implementation.
The AMC Management Engineering Activity's facili-
tating role ended; its data collection and reporting re-
sponsibilities were passed to the Army Center for
Health Promotion and Preventive Medicine (formerly
the Army Environmental Hygiene Agency).

Program development continued beyond the envi-
sioned 3-year period. During FY 1995, the AMC
surgeon revised the indicator system to enhance the
collectibility, accuracy, and usefulness of OH pro-
gram performance data to installation commanders.
The new system took effect in FY 1996, with data
collection and reporting responsibilities passing to the
AMC surgeon. In August 1995, a new partnership
MOA was signed by the AMC and MEDCOM com-
manders. The updated MOA incorporated the new
status of MEDCOM and an agreement to use FY
1993 medical support levels as MEDCOM’ s baseline
resource obligation unless another mutually agreeable
level is negotiated.
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Current Status of the Partnership

The purpose of the partnership was worthy, but
execution has been slow and uneven. Some AMC
installation commanders are actively managing their
OH programs, resulting in significant savings and
risk avoidance. Their programs are characterized by
good data collection and utilization, active Safety and
Occupational Health Advisory Councils (SOHAC's)
and Federal Employee Compensation Act (FECA)
committees, and strong command support.  Other in-
stallations, however, are deriving little benefit from
the OHPP. Indeed, both the OHPP and OH services
at many AMC GOGO installations can still be im-
proved. Several areas deserve the continued attention
of both commands—

» Indicators. The indicators are simple and readily
collectible. Commanders who review them will find
them useful in managing their OH programs.

» Medical officer rating chain. To foster team-
work and lovalty, the AMC installation commander
should be in the rating chain of the supporting clinic
chief. MEDCOM policy supports this notion; instal-
lation commanders should insist on it.

» Medical officer training. MEDCOM and AMC
should make every effort to put well-trained and mo-
tivated physicians, whether military or civilian, at
AMC installations as OH program managers. Strong
leadership in this position is of paramount impor-
tance.

* Agreement on support. AMC installation com-
manders and supporting Army hospital commanders
must periodically update their interservice support
agreements (ISA's) so they remain current and
meaningful. At GOGO chemical surety installations,
the tenant chemical activity commander is a uniquely
large stakeholder who may desire to participate in the
partnership. He or she may either do nothing (if sat-
isfied with current support), enter into the existing
ISA as a third signatory (the preferred solution), or
write a separate ISA with the supporting Army hospi-
tal commander. In any case, the chemical activity
commander should discuss the matter with the instal-
lation commander.

At the MACOM level, AMC and MEDCOM
should develop a mechanism to address the greater
issue of changing mission and support requirements
over time. The concept of using FY 1993 as MED-
COM’s baseline obligation was already unsatisfac-
tory in FY 1993 at many installations and gets further
out of date with the passage of time. Nonetheless,
installation commanders must work within this pa-
rameter for now. MEDCOM is currently studying
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objective allocation of OH resources by capitation.

* Personnel enhancements. During FY 1995, per-
sonnel ceilings imposed by DOD on MEDCOM
stalled the efforts of many AMC installation com-
manders to enhance their OH programs with civil
servants. In an era of smaller Government, both
commands should consider contracting for future per-
sonnel enhancements.

* Primary care. While OH is their primary con-
cern, AMC installation commanders naturally are
concerned with primary care for eligible beneficiar-
ies, which is often a more politically sensitive and
pressing issue. At remote installations, where de-
mand for primary care is usually increased, MED-
COM is hard pressed to deliver what is expected.
There is no easy solution, but MEDCOM hopes that
TRICARE, the new DOD health care program, will
help. Guard and reserve supporti—especially den-
tal—may be obtainable and helpful.

Future Directions

The OHPP is not status quo. It is an evolving, dy-
namic program intended to meet the OH needs of
AMC. The future of the OHPP depends on the con-
tinued commitment of each AMC GOGO installation
commander and the supporting Army hospital com-
mander. The program must be responsive to chang-
ing fiscal resources, missions, and OH regulations.

Increased funding of the Army’s OH program
would reduce the need for AMC to spend nonmedical
operating dollars for OH care. However, shared
tunding of OH is a continuing reality. Another solu-
tion would be to distribute all OH dollars directly to
AMC, which then could purchase OH services. This
would ease friction between the two commands but
would require substantial contract management by
AMC and is generally unpopular.

It the OHPP is unsuccesstul in enabling installa-
tion commanders to control their OH programs, re-
duce their FECA costs, and mitigate their noncompli-
ance risks, then alternatives to the present program
must be sought. Contracting of OH services is ong
option.  Virtwally all Army ammunition plants are
GOCO installations with contracted medical services.
Under contracting, a medical services statement of
work would detail the OH services the contractor
must provide, and medical overhead would simply be
another cost of doing business for AMC. Admittedly,
this system is disadvantageous for installations under
the Defense business operations fund because all costs,
including medical, go into customer rates. Another
alternative would be for the OHPP to be incorporated
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into a proposed DOD occupational health program.

The past 4 years have seen many changes in the
planning and delivery of OH services at AMC instal-
lations. The significant problems that loomed in
1991 and led to the development of the OHPP have
been addressed. While problems persist at some lo-
cations, most installation commanders, managers, and
workers are satisfied with their OH support.

Admittedly, the partnership has not delivered all
that was intended—yet. However, it has established a
workable mechanism for improving OH services at
AMC installations. Installation commanders are now
empowered to manage their local OH programs. If
they are already satisfied, they can leave things alone;
if not, they can make a change. In either case, the
choice is appropriately theirs, for it is they who are
responsible for the welfare of their personnel and the
competitiveness of their business posture.

The OHPP must be allowed time to mature,
Working through the partnership, AMC and MED-
COM leaders can accomplish much more. The part-
nership’s success could herald a new way of re-
sourcing and managing OH care, which could serve
as a model for future Army and DOD OH programs.

Lieutenant Colonel Benjamin G. Withers is
Chief of Occupational Medicine, Army Materiel
Command. He formerly served as the Chief of
Preventive Medicine, 97th General Hospital,
Frankfurt, Germany. He holds a B.5. degree from
the United States Military Academy and an M.D.
degree from the Uniformed Services University of
the Health Sciences. He is a graduate of the Army
Command and General Statf College.

Colonel Eric T. Evenson is the Command Sur-
geon, Army Materiel Command. He formerly
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‘You Gonna Be a Greeter?’

TL:]] a fellow soldier that you, a quarter-
master officer, are going to work for Wal % Mart™ for
the next year in the Department of Defense training
with industry program, and certain questions are sure
to follow. “Oh, are you gonna be a greeter? Aren’t
you a little young for that?” And, “What on earth can
Wal* Mart teach the Army about logistics?” Before |
answer that last question, let me give you a little
information on how the largest retailer in the world
operates.

Over 2,000 Retail Stores

Wal* Mart employs over 600,000 “associates™
(slightly more than the current Army strength). The
logistics arm of the company is the 30,000-associate
Division 7 in Bentonville, Arkansas. This small part
of the company (less than 6 percent of the total em-
ployees) is nothing short of miraculous.

Division 7 manages the warchousing and trans-
porting of everything the company sells in over 2,000
Wal* Mart and Sam’s Club™ stores in the United
States, Canada, Mexico, and Hong Kong. In 1995,
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that was nearly 2 billion cases of freight worth over
$83 billion. Wal*Mart distributes the freight
through a network of 20 regional distribution centers
(DC’s) across the country.

Each DC employs nearly 2,000 associates and is
organized like a small, self-contained battalion.
Separate functional elements provide transportation,
maintenance, supply, training, data processing, and
personnel administration services. There is even a
dining facility at each DC.

A visit to the maintenance section of a DC is a lot
like a wvisit to a company maintenance shop.
Wal * Mart's maintenance program, like the Army’s,
includes a well-organized, automated “prescribed
load lList” and scheduled preventive maintenance
checks and services.

Each DC accomplishes an incredible amount of
work every day. A single DC can unload and load
over 200 tractor-trailers with merchandise daily. A so-
phisticated transportation control system in Ben-
tonville, Arkansas, routes tractor-trailers of mer-
chandise from vendors to the regional DC's. A dis-
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by Captain Vernon L. Beatty, Jr.

patch office collocated with each DC controls
Wal * Mart's private fleet of trucks that transport the
merchandise from the DC’s to the retail stores. On a
big day in the fall season, the DC network may proc-
ess 8 million cases of freight.

Point-of-5ale Distribution Technology

Technology plays a significant role in Wal % Mart's
success. When you buy a tube of toothpaste from the
local Wal * Mart store, its bar code is scanned at the
checkout counter. A Wal % Mart-owned and -oper-
ated satellite communications network passes the
scanned information to the Bentonville data base.
The system subtracts your purchase from the total in-
ventory in the supply chain and automatically directs
both store replenishment and supplier purchase
transactions. The following day, a bar-coded label
printed at the DC tells the order clerk to pull that
product from the storage bin and place it on the con-
veyor. A bar-code reader automatically routes the
product along the conveyor to a truck that will deliver
it to the appropriate store. The toothpaste you buy at
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Supply chain management

is moving the right items

to the right customer

at the right time

by the most efficient means.
The author talks about

his experience in the

training with industry program
and Wal*Mart'’s

supply methods.

4 p.m. today will be restocked in the store by 10 p.m.
tomorrow, This point-of-sale (POS) system is state-
of-the-art distribution technology.

The POS system enables Wal * Mart to plan strate-
gically and execute operationally. Information from
the POS system alerts buyers (counterparts to our
Acquisition Corps) when to adjust distribution plans.
For example, each store can monitor the actual sale of
soccer balls. If they begin to sell in a particular re-
gion before the soccer season, perhaps because of
favorable weather or interest inspired by the World
Cup, the Wal*Mart buyer can react quickly by
moving up the planned distribution schedule. Man-
agers at the DC level can estimate freight flow and
adjust manpower forecasts to ensure the best use of
available associates.

Wal*Mart and the Army

MNow let’s answer the question, “*What on earth can
Wal * Mart teach the Army about logistics?” Force
XXI has fostered an acute awareness of the value of
distributed information technology on the modern
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battlefield. Integral to this information network is a
system that will provide logisticians the timely status
of supplies needed to support the battle and antomate
resupply of critical items. Such a system will provide
logisticians along the entire supply chain with an
onhand inventory and projected demand for supplies
within their areas of responsibility.

What if, when the supply company of a forward
support battalion issues 105-millimeter high-explo-
sive rounds to an artillery battalion, this information
15 recorded digitally and immediately sent up a sup-
ply chain that stretches halfway around the globe!
Would that kind of information be uvseful o the lo-
gistician trying to replenish the stocks of 105-mil-
limeter high-explosive rounds in a theater of opera-
tions? You bet it would! Just think what total and in-
stantaneous asset visibility would be worth to the
combat forces!

Immediate asset visibility could increase exponen-
tially the accuracy and quickness of resupply to com-
bat forces. For example, with a laptop computer, a
support operations officer in a main support battalion
could monitor the number of artillery rounds on hand
in each forward support battalion and watch those
numbers decrease with every issue to the artillery
batteries. Likewise, the manager of the ammunition
plant supplying the rounds would be able to watch on
his desktop computer as forecasted requirements for
105-millimeter high-explosive rounds were adjusted
hased on actual consumption,

With consumption data at their fingertips, suppli-
ers would be able to schedule production runs to meet
the anticipated demand of each type of supply used in
the theater. This would prevent out-of-stock sit-
vations involving such important commodities as
ammunition, repair parts, and medical supplies.

Imagine a system tied to the battlefield distribution
system (being developed by the Combat Service
Support Battle Lab at Fort Lee, Virginia) that could
provide up-to-the-minute visibility of stocks of whole
blood on the battlefield. As bar-coded units of blood
were used, the onhand status and projected require-
ments for blood would be transmitted automatically
by communications link back up the supply channel.
Shortages would be displayed graphically on a geo-
graphic grid to show where replenishment was
needed most.  Resupply dnstructions would be di-
rected instantaneously, again by communications
link, to the supporting supply unit. Considering the
perishability of blood and many other medical sup-
plies, rapid and exact replenishment would conserve
and accurately distribute life-saving supplies.

Reducing ‘Big Pile Logistics’
All too often, the quantity of supplies on hand is
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driven as much by uncertainty about the prospects for
resupply as it is by the science of requirements plan-
ning. When a commander is unable to see what is
coming through the supply pipeline, his natural re-
action is to keep more supplies on hand. The “big
pile logistics™ solution, although effective in some
situations, can bog down logistics support channels
with mountains of stocks and deprive other units in
the theater of badly needed supplies.

Ask vourself, as a professional logistician, “How
much could 1 streamline supply stocks if T knew with
certainty the quantity on hand in the supported units
and how much I will receive in the next 24, 48, 72, or
96 hours?” With reliable information on the status of
supplies inbound from the sustaining base and in
supported units, stocks could be based on require-
ments alone. Logisticians wouldn’t need to keep
additional stocks on hand to hedge against the uncer-
tainty of resupply. Arguably, no other organization in
the world has a better framework upon which to build
a large-scale automated logistics response system
than Wal % Mart.

‘Getting Out of the Box’

In the Army we often hear the expression, “Get out
of the box.” That expression refers to the need to
break the “that’s the way we've always done it”
mindset. Well, that is exactly what training with in-
dustry is all about, Tt gives career logisticians an op-
portunity to become acquainted with a new para-
digm—one of profit and loss versus budgets and
stewardship. They may discover that the most cost-
efficient methods for industry also could be the most
cost-efficient for the Army.

The Army could learn a lot from Wal% Mart.
Supply chain management is moving the right items
to the right customer at the right time by the most ef-
ficient means. No one does that better than
Wal * Mart. Whether it is compact disk players or
global positioning devices, the logistics concepts re-
main constant. Although the worlds of military and
corporale America are vastly different, the logisti-
cians from each operate on a common distribution
management playing field. ALDG

Captain Vernon L. Bealty, Jr, is aide-de-camp to
the commander, Defense 5Supply Center,
Columbus, Ohio. A quartermaster officer, he
holds a bachelor of science degree in trans-
portation and logistics management from Ohio
State University in Columbus.
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An Extra Christmas Present

Reservists from the United States '
augment active-duty logisticians in Germany
to support Operation Joint Endeavor.

') T

hey were a blessing,” Appropriate
words for the holiday season, certainly, but Colonel
Larry Harmon wasn’t talking about holiday events,
even though it was Christmas Day. Instead, he was
praising the reservists from the 21st Theater Army
Area Command (TAACOM) Continental United
States (CONUS) Augmentation (AUG) at Indianapol-
15, Indiana. They were among the first reservists
mobilized by President Clinton’s Presidential selected
reserve callup (PSRC) in support of peacekeeping
operations in Bosnia, and they arrived in Germany on
Christmas Day 1995—just in time to help an over-
burdened 215t TAACOM.

Though most of the reservists mobilized for Op-
eration Joint Endeavor served in familiar U.S. Army
Reserve (USAR) configurations—in Reserve units or
as individual mobilization augmentees—this PSRC
featured the first implementation of CONUS augmen-
tation. Three months after the mobilization, Army
officials were able to call the use of CONUS AUG a
success. Though originally regarded as a money-
saving initiative, the CONUS AUG program proved
itself operationally as well.

CONUS AUG to the Rescue

Colonel Harmon, the 21st TAACOM s assistant
chief of staff for security, plans, and operations in
Kaiserslautern, Germany, runs the command’s logis-
tics operations center (LOC). Looking back at the
end of 1995, when the deployment of forces into
Bosnia began and the 21st TAACOM's work load
began to grow, he recalled, *“The officers and NCO's
[noncommissioned officers] operating the LOC were
exhausted . . . there were tasks we could not perform
because we didn’t have enough people. When the
CONUS AUG came in on Christmas Day, we shook
hands, and then they immediately began helping us.”
The TAACOM commander, Major General James M.
Wright, observed of the reservists® arrival: “They
displayed the same attitude that my soldiers here dis-
played: ‘Let's get on with the mission. Let's go down
there and get the job done.” ™

Reservists are accustomed to seeing Germany.
Most serve 2- to 3-week training tours there with
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their active component counterparts. Even during
Operation Joint Endeavor, some reservists arrived in
Germany for customary oversea deployment train-
ing. But the soldiers called up under the PSRC
weren't in Germany for training. They were plugged
in as full players in Operation Joint Endeavor.

By late March 1996, approximately 3,200 Army
reservists had deployed to Europe under the PSRC.
About 900 reservists moved to Bosnia, Croatia, and
Hungary to serve with active component forces, while
2,300 remained in Germany. The job specialties of
these soldiers reflected the Reserve support that was
most sorely needed. Military police were strongly
represented, with 664 individuals, followed by civil
affairs and psychological operations, logistics, medi-
cal, adjutant general and postal, military intelligence,
finance, and legal specialties.

Birth of CONUS AUG

When soldiers in the very first CONUS AUG unit,
the 21st TAACOM, put on their new paiches in 1986,
they became the first reservists to wear an active-duty
patch. The CONUS AUG concept was born because
of the disparity found in the required (“REQ™) and
authorized (“AUTH™) columns on the 21st TAA-
COM’s modification table of organization and
equipment. Downsizing pressure permitted the
TAACOM to fund only its authorized duty assign-
ments—those positions deemed sufficient for per-
forming peacetime functions. The required slots—
necessary for achieving full operational capacity—sal
empty. It was those vacant slots (over 200) that were
filled by the 21st TAACOM CONUS AUG; they
were bona fide active-component assignments, filled
by reservists. CONUS AUG was “a perfect solu-
tion,” said Colonel Richard Sackett, senior USAR
advisor for the 21st TAACOM. *“It's a cost-effective
method of rounding out a unit. The unit can call up
as much [help] as it needs.”

According to Sackett, the CONUS AUG concept
saw an early application in Operations Desert Shield
and Desert Storm, when the 21st TAACOM was
mobilized to help constitute the 22d Support Com-
mand, which was commanded by Lieutenant General
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William G. Pagonis. After the Persian Gulf War,
General Pagonis assumed command of the 21st
TAACOM, where he was pleased to find himself re-
affiliated with the same team of reservists he had
known in Southwest Asia. Though the AUG had
been in place for several years, “that’s when the rela-
tionship was really cemented. when General Pagonis
came on board after the desert,” said Lieutenant
Colonel Keith King, the assistant chief of staff for the
21st TAACOM CONUS AUG.

Since then, the concept has expanded to include
four additional CONUS augmentations. Two de-
ployed with the 21st TAACOM CONUS AUG in re-
sponse to the current PSRC, while two others would
deploy to Korea if mobilized. The 3d COSCOM
CONUS AUG was born in 1993, along with a subor-
dinate unit, the 19th Materiel Management Center
(MMC) CONUS AUG; these were the units that de-
ploved with the 21st TAACOM CONUS AUG. Both
units, and the units slotted for Korea, evolved from
complete USAR units, the 103d COSCOM and the
S6th MMC. According to Major Mike DeGroat, the
senior USAR advisor at the 3d Corps Support Com-
mand (COSCOM), “When downsizing came,
USARC [U.S. Army Reserve Command] proposed
making four augmentation units out of those. It's
been a success story.”

Getting Down to Work

The success of the CONUS AUG concept may be
measured by the speed and efficiency with which the
AUG soldiers manned the jobs for which they had
trained. The first Operation Joint Endeavor PSRC
soldiers to step off the plane in Germany were from
the three mobilized CONUS AUG units: 95 from the
21st TAACOM, 76 from the 3d COSCOM, and 116
from the 19th MMC.

The 3d COSCOM augmentees demonstrated their
value immediately, moving into offices and positions
that had been vacated | to 3 weeks earlier when ac-
tive-duty COSCOM soldiers deploved to Kaposvar
and Taszar, Hungary. Reservists filled the empty
seats in the 3d COSCOM, oriented themselves
quickly since they had worked closely with their ac-
tive-duty counterparts throughout the year, and in ef-
fect “became™ the 3d COSCOM, from the com-
mander on down. With the active-component com-
manding general deployed as the commander of the
215t TAACOM Forward, the AUG commanding gen-
eral, Brigadier General Thomas J. Bruner, assumed
command of the 3d COSCOM,

A True ‘Joint Endeavor’
Organizations heavily engaged in Operation Joint
Endeavor experienced an extra source of strain be-

cause their customary support missions continued
while they also supported the deployment into Bos-
nia. According to DeGroat, the augmented 3d COS-
COM was able to conduct business as usual. “We're
still supporting an exercise for the 1st Infantry
Division and the Nijmegan marches in the Nether-
lands. A lot of the COSCOM maintenance assets
wenl forward, but we're still keeping maintenance up,
still keeping the unit capable of meeting COSCOM
standards.”

Harmon was equally impressed with the perform-
ance of the CONUS AUG units. Speaking of the 215
TAACOM LOC, he noted, “We were running 24
hours a day. Yet because of force structure ceilings,
we don’t have the requisite personnel assets to run 24
hours a day. Once the CONUS AUG started to work
here, it allowed us to go from a single shift [work-
ing| until we were exhausted, to three co-equal shifts,
equivalent in talent.”

General Wright was pleased with the quality of the
reservists as well. I couldn’t be more pleased with
the performance of the folks who came in here. Dave
Kaucheck is a great American who did a tremendous
job for me. I just tumed over my whole LOG/OPS
Center to him. He’s been running it ever since Janu-
ary 2d. when 1 went down to Hungary.”

“Dave” Kaucheck is Brigadier General David .
Kaucheck, the commanding general of the 21st
TAACOM CONUS AUG, who became depuly com-
manding general for operations for the 21st TAA-
COM. He asserted, “Bottom line: 24 hours after arriv-
al, no one could differentiate a CONUS AUG sol-dier
from an AC [active component] soldier, either by uni-
form or competence.”

Another powerful application of the AUG concept
occurred in the performance of split-based operations,
in which an organization must operate and staff two
active headquarters simultaneously. Harmon be-
lieves, “If we did not have the CONUS AUG, we
would not be able to fulfill our commitments in split-
based operations. Therefore, the entire operation
would be in jeopardy.”

Training: Key to Success

Much of the success of the CONUS AUG concept
derives from what takes place in CONUS and unit
overseas deployment training; this training sets the
CONUS AUG apart from other Reserve units. “The
CONUS AUG is available for immediate deployment
without additional training because of its closely in-
tegrated operational and command structure,” said
General Kaucheck. General Wright observed, “When
they're not training with us, they're training against
the METL [mission-essential task list] that 1 have
prescribed as the CG, 21st TAACOM.” Adds King,
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“Once you've done your 2 weeks as an individual
mobilization augmentee, you can be Mr. Civilian the
rest of the year. But with us [the 21st TAACOM
CONUS AUG], you're working on plans involving
the active unit. The things we do all year are in con-
cert with what they do here [in Germany].”

The close and continuous training paid off, ac-
cording to Harmon. “We were keeping them in-
formed as the operation was beginning to unfold.
Consequently, the break-in period was hours rather
than days.”

An unexpected advantage to the CONUS AUG
concept is continuity, King noted, *The AC soldiers
rotate continually. The continuity and history stay in
the CONUS AUG. We've got people who have been
coming over here for the last 6 or 7 years.”

Mobilization Problems

Of course, any new system is bound to have some
bugs. One positive outcome of the PSRC has been
the opporiunity to take a look at the way components
of the force actually perform. Relatively few prob-
lems surfaced with the Reserve units. Instead, it was
the mobilization process that seemed to need some
adjustments,

Command Sergeant Major Lloyd Janovec of the 3d
COSCOM CONUS AUG explained that the augmen-
tees lost about a week at Fort Dix, New Jersey, when
they underwent training that they had already com-
pleted back in Des Moines, lowa. “In the AUG, we
already have to meet all of the training standards of
USAREUR [U.S. Army, Europe]. But in the mobili-
zation process, our concept hasn’t filtered down, so
that they don't know how we fit in. We keep running
into roadblocks.”

Harmon saw the same problems from his perspec-
tive. The CONUS AUG “actually wanted to come
over here before the PSRC. We had 3 1/2 weeks of
high adventure before [they] arrived. We were root-
ing for them to get here. We were on our third wind.
[Our] counterparts must be accessible to us. The
PSRC must either be called up very early in the
planning process, or we must have some system so
that they can get to us even before the PSRC.”

General Kaucheck believes that “the CONUS
AUG should deploy based on the requirements of the
21st [TAACOM] commander and not be required to
wait for the PSRC.”

The response gap for mobilization represents a
concern about the PSRC process that, for some ob-
servers, goes beyond the CONUS AUG. In one ex-
ample of the impact of this problem, a partial Reserve
unit on oversea deployment training in Germany
struggled to perform critical missions until PSRC-
deployed units could get in country to relieve the
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burden with their more robust resources.

Solving the Mobilization Gap

Also providing critical assistance to plug the mo-
bilization gap were 7th Army Reserve Command
(ARCOM) units. The 330th Rear Tactical Operations
Center and the 317th Rear Area Operations Com-
mand, as well as seven-soldier movement control
teams, were part of the “all ready, already here”
forces stationed in Europe. According to Sackett,
“This 15 the ultimate in Reserve response. They were
here and involved from the start, as volunteers, in
drill status, annual training, and eventually PSRC.
They were trained and in the starting blocks, ready to
deploy when the PSRC was signed.”

European-based, highly responsive cells like these
7th ARCOM units may be the prototype of what the
Army needs to bridge the mobilization gap. Accord-
ing to Sackett, even before the PSRC, plans were un-
folding for establishing a forward-deployed element
of the 21st TAACOM CONUS AUG staffed by re-
servists and based in Germany.

Mobilization concerns notwithstanding, since re-
servists have arrived in Germany, rough edges have
been few and praise high. Harmon believes, “The
concept is very appropriate . . . It will be mandatory
that we will have those kinds of relationships with a
CONUS AUG.” General Kaucheck agrees: “The
concept should be expanded to other units such as the
37th Transportation Command or the 1st TMCA
| Theater Movement Control Agency], where like
associations would provide an immediate plus-up of
mission capabilities.”

General Wright, however, is not so anxious to
tamper with how the AUG system now works,
“Could I have vsed some help a little earlier? Yes.
Was it a war stopper that I didn’t have it? No. Did
they arrive on time? Yes. If your position is that we
should have brought these folks forward in anticipa-
tion of an agreement [at Dayton], 1 don’t necessarily
agree with that, To commit forces from the reserve
component is very critical. The real story is that we
did what we organized and trained 1o do. That’s the
strength of the way we do business. So we shouldn’t
be surprised that it worked. It's not a surprise to me.
Being a soldier is an affair of the heart, and they [the
reservists] were really a Christmas present for us.”

Lieutenant Colonel Kenneth C. Keener, USAR,
serves as a public affairs officer in the U.S. Army
Reserve’s individual mobilization augmentee pro-
gram. He wrote this article while assigned to the
21st Theater Army Area Command in Kaiserslau-
tern, Germany. He resides in Cincinnati, Ohio.
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Moving Live Ammo

For many soldiers

of the 70th Ordnance Battalion,
the exercise was

their first opportunity

to participate

in a live ammunition

transport operation.

Pn:puring a unit for its wartime mission is
the top priority of any military commander. Military
units train the way they intend to fight. As experi-
ence clearly shows, there is a direct correlation be-
tween realistic training and success on the battlefield.
However, realistic wartime training exercises are few
and far between, and soldiers tend to lose their fight-
ing edge if they don't train in real-life, combat-like
situations.

Such was the case for the soldiers of the 70th Ord-
nance Battalion, 11th Air Defense Artillery Brigade,
Fort Bliss, Texas. It had been several years since
they had actually commanded and controlled am-
munition operations. So when Lieutenant Colonel
John Hall took command of the battalion, he decided
to remedy the situation immediately.

Colonel Hall understood the value of realistic
training. He also knew thal opportunities to move
large quantities of live ammunition were rare. Find-
ing an opportunity for his battalion headquarters to
train for its wartime mission would be a challenge.

Battalion Organization

The 70th Ordnance Battalion has three companies
under its command and control during peacetime.
They are the 233d Heavy Truck, 286th Signal, and
699th Maintenance Companies. In wartime, these
companies will fall under the command and control of
other headquarters units. The 70th Ordnance
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Battalion Headquarters will deploy to a theater of op-
erations to integrate into its operations ammunition
companies that are not assigned to it in peacetime.
The companies that the battalion will receive are part
of the war trace unit program. This program identi-
fies the units that will be under the command and
control of each battalion headquarters in the event of
WL,

Opportunity Knocks

The solution to Colonel Hall’s training dilemma
was Exercise Golden Cargo "96. This annual exercise
started in 1991 as a result of the need to move live
ammunition from storage sites that were closing or
reducing their missions according o recommenda
tions of the Defense Base Realignment and Closure
{(BRAC) Commissions. Participation in Golden

Cargo has grown steadily over the years because the
active Army, Army National Guard, Army Reserve,
and other services have all recognized that it offers an
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in Golden Cargo 796 ...

important and unique training opportunity.

Approximately 131 units from around the country
participated in Exercise Golden Cargo 96 during the
period 18 May to 29 June. The exercise was con-
ducted in three 2-week increments to accommodate
the annual training times allotted for participating
Army National Guard and Army Reserve units,
These units rotated in and out of the exercise accord-
ing to their annual training schedules. This constant
turnover gave the 70th Ordnance Battalion an excel-
lent opportunity to integrate new units every 2 weeks.

“The challenge for us was to get these new units
integrated as soon as possible and continue on with
the mission,” said Major Andrew Smith from the
battalion materiel office. “Qur goal was to decrease
the learning curve for the newly arriving units.”

The exercise also provided soldiers a realistic sce-
nario in which they could create a large logistics or-
ganization to move ammunition in a wartime theater
of operations. To enhance the realism of the exercise,
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theater ammunition storage areas and corps logistics
bases were set up at Blue Grass Army Depot, Ken-
tucky, Savanna Army Depot Activity, Illinois, and, in
a separate operation, at Red River Army Depot,
Texas, and McAlester Army Ammunition Plant,
Oklahoma. However, the 70th Ordnance Battalion
exercised command and control only of loading and
shipping ammunition from Savanna Army Depot Ac-
tivity to Blue Grass Army Depot.

The 19th Theater Army Area Command (TAA-
COM), U.S. Army Reserve, Des Moines, lowa,
served as the higher headquarters for the entire exer-

O Soldiers of the 70th Ordnance Battalion attach
wooden blocking and bracing materials to the
truck’s flathed trailer to stabilize the explosive
cargo (left). Inside the ammo bunker, a soldier
uses a forklift to move a pod of bombs to the en-
trance of the bunker (above).
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O A soldier on the outside of the bunker moves a
pod of bombs into position on a waiting flatbed
truck (above). Placards on each trailer warn the
public that explosives are on board (at right).
Trucks line up in the staging area before begin-
ning their convoy from Savanna Army Depot Ac-
tivity to Blue Grass Army Depot (above right).

cise. Eleven units commanded by 19th TAACOM
acted as higher headquarters units for participating
subordinate units. The 111th Ordnance Group from
Opelika, Alabama, was the higher headquarters unit
for the 70th Ordnance Battalion during the ammuni-
tion loading phase of the exercise at Savanna Army
Depot Activity.

Getting Down to Business

The 70th Ordnance Battalion’s mission was to
break out, configure, and load 10,500 tons of 500-
pound bombs onto large flatbed trailers. Trucks
would haul the ammunition to Blue Grass Army De-
pot, where it would be received, unloaded, and stored
in ammunition bunkers.

The battalion’s first task was to prepare the flathed
trailers to haul the 500-pound bombs. Wooden side-
rails were nailed onto the beds of the trailers, and
wooden blocking and bracing materials were attached
to stabilize the explosive cargo. Placards printed with
the word “Explosives” and additional straps that
would secure the cargo were loaded on the trucks be-
fore they made their way down range to the ammuni-
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tion bunker at Savanna to pick up the bombs.

At the ammo bunker, a crew of six soldiers care-
fully loaded the flatbed trucks. One soldier used a
forklift inside the bunker to move pods of six bombs

each to the entrance of the bunker. From there, an-
other soldier operating a forklift on the outside of the
bunker lifted each pod and moved it into position on a
waiting flatbed truck. At the same time, a third sol-
dier on a forklift retrieved another pod of bombs that
was waiting at the entrance of the bunker. This rou-
tine continued until the ammunition bunker was
emptied.
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Swap Meet

After the trucks were loaded and the bombs were
strapped down, the trucks were driven to a staging
area for a thorough safety inspection. Then they con-
voyed 210 miles to a refueling stop en route to Blue
Grass Army Depot. At the refueling stop, drivers
stretched their legs and prepared their trucks for the
206-mile journey to the overnight rest stop.

Drivers arriving at the rest stop from Savanna
Army Depot Activity swapped their bomb-laden flat-
bed trailers with empty trailers that were staged there
for pickup. The next morning, the drivers headed
back to Savanna with empty trailers. Meanwhile,
drivers from Blue Grass picked up the loaded flathed
trailers at the rest stop and headed back to Blue Grass
Army Depot to unload their cargo. This operation
was repeated on a daily basis throughout the exercise.

Backhaul Mission

Four soldiers from the 699th Maintenance Com-
pany carried out another mission that was vital to the
exercise. Their job was to drive 587 miles from Sa-
vanna to Blue Grass to retrieve the anchors and straps
used to secure the bombs to the [latbed trailers. Their
operation was called the “backhaul mission.” When
the backhaul team reached Blue Grass, they invento-
ried and loaded approximately 1,700 straps and 2,500
tie-down anchors before they headed back 1o
Savanna,

“Without straps and anchors, this exercise would
have ceased,” said Colonel Hall. “The soldiers who
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participated in the backhaul mission played a critical
role in keeping the exercise going.”

Observations

“The magnitude of this exercise was incredible,”
said Major Smith. “It was a fantastic training event
for all who participated.”

“This was the first time many of the soldiers from
the 7(th Ordnance Battalion had worked in a live
ammunition operation,” said Chief Warrant Officer
Herbert Lloyd of the battalion materiel office. *“The
lessons learned by working with Army National
Guard and Army Reserve units were invaluable. This
exercise has helped the battalion smooth out the
transition process of integrating new units into our
wartime mission.”

“Golden Cargo "96 was a ‘golden” opportunity for
all of our soldiers,” said Major Smith. “This experi-
ence has given me and the soldiers of the 70th Ord-
nance Battalion the uimost confidence in our ability
to conduct our wartime mission. We look forward to
participating in any and all exercises of this nature in
the future.” ALDG

Corporal Jetfery A. Adams is the public affairs
officer for the 11th Air Defense Artillery Brigade,
Fort Bliss, Texas. He has a bachelor's degree in
public relations-mass communications from Au-
burn University in Alabama and a master’s degree
in human resources management from Webster
University, St. Louis, Missouri.
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Golden Cargo—The ‘Lou

While a few battalions and other headguar-
ters groups around the country have field-trained with
a full span of subordinate units, the logistics structure
had not been tested in peacetime until Exercise Golden
Cargo began in 1991. This field training exercise
tests the Army’s logistics structure from theater down
to company level. Training of this magnitude is
unique for logistics, and its importance is similar to
the Louisiana Maneuvers of 1940 that tested the
Army structure and set the stage for America’s suc-
cess in World War 11,

Creating this type of training experience is com-
plex because most of the command and control
structure for logistics is in the Army National Guard
and Army Reserve. Units are widely scattered
throughout the country, and it is difficult to find a
realistic scenario that brings all of the units together.
In addition, because of the vast capabilities of the
complete theater logistics organization, it is nearly
impossible to find a real-world mission that is both
large and stimulating to the troops.

Golden Cargo provides large-scale training in co-
ordination, communication, and fixing the daily
glitches at long distance and gives the staff a taste of
the real world. During Exercise Golden Cargo 96,
more than 4,000 soldiers nationwide moved 23,000
tons of class V stocks and rewarchoused 350,000
tons. Vehicles traveled more than 1,071,000 miles,
and vehicle-ton-miles totaled 7,886,000,

An exercise of this magnitude offers an opportu-
nity to test equipment that could improve logistics
readiness and efficiency. Qualocomm’s OmniTracs
system, which provides precise satellite positioning
and two-way communications capability, was tested
as a command and control system in this vear’s exer-
cise. This is the same technology employed by the
Defense transportation tracking system (DTTS) to
monitor 45,000 shipments of Department of Defense
arms, ammunition, and explosives transported within
the continental United States annually. OmniTracs is
currently being considered as a replacement for exist-
ing convoy communications systems. During Golden
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Cargo, it was set to provide precise (within one-tenth
of a mile) convoy locations at 20-second intervals.
Technology of this type could be very important in
war situations. For example, if the battle shifts sud-
denly, cargoes of ammunition and other war siocks
likewise need to be shifted quickly. It also can help
mechanics get to a repair site faster by quickly identi-
fying the exact location of the vehicle or equipment.
This exercise was the first time the digitally oper-
ated system was used for wide-scale military logistics
in the continental United States. The commander of
the Army National Guard's 740th Transportation
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isiana Maneuvers’ of Logistics

by Lieutenant Colonel Bob Krause, USAR, and Specialist Mathew Witt, USAR

O (Left to right) An Army reservist ensures that 500-pound bombs are loaded properly on a flatbed
trailer before the truck joins the convoy. Attached to the top of the convoy commander’s vehicle is a
satellite positioning system, OmniTracs, which monitors the location of cargoes and helps headquarters
advise the commander about weather and road conditions. Mechanics repair a truck after its location
was quickly identified by OmniTracs.

Company, Second Lieutenant Charles Schultz, said,
“This system made our job a lot easier than when we
didn’t have it. For instance, we had a truck blow a
head gasket. The mechanics were able to get to us
faster, and they knew exactly where we were. 1 would
like to have one of these in my vehicle permanently.”

The Army must test new concepts continually to
ensure that only the best are integrated into the system.
The Army logistics structure also must be tested
frequently for readiness, and Golden Cargo—the
Louisiana Maneuvers of Logistics—proved that the
current logistics systems are ready. ALOG
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Lieutenant Colonel Robert Krause, USAR, is
public affairs officer for the 19th TAACOM
(CONUS Augmentation (CA)), Des Moines, lowa.
Colonel Krause also is senior regional planner for
the lowa Department of Transportation. He has
more than 25 years of military and civilian experi-
ence in transportation and logistics.

Specialist Mathew Witt, USAR, is a public
affairs specialist for the 19th TAACOM (CA) and
is currently working on a master’s degree in
mechanical engineering. He and Specialist
Michele A. Uitermarkt, aﬁa of the 19th TAACOM
(CA), supplied the photographs for this article.
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Is Battlefield Distribution
th e An swe l'? by Captain Timothy W. Abel

The author believes that consolidating the heavy division’s class IX
in the main support battalion would make the Army’s battlefield

distribution concept even better.

Bullluﬁc]d distribution is an exciting new
concept that will use technology to change fundamen-
tally the way the Army supplies class IX (repair parts
and components) to the heavy division. The concept
will streamline the class IX supply system and in-
crease responsiveness by delivering repair parts di-
rectly to requesting supply support activities (SSA's).

Battlefield distribution will reduce redundancy in
the main support battalion’s (MSB's) authorized
stockage list (ASL) by eliminating the requirement Lo
“umbrella,” or stock parts to resupply, the ASL's of
the forward support battalions (FSB's). However, [
believe consolidation of the division's class IX in the
MSB would further reduce redundancy in supply,
personnel, and equipment and give the division ma-
teriel management center (DMMC) more control over
critical class IX stocks.

The Army has depended always on mass logistics to
help defeat its enemies. The Army has compen-
sated for its lack of logistics efficiency by stockpiling
great quantities of materiel. Unfortunately, in past
military operations, the wave of supplies pouring into
ports of embarkation or debarkation quickly over-
whelmed theater distribution systems. The wvasi
gquantities choked supply lines and made accountabil-
ity a Herculean task. During Operations Desert
Shield and Desert Storm, 22,000 of the 40,000 con-
tainers shipped to Southwest Asia had to be opened
when they arrived to determine their contents. These
delays hampered timely delivery of critical supplies
to frontline troops and courted potential disaster.

How Battlefield Distribution Impacts Class 1X

Battlefield distribution seeks to prevent history
from repeating itself by combining lessons leamned
with the latest automated information systems. Some
key class IX system changes proposed under the bat-
tlefield distribution concept are

* Elimination of the MSB *“umbrella™ concept.
The MSB will no longer stock parts to resupply the
F5B's. It will only stock parts to support units in the
division support area.
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» Use of the hub-and-spoke distribution system.
The distribution terminal (hub) will receive bulk
cargo for sorting and direct delivery to the requesting
SSA’s (spokes). Direct delivery is accomplished by
combining the Department of Defense activity ad-
dress codes of the unit and the S5A, thus eliminating
duplicate processing.

* Achievement of real-time visibility. Materiel
management centers will have current visibility of
quantity and location of repair parts and the ability to
direct lateral transfers of repair parts among SSA's,

* Combination of the MS5B’s missile and ground
ASL's into one.

* Creation of an aviation support battalion (ASB)
with its own SSA.

Battlefield distribution will leave one aspect of
class IX supply relatively unchanged. The division’s
ASL will remain echeloned in five locations: the
MSB, the division ASB (DASB), and the three
F5B's. By not consolidating the ASL, 1 believe bat-
tlefield distribution falls short of achieving its goal of
reduced redundancy,

Going a Step Further

I have analyzed the current battlefield distribution
concept and two proposed alternatives, MSB-FSB
and MSB-DASB. [ base my analysis of the class IX
supply alternatives on responsiveness, transport ca-
pability, stock control, and personnel and equipment.

Responsiveness refers to the distance between the
ASL and the requesting unit and whether the 554
delivers supplies or requires unit pickup. Transport
capability pertains to the availability and modes of
transportation. Stock control 1s the ability of the
DMMC to redirect or laterally transfer repair parts
among 55A's. Personnel and equipment includes the
number of personnel and the amount of equipment
required for an operation,

MSB-DASB-FSB Concept (Battlefield Distribution)
This is the current battlefield distribution concept.
It creates a DASB to support the aviation brigade and
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division cavalry (air and ground). The MSB supports
all other units in the division support area, and the
F5B’s support units in the brigade support areas. The
hub ships supplies to each SSA, and units pick them
up.

Responstveness. The battlefield distribution con-
cept is very responsive, because each brigade-sized
element has its own dedicated SSA. However, the
cost of this responsiveness is continued redundancy
of class IX supply in the division area of operations.

Transport capability. The FSB’s have no transpor-
tation assets dedicated to class IX delivery. The
FSB's need assistsance from either the MSB or the
DASB to carry out lateral transfers,

Stock control. Dispersion of the ASL may create
heavy demands on the MSB and DASB to redirect
class IX among units,

Personnel and equipment. Creation of the DASB
absorbs the personnel and equipment savings gener-
ated by the hub’s throughput of supplies and elimina-
tion of the MSB “umbrella” concept.

MSB-FSB Concept

This option consolidates the DASB ASL into the
MSB and retains the FSB’s ASL’s. The hub ships
supplies to the SSA's, and the units pick them up.
The MSB transportation company delivers class I1X to
the DASB,

Responsiveness. The MSB-FSB concept enhances
responsiveness by positioning ASL's forward. How-
ever, the FSB's are not equipped to transport class IX
and require assistance from the MSB for lateral
transfers of class IX directed by the DMMC. The
MSB transportation company delivers class IX to the
DASB.

Transport capability. Vehicles in the FSB's SSA's
are used for mobile storage of class IX, not delivery.
The FSB's depend on unit pickup of class IX, and lat-
eral transfers require assistance from the MSB trans-
portation company.

Stock control.  Total asset visibility gives the
DMMC real-time visibility over the ASL’s, but the
FSB’s lack of vehicles may delay lateral transfers of
repair parts,

Personnel and equipment.  Although there are
fewer SSA’s in the M5B-FSB concept, there is no re-
duction of personnel or equipment since the MSB
must handle class IX support for the DASB.

MSB-DASB Concept

This concept consolidates the FSB ASL's and the
DASB ground ASL into the M5B, The DASB retains
a separate aviation ASL. The hub ships supplies to
the two 55A’s, and the MSB’s transportation com-
pany ships them directly to unit field trains. The
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F5B’s primary role in class IX supply is transmitting
unit requisitions electronically to the MSB.

Responsiveness. Consolidation of the ground ASL
in the MSB sacrifices the responsiveness inherent in
forward positioning of repair parts. However, re-
sponsiveness is regained by direct shipment of class
IX supplies to unit field trains from the MSB. With
this option, class IX supplies are shipped by the
MSB’s transportation company or sling-loaded using
aviation brigade equipment. A separate aviation ASL
collocated with the DASB is essential to responsive
support of critical aircraft.

Transport capability. The MSB has its own trans-
portation company and access to aircraft from the
aviation brigade. Class IX is transported by truck or
sling-loaded directly to unit field trains, which re-
lieves the FSB of storage and handling responsibility.

Stock Control. The MSB-DASB concept gives the
DMMC the most control over the division’s ASL,
since all class IX is stored in the division support
area. This option allows the DMMC to change im-
mediately the flow of class IX based on mission pri-
orities. This concept also eliminates the problems in
lateral transfer of repair parts created by lack of
vehicles in the FSB's.

Personnel and equipment. Relieving the FSB of
responsibility for class IX storage and handling
eliminates duplication of personnel and equipment.
The MSB-DASB concept uses a consolidated class
IX operation, which means fewer soldiers and less
equipment are needed than by five separate opera-
tions performing the same functions.

Battlefield distribution helps logistics keep pace
with today’s force-projection doctrine. However, the
Army can capitalize even further by adopting the
MSB-DASB alternative and consolidating the divi-
sion’s ground ASL into the MSB. The MSB-DASB
alternative enhances the current battlefield distribu-
tion concept by reducing redundancy in both class IX
stockage points and personnel and equipment. It also
gives the DMMC better control and flexibility in
managing the division’s ASL. The improved MSB
access to air and ground transportation clearly estab-
lishes the M5B-DASB alternative as the best choice
for managing the critical class IX assets of tomor-
row’s Army. ALOG

Captain Timothy W. Abel is the company com-
mander, Army Recruiting Command, San Diego,
California. He graduated from San Diego State
University in California and has a master’s degree
in logistics management from the Florida Institute
of Technology, Melbourne, Florida. He is a
graduate of the Ordnance Officer Advanced
Course and the Army Logistics Management Col-
lege’s Logistics Executive Development Course.
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Developing
a Base Defense
in Korea

by Captain Robert Hatcher

A rear-area unit confronted

by the possibility of attack

by the special operations forces
of North Korea must work

with Republic of Korea forces
and tenant units

to implement successfully

a base defense plan.

Thc ability to conduct joint and combined
operations is becoming more important as the United
States and its allies continue to downsize their armed
forces. On the Korean peninsula, the task of keeping
the armistice and demonstrating U.S. resolve requires
cooperation between U.S. and Republic of Korea
(ROK) forces. This cooperation is especially impor-
tant for base defense of rear-area units like the one 1
formerly commanded.

| commanded an area support group headquarters
company that is only authorized level of organization
(ALO) 5. (An ALO 5 unit is authorized less than 70
percent of the personnel in its full table of organiza-
tion and equipment.) This unit provides support over
an area comprising 55 percent of the Republic of Ko-
rea. But in a war, it would become the target of at-
tack by the largest special operations forces in the
waorld, those of North Korea.

When | became a base defense commander in Ko-
rea, | found that there was a vast amount of informa-
tion available on base defense. I understood my en-
emy and the threat he was capable of projecting far
into the Republic of Korea, and I began to prepare my
plans accordingly. 1 took the doctrinal principles
found in sources such as joint publications, studied
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articles in professional journals written by warfight-
ing logisticians in forward and corps support battal-
ions, and developed my own base defense plan. |
learned that a successtul base defense would require
cooperation with ROK Army forces and with the ten-
ant units on our installation.

Base Defense Forces

In Korea, the Second ROK Army serves as the
combined rear area coordinator for the communica-
tions zone. However, the Second ROK Army is a re-
serve force that may not be available at the beginning
of a contingency. U.S. Forces Korea publications
clearly state that U.S. forces are solely responsible for
their inner perimeter security. U.S. doctrine calls for
three separate forces in a base defense: the perimeter
defense, called the main defense force (MDF); the in-
ner tenant units, which form the close defense force
(CDF); and a mobile reserve, or quick reaction force
(QRF), able to block enemy penetrations and defeat a
level 1 threat. (A level 1 threat includes activity by
enemy-controlled agents, sabolage by enemy sympa-
thizers, and terrorism.) Armed with this information,
I took a doctrinal template and forged a base defense
situational template for myself,

The Second ROK Army acts as the MDFE. They
occupied the perimeter of our installation in a circled-
wagon fashion and pointed outward with interlocking
fire. In fact, two companies of a ROK homeland re-
serve battalion guarded our perimeter, which had a
circumference of 1 mile.

The CDF was more challenging to organize be-
cause it was formed from our tenant units, and the
performance of their daily missions usually over-
shadowed the seemingly low level of threat. To have
the CDF duplicate a perimeter defense would have
been a waste of assets, | coordinated with the CDF
personnel to make sure that they understood their re-
sponsibility for guarding their own areas, the proce-
dures for communicating with me as base defense
commander, area damage control functions, the rules
of engagement, and their need to provide personnel
for my QRF

The QRF was the single most important measure
of defense for our installation. 1 owned the QRF in
peace and war, whether or not the ROK Army mobi-
lized, and its personnel were under my direct com-
mand and control. The QRF was to be used when the
installation commander increased the threat condition
for terrorist activity; at such times it would form a
great deterrent option.

Using the QRF

With the cooperation of our installation’s tenant
units, | developed a QRF manning document that
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called for a QRF composed of 4 squads of 12 soldiers
each, with my executive officer serving as officer in
charge. In a contingency, these squads would pull 6-
hour shifts, which allowed them to go back to their
units, and their units’ missions, for 18 hours a day.
QRF personnel can be essential to executing a unit’s
mission, especially for low ALO units.

All the squad leaders were staff sergeants and
came from my company’s supply room, motor pool,
and orderly room. 1 faced the same situation as the
tenant units from which the QRF personnel were
drawn: T could not afford to lose those sergeants from
their primary jobs for long periods of time.

The QRF personnel trained 1 day each month dur-
ing sergeant’s time, as well as during each major ex-
ercise in Korea. 1 only trained two squads full time;
that was because most of the personnel for the third
and fourth squads would be supplied by the upgrade
to ALO 1 that each tenant unit and my company
would receive in wartime. For terrorist threats and
during the initial days of a war, those two squads
were my QRF asset. 1 spent considerable time devel-
oping coordination measures and simplifying base-
wide signals so that the tenants, ROK Army units,
and I could operate smoothly.

Each QRF squad had a headquarters and three
teams. The squad headquarters had a stafl sergeant,
two radio telephone operators (RTO’s), and a driver.
One RTO always manned the QRF assembly area,
while the other headquarters personnel were prepared
to move. The teams served on duty in 2-hour rotating
increments. While a team was on duty, it manned an
observation post at the water tower and patrolled the
perimeter. The patrol checked in with tenant units,
looked for suspicious activity, met the two ROK com-
panies guarding the perimeter at two separate contact
points (the installation gates), and exchanged a situa-
tion report with the ROK reserve battalion. The on-
duty team also maintained radio contact with the
assembly area and the base defense operation center
and carried one M249 squad automatic weapon
(SAW),

While one team was on duty, the remaining two
teams in the squad were fully dressed and ready to
roll out from the assembly area on 5 minutes’ notice
to support the patrol, the observation post, or a tenant
unit. These squads were on a-different recall status
and were available if the squad on duty was over-
whelmed by contact with an enemy force. They
would roll out in a Ford armored car that was once
used by a finance unit. Training was continuous
during a squad’s time in the assembly area, and the
patrols were authorized to be mounted.

Our base defense capabilities included two MK19
40-millimeter grenade machineguns and eight
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S5AW's. The MK19's offered too much firepower to
be used in protecting the inside of our installation.
The installation is located in a military operations on
urbanized terrain (MOUT) environment inside a city
of 4 million Koreans. There was no fire support
available from ROK or U.S. forces,

Base Defense Training

Training was a challenge. Using sergeant’s time to
train for 4 hours once a month was not enough. Units
send soldiers home on leave during exercises, and
tours are too short for any continuity. During Ulchi-
Focus Lens, a ROK and U.S. combined exercise, an
entirely new QRF spent 4 days training on Soldier’s
Manual of Common Tasks and basic military occu-
pational specialty 11B individual and collective tasks.
The QRF collective task list was developed from the
area support group headquarters and light infantry
platoon mission training plans. The primary focus of
the QRF task list was to react to contact with the en-
emy and to ambush battle drills. Additionally, the
QRF would assault while mounted, but, instead of
using an M2 Bradley fighting vehicle, it would use
the armored car,

The QRF underwent two overnight situational
training exercise lanes and conducted after-action
reviews on them. The training was resourced with
the multiple integrated laser engagement system
(MILES) and controlled by several staff captains,
who were glad to support the training and enhance
both the safety and the evaluation of the exercise.

Besides sergeant’s time, the QRF came together
for an overnight field training exercise only once
more in the 2 months before we had to face the base
defense formal external evaluation. 1 was confident
in the willingness of our combat service support sol-
diers to learn and their desire to train under tough and
realistic conditions,

This organization of base defense and training was
my solution to make a workable and formidable base
defense. We were able to defend our terrain in con-
junction with the ROK Army and with the coopera-
tion of tenant units. I hope our experience will help
other officers who have to seek an innovative way to
apply doctrine to their missions. ALOG

Captain Robert Hatcher is a logistics manage-
ment officer in the Office of the Deputy Ch:'ef of
Staff for Logistics, Army Special Operations Com-
mand, Fort Bragg, North Carolina. He was com-
mander of Heacﬁquarters and Headquarters Com-
pany, 20th Support Group, in the Republic of Ko-
rea. Heis a t?ﬂrﬁ'nu’tmtu of the Army Logistics Man-
agement College’s Combined Logistics Officer
Advanced Course.
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Warehouse Modernization

I n today’s environment of diminishing
funds and manpower, Army supply organizations
must review their operations to see where they can
make improvements. One area warranting investiga-
tion at the installation level is warchouse operations.
Modernization of warehouse operations can play a
critical role in successfully accomplishing the supply
mission under fiscal constraints and, at the same time,
may provide substantial cost savings. One installa-
tion that has successfully modernized its warehouse
operations and met the challenge of “doing more with
less™ is the Army Air Defense Artillery Center and
Fort Bliss in Texas.

The Fort Bliss Directorate of Public Works and
Logistics (DPWL) provides logistics support and
services to all organizations on post. Under DPWL,
the Supply and Services Division conducts complete
supply operations, including receipt, storage, issue,
shipment, turn-in, security, and distribution of all
materiel at Fort Bliss. The hub of general supply op-
erations is building 2527, which was built in 1958, In
addition, several World War Il-era warchouses
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buildings 1111, 1112, and 1117—store general sup-
ply materiel.

Help From LOGSA PSCC

When DPWL personnel began to review their ex-
isting warechouse operations and develop a storage
modernization plan, they requested assistance from
the Army Materiel Command Logistics Support Ac-
tivity Packaging, Storage, and Containerization Cen-
ter (LOGSA PSCC). The center is located at Toby-
hanna, Pennsylvania. The combined efforts of
DPWL and LOGSA PSCC produced a strategy for
consolidating general supply materiel and modermniz-
ing supply operations in building 2527 (the 1958
structure). The storage modernization plan developed
by LOGSA PSCC was accepted by DPWL manage-
ment as the most cost-effective way to perform cur-
rent and future supply missions at Fort Bliss.

Storage Modernization Planning
Developing the storage modernization plan was a
step-by-step process that required teamwork among

One of the two types of materials-handling vehicles obtained for the modernized warehouse, the
stock selector truck moves between bins and lifts the operator to the bin level he wants.
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at Fort Bliss . ..c o

DPWL; the Fort Bliss Directorate of Resource Man-
agement (DRM}, which obtained funding for the proj-
ect; the Directorate of Contracting (DOC), which
awarded the project contracts; and LOGSA PSCC,
which provided engineering expertise in designing
and implementing the plan.

The first task of the planning process was to de-
termine the most cost-effective methods of achieving
two objectives: expanding the capabilities of an exist-
ing storage facility (building 2527} to meet current
and future work loads, and consolidating general
supply operations. These objectives were accom-
plished by maximizing the storage capacity of build-
ing 2527 and improving the productivity of its op-
erations through the use of state-of-the-art materials-
handling equipment (MHE).

During the design phase of the project, LOGSA
PSCC personnel visited Fort Bliss to perform an in-
depth distribution, storage, and materials-handling
improvement study of DPWL's supply operations.

They also evaluated current and planned methods of

operation and developed alternatives that would make
the best use of storage space, manpower, MHE, and
storage aids.

The LOGSA PS5CC experts used the determination
of storage space requirements (DOSSR) method to
calculate the storage space needed 1o consolidate
supply operations in building 2527 and to quantify
space requirements for storing general supply mate-
riel. The step-by-step DOSSR approach has been
approved by the Office of the Secretary of Defense
for Department of Defense use. The results obtained
by using the DOSSR method indicated that the pro-
posed consolidation of general supply materiel was
feasible and that the existing storage facility (building
2527) could accommodate storage of that materiel
using very-narrow-aisle bin shelving and pallet rack
storage areas. The very-narrow-aisle design uses a 5
1/2-foot-wide storage aisle versus a conventional 12-
foot-wide storage aisle.

Armed with this information, LOGSA PSCC per-
sonnel developed a configuration of storage aids (bin
shelving, pallet storage racks, and vertical storage
carousels) that would accommaodate the consolidation
of the general supply materiel. The LOGSA PSCC
experts developed several proposals for the opera-
tions layout of building 2527 for DPWL's review,
using computer-aided design to ensure a cost-effec-
tive solution.

From the proposed operations layouts, DPWL se-
lected the materials-handling system designed to sup-
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The man-up turret truck allows the operator to

work both sides of the narrow aisles in the pallet

storage area without turning the truck around.

port and sustain Fort Bliss” supply operation into the
21st century. The selected modernization plan called
for consolidating materiel from the older buildings
(1111, 1112, and 1117} into one consolidated ware-
house (building 2527).

The warechouse modernization project was funded
through the Army Training and Doctrine Command’s
productivity capital investment program. Subse-
quently, LOGSA PSCC developed a final layout de-
sign and purchase descriptions for the required
equipment; DOC advertised and awarded contracts;
and LOGSA PSCC provided onsite assistance during
the contractors’ implementation of MHE and storage
aids to ensure DPWL a successfully completed proj-
ect.
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Vertical storage carousels give the operator quick and convenient access to small parts.

Storage Areas and MHE

The selected storage layout was designed to in-
crease storage capabilities in two ways: by making
maximum use of the warchouse’s cubic space by in-
stalling a very-narrow-aisle storage configuration,
and by mechanizing materials handling to increase
efficiency and economy.

The MHE installed under the modernization plan
includes man-up turret trucks, stock-selector trucks,
vertical storage carousels, and various pieces of dock
equipment. The three main storage areas installed in
building 2527 are hin, pallet, and miscellaneous small
parts—

Bin storage area. Building 2527's capacity to
store small, loose-issue materiel was increased by
using 19-foot-high bin shelving units in a very-nar-
row-aisle storage configuration; this combination
makes the most efficient use of the warehouse’s cubic
space. Stock-selector trucks were obtained to service
this storage area. These operator-friendly trucks
travel between the bins and raise the operator to the
level of the desired bin storage location. Stock-selec-
tor trucks are versatile and are engineered for effi-
cient loose-issue operations; they also can be used for
loose-issue operations in the pallet storage area.
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Pallet storage area. A typical pallet storage rack
with 17-foot-high uprights allows materiel to be
stored up to 21 feet in height. State-of-the-art turret
trucks were obtained to service this area. The use of
these very-narrow-aisle trucks, along with the instal-
lation of the pallet storage racks, offered DPWL the
potential to expand storage both vertically and hori-
zontally and to increase pallet storage capacity by ap-
proximately 250 percent over the conventional layout
previously used in building 2527,

The turret trucks are designed to handle both pal-
lets and loose-issue items. The turret design lets the
operator work both sides of the pallet storage aisles
without turning the truck around. The man-up design
allows more accurate placing of a pallet load onto the
storage rack and picking of orders at elevated heights
from the operator’s platform. These versatile trucks
are used primarily in the pallet storage area for pallet
handling and loose-issue operations, but they also can
be used in the bin storage area for loose-issue
operations.

Miscellaneous small parts storage. The plan
called for the use of vertical storage carousels for
storing fast-moving (high demand), small, and easily
pilferable items. These storage and retrieval units are
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19 feet 10 inches high, provide excellent cubic space
utilization, and are ergonomically designed to help
the operator pick the desired part. At the operator’s
command, the unit rotates (on the horizontal axis) the
desired shelf to counter level by the shortest route
possible. An operator can be assigned to work with
two or more carousels simultaneously.

Both types of materials-handling vehicles (man-up
turret trucks and stock-selector trucks) are able to
service either bin shelving or pallet rack storage ar-
eas, thus offering versatility and flexibility to
DPWL'’s storage operation, The trucks use a wire
guidance system that relieves the operator of steering
responsibilities in guided storage aisles; this reduces
operator tension and fatigue and allows operators to
concentrate on their supply jobs.

In addition, the modernization plan called for up-
grading dock equipment to improve efficiency and
safety in loading and offloading carriers. The state-
of-the-practice dock equipment includes a full-sized
mechanical dock leveler and several edge-of-dock
plates. Both types of equipment compensate for the
height differential between carriers and dock and
provide a strong, secure bridge from the dock to the
carrier in the receiving and shipping areas. DPWL
also installed safety restraints with the dock equip-
ment. These safety restraints are designed to hold the
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carrier at the dock during loading and offloading op-
erations; they feature an audible alarm and flashing
light that warn dock personnel if a trailer is not prop-
erly secured.

Storage Modernization Pays Dividends

The modernization project blended storage aids,
manpower, MHE, and system controls into a com-
plete storage and distribution process, resulting in
significant space, time, and manpower savings. DRM
has estimated that savings resulting from improved
space utilization are S285,000 annually and projects
that an estimated annual savings of S204,000 in man-
power requirements will be realized. In addition,
benefits not quantified in DRM’s analysis include—

* Improved distribution. The selected MHE pro-
vides better accuracy, precision, and speed for mate-
riel handling, which improves customer order rates
and service levels.

* Improved ergonomics. The materials-handling
system provides safer working conditions, reduces
employee fatigue, and improves the comfort of per-
sonnel, all of which contribute to increased produc-
tivity,

* Improved operations flexibility. The MHE
trucks were selected for pallet-handling and loose-is-
sue operations based on their ability to service either
the bin storage or pallet storage areas. This versatil-
ity improved the ability of the warehouse to support
backup and contingency operations and reduced the
project’s capital costs.

Warchouse modernization should be viewed as not
only making Army supply operations more respon-
sive and efficient but also as providing cost benefits
that help supply managers meet the challenge of
“doing more with less.”

LOGSA PSCC provides worldwide engineering
consultant services to assist Army and other Depart-
ment of Defense installations in modernizing their
distribution, storage, and materials-handling opera-
tions, The purpose of this modernization assistance is
to provide the most beneficial system so that installa-
tions operate more economically, respond to
customer demands more effectively, and, above all,
are fully prepared to meet emergency requirements in
a responsive manner. This purpose was achieved at
Fort Bliss.

Thomas C. Kozlowski is an industrial engineer
for the Army Materiel Command Logistics Support
Activity Packaging, Storage, and Confainerization
Center, Tobyhanna, Pennsylvania. He also is the
United States Head of Delegation to the Materials
Handling Working Party of the North Atlantic
Treaty Organization.
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Warehouse Modernization

I n today’s environment of diminishing
funds and manpower, Army supply organizations
must review their operations to see where they can
make improvements. One area warranting investiga-
tion at the installation level is warchouse operations.
Modernization of warehouse operations can play a
critical role in successfully accomplishing the supply
mission under fiscal constraints and, at the same time,
may provide substantial cost savings. One installa-
tion that has successfully modernized its warehouse
operations and met the challenge of “doing more with
less™ is the Army Air Defense Artillery Center and
Fort Bliss in Texas.

The Fort Bliss Directorate of Public Works and
Logistics (DPWL) provides logistics support and
services to all organizations on post. Under DPWL,
the Supply and Services Division conducts complete
supply operations, including receipt, storage, issue,
shipment, turn-in, security, and distribution of all
materiel at Fort Bliss. The hub of general supply op-
erations is building 2527, which was built in 1958, In
addition, several World War Il-era warchouses
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buildings 1111, 1112, and 1117—store general sup-
ply materiel.

Help From LOGSA PSCC

When DPWL personnel began to review their ex-
isting warechouse operations and develop a storage
modernization plan, they requested assistance from
the Army Materiel Command Logistics Support Ac-
tivity Packaging, Storage, and Containerization Cen-
ter (LOGSA PSCC). The center is located at Toby-
hanna, Pennsylvania. The combined efforts of
DPWL and LOGSA PSCC produced a strategy for
consolidating general supply materiel and modermniz-
ing supply operations in building 2527 (the 1958
structure). The storage modernization plan developed
by LOGSA PSCC was accepted by DPWL manage-
ment as the most cost-effective way to perform cur-
rent and future supply missions at Fort Bliss.

Storage Modernization Planning
Developing the storage modernization plan was a
step-by-step process that required teamwork among

One of the two types of materials-handling vehicles obtained for the modernized warehouse, the
stock selector truck moves between bins and lifts the operator to the bin level he wants.
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at Fort Bliss . ..c o

DPWL; the Fort Bliss Directorate of Resource Man-
agement (DRM}, which obtained funding for the proj-
ect; the Directorate of Contracting (DOC), which
awarded the project contracts; and LOGSA PSCC,
which provided engineering expertise in designing
and implementing the plan.

The first task of the planning process was to de-
termine the most cost-effective methods of achieving
two objectives: expanding the capabilities of an exist-
ing storage facility (building 2527} to meet current
and future work loads, and consolidating general
supply operations. These objectives were accom-
plished by maximizing the storage capacity of build-
ing 2527 and improving the productivity of its op-
erations through the use of state-of-the-art materials-
handling equipment (MHE).

During the design phase of the project, LOGSA
PSCC personnel visited Fort Bliss to perform an in-
depth distribution, storage, and materials-handling
improvement study of DPWL's supply operations.

They also evaluated current and planned methods of

operation and developed alternatives that would make
the best use of storage space, manpower, MHE, and
storage aids.

The LOGSA PS5CC experts used the determination
of storage space requirements (DOSSR) method to
calculate the storage space needed 1o consolidate
supply operations in building 2527 and to quantify
space requirements for storing general supply mate-
riel. The step-by-step DOSSR approach has been
approved by the Office of the Secretary of Defense
for Department of Defense use. The results obtained
by using the DOSSR method indicated that the pro-
posed consolidation of general supply materiel was
feasible and that the existing storage facility (building
2527) could accommodate storage of that materiel
using very-narrow-aisle bin shelving and pallet rack
storage areas. The very-narrow-aisle design uses a 5
1/2-foot-wide storage aisle versus a conventional 12-
foot-wide storage aisle.

Armed with this information, LOGSA PSCC per-
sonnel developed a configuration of storage aids (bin
shelving, pallet storage racks, and vertical storage
carousels) that would accommaodate the consolidation
of the general supply materiel. The LOGSA PSCC
experts developed several proposals for the opera-
tions layout of building 2527 for DPWL's review,
using computer-aided design to ensure a cost-effec-
tive solution.

From the proposed operations layouts, DPWL se-
lected the materials-handling system designed to sup-
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The man-up turret truck allows the operator to

work both sides of the narrow aisles in the pallet

storage area without turning the truck around.

port and sustain Fort Bliss” supply operation into the
21st century. The selected modernization plan called
for consolidating materiel from the older buildings
(1111, 1112, and 1117} into one consolidated ware-
house (building 2527).

The warechouse modernization project was funded
through the Army Training and Doctrine Command’s
productivity capital investment program. Subse-
quently, LOGSA PSCC developed a final layout de-
sign and purchase descriptions for the required
equipment; DOC advertised and awarded contracts;
and LOGSA PSCC provided onsite assistance during
the contractors’ implementation of MHE and storage
aids to ensure DPWL a successfully completed proj-
ect.

PROFESSIONAL BULLETIN OF UNITED STATES ARMY LOGISTICS 35



Vertical storage carousels give the operator quick and convenient access to small parts.

Storage Areas and MHE

The selected storage layout was designed to in-
crease storage capabilities in two ways: by making
maximum use of the warchouse’s cubic space by in-
stalling a very-narrow-aisle storage configuration,
and by mechanizing materials handling to increase
efficiency and economy.

The MHE installed under the modernization plan
includes man-up turret trucks, stock-selector trucks,
vertical storage carousels, and various pieces of dock
equipment. The three main storage areas installed in
building 2527 are hin, pallet, and miscellaneous small
parts—

Bin storage area. Building 2527's capacity to
store small, loose-issue materiel was increased by
using 19-foot-high bin shelving units in a very-nar-
row-aisle storage configuration; this combination
makes the most efficient use of the warehouse’s cubic
space. Stock-selector trucks were obtained to service
this storage area. These operator-friendly trucks
travel between the bins and raise the operator to the
level of the desired bin storage location. Stock-selec-
tor trucks are versatile and are engineered for effi-
cient loose-issue operations; they also can be used for
loose-issue operations in the pallet storage area.
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Pallet storage area. A typical pallet storage rack
with 17-foot-high uprights allows materiel to be
stored up to 21 feet in height. State-of-the-art turret
trucks were obtained to service this area. The use of
these very-narrow-aisle trucks, along with the instal-
lation of the pallet storage racks, offered DPWL the
potential to expand storage both vertically and hori-
zontally and to increase pallet storage capacity by ap-
proximately 250 percent over the conventional layout
previously used in building 2527,

The turret trucks are designed to handle both pal-
lets and loose-issue items. The turret design lets the
operator work both sides of the pallet storage aisles
without turning the truck around. The man-up design
allows more accurate placing of a pallet load onto the
storage rack and picking of orders at elevated heights
from the operator’s platform. These versatile trucks
are used primarily in the pallet storage area for pallet
handling and loose-issue operations, but they also can
be used in the bin storage area for loose-issue
operations.

Miscellaneous small parts storage. The plan
called for the use of vertical storage carousels for
storing fast-moving (high demand), small, and easily
pilferable items. These storage and retrieval units are
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19 feet 10 inches high, provide excellent cubic space
utilization, and are ergonomically designed to help
the operator pick the desired part. At the operator’s
command, the unit rotates (on the horizontal axis) the
desired shelf to counter level by the shortest route
possible. An operator can be assigned to work with
two or more carousels simultaneously.

Both types of materials-handling vehicles (man-up
turret trucks and stock-selector trucks) are able to
service either bin shelving or pallet rack storage ar-
eas, thus offering versatility and flexibility to
DPWL'’s storage operation, The trucks use a wire
guidance system that relieves the operator of steering
responsibilities in guided storage aisles; this reduces
operator tension and fatigue and allows operators to
concentrate on their supply jobs.

In addition, the modernization plan called for up-
grading dock equipment to improve efficiency and
safety in loading and offloading carriers. The state-
of-the-practice dock equipment includes a full-sized
mechanical dock leveler and several edge-of-dock
plates. Both types of equipment compensate for the
height differential between carriers and dock and
provide a strong, secure bridge from the dock to the
carrier in the receiving and shipping areas. DPWL
also installed safety restraints with the dock equip-
ment. These safety restraints are designed to hold the
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carrier at the dock during loading and offloading op-
erations; they feature an audible alarm and flashing
light that warn dock personnel if a trailer is not prop-
erly secured.

Storage Modernization Pays Dividends

The modernization project blended storage aids,
manpower, MHE, and system controls into a com-
plete storage and distribution process, resulting in
significant space, time, and manpower savings. DRM
has estimated that savings resulting from improved
space utilization are S285,000 annually and projects
that an estimated annual savings of S204,000 in man-
power requirements will be realized. In addition,
benefits not quantified in DRM’s analysis include—

* Improved distribution. The selected MHE pro-
vides better accuracy, precision, and speed for mate-
riel handling, which improves customer order rates
and service levels.

* Improved ergonomics. The materials-handling
system provides safer working conditions, reduces
employee fatigue, and improves the comfort of per-
sonnel, all of which contribute to increased produc-
tivity,

* Improved operations flexibility. The MHE
trucks were selected for pallet-handling and loose-is-
sue operations based on their ability to service either
the bin storage or pallet storage areas. This versatil-
ity improved the ability of the warehouse to support
backup and contingency operations and reduced the
project’s capital costs.

Warchouse modernization should be viewed as not
only making Army supply operations more respon-
sive and efficient but also as providing cost benefits
that help supply managers meet the challenge of
“doing more with less.”

LOGSA PSCC provides worldwide engineering
consultant services to assist Army and other Depart-
ment of Defense installations in modernizing their
distribution, storage, and materials-handling opera-
tions, The purpose of this modernization assistance is
to provide the most beneficial system so that installa-
tions operate more economically, respond to
customer demands more effectively, and, above all,
are fully prepared to meet emergency requirements in
a responsive manner. This purpose was achieved at
Fort Bliss.

Thomas C. Kozlowski is an industrial engineer
for the Army Materiel Command Logistics Support
Activity Packaging, Storage, and Confainerization
Center, Tobyhanna, Pennsylvania. He also is the
United States Head of Delegation to the Materials
Handling Working Party of the North Atlantic
Treaty Organization.
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Text, Lies,
and Inspection
Checklists

by Chief Warrant Officer (W4) Steve N. Kohn

A checklist
is only as good
as its questions

are specific.
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l_ik&: many of you, I've been on both sides
of the inspection process—both inspector and
inspectee. As a result, I am convinced that nothing is
more important to the success of an inspection than
the quality of the checklist. You probably think this
should be self-evident. But in the real world, the
inspection checklist sometimes reads as if it were
written an hour before it was due to the boss.

For example, look at the following questions from
an actual checklist that was used to inspect a division
direct support maintenance battalion-

Duoes the shop have an internal standing operating
procedure (SOP)?

Are all job packets accounted for?

Are receipts from the warehouse processed within
48 hours?

Do all locations have bin labels?

Are sipnature cards for the direct support unit
carrect?

Are repair parts being ordered in a timely
manner?

Are all required technical manuals (TM's) and up-
dates available?

Are workable jobs being worked?

Are soldiers happy in the workplace? (No, I didn’t
make that one up.)

If you see nothing wrong with these questions, you
need to look at them again. Would you be comfort-
able if this checklist was used to inspect your unit?
Does the word “all” in some of the questions make
you wonder how the inspector possibly can check all
items in an inspected area? Of course he can’t check
all of the items. So how many does he check? One?
Two? Five? And what if he finds a discrepancy?
Does your unit fail that area?

Most of us know that a lot of work goes into pre-
paring for an inspection when we are on the receiving
end. Many of us fail to recognize, however, that a lot
of work should go into preparing for a successtul
inspection.

Three Principles of a Good Checklist

I've condensed into three sentences what I think is
the formula for a good checklist. If you're writing a
checklist from scratch, revising one you inherited, or
fixing a bad one you wrote yourself, this information
may be helpful to you.

Break down areas of inspection whenever possible,
If you were in charge of an inspected maintenance
shop, would you be comfortable with a question such
as, “Does the unit have a good safety program?” This
question covers too much; it treats a subject with
many components—itraining, safety equipment, and
shop hazards, for example—as one broad question.

The same problem exists with the question, “Does
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the shop have an internal SOP?” Maybe it does have
some papers under a cover called “Internal SOP,” but
what's in it? Could a young soldier read it and know
what to do or whom to call if the noncommissioned
officer in charge wasn't around? The checklist
should make you look in the SOP to see if it covers
specific areas such as tool inventories, section secu-
rity, duties and responsibilities, counseling require-
ments, and training.

Assign poinis based on importance. Here's where
your experience, judgment, and competence enter the
picture. As the inspector, decide what’s important to
you. Make each of your concerns a separate item on
the checklist to be sure none is overlooked. Then
recognize that, while everything is important, some
things are more important than others. Those of us
entrusted with writing an inspection checklist should
know what's really worth checking, and we can con-
vey our values to the inspected unit by the number of
points we assign to each question. An item worth
five points will get more attention than an item worth
one point,

The checklist works best if the points add up 1o
100. Your drafts can be adjusted up or down to make
that happen. At the same time, you can rethink the
relative importance of some questions in order to to-
tal exactly 100 points. Using 100 points also allows
reasonably valid comparisons to be made, Not only
can similar units be compared (for example, the three
forward support battalions in a division support
command), but how each unit fares in the current in-
spection can be compared to how well it did in the
last.

Quantify whenever possible. 1f you don’t quantify
your inspection, the results are merely your opinion.
Your evaluation will be subjective and may be
appealed as unfair by the inspected unit. “Are all
required TM’s with updates available?” requires a
look at all essential TM's. Realistically, no inspector
does that.

If you're checking publications, the checklist
should state clearly how many documents you're ac-
tually going to check. The checklist also should state
the percentage of publications that must be on hand
or on order for the unit to receive all or a portion of
the points assigned to that question. For example,
your checklist may state that you will “choose 24
publications at random.” If the number of publica-
tions on hand or on order in the unit equals 21 or
more, you award 12 points (or whatever total number
of points you assign to that area). For less than 21,
but more than 13, publications on hand or on order,
you award 6 points; for 13 or fewer publications on
hand or on order, the unit gets 0 points.

It you're looking at tools, the checklist should state
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how many toolboxes you're going to check and how
many tools can be missing or broken without having
points deducted. For example, the checklist may
read, “Choose two toolboxes at random,” and go on
to state that one point will be deducted for each
broken or missing tool, each toolbox left unlocked,
each instance of unsecured keys, and so on.

If you're looking at cardiopulmonary resuscitation
(CPR) training, state what percentage of soldiers in
the unit must be CPR-qualified to receive a certain
number of points. For instance, if 50 percent or more
of the assigned personnel are CPR-trained, you give
the unit the total number of points for that area; for 25
to 49 percent of assigned personnel trained, yvou
award half the assigned points; for less than 25 per-
cent trained, you give no points.

If you're inspecting locations in a warchouse, state
in the checklist how many areas will be checked.
Compare, for example, the actual locations of five
items to the locations listed in the SOP, If all loca-
tions are accurate, the unit gets two points; for less
than 100 percent accuracy., it gets 0 points.

Lest We Forget

There are two other rules that should go without
saying. but I'll say them anyway. First, each question
on your checklist must cite a published directive, to
include the paragraph and subparagraph. The check-
list then becomes a useful reference for personnel in
the inspected unit throughout the year, not just a
sword hanging over their heads a few weeks before
the inspection.

Second, you must avoid subjective questions—
those that are open to multiple interpretations. There
is a place for opinion in a checklist, but it’s a small
place. You could include a question such as, *Ts the
shop clean and organized?” But if more than 5 of
100 points fall in this category, your editing pencil
needs some sharpening,

Your goal in preparing an inspection checklist
should be to have your questions so detailed, specific,
and objective that they have only one answer even for
an inspector lacking vour vast wisdom, experience,
and insight. Then your checklist will be a valuable
training guide. Otherwise, you're wasting the unit’s
time and giving the commander a deceptive
evaluation of the go-to-war status of his unit.  ALOG

Chief Warrant Officer (W4) Steve N. Kohn is as-
signed to the Warrant Officer Division of the Army
Signal School, Fort Gordon, Georgia, as an instruc-
tor in the Basic and Advanced Warrant Officer
Courses. He was ﬁrew'c:rushf assigned to the
Division Materiel Management Center, 25th
Infantry Division (Light), H(.'Eﬂﬁe.fd Barracks, Hawaii,
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Warrants, Too, Train With

by Chief Warrant Officer (W3) Charles R. Widdicombe, Jr.

The author tells how training with industry was the most

of his military career.

An opportunity of a lifetime, courtesy of
the Army—those were my thoughts when [ was given
the opportunity to compete for a training-with-indus-
try (TWI) assignment with Sears, Roebuck, and
Company.

But exactly what was TWI? And why was [, a
quartermaster warrant officer supply systems techni-
cian, being offered this opportunity? These were just
two of many questions that came to mind as I decided
whether or not to compete for the assignment.

I learned that the TWI program has been a part of
the Army since the 1970's. It was developed to fill a
need for training in certain fields in which the Ammy
lacks expertise. The TWI program was limited to
commissioned officers at first. Later, the Army real-
ized it could benefit also by having technically
trained warrant officers exposed to the latest techno-
logical and managerial innovations of industries that
directly correspond to the warrant officers’ arcas of
expertise.

But why Sears? What did Sears have in common
with Army logistics? [ learned that Sears is the na-
tion's second largest retailer and has a vast world-
wide logistics network that rivals the Army and the
Department of Defense systems in its complexity and
scope. Anyone who works for Sears gets a chance to
observe and participate in the very latest in logistics
technology.

I still wondered what I could do for Sears and how
the assignment would benefit me personally, But |
was confident that these questions would be answered
after | reported to Sears, and | decided not to pass up
the rare opportunity I was being offered.

A ‘Regular Guy’

When I arrived at Sears’ corporate headquarters
near Chicago, Illinois, I was assigned to work for the
Sears logistics group (and 1 stress the word “work™)
headed by Lieutenant General William G. (Gus) Pa-
gonis (USA [Ret.]). I was appointed project manager
for a logistics distribution network and tasked with
managing several different projects. I was given un-
restricted access to all areas of Sears’ vast logistics
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network and was expected to be an active participant
in the corporation’s daily logistics decisions. 1 as
sisted in the development of its future logistics
structure just as if [ were a regular logistics group
employee. 1 traveled to various Sears sites to see the
complex Sears distribution network: I worked with
their multifaceted automated logistics systems and
examined how Sears manages its inventory. In short,
I became a member of the Sears logistics team.

A Win-Win Situation

My smooth integration into the logistics team was
possible only because of the commitment of the Sears
logistics group leadership team. This team, under the
direction of General Pagonis, ensures that the Sears
TWI program is a win-win situation for both the
Army and Sears. For a year, the Army provides
Sears, at no cost, the services of a well-trained, highly
motivated individual who can contribute a valuable
outside perspective to the Sears logistics group’s de-
cisionmaking processes. At the end of the TWI as-
signment, Sears returns to the Army a better trained,
more versatile officer.

Bottom-Up Versus Top-Down

The TWI assignment gave me the opportunity to
compare the Sears automated systems with those used
by the Army. I discovered that Sears’ automated re-
plenishment systems are completely different from
the Army’s. The Sears network is centrally con-
trolled by a mainframe computer. The Army system
is personal computer (PC)-based and is essentially a
bottom-up system rather than a top-down system.
This means that in the Army the replenishment and
distribution decisions are made at the local command
level, while with the Sears systems all replenishment
and distribution decisions are made at the corporate
headgquarters.

The Sears automated systems are also much more
sophisticated and interconnected than any of the
Army systems. The entire Sears network is tied to-
gether. Each Sears system performs a specialized
function. One system deals with replenishment, an-
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rewarding experience

other with warchouse management, another with
transportation, another with customer orders, and so
on. Mo one system does it all. Each system is con-
nected to a central logistics network that provides a
total picture of all logistics assets through a single
data base. The data base allows the corporate head-
quarters to track each item from the time it is ordered
until it is delivered to the customer.

There are many cost-control advantages to cen-
trally managed replenishment, inventory control, dis-
tribution, and transportation systems. One big advan-
tage 1s that separate system modernizations and en-
hancements can be made only to the particular data
base concerned and do not have to be applied system
wide. This holds network system programming cosis
to a minimum. A mainframe system accommodates
this developmental philosophy; the Army’s PC sys-
lems do not.

However, there are also disadvantages to a cen-
trally controlled automated logistics system. A cen-
trally controlled system limits the manager’s ability
to tailor his logistics requirements to the actual tacti-
cal situation. Accountability and asset management
are also less efficient. But the most significant short-
coming of a centrally controlled system is its inability
to respond quickly in contingency operations,
Although Sears responds very quickly to regional
contingency needs, the Army must be quicker; it does
not have the luxury of waiting to see what assets need
to be redistributed where. The Army must have the
right supplies at the right location at the right time.

The Army operates many different logistics sys-
tems such as the standard Army maintenance system
(SAMS). the standard Army intermediate level sup-
ply system (SAILS), the standard Army retail supply
system (SARSS), the direct-support unit standard
supply system (DS4), and the unit-level logistics sys-
tem (ULLS). Each system modernization and en-
hancement must be implemented in a way that does
not adversely impact the Army’s other automated lo-
gistics systems.

Why compare the Sears automated replenishment
systems to those of the Army? The Army must
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modernize and improve its automated logistics sys-
tems continuously by using whatever it can learn
from systems developed by corporations such as
Sears, The Army must strive to develop a more user-
friendly, on-line, real-time automated logistics re-
plenishment system that provides access to informa-
tion on all of the varied aspects of logistics such as
replenishment, inventory management, distribution,
and transportation. The Army must do this to con-
serve the limited resources it has available and, at the
same time, maintain local command and control of
the resources that are needed for contingency op-
erations and local mission requirements.

The ‘Softer Side of Sears’

The year I spent with Sears was the most educa-
tionally rewarding experience of my 20-year military
career. | was exposed to a group of exceptional lo-
gisticians dedicated to the common goal of providing
Sears the best state-of-the-art logistics services at the
lowest possible cost. | had the good fortune to be re-
introduced to a simple but effective leadership and
managerial style that 1 first encountered while as-
signed to the 21st Theater Army Area Command in
Germany. The concepts of centralized control, de-
centralized execution, and single point of contact, as
well as an organizational structure that contains a lo-
gistics cell, are part of a leadership philosophy born
in the Army but fast becoming a prototype for corpo-
rate logistics organizations. The concept is now fully
developed at Sears under the leadership of General
Pagonis. T was able to see first hand how these man-
agement technigques eliminate confusion, improve
communications, cut corporate bureaucracy, save
Sears time and money, and provide a better product to
the Sears customer.

My year at Sears gave me an opportunity to exam-
ine myself, compare my skills to those of executives
with proven corporate track records, and see just
where I needed to improve those skills, T can think of
no other job that offers as much opportunity for per-
sonal and professional growth as TWL It was an ex-
perience | would not exchange for any other assign-
ment. If you're looking for a challenge, seek a TWI
assignment. You won't regret it. ALOG

Chief Warrant Officer (W3) Charles R. Widdl-
combe, Jr, is assigned to Headquarters and Head-
2uarrers Company, Army Combined Arms S'u’:)pnrr

ommand and Fort lee, Virginia. He has a
bachelor's degree in history from the State Uni-
versity of New York at Buffalo. He is a graduate of
the Supply Systems Technicians Warrant Officer
Advanced Course.,
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SYSTEMS

Ammy Logistician wshers in this new vear by
adding a standing news column—ALOG Systems.
Many readers have asked for more information on
existing and emerging awtomated logistics systems.
The purpase aof this new column is to provide that
information.

Last October, the Logistics Autamation Direcior-
ate of the Army Combined Arms Support Commaned
({CASCOM ), Fort Lee, Virginia, was redesignated the
Information Systems Directorate (ISD). This new
column is a product of that directorate. The infor-
mation presented is compiled, coordinated, and pro-
duced by 18D, under the direction of Lieutenant
Colonel Shay Nyunt. Readers may direct questions,
corments, or information reguests to Colonel Nyunt
by e-mail at nyunti@lee-dns [ .armyv.amil or phone (804 )
734-1207 or DSN 687-1207. —Editor

INFORMATION  SYSTEMS
ESTABLISHED AT CASCOM

DIRECTORATE

Effective | October 1996, the Logistics Automation
Directorate (LAD) was redesignated the Information
Systems Directorate (ISD) at the Army Combined
Arms Support Command (CASCOM), Fort Lee,
Virginia. The name change reflects not only the
directorate’s new missions under the CASCOM rea-
lignment but also reflects the dynamic nature of the
Army’s logistics information systems.

ISD serves as the Army’s combat developer for lo-
gistics information systems and takes on projects for
joint logistics systems, identifying merging tech-
nologies, integrating systems, and developing systems
for the “Army After Next.” The directorate has added
the Office of Technology Modernization, which has
the mission of identifying information and technology
systems that provide the greatest capability for
meeting CSS requirements.  Additionally, ISD as-
sumes leadership for CASCOM’s logistics communi-
cations initiatives. The directorate’s subject matter
experts also will continue to support customers in the
field. ISD key personnel and points of contact are—
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* Colonel Stephen J. Marshman, Director.

* Brian E. Wood, Deputy Director.

* Robert Dienes, Chief, Office of Technology
Muodernization,

* Jesse Mason, Chief, Automated Systems Divi-
sion.

* Forrest D. Malcomb, Chief, Information Systems
Projects Division.

The ISD can be contacted by addressing mail to Di-
rector, Information Systems Directorate, 3901 A Ave-
nue, Suite 120, Fort Lee, VA 23801-1807; by tele-
phone at (804)734-1222 or DSN 687-1222: by fax at
(804)734-1198 or DSN 687-1198; or by e-mail to
alcls@lee-dns1.army.mil. Information on ISD is also
available on CASCOM's World Wide Web site al
http:/fwww.cascom,army.mil.

DEVELOPING AN INTEGRATED COMBAT
SERVICE SUPPORT SYSTEM

Combat service support (C55) information systems
must evolve toward meeting the Army’s logistics
information demands in the next century. CASCOM’s
ISD—the Army’s combat developer for logistics
information systems—is developing a strategy to meet
that demand.

Since the advent of the electronic numerical inte-
grator and computer (ENTAC), the Army’s computers
have morphed from room-sized behemoths providing
specialized calculations to today’s microcomputers
that operate logistics “stovepipe” systems that
support the worldwide functions and missions of CS5.
We are now dependent on these systems and their data
at every level, from property accountability to
tracking an Abrams tank’s systems status on the
battlefield. With these systems now fully functional,
where can we go next with CS5 information systems?
Improve existing log stovepipe systems? Provide a
more user-friendly interface? What about a single
system to perform all functions? Create one system
that lets the supply sergeant use data from personnel
files in the orderly room and allows the battalion
maintenance officer to roll up equipment readiness
from subordinate companies? Create a system that’s
seamless, real time, and provides users with a
common interface? Why not integrate all these
recommendations into a single system?

ISD combat developers have done just that—and
more, Here is an overview of a system, now on the
drawing board, called the integrated combat service
support system (ICSY). ICS7 is under prototype devel-
opment. It is a single system envisioned to perform all
CSS functions. These are some of its features—
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» Shared data access. It will be paperless 1o the
maximum extent possible and provide transparent in-
terface communications. There will be no need for
users to get involved in passing data around. One-
time input will update all files in the system. It will
rely on transmission rather than transportation of data
and information. All sites will have free text-messag-
ing capability.

+ Functionality. 1CS? will be designed around
functions, with common functions embedded in com-
mon software code, usable at all locations performing
that function. Ower time, all current standard Army
management information systems, new initiatives,
automation of current manual tasks, and emerging
technology will transition into 1CS3 All resident data
will be available to anyone with connectivity and
permitted access, either through structured reports or
ad hoc query,

« Common look and feel. The system will use a
graphic user interface, point-and-click controls, and a
common baseline and operating system to give it a
common look and feel at all sites. Automatic linkage
of movement requiremenis o movement managers
will shorten administrative delays. Status and re-
sponses will be as automatic and immediate as re-
guests and requisitions.

The ICS? will be built around this triad of

capabilities—

« Modularity. Software modules resident at 1CS?
sites will be designed either functionally (such as
supply, maintenance, administration, and other func-
tions) or by echelon (for example, unit level, brigade
level, or materiel management center level). Special
subsets of these basic modules will perform functions
unique to a particular location when necessary. This
table shows some current C55 automated systems that

CASCOM proposes to have migrate to ICS?.

In most cases, the actual fielding of modules and
submaodules will vary among locations and echelons.
For example, both a unit supply room and a corps
materiel management center (CMMC) will have the
supply module, but there are obviously vast differ-
ences in function and capability required at two such
different sites. The CMMC, as presently configured,
needs demand analysis capability; and a unit supply
room needs an arms room inventory function. It is
most likely that submodules of the 1C5+ supply mod-
ule will exist to cover these specific requirements and
will not require universal fielding. Wherever a
function or capability is developed it will be fielded in
identical form wherever it is required, regardless of
echelon. All ICS3 sites will have the admin module,
which will consist of a standard set of office products
(MS Office™ or equivalent) and specialized software
that will perform routine military administrative func-
tions not otherwise included in one of the other 1CS3
maodules.

 Interface protocols. ICS? will have interface
protocols built in to move files and distributive in-
formation among 1CS? sites and other locations as
necessary. These are not free text but formatted
transactions that will communicate automatically and
transparently. Examples include such things as reg-
uisitions, status, and file updates needed by others,
always keeping the “one time input” characteristic in
mind. 1CSY is intended to share information with De-
partment of Defense-level CSS automation systems
such as the transportation coordinator’s automated in-
formation for movements-11 (TC AIMS-11), the Army
medical management information system { TAMMIS),
the standard installation/division personnel system-
version 3 (SIDPERS-3), and the Defense finance
automation system (DEAS).

+ Data structure. 1CS? will have the capability to
reach into files and extract useful data, either in a
structured report, including recurring reports, or by

SN Sﬁﬁ:ﬁl— MC:{D:?JLES REMARKS ad hoc query. Anybody with a computer, E:mj.nectiv—
SIDPERS W T T ity, and proper password access (any ICS- site) can
access read, extract, and manipulate the data. This is the
ULLS-54 [Merge with  [Supply Subsumed proper capability when retrieval of the data is sporadic
GEBSR _ or the form is uncertain and a full interface is not
ULLS-A  Merge maint pMaint, supply, Subsumed desirable. Data may reside in a centralized, relational
wifothers trans (Awvn sub- : : 7 o
lsat) database or it may be extracted directly from the ICS5-

SAMS-1  [Merge maint [Maint, supply [Subsumed site, depending on the final technical design.
wiothers The ICS? prototype is slated for testing at Fort Lee
[TAMMIS Umbrella interface during this quarter of the fiscal year. The core 1CS?
s SugF:i‘; fammo [Subsumed team members are Lieutenant Colonel Loretta
DAMMS-R5ubsumed by ?:m:s i Tohels Starkey, Donnie Parr, and Captain Paul Mason. More
[TC AIMS II interface information on ICS? is available on CASCOM’s
TC AIMS-| Trans Umbrella World Wide Web site at—nhtp://www.cascom.

interface army.mil/la/default.htm,
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