NOVEMBER-DECEMBER 2000

-

From Factory
to Foxhole

PB FiM-W-h Headhuarers, Depariient of the Army Approwed for public release; distvilution i unlimdbed.



PROFESSIONAL BULLETIN OF UNITED STATES ARMY LOGISTICS

PB 700-00-6
VOLUME 32, ISSUE 6
NOVEMBER-DECEMBER 2000

ARTICLES
3 ATAV Vision—Louis M. Ferris

6 ATechnique for Combined and Joint Logistics Planning
—Major Ray W. McCarver, |r.

8  Deployment, Sustainment, and the Future
—Major General Walter L. Stewart, Jr., PAARNG

11 Model Services Motorpool—Captain John M. Cooper

14 Training Multifunctional Logisticians—Colonel Steven DL Patrick, LISAR,
and Colonel Gary C. Howard, LISAR

16 Building an Effective Brigade Maintenance Meeting
—Major Gerhard Schréter and Major Brian K. Vaught

20 Do Noncommissioned Officers Need a Contingency Contracting MOS?
—ndajor Mel M. Metts and Major Nicholas L. Castrinos

24 Staff Ride to Gettysburg—Major General Terry E. Juskowiak
and Lieutenant Colonel Jlames P. Herson, |r.

30 Splitting Hand Receipts for Deployment—Chiel Warrant Officer \W—4)
Michael E. Tater and Chief Warrant Officer (W—4) James M. Townsend

35  The Swiss Transportation Troops—Captain Peter Chen
38 A Revolutionary Vehicle for the Future—Colonel Larry Harman

40 Commentary: The Friction Index and the Army Vision
—Colonel Christopher R. Paparone

42 Commenltary: Things | Don't Understand
—Thomas R. Welch

DEPARTMENTS

1 MNews

Army Logistician (1554 D004-2528) is a bimonthly professional bulletin published by the Army
Logistics Management College, 2401 Quarters Road, Fort Lee, Virginia 2380-1703.  Periodi-
cals postage paid at Petersburg, WA 23804-9998 and additional mailing offices.

Mission:  Army Logistician is the Department of the Army's official professional Bulletin on
logistics, Its mission is to publish timely, authoritative information on Army and Defense logis-
tics plans, programs, policies, operations, procedures, and dactrine for the benefit of all logis
tics personnel. s purpose is o provide a forum for the exchange of information and expres
sion of original, creative, innovative thought on logistics functions,

Disclaimer: Articles express opinions of authors, not the Department of Defense or any of ils
agencies, and do not change or supersede official Army publications. The masculine pronoun
may refer to either pender,

Submissions: Articles and information on all Tacets of logistics aperations and functions are
solicited.  Direct communication is authorized and should be addressed to: EDITOR ARMY
LOGISTICIANALMC 2401 QUARTERS REVFT LEEWA 23801-1705. Phone numbers are: (804)
7B5-4761 or DSM 539-4761; Fax (804) 765-4463 or DSMN 539-4463; e-mail alog®lee.army.mil.
Articles may be reprinted with credit to Army Logistician and the authors), except when copy-
right is indicated. :

Distribution:  Units may obtain copies through the initial distribution system (D8 12-series),
Private subscriptions are available through the Superintendent of Documents, LS, Govern
ment Frinting Oifice (order form s on inside back cover). Army Logistician has a home page
on the Internet’s Warld Wide Web at hittpefsoswsalme.army.milfalog

Postmaster: Send address changes to; EDITOR ARMY LOGISTICIANALMC 2401 QUARTERS
ROVFT LEE WA 23801-1705

BOARD OF DMRECTORS
Chairman

Licutenant General Billy K. Solomon
Commander, Army Combined Arms
Support Command

Members

The Honorable Paul |. Hocper
Assistant Secretary of the Army
Acquisition, Logistics, and Technology

Major General Charles C. Cannon, Jr.
Acting Deputy Chief of Staff for Logjstics
Department of the Army

General John G. Coburn
Commander, Army Materiel Command

ARMY LOGISTICS
MANAGEMENT COLLEGE

Colonel Grady 5. Mills
Commandant

Barbara G. Mroczkowski
Assistant Commandant

STAFF

Janice W. Heretick, Editor

Robert 1. Paulus, Associate Editor

Janice L. Simmons, Assistant Edlitor

April K. Morgan, Assistant Editor

Jovee W, Pawlowski, Desipn Specialist
Darlene A. Marker, Administrative Assistant

COVER
The Army's transformation will affect all points
along the continuum of Army operations, from
“factory to foxhole,” This issue containg several
articles that address aspects of transformation;
Total Asset Visibility (page 3), combined and
joint logistics planning (page &), deployment and
sustainment (page 8, contingency contracting
(page 200, and split base operations (page 300

This medium is approved for the official dissemi-
nation of material designed to keep individuals
within the Army knowledgeable of current and
emerging developments within their areas of
expertise for the purpose of enhancing their pro-
fessional development.

By Order of the Secretary of the Army:;

ERIC K, SHINSEKI
General, United States Army
Chief of Staif

Dificial:

Joed & Hu

JOEL B. HUDSOM
Administrative Assistant to the
Secretary of the Army

0023401



Coming in Future Issues—

e Staffing and Training for the FSC

o The Campaign in the Shenandoah

e Class VIl Prepacks for Joint Distribution

e Improving Change of Command Inventories
e Military Logistics Continues to Repeat Itself
» Mobilization of DS Fuel and Electric Capabilities
* Reducing Maintenance Backlog

* More Than a Name Change

e Logistics Over the Shore Operations

o Army XXI Total Asset Visibility

e Combat Equipment Group-Europe

e Medical Supply Support to Kosovo

e Damn the Logistics, Full Speed Ahead

ISSN 0004-2528 PERIODICALS POSTAGE
AND FEES PAID
DEP‘;RTMEN{}]-Gﬂ;:Féﬁ A:lMY AT PETERSBURG VIRGIMNIA
ARMY U it AND ADDITIONAL CITIES

LIS ARMY LOGISTICS MANAGEMENT COLLEGE
2401 QUARTERS ROAD
FORT LEE VIRGINIA 23801-1705

Official Business



ARMY EXPECTS TECHNOLOGY DEVELOPMENT
TO KEEP TRANSFORMATION ON SCHEDULE

The Army is on schedule to meet its goals of achiev-
ing initial operational capability for the first two brigades
of the interim force by the end of 2001 and of standing
up the objective force by Chief of Staff General Eric K.
Shinseki’s target timeframe of 2008 to 2012,

According to Army officials, the Army should attain
the technological innovations needed to create the objec-
tive force as projected. Key among these are the tech-
nologies required to produce the future combat system,
which will be a replacement for the 70-ton M1 Abrams
tank that will have the same lethality and survivability
but will weigh only 20 tons. The Deputy Assistant Sec-
retary of the Army for Research and Technology, Dr.
Michael Andrews, predicts, “By the end of [20]05, early
[20]06, we will have a future combat systems demon-
stration. We're not having to create new technologies
out of thin air.”

The first two initial brigade combat teams (IBCT’s) of
the interim force are being created at Fort Lewis, Wash-
ington, by reorganizing the 3d Brigade, 2d Infantry Divi-
sion, and then the 1st Brigade, 25th Infantry Division
iLight Infantry). At leastsix IBCT s will be established.,
including at least one in the reserve components. The
interim force will not be an early-entry force. Instead,
the IBCT"s will fill the gap between early-entry forces
and heavier follow-on forces: the brigades will be lethal,
agile, and mobile enough to dominate combat during that
interval,

Army Training and Doctrine Command schools are
developing new doctrine and training techniques for the
IBCT’s. Some of the training will be provided in the
torm of simulations delivered through the Army’s distance
learning system. Tactical leader training for IBCT officers
and noncommissioned officers is underway. Company
training and brigade and battalion staff-level training was
scheduled to begin at Fort Lewis in September.

While development of the future combat system pro-
ceeds, the IBCT will be equipped with an interim ar-
mored vehicle. Evaluation of candidate vehicles recently
took place at Aberdeen Proving Ground, Maryland. In
the meantime, the IBCT is working with armored vehi-
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cles borrowed from several other countries as surrogates
for the interim armored vehicle.

WARFIGHTING EXPERIMENT TESTS
DIGITIZATION IN LIGHT UNITS

Approximately 4,000 soldiers converged on Fort Polk,
Louisiana, in September to test the use of the Army’'s
new digital systems with light forces. In the Joint Con-
tingency Force Advanced Warfighting Experiment, the
soldiers, plus a company of marines, engaged in combat
scenarios against the Joint Readiness Training Center’s
opposing force. They used many of the technological
enablers the Army is developing for its armored forces to
see how well they work for dismounted forces and how
they can be improved to increase dismounted forces” le-
thality, survivability, and operating tempo.

The Army evaluated 47 technological and doctrinal
initiatives during the experiment. Chief among these were
an en route mission planning and rehearsal system, the
Army Battle Command System, and the Land Warrior
individual soldier system.

Soldiers participating in the experiment were from the
1st Brigade, 10th Mountain Division (Light Infantry), from
Fort Drum, New York; the 3d Battalion, 325th Airborne
Infantry Regiment, 82d Airborne Division, from Fort
Bragg, North Carolina; and an armored company of the
4th Infantry Division from Fort Hood, Texas.

ARMY OPENS PREPO FACILITY AT QATAR

The Army’s newest and largest pre-positioned stock
{prepo) facility opened in Qatar in August. The facility
talls under the forward command of Army Forces Cen-
tral Command-Qatar, which is one of three forward com-
mands in the region maintained by the Third U.S. Army
and Army Forces Central Command, based in Atlanta,
Georgia,

Colonel Kathleen Dennis, commander of the Army
Materiel Command-Southwest Asia said, “The primary
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reason for this installation was 1o contribute to the Na-
tional Security Strategy that calls for the rapid deploy-
ment and forward presence . . . The Army prepo equip-
ment in the Gulf allows for a much more rapid deploy-
ment of troops in the area.” The mission of the 262-
acre, climate-controlled facility is to store and maintain a
brigade-sized equipment set that will facilitate the rapid
movement of personnel, equipment, and supplies by land,
sed, or air to other countries in the region.

Because of Qatar’s location, the reception, staging,
onward movement, and integration of vehicles and troops
from Qatar will be different than from other countries in
Southwest Asia. Troops will not be able to land in Qatar
and drive the equipment from the site to the local area
for combat. Instead, advance parties will fly to Qatar,
draw the equipment, and use commercial heavy equip-
ment transporters (0 move it to port to be loaded onto
ships for transport to the combat zone.

Examples of the Army’s logistics responsibilities n-
clude inland petrolenm and water distribution. The equip-
ment stored at the facility is intended for issue to Army
forces but may be used to support joint forces if needed.

INNOVATIVE CONTRACTING INITIATIVE
TO PROVIDE COMPLETE LOGISTICS SERVICES

Defense Supply Center Columbus, Ohio, has awarded
a virtual prime vendor contract to ProcureNet, Inc., head-
quartered in Great River, New York, to provide military
units comprehensive logistics support for automotive and
equipment parts and services.

The Fleet Automotive Support Initiative, or FASI for
short, is a revolutionary total systems approach to stream-
lining parts support of military automotive and equip-
ment fleets. It is designed to reduce the total cost of
weapon system and automaotive fleet support by consoli-
dating purchasing and reducing the number of suppliers.

FASI will decrease the response time needed to obtain
spare parts and reduce both wholesale and retail invento-
ries. Military customers will receive quick, uninterrupted
parts delivery, even when their requirements change.
Using its own supplier base as well as the Government's,
FASI's virtual prime vendors will deliver parts to desig-
nated locations within 2 to 10 days (depending on the
priority of the request).

Under the terms of the agreement, ProcureNet will
use its innovative OneSource™ suite of products and serv-
ices to provide Internet-based procurement and delivery
of parts and services 1o a wide-ranging group of military
sites, including Camp Pendleton and Fort Irwin, Califor-
nia; Camp Lejeune, North Carolina: Fort Stewart, Geor-
gia; and Fort Hood, Texas. The initial term of the con-
tract is 2 years, with three additional option periods.
Annual sales are estimated at S60 million.

DIGITIZATION INITIATIVE HELPS PROTECT
SOLDIERS IN BOSNIA

An enhanced information system that will improve
soldier safety and communications has been installed in
70 high-mobility, multipurpose wheeled vehicles
{HMMWY's) in Bosnia by technicians from Tobyhanna
Army Depot, Pennsylvania. The Balkans Digitization
Initiative (BDI) involved equipping the HMMWY s with
information systems that allow the American command
base in Tuzla, Bosnia, to keep in constant contact with
soldiers on patrol through a satellite link.

“To adequately protect our soldiers and to ensure mis-
sion success, it's critical to track and know the where-
abouts of patrol vehicles at all times,” explained supervi-
sory electronics engineer Ron Cappellini. “This system
not only provides that, but also allows soldiers in those
Humvees to track and communicate with each other and
stay in communication with headquarters via e-mail.”

The information system consists of a computer, om-
nidirectional antenna, keyvboard, and monitor. The an-
tenna is linked with a Global Positioning System satellite
to give the location of the vehicle to headquarters and
other BDI-equipped HMMWV's. A soldier in Tuzla can
track some or all of the vehicles through a satellite termi-
nal monitor and alert the drivers through the e-mail sys-
tem if they are going to stray off course.

The system is similar to the commercial system used
in tractor-trailers. One of the major differences is that
the software customized for military use provides loca-
tion updates every 5 minutes instead of every hour,

The Program Executive Office for Command, Con-
trol and Communications Systems, Fort Monmouth, New
Jersey, led the initiative. Tobyhanna Army Depot; the
TRW Corporation; QUALCOMM., Inc.; and the Army
Communications-Electronics Command’s Logistics Readi-
ness Center at Fort Monmouth collaborated on the project.

OCS EXPANDING
TOTURN OUT MORE OFFICERS

To help stem a significant officer shortage, the Army’s
Branch Immaterial Officer Candidate Course, known
Army-wide as officer candidate school (OCS), has ex-
panded. A third company has been added to the 3d Bat-
talion, OCS, 11th Infantry Regiment, at Fort Benning,
Georgia. With the addition of the new company, ap-
proximately 1,050 officers will be able to attend OCS
each year.

At one time there were as many as 13 OCS’s, almost
one for every military occupational specialty. In 1976,

{ News continued on page 44)
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NEWS

iNews continued from page 2)

they all were incorporated into the 14-week school at
Fort Benning. “One myth is that our school is all infan-
try, but it’s not,” said Lieutenant Colonel Dave Osborne,
the OCS commander. *“We train officers for the 16
branches.”

The 4-week Tirst phase of OCS focuses on troop-
leading procedures and writing operations orders. This
phase also includes a lot of physical training, road
marches, and hand-to-hand combat training. The last
week is devoted to land navigation training.

The 6-week intermediate phase stresses tactics and
includes classes on offensive and defensive concepts,
which are tested in computer-based exercises. The fifth
week of this phase is spent entirely in the field.

During the last 4 weeks, the candidates live much as
they will as lieutenants. They no longer have restrictions
placed on them, and, if they live in the local area, they
can go home at night.

Osborne said the artrition rate is around 10 percent,
and most of that is due to injuries. He credits the low
attrition rate to the selection process, which picks the
most motivated and qualified people.

To apply for commissioning through OCS, enlisted
soldiers and warrant officers must—

* Be 18 to 30 years old. The top age may be waived
if the applicants can be commissioned before their 35th
birthday.

# Have at least 90 hours of college credit.

* Have SAT [scholastic aptitude test] scores of at least
830, or 19 on the ACT [American college test].

® Include with their applications letters of recom-
mendation from their chains of command and three such
letters from individuals outside their chains of command.

* Meet with a local board of officers, which ranks
them in order of merit and forwards their applications to
the Total Army Personnel Command for consideration,

IMPROVED WORLDWIDE PORT SYSTEM
TESTED SUCCESSFULLY IN BELIZE

Following a test of their improved Worldwide Port
System (WPS) last May, officials at the Military Traffic
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Management Command’s (MTMC s) Deployment Sup-
port Command (DSC) are hopeful that the new sysiem
will enhance the readiness of deployment support teams
and improve the overall usefulness of the WPS's com-
munications capabilities to team operations. The WPS
will provide deployment support teams with in-transit vis-
ibility of cargo via the Global Transportation Network
and help ensure that the teams’ cargoes are documented
properly.

The new system consists of a notebook computer that
functions as a file server, an improved international mari-

O The WPS is set up in a van semitrailer for testing
in Belize.

time satellite (INMARSAT) portable satellite dish, a router
and hub, a bar-code printer, a laser printer, scanners with
accessories, a jazz drive, and two notebook computers
tor user access. All system components fit inside padded
custom-made cases that protect them during shipment.
All the cases have wheels and weigh less than 70 pounds
each when loaded, which makes them easier for one per-
son to lift in and out of vehicles.

The system was updated to improve communications
via the INMARSAT system. “But the real importance
[of the updated system] is in its ability to communicate
reliably with the satellites,” said Robert Shepard, DSC’s
Assistant Deputy Chief of Staff for Information Man-
agement.

The system was tested in Belize in Central America.
Belize was chosen as the site of the test because the
£32d Transportation Battalion, a DSC unit, was deployed
there.
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“[In Belize]. we hooked up, got the information trans-
mitted over an INMARSAT phone line, and were fin-
ished 2 hours after the last cargo was loaded,” said Ma-
jor David Cintron, former battalion executive officer for
the 832d. “This is opposed to the normal 6- to 8-hour
time lag we experienced many times before.”

O An improved INMARSAT dish is a critical com-
ponent of the improved WPS.

Plans are underway to purchase a number of the new
systems to support MTMC units that have needs similar
to those of the 832d. The current WPS system will
continue to be used at stateside locations where satellite
communications are not needed.

NEW VEST KEEPS SOLDIERS AFLOAT

The Army has selected a new commercial-off-the-shelf

vest that will keep soldiers afloat when they wear full
body gear, The flotation vest previously available could
not keep solders afloat with all of the equipment they
NOW CaIry.

The Soldier Enhancement Program (SEP), which is
managed by the Product Manager for Enhanced Soldier
Systems at the Army Soldier Systems Center in Natick,
Massachusetts, is responsible for finding commercial-oft-
the-shelf items to fit the needs of soldiers in the field.
SEP purchased a number of commercially available flo-
tation vests and tested them in Natick’s hydro-environ-
mental simulator, The test subjects—one small female
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and one large male—
wore the vests over
the maximum allow-
able amount of body
gear and protection,
Vests that provided
the proper amount of
buoyancy and auto-
matically rotated the
subject’s face out of
the water then were
tested in real-world
situations at Fort
Leonard Wood, Mis-
souri. Soldiers were
asked to rate the
vests for comfort,
ease of mobility,
compatibility with
equipment and cloth-
ing, and how well
they performed in
water. They unani-
mously selected a
vest produced by
Stearns Manufacturing Company.

The only change needed was to cover the vest with
the Army’s standard woodland camouflage pattern. The
vest is now available for procurement in two sizes.

O The Army’s new flotation
vest,

ARMY RAIL USERS WARNED
OF POTENTIALTRANSPORT PROBLEM

The Department of Defense representative on the As-
sociation of American Railroads { ARR) Open-Top Load-
ing Rules Committee cautions Army users of commercial
railroads of the danger posed by unsecured turrets or gun
barrels on tanks and other tracked armored vehicles be-
ing transported on flatcars. In such cases, the turrets can
strike passing trains, crossing gates, or other trackside
structures. The impact from a turret or gun is substantial
enough to collapse a truss bndge, which could destroy a
number of the cars following the tank.

Union Pacific Railroad (UP) reports that a recent inci-
dent was caused by inadequately tightened rope clamps
on the wire rope loops intended to keep the turret from
turning and the gun barrel from elevating. Also. the tur-
ret rotation lock was disengaged or had vibrated off. As
a result of a number of such occurrences, UP now re-
guires the gun barrels on tanks and other armored ve-
hicles to be in the trailing position tor all shipments origi-
nating on the UP.
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O An M7 28 combat enEineer vehicle turret with its

boom torn off after striking a passing train.

Guidance for securing turrets is contained in the AAR
Open-Top Loading Rules Manual, Section 6, Rules for
Loading Military Equipment and Materiel. Similar guid-
ance also is available in Military Traffic Management
Command Transportation Engineering Agency
(MTMCTEA) Pamphlet 55-19, which is on the
MTMCTEA website at hup://www.tea.army.mil. For
more information, call (757) 599-1645 or DSN 927-
4646, or send an e-mail to KerrR@tea-emh 1.army.mil.

ARMY UNIVERSITY ACCESS ONLINE
COMING SOON

Secretary of the Army Louis Caldera has announced a
$600 million distance-learning initiative that will help sol-
diers obtain college degrees or technical certifications
through Internet-based courses. The program, called
Army University Access Online (AUAO), should be avail-
able next vear to all Active Army, Army Reserve, and
Army National Guard members.

Caldera called on colleges and universities, Internet
companies, hardware and software companies, and oth-
ers to submit bids to the Army for an extensive curricu-
lum and the technology required to support it. Officials
hope to award a contract in December,

Under the current Army Continuing Education Serv-
ice, soldiers pay for their books and for 25 percent of a
school’s tuition. Caldera hopes to provide 100-percent
tunding for the distance learning program. The Army
has budgeted nearly $50 million for AUAO and its website,
hitp:/'www.eARMY U.com, in fiscal vear 2001, with an-
other $550 million over the next 5 years.

The website is not designed to eliminate the traditional
classroom but to complement the current system. Caldera
expects an increase in retention by improving in-service
education opportunities. “Soldiers can better achieve their
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personal educational goals and do not have to leave the
Army to get an education or use their GI Bill,” he said.

SUPPLY AWARDS ANNOUNCED

The following first-place winners of the 2000 Army
Supply Excellence Award were announced on 31 August
by Army Chief of Staff General Eric K. Shinseki

Active Army
Table of Distribution and Allowances (TDA) (Small).
Aviation Technical Test Center, Fort Rucker, Alabama
TDA (Large). 527th Military Intelligence Battalion,
Korea,
Modification Table of Organization and Equipment
(MTOE) Company Withowt Property Book, Headquarters
and Headquarters Company. 25th Infantry Division
(Light), Schofield Barracks, Hawaii.
MTOE Bartalion With Property Book. 532d Military
Intelligence Banalion, Korea.
MTOE Bantalion Without Property Book. 205th Mili-
tary Intelligence Battalion, Fort Shafter, Hawaii,
Supply Support Activity (554) (Small). 20th Support
Group, Korea.
55A (Medium). 542d Maintenance Company, Fort Lewis,
Washington,
S8A (Large). Company B, 782d Main Support Battalion,
#2d Airborne Division, Fort Bragg, North Carolina.

Army National Guard
TDA (Large). 209th Training Regiment, Camp Ashland,
Nebraska.
MTOE Company With Property Book. Headquarters and
Headquarters Company, 30th Engineer Brigade,
Gainesville, Georgia,
MTOE Company Without Property Book. Headquarters
and Headquarters Company, 682d Engineer Battalion,
Willmar, Minnesota.
MTOE Battalion With Property Book. 527th Engineer
Battalion, Ruston, Louisiana.
MTOE Battalion Without Property Book, 67th Forward
Support Battalion, Lincoln, Nebraska.
SSA (Small). Company B, 29th Support Battalion, Ho-
nolulu, Hawaii.
8§SA (Medium). U.S. Property and Fiscal Office-North
Carolina, Raleigh, North Carolina.
S5A (Large). U.S. Property and Fiscal Office-Louisi-
ana, Pineville, Louisiana.

Army Reserve
TDA (Small). Southern European Task Force Aug-
mentation Unit, Vicenza, [taly.
I'DA (Large). Headguarters, 7Tth Army Reserve Com-
mand, Schwetzingen, Germany.
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MTOE Company With Property Book. 802d Ordnance
Company, Gainesville, Georgia.

MTOE Company Withowt Property Book. 1932d Medi-
cal Team, Independence, Missouri.

MTOE Battalion With Property Book. 844th Engineer
Battalion, Knoxville, Tennessee,

MTOE Battalion Without Property Book. 317th Quar-
termaster Battalion, Lawrence, Kansas.

USTRANSCOM PUBLISHES HANDBOOK
ON DEFENSE TRANSPORTATION SYSTEM

The U.S. Transportation Command (USTRANSCOM)

O Troops from the 7th Transportation Group at
Fort Eustis, Virginia, participated in the British
Reserve training exercise Strong Virginian this
past summer. After they were offloaded from
the MV Strong Virginian (a vessel in the U.S.
Pre-positioned Stocks Afloat Program) for
biennial maintenance, four landing craft utility
and one landing craft mechanized provided
amphibious support to the British training
exercise. Above, a landing craft mechanized 8
(LCM 8) modification 2 and a landing craft utility
(LCU 2000) provide logistics over the shore
(LOTS) support at Browndown Beach, England.
In the photo to the right, an LCU 2000 offloads
British army trucks at Marchwood Military Port,
England.
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Handbook 24-2, Understanding the Defense Transpor-
tation System, was published 1 September. It is avail-
able in hard copy and in electronic format.

The handbook covers airlift, sealift, and traffic man-
agement capabilities; Defense Transportation System op-
eration; statutory and regulatory guidance; elements of
the Transportation Working Capital Fund; and future ini-
tiatives and technologies.

Hard copies of the handbook can be obtained by ma-
jor commands through the USTRANSCOM Public Af-
Fairs Office and by organizational military units through
their respective transportation component command pub-
lic atfairs offices. Electronic copies can be accessed on
the Internet at http://public.transcom.mil/16/j60/j6_oi/
handbook. html,
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NEW PT UNIFORM ISSUED

The Army began issuing the improved physical fitness
(PT) uniform to basic trainees in August. At the same
time, the new shorts, shirts and warm-up uniform be-
came available for purchase at clothing sales stores on
most Army posts,

The new PT uniform consists of a gray and black
Jacket with a reflective stripe: black, moisture-wicking
trunks with reflective letters; a gray, moisture-wicking,
short-sleeved T-shirt with reflective letters; and a gray,
moisture-wicking, long-sleeved T-shirt with reflective let-
ters. The cost of the entire uniform is $108.75.

The mandatory possession date for the improved
physical fitness uniform is 1 October 2003, Soldiers may
wear the old items until the wear-out date or purchase
the new one. However, they cannot mix and match the
old and new.

For the next 3 years, approximately $30 of each sol-
dier’s annual clothing replacement allowance will be based
on the increased cost of the new PT uniform. Soldiers
recerve this allowance on the anniversary of their enlist-
ment. The clothing replacement allowance is adjusted
every year based on cost for uniform items and the pro-
jected wear life, so soldiers can replace uniforms as they
wear out.

Army National Guard and Army Reserve soldiers do
not receive an annual clothing allowance, so reserve com-
ponent units will begin an issue-in-kind replacement of
the old PT uniform in October.

Drill sergeants at Fort Jackson, South Carolina; Fort
Benning, Georgia; Fort Knox, Kentucky; Fort Leonard
Wood, Missouri: and Fort Sill, Oklahoma, were the first
to receive the new PT uniform. By October 2003, all
soldiers will be required to have one jacket, one pair of
pants, two pairs of trunks, two short-sleeved T-shirts,
and one long-sleeved T-shirt.

The PT uniform is authorized for wear in transit be-
tween home and duty station. Commanders also may
authorize soldiers to wear the uniform off-duty and off
the installation,

AGSE CONFERENCE DATES SET

The 2d Annual Aviation Ground Support Equipment
(AGSE) Users Conference will be held 5 and 6 Decem-
ber 2000 at the Fort Rucker, Alabama, Officers’ Club.
The theme for this year’s conference is “Focus on the
Future.” Brigade, battalion, and company-level mainte-

48

nance officers and noncommissioned officers are invited
to attend to provide valuable input from the user’s per-
spective on AGSE requirements and priorities for future
systems development.

For more information, send an e-mail to
WegnerR @rucker.army.mil. or call (334) 255-1580 or
DSN 5581580,

MODULAR SLEEPING BAG SYSTEM
KEEPS SOLDIERS WARMER

The Army Soldier and Biological Chemical Command,
Natick, Massachusetts, has developed a modular sleep-
ing bag system (MSBS) that can be adapted to different
climates. The MSBS, which has a nylon cover and poly-
ester insulation, replaces the down-filled mummy bag,

The MSBS is made up of a water resistant, breath-
able, Gore-Tex bivouac cover, a lightweight patrol sleep-
ing bag. an intermediate cold-weather sleeping bag, and a
stuff sack. The intermediate-weight bag fits into the pa-
trol bag for very cold weather conditions, and there is
room in the sleeping bag for a soldier to wear arctic clothing
for additional warmth in extremely cold weather, The
patrol bag provides protection in temperatures down to
33 degrees Fahrenheit: the intermediate weight bag pro-
tects a soldier in temperatures down to minus 5 degrees
Fahrenheit; when the patrol bag and intermediate bag are
combined and arctic clothing is worn, the bag provides
protection in temperatures as low as minus 50 degrees
Fahrenheit. The bivouac cover breathes, allowing body
moisture to pass out while keeping water from coming in
and can be used with any bag configuration.

The entire MSBS system weighs only 8.75 pounds
and can be carried in, or strapped underneath, a ruck-
sack. Itis being fielded to all services,

CONCEALABLE BODY ARMOR
DEVELOPED FOR LAW ENFORCEMENT USE

Product Manager-Soldier Equipment at the Army
Soldier Systems Center at Natick, Massachusetts, is
developing a concealable body armor to be used by
Military Police units, Protective Services, and the Army
Criminal Investigation Command. The armor will provide
9-millimeter (mm) bullet protection over the entire vest
and will have front and back contoured ceramic plates
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that can be inserted to protect vital organs against 5.56
mm, 7.6 x 39 mm, and 7.62 x 51 mm nifle rounds. Each
vest will be custom-fitted to the wearer, making it more
easily concealed, and will weigh 6 to 13 pounds. Fielding

TRANSLOTS JOINS ROVING SANDS

of the commercially available armor to Protective Services
could begin as early as this fall. Fielding of the concealable
body armor “plus™ with customer-approved modifications
is expected by the fall of 2001.

O For the first time, the annual TRANSLOTS (a transportation logistics over the shore exercise) held
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ATAV Vision

by Louis M. Ferris

During the next decade, the Army will follow
an evolutionary path of integrating logistics information

and business practices

to achieve Army Total Asset Visibility.

Thl: Army has begun a major organizational
transformation to take full advantage of the Revolution
in Military Logistics, and in particular the revolution in
information technologies. To fulfill the objectives of
Joint Vision 2010, the Army is moving toward operat-
ing on a digitized battlefield in order to gain full-
spectrum information dominance. In keeping with its
strategic mission and technological advances, the Army
also is transforming its force structure to build more flex-
ible, responsive, and capable units. A new generation
of command, control, communications, intelligence,
surveillance, and reconnaissance technology will use
Internet-based applications that can be accessed from
computers and satellite dishes that are smaller and lighter
than those in the current Army tactical inventory. This
technology will play a key role in helping the Army
achieve the “agility and versatility” needed for the peace-
keeping missions and small wars in which it increas-
ingly is involved. A major component of this transfor-
mation is real-time situational awareness for both the
warfighters and the logisticians who support them.

Arguably the single most important element—the
“glue”—that will bind together the components of the
transformation is total Army asset visibility and control.
Without this, there will be no situational awareness, no
rapid response to operational contingencies and peace-
keeping missions, no responsive distribution, no achieve-
ment of planned business process improvements—and
no Army transformation,

Army Total Asset Visibility Future Vision

Army Total Asset Visibility (ATAV) is an automated
capability designed to provide total visibility over Army
major items and secondary assets to enhance strategic
decision making for many Army logistics functions,
echelons, and actions. Under the functional proponency
of the Army Logistics Integration Agency, ATAVY pro-
vides a single, authoritative source of asset information
for Army logistics managers and decision makers.

ARMY LOGISTICIAN

Today’s challenge is to establish a blueprint for the
evolution of total asset visibility within the Army over
the next 10 years, Technology offers numerous op-
portunities to revolutionize the process of acquiring and
using asset visibility. However, effectively capitalizing
on that opportunity will require a blueprint that charts
an evolutionary path. That path must consider the chang-
ing roles of logistics created by the Single Stock Fund,
National Maintenance Management, the Global Com-
bat Support System-Army (GCSS-Army), the Logistics
Integrated Data Base (LIDB). and the Wholesale Logis-
tics Modernization Program (WLMP). Success will be
measured by the degree to which we are successful in
integrating these initiatives and then integrating asset
visibility into their respective business processes. Suc-
cess also will be measured by our ability to replace the
unique asset-visibility business processes of the 90°s with
a transparent capability that is embedded within our rou-
ting combat service support (CSS) business processes.

The three-phased approach to developing ATAV
outlined in this article is characterized by evolutionary
stages rather than a single, revolutionary “new start.”
The magnitude of the effort needed to achieve ATAV is
so great, and the scope so broad, that an evolutionary, or
migratory, approach appears to be the most manageable.
While technological revolution and innovation can be
compartmentalized, the scope of the business process
improvements and their accompanying application
systems may be approached better in an incremental
fashion, in terms of functional or business process
reengineering,

Integrating GCSS—Army Tier | and LIDB

In Phase 1 of developing the ATAV of the future, the
Army capitalizes on technology and the ongoing devel-
opment of both GCSS-Army and the LIDB to embed
asset visibility into logistics business processes, Assel
reporting processes and costly, application-dependent
data updates are eliminated and replaced by new data
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Integration Concept
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base update technology and Web-based capabilities,
[GCSS-Army is the Army’s initiative to ultimately re-
engineer the entire logistics business process into a
single, seamless, modernized, distribution-based system,
Itis being developed using a three-tiered approach. Tier
I is integration of retail-level information, and Tier 11
will be wholesale and retail integration; Tier IIT will be
joint integration. ]

Where it makes sense to consolidate accountable
records and visibility data bases into a centralized, Web-
based environment (as is the case with the pilot Web-
based Property initiative), TAV-unique processes be-
come unnecessary because the accountable record and
the visibility data base are one and the same. If it makes
better sense o maintain distributed accountable records
{which may be the case for supply support activities
[SSAs]), data-base-to-data-base update and synchroni-
zation technology (such as Oracle Replication) can be
used. In either case, technology is employed to mini-
mize human error, enhance timeliness, improve reliabil-
ity, and reduce costs.

In Phase 1, the multiple national-level repositories of
logistics information are consolidated. with the LIDB
serving as the national-level extension of GCSS-Army.
As such, LIDB potentially becomes the launching point
for a broader National Enterprise data base that is cen-
tral to WLMP and the key to the wholesale-retail inte-

gration that will take place in GCSS-Army Tier II. The
Phase [ concept also features a universal user interface
{such as a Web-based browser) and continued advances
in the application of automatic identification technol-
ogy (AIT) to facilitate source data automation, inven-
tory management, and in-transit visibility. Enterprise
Portal (e-Portal) technology, with its emphasis on es-
tablishing a Web-based single point of access for the
entire extended supply chain, can be applied in phase |
1o facilitate the integration process.

The success of this full integration concept for GCSS-
Army Tier | and LIDB depends on adopting and imple-
menting a single, enterprise-wide Logical Data Model
{LDM), The LDM is the “brick and mortar” of an inte-
grated enterprise system because it serves as the com-
mon enterprise “language.” This common language 1s
needed to standardize logical processes and eliminate
the need for costly translation and bridging using appli-
cation interface software,

Phase I represents a transition from ATAV the svs-
tem to ATAY the capabilitv. This will eliminate unnec-
essary business processes and save dollars and labor
while improving quality and timeliness. In direct sup-
port of Joint Vision 2010 objectives, this concept will
standardize data and logical processes and synchronize
the tactical logistics data bases with a baseline National
Enterprise repository, while establishing a true frame-
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work for the wholesale-retail integration of GCSS-Army
Tier II.

Exercising Control and Functional Enhancements

Phase 1l focuses on how to leverage the results of the
fully integrated GCSS-Army Tier I/LIDB national-level
relational data base management system into a fully in-
tegrated and functionally operative integrated output
process. In Phase II, we leverage the vast data ware-
house to host a wide variety of user enhancements draw-
ing from a single, authoritative, normalized, and syn-
chronized logistics data repository, The national-level
extension to GCS5S-Army evolves into an Executive
Decision Support System (EDSS) and Business Intelli-
gence System (BIS) with enhanced performance mea-
surement tools, such as metrics and trend analyses. Here
we combine initiatives that provide similar products and
services and abandon those initiatives that have become
redundant because of the Phase | integration. The result
is newer and better tools to support the decision maker.

By converting sound logistics business rules to arti-
ficial intelligence and other knowledge-based appli-
cations, the national-level warehouse can be exploited
s0 that it is not a mere passive user presentation but a
dynamic system capable of recommending alternative
courses of action. To this end, the powerful knowledge-
based decision support component of e-Portal technol-
ogy is applied. Examples of resulting products might
include—

¢ Predictive readiness, making recommendations for
weapon system-specific corrective actions,

» Predictive operating tempo and sustainment, based
on analysis of historical trends,

* Predictive distribution and issue, based on equip-
ment on hand (EOH). upcoming changes in major items
to modification tables of organization and equipment
{(MTOE’s) and tables of distribution and allowances
(TDA’s), and demand for secondary items and repair
parts.

* Advanced metrics, based on a single, authoritative,
normalized, and reliable logistics data repository.

Integrating Wholesale Logistics

In Phase 111, the recommended corrective actions in-
troduced in Phase 11 can be executed automatically, This
will be possible because of the integration of the whole-
sale operation into GCS5-Army Tier I All functions,
missions, and organizations are connected and integrated
as an enterprise-wide, end-to-end information, decision
support, and execution system.

This system will provide the launching point for the
ATAYV of the first decade of the 21st century. It will be
characterized by almost fully automated data collection,
with real-time updates and availability to all echelons of
the CS5 and command and control communities. Tt will
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feature control mechanisms, based on prognostics and
predictive inputs, that trigger fully automated, knowl-
edge-based courses of action.

Control of the distribution process from the factory
to the foxhole to final disposition also will be a key fea-
ture. Soldiers and civilians will be removed almost com-
pletely from the requisition, review, refer, issue, receive,
and distribution pipeline. The Army of forms, desks,
manual processes, and layers of review will become an
anachronism. The highway between the factory and
foxhole will have few if any rest stops, pull-offs, or clo-
verleafs. The effective application of this impressive
technology results from the ability to develop reliable
historical trend analyses from the data store and to draw
from an integrated, shared, enterprise-wide data ware-
house,

The lack of availability of a reliable and timely data
store always has been the roadblock to successful appli-
cation of decision-based technology. So the vision for
asset visibility and the ability to control and execute CSS
decisions based on that visibility must begin with the
establishment of a shared, reliable, timely data process.

In our ATAV Vision, a fully integrated, event-driven,
and seamless business process, supported by a Web-
based communications backbone with real-time data base
updates, will give the field commander, and indeed the
national materiel manager, an animated view of the lo-
gistics and operations components of the battlefield and
the garrison. Force, equipment, and resupply quantities
and locations will be available via a Web browser in a
moving graphics panorama on the screen. GCSS-Army,
in conjunction with the Global Command and Control
System (GCCS), will provide the battlefield commander
with a “situational awareness™ of the entire logistics sup-
portinfrastructure available to his tactical operation. This
awareness will be “situational” because the battlefield
commander can draw on the integrated data warchouse
and the executive decision support system-business in-
telligence system to isolate and evaluate not only his
field of operations but also the entire Army logistics
support infrastructure.

In our ATAV Vision for 2010, the full spectrum of
logistics, operations, personnel, and intelligence in-
formation can be viewed, analyzed, and acted upon ina
near-real-time “virtual reality” representation of the cur-
rent situation, ALOG

Louis M. Ferris is a logistics management special-
ist at the Army logistics Integration Agency at New
Cumberland, Pennsylvania. “His responsibilities in-
clude developing concepts and systems that support
Army task organization, data integration, and asset
visibility, He has a B.S. degree in secondary educa-
tion (social studies) from Shippensburg University
of Pennsylvania.
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A Technique for Combined and Joint

Logistics Planning

oant logistics planning is a difficult task for
even the most talented logistics planners, regardless of
service affiliation. Each service has its own unigue re-
quirements, techniques, doctrine, and capabilities, as well
as its own terminology. Some of the most challenging
aspects of joint logistics planning are the cultural differ-
ences and prejudices that exist among the services as
they relate to one another.

At Combined Forces Command (CFC), Korea, the
difficulty of logistics planning increases exponentially
as you enter the world of combined logistics planning.
At that level, not only do you have the same obstacles as
a joint logistics planner, but you also face an entirely
new set of variables that demand your attention, patience,
and adaptability. Language barriers, doctrinal dispari-
ties, and cultural differences in problem solving must
be surmounted. In an effort to overcome these obstacles,
the U.S. Forces Korea (USFK) J4 (Director of Logis-
tics) and the CFC C4 (a Republic of Korea [ROK] two-
star peneral whose duties are similar to those of the USFK
J4) decided to conduct a Combined and Joint Logistics
Seminar (C/JLS). The intent of the seminar was to bring
together logistics planners from each service, country,
and organization that had an impact on a clearly defined
planning target, which, in this case. was logistics.

The first C/ILS was conducted in February at CFC
Headquarters at Yongsan Garrison in Seoul, Korea.
Participants included over 155 ROK officers and U.S.
officers representing service components in Korea, Ja-
pan, Hawaii, and the continental United States. For 4
days, the C/JLS focused on combined and joint theater
distribution and sustainment in the Korean theater of op-
erations (KTO).

CFC's Mission

The purpose of the CFC is to deter war; however, in
the event of hostilities, it must be able to transition rapidly
to decisive military operations. Theater distribution and
sustainment in support of operations, both defensive and
offensive, in the KTO are extremely complex and
arduous. The terrain poses the biggest challenge: north-
south movement is limited to long, narrow valley
corridors, and east-west movement is inhibited by
mountains.

Further complicating operations and logistics support
is an extremely limited transportation infrastructure,

f

by Major Ray W. McCarver, Jr.

Although hard-surfaced roads do exist, the majority of
Korean roads are unimproved. Both coasts present chal-
lenges to conducting logistics-over-the-shore (LOTS)
operations, with the west coast being particularly diffi-
cult because of extended mudflats and narrow channels.
Aerial resupply and delivery are restricted because of
limited airfields and highway runway strips and the ex-
tremely mountainous terrain.

The CFC Logistics Policies and Procedures Manual
states that logistics is a service and a national re-
sponibility. However, in a combined fight, and to over-
come the multiple sustainment distribution challenges
presented in the KTO, CFC logistics planners must be
prepared to cross boundaries and leverage all capabili-
ties, both joint and combined, to maintain the momen-
tum of combat operations. This will require theater lo-
gistics planners to identify all logistics capabilities avail-
able to support ground, air, and sea operations. They
must understand clearly the field armies’ and corps’
schemes of maneuver and concepts of support, including
both ROK and U.5. logistics operations doctrine. The
most difficult part is marrying up the theater’s joint lo-
gistics capabilities with the support concepts of the field
armies and corps in a way that will provide the maneuver
forces with the logistics required to conduct decisive
operations.

Over a 4-day period, the C/JLS used a “building
block™ approach to engage these planning issues.

Day One

Since it is critical for planners to know and under-
stand all available logistics capabilities, each U.S. ser-
vice component presented their service’s unique capa-
bilities to support combined and joint operations on the
first day of the seminar. Because the ROK services are
limited primarily to supporting their own operations, the
briefings were conducted by the U.S. components ex-
clusively.

The Air Force discussed establishing and using for-
ward operating bases (FOB's) in support of ground op-
erations, Should ground lines of communication become
degraded or cut, existing airfields and highway airstrips
in the KTO could provide critical logistics nodes for
transferring supplies and personnel quickly. Theater
planners must know and understand what is needed to
establish an FOB. The primary requirements are ground
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security, engineering support for repairing and improv-
ing the runways, and materials-handling equipment.

The Navy briefing focused on LOTS operations and
provided a detailed analysis of LOTS equipment and
the available capabilities and limitations of LOTS opera-
tions due to weather and sea state. Because LOTS op-
erations can be conducted even where there are no ports
or where existing ports are austere or damaged, this ca-
pability provides tremendous flexibility for logistics
planners in moving both forces and supplies. In order
for the Navy to conduct LOTS operations, enemy coastal
defenses must be neutralized, and mine-clearing opera-
tions must be conducted before LOTS operations begin.

The Army briefed the group on the LOTS capabili-
ties it brings to the theater and its responsibilities to pro-
vide common-item support to other services. Army
LOTS capabilities include rapid movement of equipment
and supplies over coastal and inland waterways. This
capability represents a robust tool for conducting lo-
gistics operations, Some common-item support that the
Army provides for the other services’ inland forces in-
cludes all classes of supply; medical, mortuary affairs,
and real estate support; theater movement control; and
interagency coordination.

The Marine Corps conducted the final briefing on day
one. Although the Marines” capability to support logis-
tics operations outside their own internal support is lim-
ited, they do bring to the table years of experience and
real-time knowledge of LOTS operations. They have
significant aviation support assets that could be used in
combined and joint operations.

At the end of day one, the logistics planners had a
clear understanding of all of the tools available to sup-
port operations in the KTO.

Day Two

While planning the seminar, the C4 staff devoted sig-
nificant time and effort to developing a field army and
corps “concepts of support” briefing format. The G1/
G4 Battle Book, an Army Command and General Staff
College product, proved to be the best source of infor-
mation. One of the key principles of a concept of sup-
port is synchronization with the concept of the opera-
tion. Theater logistics planners needed an intimate un-
derstanding of the commander’s concept of the opera-
tion to employ effectively all of the logistics capabili-
ties that had been discussed during day one of the semi-
nar. The approved briefing format included the field
armies’ and corps’ mission statements, the support units’
mission statements, the operational scheme of maneu-
ver, and a combat service support overlay depicting sup-
port unit movements to provide bulk class 111 (petro-
leum, oils, and lubricanis), class ¥V (ammunition), main-
‘enance, and transportation. Supply and services require-
ments, capabilities, and shortfalls also were presented.
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On the second day of the seminar, the field armies
and corps briefed their concepts of support. The brief-
ings proved to be valuable tools for all logistics plan-
ners and senior officers in attendance, There was a lot
of discussion among the various staffs. With a clear
understanding of the scheme of maneuver across the
battlespace, logistics planners could choose the mosi
favorable terrain for conducting logistics operations.

Days Three and Four

By the end of day two, C/ILS participants had been
briefed on all of the combined and joint logistics capa-
hilities available to support operations, and they had a
clear understanding of the scheme of maneuver and con-
cepts of support of the field armies and corps. On the
third day of the seminar, participants were divided into
five working groups that were chartered to develop
courses of action and recommend the best way to ac-
complish the difficult task of marrying logistics capa-
bilities to the concept of operations. The five working
groups were LOTS, supplemental lines of communica-
tion, aerial resupply and delivery, theater main supply
routes, and log base planning.

Functional experts from each service and nation
comprised the working groups. The groups spent the
whole day discussing and debating their issues, and there
was cross talk among them when issues overlapped. By
the end of day three, each working group had developed
a briefing that presented issues, courses of action, and
recommendations.

The fourth day of the seminar brought all participants
back together, and the working groups provided an out-
brief on their issues. Issues and recommendations iden-
tified by the working groups were captured by the CFC
staft for further development and incorporation into fu-
ture plans.

The C/ILS provided an excellent forum for U.S. and
ROK logisticians to exchange information and discuss
logistics planning for current operations. Participants
left the seminar with a better understanding of logistics
plans. They were able to identify logistics constraints
and methods to overcome them and to develop a plan of
action to improve logistics support. Because the semi-
nar was so successful, the decision was made to make it
an annual event with a different, clearly defined target
each year. ALOG

Major Ray W. (Bill) McCarver, Jr., is assigned to
the Combined Forces Command C4 as a logistics
planner. He has a bachelor’s degree in business ad-
ministration from jacksonville State University and
has attended the Armor Olficer Basic Course, the
Quartermaster Officer Advanced Course, and the
Army Command and General Staff College.
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Deployment, Sustainment,

and the Future

But the quantity of lce, made that Night, im-
peded the passage of Boats so much, that it was
three ' Clock before the Artillery could all be got
over, and near four, before the Troops took up the
line of march.

—General George Washington
27 December 1776

Amcricun military forces have a long history
of leveraging commercial transportation resources and
private-sector technology to meet contingent operational
requirements. In the bitter cold and snow of Christmas
night in 1776, the hard, unbroken core of an American
army crossed the ice-filled Delaware River and destroyed
an outpost of the British Army at Trenton, New Jersey.
This victory and another triumph a week later at nearby
Princeton affirmed the power of American arms and the
tactical brilliance of our first commander in chief, Gen-
eral George Washington, and gave heart to a new nation
badly in need of confidence. These successes depended
on the borrowed use of large, shallow-draft, wide-
beamed commercial watercratt that were designed to
carry heavy and outsized cargo on the shallow waters of
the upper Delaware. This class of boat was referred to
as “Durham”—a name taken from the Durham Iron
Works in Bucks County, Pennsylvania.

This use of privately owned boats to set the stage for
a badly needed battlefield victory is just one of many
examples from the past that demonstrate the importance
of deployment and sustainment to military success,
Deployment and sustainment continue to be subjects of
intense study in the present, and they will remain so in
the future.

The Present

The 1999 Army Science Board Summer Study,
“Enabling Rapid and Decisive Strategic Maneuver for
the Army After 2010, focused on strategic and
operational deployment and force sustainment, including
the use of intermediate support bases (ISB's). (The terms
“staging base,” “support base,” and “supply base™ all
have some common and some distinctive terms of
reference within the services. This discussion uses
“support base.”) The ISB was identified as a support
and sustainment requirement that was used frequently
by the Army but lacked established doctrine and,

by Major General Walter L. Stewart, Jr., PAARNG

accordingly, received little attention in contingency
planning, When required, the short or no-notice
establishment of an ISB added to the time required for
force deployment and contingency response. The
Science Board study recommended the development of
an ISB doctrine.

The use of the term “intermediate support base” leads
1o a natural misunderstanding about recent support and
sustainment practices. When we think of a base, it is
gasy to picture a large area of ground—often a seaport
or airport—uwith controlled access and a fenced-off “iron
mountain” of supplies. accompanied by intense combat
service support activities. However, our most recent
operational deployments have shown that support and
sustainment of U.S. and coalition military operations will
be provided from a wide variety of sources at a broad
range of geographic locations (including the continen-
tal United States [CONUS]) by an increasingly diverse
group of agents. This diversity of support locations and
agents will increase, as military planners are driven by
cost and force-structure considerations to adopt the effi-
ciencies of commercial logistics practices and to make
greater use of commercial transportation resources and
contract services.

Perhaps most important to the deployment, support,
and sustainment process are recent, planned innovations
in the communication systems needed to manage the re-
quired complexity of command and control. While span-
of-control limitations once made it necessary to have
numerous transfer-of-control points in a support and
sustainment pipeline, it is now possible for a single re-
sponsible individual to control support and sustainment
from fort to fight and from warchouse to user. The De-
partment of Defense (DOD) community, with active and
reserve component military forces in every region of
the Nation, is uniguely equipped 1o execute timely and
seamless deployment and sustainment operations in sup-
port of our combatant commanders. Achieving unity of
command over the entire deployment, support, and sus-
lainment process must be the primary object of any doc-
trinal development. 1SB doctrine can be viewed only as
a subset of this larger requirement.

During Operation Joint Endeavor, support and sus-
tainment tasks were accomplished from a variety of
locations and under the control of a variety of head-
guarters. What could best be described as a U.S. Army
ISB was (and remains) at Taszar, Hungary. Taszar
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served as a way station for Army units moving to and
from Bosnia and as a center for Army logistics activities.
At the same time, U.S. Air Force support flowed through
Rhein-Main Air Base, Germany, and other theater air
bases, and U.S. Navy support activities centered on Rota,
Spain, and other Mediterrancan ports. North Atlantic
Treaty Organization and other coalition partners used
their own support and sustainment systems or leveraged
those established by U.S. forces, In effect, the “joint-
combined” (and uncoordinated) ISB for Operation Joint
Endeavor was central and southeastern Europe—a
support and sustainment hub of immense proportions
and capabilities.

The 1999 Summer Study also recognized that lever-
aging commercial resources was central to meeting the
near-term and future requirements of U.5. force deploy-
ment and sustainment. Events in Kosovo have shown
that, in peace support operations, small-scale contingen-
cies, and lesser regional conflicts, areas of intense armed
activity will occur in ¢lose proximity to benign environ-
ments where day-to-day commerce continues, little af-
fected by fighting that might be taking place only a few
miles away. Simply stated, the security requirements of
commercial activities most likely can be met at facili-
ties not far from an area of hostile activity., This prox-
imity to secure facilities invites the military to make
greater use of commercial resources for the strategic and
operational legs of deployment and sustainment, thereby
freeing scarce military resources for those activities that
involve risk from hostile action. In addition, the ability
to move and track freight via a worldwide network of
integrated commercial movement systems is increasing,
while movement using DOD carriers and tracking sys-
tems is static or only evolving slowly,

From a doctrinal point of view, deployment, support,
and sustainment operations are performed by existing
organizations. When operations dictate the establish-
ment of a geographically focused ISB or other support
structure, we do quite well in cobbling one together from
existing resources. What was lacking in the past were
the command and control systems and the doctrine nec-
essary to expand the operational support and sustain-
ment function (as embodied in a geographic 15B) from
amission-driven geographic focus to a standing, planned
and trained, on-call capability that exists independent of
location.

Fortunately, information management systems and
technologies are coming into use that will permit—in
fact invite—unity of effort over the entire force de-
ployment, support, and sustainment process. The Glo-
bal Command and Control System, the Global Combat
Service Support System, the dynamic promise of the
Defense Advanced Research Projects Agency's
(DARPA’s) Advanced Logistics Project (ALP), and the
Joint Total Asset Visibility program, as well as similar

ARMY LOGISTICIAN

service and private-sector programs, are all pieces of
the solution to the deployment, support, and sustainment
unity-of-effort puzzle.

The United States is, in effect, an island nation, and it
is uniquely sitnated—geographically, militarily, and
technologically—to serve as a gigantic ISB for the rapid
deployment and sustainment of military forces over great
distances. The coastal regions of CONUS provide a
variety of deep-water port facilities, most of which are
suited or easily adapted for military use. Using the north-
eastern region as an example, deep-water shipping ca-
pacity exists from Portland, Maine, to the Chesapeake
Bay ports. Competition among local government agen-
cies, aimed at making their port facilities attractive for
commercial users, will ensure that the most efficient
cargo throughput technigques are readily available for
military use. The Delaware River Port Authority “Ag-
ile Port™ initiative, linked contractually with Fast Ship
Atlantic, is one example of a joint private sector-local
government initiative that will reduce from days to hours
the time required to transfer cargo from rail, road, and
air to a state-of-the-art fast ship (or conversely, from
ship to rail, road, and air). A small, commercial “fast
ship™ fleet of seven vessels, similar to the Civil Reserve
Adr Fleet, could lift and deliver two Army of Excellence
brigades, along with 2 weeks’ worth of sustainment,
8.000 nautical miles in 10 to 12 days. National Defense
Features [NDF] funding of approximately $50 million
per fast ship would produce a per-ship strategic deploy-
ment capability that is the equivalent of over a billion
dollars’ worth of C-17 transport aircraft.

Again using the northeast as an example, DOD forces,
bases, air bases, equipment, and logistics agencies are
disbursed throughout the region. The 10th Mountain
Division (Light Infantry), at Fort Drum, New York; the
42nd Infantry Division, New York Army National
Guard; the 28th Infantry Division, Pennsylvania Army
National Guard: the 29th Infantry Division, Maryland
and Virginia Army National Guards; the Defense Dis-
tribution Center at New Cumberland, Pennsylvania; and
dozens of Army Reserve units, facilities, and senior com-
mands represent a significant national deployment, sup-
port, and sustainment potential that is mirrored through-
out the United States. The recently announced Army
Reserve initiative to establish equipment deployment sets
at CONUS ports is one example of affordable steps that
can be taken to improve Army deployment flexibility
and reduce deployment time. The concept of “prepared
equipment sets™ (perhaps better referred to as “CONUS
Prepo”) could be expanded at an affordable cost to in-
clude active and reserve component combat vehicle
packages, which could be formed from on-hand equip-
ment that is excess to troop training requirements. The
equipment would be stored in fully mission capable sta-
tus, ready for immediate ship or air loading.
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global command and assel control systems.

industries.

Fast Ship Atlantic).

Steps Toward Improving Deployment and Sustainment in the Future

= Designate virtual deployment and sustainment units (CARDS), beginning with CARDS-Northeast. Defense Distribution
Center at New Cumberland, Pennsylvania, to be command headquarters.

» Establish a joint reserve unit to provide the commander of CARDS-Northeast with a contingency stafi capability.

= Develop joint deployment and sustainment doctrine. Train and exercise CARDS to doctrinal standards,

» Establish a network of CONUS “controlled humidity” (CONUS Prepo), rapid deployment equipment sites, Leverage
the stability and local nature of the Army reserve components for management.

= Continue refinement and integration of DARPA’s Advanced Logistics Project (ALP) and other DOD and commercial

s Establish deployment and sustainment teams at appropriate state National Guard headquarters,
» Contract NDF's and usage arrangements with the new family of high-speed ships, air freight companies, and associated

» Contract contingency services (to include exercise provisions) with national freight carriers (such as FEDEX, UPS, and

The Future

The scenario is some time in the future. The lessons
learned from the deployment and sustainment of U.S.
forces in the Balkans and elsewhere have been “chewed,
swallowed, and digested.” DOD investments in
deployment and sustainment command and control
systems (particularly the DARPA-developed umbrella
network originally referred to as ALP) have created unity
of command throughout the deplovment and sustainment
process. Deployment and sustainment organizations and
chains of command (using the CONUS Area and
Regional Distribution System [CARDS]) have been
formed and trained to joint doctrinal standards and are
exercising effective CONUS-based control over the
entire deployment and sustainment pipeline. (Under the
proposed CARDS concepts, regional alignments are
virtual in nature and will be task-organized easily to meet
mission requirements. For example, a particular
contingency might require that CARDS-Northeast
coordinate sustainment support to a European theater
operation coming from a depot in California. The virtual
nature of the CARDS concept allows for deliberate
deployment and sustainment planning in a “no time for
planning™ environment.)

The “iron mountain™ has been leveled to a continu
ous flow of just-in-time supply. The Army Reserve sys-
tem of prepared deployment sets has been expanded to
include Active Army and Army National Guard com-
bat, combat support, and combat service support sys-
tems, These sets are located throughout the coastal re-
gions of the United States in order to enhance ship ac-
cess and reduce the complexities of road and rail con-
nections and the potential for enemy disruption.  De-
ployment exercises, with actual load outs, are conducted
periodically. Joint reserve units have been formed to
augment designated deployment, support. and sustain-
ment headquarters. These reserve units take advantage
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of those skills that reservists, as citizen-soldiers, -sail-
ors, -marines, and -airmen, bring to the battle. Small
movement facilitation teams have been formed at ap-
propriate National Guard state area readiness commands
(STARCs). These STARC teams provide a DOD link
to the movement control, emergency response, and se-
curity resources of state governments, DOD has funded
NDF’s and contracted for contingency services from the
recently introduced family of high-speed ships. Arrange-
ments for using the Civil Reserve Air Fleet and similar
agreements for using ocean vessels have been updated.
CONUS regional alignments (formed under CARDS)
have been established: the northeast region supports the
U.S. European Command, the southeast region supports
the U.S. Southern Command, the south-central region
supports the U.S. Central Command. and the Pacific
coast region supports the U.S. Pacific Command.

By using emerging information management tech-
nology, the DOD community can achieve, at an af-
fordable cost, the elusive goal of unity of effort over
that most difficult of military operations—force de-
ployment and sustainment. This is what the future of
deployment and sustainment should look like.  ALOG

Major General Walter L. Stewart, Jr., PAARNG, is
the Deputy Commander of the State Area Readiness
Command, Pennsylvania Army National Cuard, at
Fort Indiantown Gap, Pennsylvania. He was assisted
in the preparation of this article by Tony Braddock,
President of the Loch Harbour Group in f"u'r:*x_aﬂdrm,
Virginia; Dr. Michael D. Krause, Ph.D., the co-founder
of FreightDesk.com, a Web-based freight tracking,
brokering, and fnm’arm'r'nj; company; and Dennis
Gibson, Vice President of Government Operations
at Mountaintop TDL‘.l'moIogr'es in lohnstown, Penn-
svivania. All participated in the 1999 Army Science
Board Summer Study.
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Model Services Motorpool

by Captain John M. Cooper

Thc last decade has been a period of down-
sizing and belt-tightening for the Army. As a result,
battalions and companies have learned to make every
dollar count and every operation more efficient so their
soldiers are able to train, maintain, and sustain with an-
nual budgets that are smaller than those of past years.
In an effort to streamline and modernize the Army and
improve the way the Army performs maintenance on its
equipment, the Army Forces Command (FORSCOM)
has implemented a test program known as the Model
Services Motorpool (MSMP).

General Thomas Schwartz, who was the FORSCOM
commander at the time, devised the MSMP concept. It
uses the latest industrial equipment to make redundant
tasks associated with vehicle services as simple and ef-
ficient as possible. It equips soldiers with tools from
reputable companies, such as Snap-On, Inc., and Crafts-
man, and makes their jobs more ergonomical, pleasur-

able, and efficient, therefore improving the quality of

work and extending the life of the equipment.

Unit Selection

After developing the MSMP concept, FORSCOM had
to select a unit to serve as the foundation for the Force
XXI motorpool. General Schwartz selected Fort
Hood, Texas, as the location for his concept motorpool
because of its track record for cutting-edge maintenance
and its impact on the Army as a whole.

Once the installation was selected, the III Corps
commanding general had to decide which unit would
get more than $180,000 to remodel and refurbish its fa-
cility. The natural choice would have been either a com-
bat arms unit or 4 main support battalion (MSB). How-
ever, since services are performed at the organizational
level, a model service program at an MSB would have
benefited only the MSB. The combat arms units cer-
tainly would have gained from the program; however,
their equipment is rather homogenous and low-density,
and the efficiencies gained would have been difficult to
repeat in combat support and combat service support
units. Motor transportation battalions generally have a
diverse collection of equipment in large quantities and
thus offered a better test of the MSMP.,

The 13th Corps Support Command (COSCOM) com-
mander recommended the 180th Transportation Bat-
talion, Fort Hood s motor transportation battalion, be-
cause of its extensive track record for maintenance ex-
cellence. With minimal guidance from III Corps and
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the 13th COSCOM, the battalion initiated its plan for
implementing the concept outlined by General Schwartz.
Within the battalion, the 96th Transportation Company
wis chosen for the pilot program.

Planning Phase

With only 4 notion of what the MSMP would entail,
the 96th Transportation Company’s commander created
a list of what he and his maintenance technician thought
would improve the performance of services. The com-
mander conducted market research to ascertain costs and
delivery times of the equipment he wanted for the
motorpool.  His list also contained modifications and
repairs to the motorpool’s buildings, including repair-
ing insulation that was destroyed by pigeons and ex-
tending the bays to accommodate the M1070-M 1000
heavy equipment transporter (HET) system. He sub-
mitted an initial estimate of $500,000.

Several days later, FORSCOM stipulated that the
180th Transportation Battalion would receive $183,000
to implement the MSMP, using the equipment specified
by the company commander. Building medifications
were deemed too costly for the benefits gained and were
deleted from the initial plan. The remaining items were
consolidated into an unfunded request for 5161,000. The
battalion determined that it could go ahead with the plan
and meet the FORSCOM commander’s goals for no less
than $208.000, which included $183.000 from
FORSCOM and an additional $25,000 tfrom the 13th
COSCOM.

With the tool list already established, the battalion
stalT had to determine specific models and prices, The
battalion maintenance officer (BMO) was selected as
the action officer, to be assisted by the battalion 54. The
BMO contacted specific vendors, such as Automotive
Resources, Inc. (ARI), and Snap-On, Inc., (both with
offices in Dallas, Texas), to produce a concrete estimate
of the overall project costs. He determined that the en-
tire project, minus shipping and labor costs, would cost
approximately $187,000.

Implementation Plan

The BMO developed a four-phase plan to acquire and
install the equipment. The initial phase consisted of
coordinating with the Il Corps contracting officer to
procure items readily available through the General Serv-
ices Administration or a contracted manufacturer and
items that exceeded the $2,500 single-purchase limit on
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the international merchant purchase authorization card
(IMPAC). Phase | also included painting the walls and
floors of the motorpool bays to give a fresh look to the
motorpool,

Phase 2 was by far the largest phase and the most
difficult to coordinate. It consisted of ordering and re-
ceiving shop tools and hardware such as wall lockers,
toolboxes, workbenches, pneumatic tools, and hand-
tools, Because of the quantity of equipment coming into
the unit, as well as the potential for pilferage, the BMO
established a centralized receiving point where the equip-
ment arrived, was added to the unit property book, and
then was issued to the unit. This centralized point also
ensured that the BMO could track each item as it ar-
rived and maintain detailed expenditure records.

Phase 3 consisted of automation improvements in the
motorpool administrative areas. The building was
equipped with a local area network (LAN) connection,
and new computers were ordered. The battalion also
purchased a small Xerox Workcenter (copier and laser
printer) and a facsimile machine. The remaining office
upgrades, such as
desks and chairs,
would be ordered
as the project
budget permitted.

During Phase
4, mechanical and
pneumatic lift
systems were de-
livered, and a
centralized, pneu-
matically oper-
ated petroleum
dispensing unit
was installed.
This phase was the most costly of the four, with an ini-
tial expense estimate of over 5100,000.

Time Studies

To determine the program’s success or failure, the
unit had to create a service-time baseline against which
any improvements could be measured. Using one orga-
nizational mechanic, assisted by vehicle operators, the
unit serviced several systems and measured each step of
the process with a stopwatch, Large, complex systems,
such as the HET, were measured several times, while
smaller, less complex systems, such as the ME71 trailer
and M998 high-mobility, multipurpose wheeled vehicle,
or HMMWYV, were recorded only once.

Once the baseline was established and the model serv-
ice program was in operation, the unit had to determine
and document the amount of time needed to perform a
service. The III Corps Science and Technology Divi-
sion arranged for a private, independent contractor to
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O The ARI Hetra lifting system raises an M1070-M1000 HET sys-
tem. The lifting system consists of separate lifts that are connected
by cables so they can be operated simultaneously.

track and monitor services. The Blackhawk Manage-
ment Corporation of Houston, Texas, assigned a techni-
clan to the motorpool to observe and track the time re-
quired for soldiers to perform services using the new
equipment, For comparison, the technician also spent
time in the 27th Main Support Battalion, 1st Cavalry
Division, and the 704th Division Support Battalion, 4th
Infantry Division, to track how much time they needed
to perform services without the 96th Transportation
Company’s new equipment.

Plan Implementation

Once the 13th COSCOM comptroller allocated the
money, the [80th Transportation Battalion began pur-
chasing the equipment and supplies for the MSMP. The
battalion S4 made the purchases either through the 11l
Corps contracting office or with the IMPAC card, de-
pending on the cost of the items being purchased.

As most Army leaders know, plans are bound to go
awry as operations begin, but because of the foresight
of the BMO, 84, and executive officer, the contingency
plans they estab-
lished paid off.
To say that the
plan was exe-
cuted flawlessly
would be an
overstatement,
but clearly it
went much better
than anticipated.

Muost vendors,
once they under-
stood the signifi-
cance of the
project for the
Army and the potential gains for their businesses, were
very generous and eager to please. A representative of
the lift manufacturer, ARIL, visited the motorpool and
coordinated with outside agencies to ensure that his lift
systems would work and only would need to be plugged
in to an outlet when received. He also gave hands-on
safety training to each soldier who would use the lift,
Owerall, the greatest assistance to the project came from
outside companies that wanted the project to succeed as
much as the unit did.

Environmental Improvements

In recent years, the Army has emphasized the impor-
tance of environmental protection and made significant
environmental gains. IIl Corps and the Fort Hood com-
munity are no exception to the Army’s official policy of
making soldiering both habitat friendly and environmen-
tally sound. In support of these goals, the Fort Hood
Directorate of Public Works (DPW) Environmental Sec-
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O The Inland Technolo-
gies parts cleaner uses a
nontoxic, nonhazardous
solution to clean and
degrease parts. The fluid
lifetime is expected to be
2 years at a cost of ap-
proximately $900, com-
pared to the old system
that required a $100-per-
month service call.

tion conducts routine inspections of motorpool facilities
and supports units as they strive to meet Federal envi-
ronmental protection regulations.

Some of the greatest gains for the 180th Transporta-
tion Battalion through the MSMP have been in environ-
mental protection and hazardous materials-handling.
Fort Hood's DPW subsidized the MSMP with over
$100,000 to purchase numerous items, including petro-
leum, oil, and lubricants (POL) cabinets, absorbent re-
cycling bins, and a detergent dispensing unit. Overall,
these additions to the motorpool will reduce waste and
eliminate the need for units to stock excess materials,
some of which may be hazardous to the environment,

One of the best additions to the unit was the pneu-
matic POL dispensing system. This system consists of
four 500-gallon tanks containing antifreeze, 10W oil,
15W—H) transmission fluid, and 80W-90 gear oil that
are located adjacent to the main motorpool building.
There are also waste tanks for mixed oils and antifreeze.
Each tank is connected to a piping system that routes
the product to a dispensing reel and nozzle. The nozzle
contains an analog gauge to monitor the quantity of prod-
uct dispensed. To operate the system, the mechanic
squeezes the handle (similar to a gas pump) and moni-
tors the quantity on the gauge. Using this dispensing
system reduces the amount of POL that is wasted be-
cause of spills, contamination, and expired shelf life.
The greatest benefit to the unit will be the reduction of
man-hours needed to transport POL from the packaged
class IIT issue point to the maintenance bay, The HET
tractor’s hydraulic system has a 42-gallon capacity, while
the cooling system holds over 23 gallons of antifreeze.
When dealing with such large quantities of fluid, it is
easy to see the importance of an efficient POL dispens-
ing unit,

MSMP Beneiits

The MSMP goal is to have a streamlined, efficient
service facility with the latest cutting-edge equipment.
Though the real benefits to the facility will not be known
tully for some time, the unit has made conservative esti-
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O The fluid stor-
age tanks for the
POL dis ensin_g
unit hold a vari-
ety of fluids, in-
cluding anti-
freeze, 10W oil,
15W—-40 trans-
mission fluid,
and B80W-90
gear oil.

mates using known data on service times and assumed
improvements that will result from the addition of the
model service equipment. While an annual service on a
HET trailer takes about 56 hours to complete, the unit
expects to reduce this time to approximately 40 hours.
With a fleet of 96 trailers, that reduction translates into
over 1,500 man-hours saved annually. Additionally, the
unit is estimating a 2,600-man-hour reduction for the
two semiannual services on the HET tractor, for a total
of 4,100 man-hours saved in servicing the HET system
alone.

Using the Army’s standard maintenance charge of
$22.79 per hour, the unit expects to save approximately
$93,439 per year in labor costs. In essence, the project
will pay for itself in reduced labor costs alone in just
over 2 years. Further cost avoidance will be realized
from reduced overhead costs created by the elimination
of wasted POL and other consumable assets and from
the increased longevity of better maintained Army
equipment.

The MSMP clearly has the potential to save each bat-
talion in the Army hundreds of thousands of dollars each
year through sound and financially responsible upgrades
to existing motorpool facilities. Certainly, these im-
provements and efficiencies can be transferred to com-
bat arms and combat support units—not only to save
money and time, but also to boost the combat effective-
ness and readiness of our fighting forces, ALOG

Captain John M. Cooper is the Deputy G3 for ULS.
Army Forces Central Command-Saudi Arabia. At the
time the article was written, he was the battalion
maintenance officer for the 180th Transportation Bat-
talion, Fort Hood, Texas. He has a bachelor’s de-
gree in civil engineering from Tulane University and
15 a graduate of the Transportation Officer Basic
Course.
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Training Multifunctional

by Colonel Steven D. Patrick, USAR,
and Colonel Gary C. Howard, USAR

To develop multifunctional logisticians, the Army
must supplement individual training with more collective unit training.
The authors describe how their reserve component unit is meeting this need.

We must develop a vibrant capability for reach
back communications and intelligence so that we
can begin to aggressively reduce the size of our
deployed support footprints—both combat support
and combat service support. If we don’t deploy it,
some maneuver commander won't have to feed it,
fuel it, move it, house it, or protect it.

—General Eric K. Shinseki,
Chief of Staff of the Army
12 October 1999

Munugi ng military logistics has always been
a great challenge, and realizing General Shinseki’s in-
tent will require new thinking and ever more accurate
logistics planning. As the only reserve component corps
support command (COSCOM) supporting an active
corps, the soldiers of our unit, the 311th COSCOM, lo-
cated in both Los Angeles, California, and Fort Lewis,
Washington, are keenly aware of these difficulties. In
wartime, the COSCOM oversees logistics for the
120,000 soldiers of 1 Corps. In peacetime, the 311th
and its multicomponent 304th Materiel Management
Center are full participants in the corps’ daily activities,
including the establishment of the new interim brigade
combat teams at Fort Lewis, Washington,
To accomplish these missions, the COSCOM needs
a large number of skilled, multifunctional logisticians
who can work in a multi-echelon environment. For the
Army as a whole, developing officers and non-
commissioned officers (NCO's) into multifunctional
logisticians requires years of diligent work. This task 15
even more difficult in the reserve components. The un-
fortunate truth is that an officer’s or NCO's career usu-
ally leaves little time to master the skills needed to be a
multifunctional logistician. At the 31 1th COSCOM. we
see this deficiency year after year in our own training
and in that of other units.

As a senior logistics functional command, the 311th
COSCOM has a clear mission to assist in the training
and development of multifunctional logistics officers,
NCO's, and units. It is not altruism that drives us; it is
simple survival. We will depend on these very soldiers
and their units if mobilized.

The Army does an excellent job of training individual
logisticians. Officer basic courses in the Transporta-
tion, Ordnance, and Quartermaster branches and the
Combined Logistics Captains Career Course are en-
hanced with the Reserve Components Multifunctional
Combat Service Support (RCMCSS) Course and other
Army Logistics Management College courses. NCO's
have a similar career path. Qur concern stems from the
lack of collective training needed to round out the
development of logisticians so they are prepared to work
at the echelons-above-division and echelons-above-corps
levels.

Collective Training Essentials

To overcome these difficulties, the 311th COSCOM
has developed a broad-based training program focusing
on collective training. We begin with individual train-
ing by sponsoring the RCMCSS in Los Angeles each
year. We then build on that base with intensive, year-
round training in logistics operational planning targeted
to key collective training events. Our training focuses
on the deliberate staff planning process as outlined in
Field Manual 101-5, Staff Organization and Operations,
We conduct this training through the use of an opera-
tional planning group, in which planning elements from
all COSCOM staff sections meet on off-drill weekends
to analyze missions and prepare operation plans
(OPLAN's) and operation orders as an integral, ongoing
function of the COSCOM staff. We then execute these
OPLAN"s at collective training events.

We have learned that a training program for multi-
functional logistics must have certain elements. First,
units need the opportunity to conduct actual support
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operations. Rotations at the National Training Center
{NTC) at Fort Irwin, California, and the Joint Readiness
Training Center (JRTC) at Fort Polk, Louisiana, are good
examples of what is needed. In those operational envi-
ronments, logistics units gain real-world experience sup-
porting warfighters. If class [ (subsistence) support fails,
real soldiers get real hungry real fast. Unfortunately,
there are few of these types of missions that truly exer-
cise a full corps support group (CSG). Also, the func-
tional elements of the COSCOM, such as the materiel
management center and movement control center, are
not available to the C5G commander at the JRTC and
NTC. which contributes to a lack of both COSCOM
command and control and visibility of stock status and
movements within the corps area. In most cases, the
CS5G must train on what is essentially a battalion, or
battalion-minus, mission.

Second. multifunctional collective training needs 1o
be connected 1o the warfighters. A solid connection to
our real customers infuses this training with a sense of
urgency and purpose that can be lost when combat serv-
ice support units train alone.

Third, unit training needs to be multi-echelon. It is
only when all of the logistics pieces on the battlefield,
from company to COSCOM. are put together that the
full impact of a corps-level logistics operation can be
appreciated.

Collective Training Exercises

All of these training elements are applicable equally
o CSG’s and corps support battalions (CSB’s). A com-
bination of real-world missions and computer simula-
tion exercises is the ideal way to train. Our model would
rotate colonel- and lieutenant colonel-level commands
through three types of exercises—

* NTC and JRTC rotations. Real-world operations
require genuine operational planning and execution. The
training shortfall during these rotations is that the mis-
sions for corps-level units usually are at the battalion
level and lack doctrinal command and control.

e Warfighter exercises (using Corps Battle Simula-
tion, an Army ground training simulation used in
exercises for training corps and division commanders
and battle staffs). These computer simulation exercises
expose the COSCOM and its CSG’s and CSB’s to the
customer and its needs (for example, I Corps).
Unfortunately, the simulation driver for Warfighters does
not play logistics as intensively as the Combat Service
Support Training Simulation System (CSSTSS), and the
combat units tend to move supplies “magically” to keep
the battle going since they are the primary training
audience.

» CS5STSS simulation exercises. CSSTSS is a lo-
gistics simulation used to train combat service support
commanders and staffs from the battalion to the theater
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levels. CSSTSS imitates selected Standard Army
Management Information Systems reports and provides
logistics management data to be used in the military
decision-making process. CSSTSS exercises involving
the Army Combined Arms Support Command’s
Logistics Exercise and Simulation Directorate at Fort
Lee, Virginia, are very logistics intensive. The
simulation program tracks the various classes of supply
down to the number and types of rounds of munitions,
the distances and times of truck travel, and the hours of
maintenance support in a given direct support company.,
The use of CS5TSS in Warfighter exercises has been
limited becanse of the system’s intense logistics focus,
data base, and programming. To meet the need to train
multifunctional logisticians in a collective environment,
the 31 1th COSCOM conducts its own biennial CSSTSS
exercise, Cascade Steel, sponsored by I Corps at Fort
Lewis. In addition, training support divisions within the
Army Reserve can conduct CSSTSS training on drill
weekends,

We believe that the 311th COSCOM’s training pro-
gram has achieved the right balance between individual
and collective logistics training and includes a broad
spectrum of unit training events. The 3-year rotation of
exercises leverages the best aspects of each of the train-
ing programs. By combining them in a sequential rota-
tion, one program’s weakness is compensated by the
strengths of the others.

It is crucial that, if The Army is to meet the ambitious
goals of the Revolution in Military Logistics, multifunc-
tional logisticians must be managed as career profes-
sionals to serve in as many multifunctional logistics as-
signments as possible. Unless logisticians have the dedi-
cated and focused years of experience gained in various
levels of logistics organizations, no number of classes
on individual training will develop them as the skilled
logisticians that The Army needs. ALOG

Colonel Steven D. Patrick, USAR, is Chief of Staff
ofthe 311th Corps Support Command in Los Angeles,
California. He previously served as Assistant Chief
of Staff, G3, and as Chiel of the Missile-Munitions
Division in its 304th Materiel Management Center.
He holds a |.D. degree from Emory University in
Ceorgia and is a corporate attorney in southern
California.

Colonel Gary C. Howard, USAR, is Assistant Chief
of Staff for Support Operations in the 311th Corps
Support Command. He previously commanded the
483d Transportation Battalion (Terminal) in Oakland,
California. He holds a Ph.D. in biological sciences
from Carnegie-Mellon University and 15 a senior sci-
entific editor for an independent biomedical research
institute affiliated with the University of California.
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Building an Effective
Brigade Maintenance

Meeting

TDO3 [training day 5], brigade battle update brief-
ing, 0300 hours, in preparation for an 0430 movement
to contact LD [line of departure]. The brigade com-
mander cannotl undersiand why he has onlv 37 of 58
tanks, 33 of 58 Bradlev fighting vehicles, and 2 of 6
FISTV's [fire support team vehicles] available for the
fight. His executive officer had back-briefed him afier
yesterday s maintenance meeting. Based on the units’
reports, he thought he would have 47 of 58 tanks and 50
af 38 Bradlevs to execute his mission. Now, the plan
must change because the task force assembled for the
main effort has insufficient combar power. He shakes
his head and thinks, “What went wrong?"

Whut went wrong may have been the
commander’s daily maintenance meeting. A successful
maintenance meeting synchronizes the activities of nu-
merous individuals throughout the brigade’s battle space
and focuses their efforts on the goal of generating and
sustaining combat power. Conversely, a poorly prepared
and conducted meeting may leave the commander un-
certain about his combat posture and hinder the execu-
tion of his plans.

The purpose of a brigade’s daily maintenance meet-
ing is to provide the commander with a clear picture of
his current and projected combat power, as well as to
svinchronize and coordinate the brigade’s maintenance
and class IX (repair parts) sustainment efforts. An ef-
fective brigade maintenance meeting 15 the product of
many activities by crews, leaders, mechanics, staff of-
ficers, and commanders throughout the entire spectrum
of the brigade’s battle space. It also includes echelons-
above-brigade activities.

The building blocks of an effective maintenance meet-
ing are—

# Effective tactical unit maintenance programs.

* Combat service support (CS55) automation con-
nectivity and synchronization.

o Accurate ad hoc 026 reports from the Standard
Army Maintenance System-2 (SAMS-2). The printed
026 report, SAMS-2 Equipment Deadlined Over NNN
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Days by Battalion, is the principal brigade and division
automated maintenance management tool.

* An effective class IX distribution system, from
corps and division support areas (C5A's and DSA's) to
the unit maintenance collection point (UMCP).

A productive and well-attended maintenance meeting
ties together all of these building blocks. Leadership
{meaning command emphasis) and involvement by
personnel at all levels are the crucial bonds that ensure
the brigade’s management system is focused on the
commander’s priorities for current and follow-on
operations.

Tactical Unit Maintenance Program

The cornerstone of an effective unit maintenance
program is the preventive maintenance checks and
services (PMCS) performed by the operator or crew of
gach system. The first key to the maintenance system,
and the gateway to logistics automation, is the Unit Level
Logistics System-Ground (ULLS-G) computer. ULLS-
G links unit class IX requirements and maintenance data
to the automated logistics system that provides supply
and maintenance requirements to both the Standard
Army Retail Supply System (SARSS) and SAMS,
ULLS-G provides the battalion maintenance officer
{BMO) with the tools he needs to monitor and manage
his unit's maintenance program in the form of a
commander’s not mission capable (NMC) report.
Although this report is not as easy to read as a locally
produced spreadsheet, it provides information that a
spreadsheet does not—automated confirmation that the
logistics system has received and processed the unit’s
requirements.

During tactical operations, when time is limited, the
unit focuses on the essential components of tactical main-
tenance management, which include—

» Daily PMCS reported on DA Form 5988E, Equip-
ment Inspection and Maintenance Worksheet. (The
nonautomated version, DA Form 2404, is used only as a
backup).

* Supervisor and leader reviews of crew PMCS.

o Mechanic verification of faults and of the parts re-
quired to fix those faults.
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O The building blocks of an effective maintenance
meeting.

* Timely and accurate reporting of NMC systems
up the chain of command, from the crew to the team
leader to the company executive officer (XO) to the
UMCP to the brigade administrative and logistics op-
erations center and the forward support battalion (FSB)
tactical operations center.

» An effective flow system for routing 5988E’s from
ULLS-G to the crew and back to ULLS-G.,

o An operational ULLS-G computer.

* Automated reporting of faults and parts require-
ments in ULLS-G.

* ULLS-G supply and maintenance disks submit-
ted in accordance with the brigade’s disk synchronization
plan.

* A daily review of the ULLS-G-generated com-
mander’s NMC report.

e Prescribed load list management and timely post-
ing of parts received in ULL5-G,

¢ Command emphasis and involvement.

» Sending of a unit representative to the brigade
maintenance meeting who can provide a clear, concise,
and organized situation report.

Automation Connectivity and Synchronization

A viable brigade supply and maintenance manage-
ment system requires that its CSS automation infra-
structure—ULLS-G, SAMS=1/2, and SARSS-1/2—be
connected seamlessly and integrated under the brigade’s
communication support plan. CS5 automation connec-
tivity and synchronization are not unique to operations
in the theater of Mohavia used at the National Training
Center (NTC) at Fort Irwin, California. A force-projec-
tion Army must be prepared to use many of the same
techniques when deploying anywhere else in the world.
Today and in the 21st century, contingency deployments
will require the formation of ad hoc organizations whose
components normally do not work together on a daily
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basis. These mission-tailored organizations must be able
lo operate together for extended periods, using the lo-
gistics information flowing from ULLS-G through
SARSS-1 and SAMS-1 to manage normal maintenance
and class IX support within the theater, In some cases,
the supporting logistics structure will be based in the
continental United States.

Our logistics automation systems are very flexible.
However, soldiers and their leaders must establish these
systems properly and validate that they are connected
and able to “talk™ to their supporting logistics automa-
tion systems, often under austere conditions. All ULLS-
G computers within a brigade must be “zerced and
boresighted™ to produce accurate maintenance and sup-
ply information. This ensures that maneuver command-
ers have a clear picture of combat power and that main-
lenance managers at all levels can validate that the sup-
porting system is “talking” properly to sustain combat
power. Inorder to validate this ability, all ULLS-G com-
puters within the brigade must clearly demonstrate that
they can

» Deadline equipment in ULLS-G.

» Create a maintenance disk and transfer the data on
that disk through the shop office SAMS-1 site to create
a printed 026 report.

¢ Create an automated requisition in ULLS-G.

¢ Create an ULLS-G supply disk.

* Transfer the supply disk into the supply system
via the FSB's class IX supply support activity (SSA)
SARSS-1 site.

* Receive SARSS-1/2 parts status on ULLS-G sup-
ply requisitions and post them to the 026 print.

» Ensure that the brigade’s class IX distribution sys-
tem works, from the main SSA to the units’ parts bins.

* Show units where to pick up their parts.

s Permit ULLS clerks to close NMC faults.

» Transmit closed NMC information into SAMS to
remove the NMC system from the SAMS-2 026 print.

Accurate SAMS5-2 026 Print

The SAMS-2 026 print serves as the principal auto-
mated maintenance management tool for brigade and
division maintenance managers. The (026 print is pro-
duced at the SAMS-2 computer, located in the FSB's
support operations (SPO) section, and provides leaders
an automated snapshot of the brigade’s maintenance
posture by system and unit. It also provides a view of
each system’s repair parts requirements and status. The
(026 print indicates the relative “health™ of the entire
brigade’s CSS automation architecture and maintenance
management procedures, In the absence of any other
maintenance information, an accurate unit 026 print will
represent a4 unit's maintenance posture at the mainte-
nance meeting—particularly il a unit representative is
unable to attend.
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* Today's julian date
* BDE mission next 24 / 48 / 72 hours
* BDE maintenance priority by system

A

v

* ORL / RICL (recoverables)

* Unit 026 print scrub

* Parts cross-level options (units must bring PLL
listings)

* LAO / LAR comments / issues

* Miscellaneous

* Review today’s information requirements

* Closing comments

i

Tl

that will immediately influence the building
of combat power for the next mission,
The fundamental structure of a “Redball™

* BDE XO issue system is exactly what the name implies. The
* SPO issues 1 N Hin : ; : ,
aia R i - 7 entire system is planned in detail and coordi-
EMIEW yEREIEn nated, svnchronized, and, most importantly
* ULLS-G disk turn-in status FSB Cdr Is o s i w ey g
* Automation Issues / ULLS-G box problems The r;’i.]ﬁ‘dr'}ﬁd .,m mi’ pﬁ'ljt:{ Itm}’} l{fE] %}j ‘;’ mae
+ Class IX requisition volume “Hammer” drill, Intransit visibility that can confirm or

deny a part’s progress toward its destination,
as well as centralized management and track-
ing by the FSB 5P0O section, are essential to
maintaining the continuity of etfort.

The preferred, and fastest, mode of trans-
portation is by helicopter. Unfortunately, many
units observed at the NTC do not use their avia-

OA sample meeting agenda.

However, as a system management tool, the 026
print’s accuracy depends not only on the effectiveness
of unit maintenance programs and CS8 automation con-
nectivity but also on a comprehensive data syn-
chronization plan. The data synchronization plan is the
conductor that orchestrates the efforts and products of
unit maintenance programs and automation connectiv-
ity. Within a brigade combat team, the FSB SPO officer
and the brigade 54 should develop the synchronization
plan. The plan is based on tactical conditions, the ma-
neuver plan, and the capabilities of a theatre’s support
infrastructure. The time-windows and sequences for data
transmission that each computer site must meet are vital
to realizing the synchronization plan’s potential to pro-
duce timely and accurate (026 prints.

Failure to develop, disseminate, and enforce a syn-
chronization plan jeopardizes the integrity of the entire
automated system. The brigade then will be forced to
operate in an unresponsive, error-prone manual envi-
ronment—and that potentially could destroy its combat
power as maintenance problems accumulate.

Effective Class IX Distribution System

A brigade’s class IX distribution system is the life-
line of maintenance sustainment operations and combat
power generation. Effective class IX distribution is
divided into two systems. The first handles the routine
class IX pushes, which consist of all item priority
designator (IPD) shipments: these include the highest
priority IPD-02 parts. These routine class IX items are
not absolutely vital for the next mission and do not
require intensive management or tracking. In other
words, these parts are resupply pushes that usually are
sent with other sustainment commodity pushes for the
brigade. The second system is the “Redball,” or “911,”
class IX distribution system, which is designed and
tailored specifically to expedite critical, or “hot,” parts

tion assets 1o help expedite the flow of critical
class IX parts forward on the battlefield. Because of
weather, battletield friction, and other factors, ground
transportation always must be available to take over im-
mediately and complete the mission. So a unit’s pri-
mary plan should focus on ground transportation, but it
should have a backup plan to take advantage ol aviation
assets as they become available.

Maintenance Meeling Agenda

A common observation at the NTC is that, after the
brigade maintenance meeting, the brigade X0 does not
have a clear picture of the brigade’s maintenance pos-
ture or a reasonable prediction for combat power at LD,
Consequently, the XO is unable to advise the brigade
commander accurately on the brigade’s capabilities and
limitations. A viable maintenance meeting agenda is
effective only if the key participants from all units at-
tend and the meeting has command emphasis.

A meeting agenda is the execution plan for the meet-
ing, focusing and guiding its conduct. The brigade XO
or FSB commander must ensure that all critical topics
are covered and must prevent the meeting from drifting
off onto irrelevant and time-wasting tangenis. The chart
above is an example of an agenda that covers all of the
key matters that the meeting should address; it can be
modified in a time-constrained environment.

The heart of a maintenance meeting is the “scrub” of
the 026 print. The effectiveness of the meeting in most
cases is directly related to the accuracy and integrity of
the 026 print. The automated data synchronization plan
therefore must be designed to produce an 026 print with
a near-real-time maintenance snapshot of the brigade
before the maintenance meeting. An 026 print scrub
process that covers all of the key matters and can be
modified quickly to adapt to a time-constrained envi-
ronment would look like this—

* Review the previous day’s “Redball” or command
interest maintenance item (CIMI) efforts.

# Focus effort on combat systems in accordance with
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the brigade combat team’s maintenance priorities by
system.

* Provide current and projected slants; specify the
number of “circle-X" systems. The maintenance pos-
ture focuses on which systems are NMC and which sys-
tems one reasonably should expect to be repaired in time
for the next fight; these are commonly referred to as
“unit slants.” On a DA Form 2404, an “X" is used to
indicate that a system is NMC and thus by regulation
will not be operated. However, a commander can au-
thorize a crew to operate a system under clearly speci-
fied conditions and circumstances for a limited period
of time by circling the “X.”

e Brief details of current maintenance and class X
requirements by uni.

* Receive feedback on parts availability and loca-
tion from the FSB and the division materiel manage-
ment center (MMC),

# Create a CIMI hit list. Only list a system when all
parts are available in the brigade support area, DSA, or
CSA that will ready the system before LD. This be-
comes the immediate Redball focus.

¢ Muake a firm commitment to deliver parts in time
to influence combat power at LD,

» Fix responsibility: who tracks the location, pro-
gress, and completion of maintenance actions?

e Before departing the meeting, review the respon-
sibilities of all parties involved in the CIMI process so
that everyone leaves with a clear picture of what they
must do in the upcoming class IX Redball effort.

A critical step in creating a viable meeting agenda is
determining who should attend and what each participant
should bring to the meeting. The key participants should
include the brigade XO, FSB commander, maneuver unit
BMO or battalion maintenance technician, FSB SPO
officer and SPO maintenance officer, a division MMC
representative, the main support battalion or corps sup-
port battalion liaison officer to the FSB, shop officer,
technical supply officer, and logistics assistance repre-
sentatives. Remember, the FSB SPO officer is the per-
son responsible for focusing and synchronizing the di-
rect support effort. However, he must have the backing
of the brigade XO so that he can follow up on delin-
quent issues and enforce compliance by the units.

Before the meeting, all key participants should know
what information they are required to bring: they should
conduct their own internal assessments of their respec-
tive areas of responsibility; and they should come pre-
pared to discuss all issues in detail—they must do their
homework. Specifically, the key players within the FSB
should conduct a pre-meeting scrub of the 026 print o
ensure that they can provide cohesive, accurate infor-
mation on direct support issues and customer support.
Likewise, the unit representatives should conduct a rec-
onciliation of their ULLS-G NMC report against their
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current (026 print to ensure that they report accurate in-
formation; if they have not performed a reconciliation,
they should be prepared to provide essential informa-
tion to expedite the repair parts process. As a result of
these preparations, the meeting will not bog down in
administrative details. Instead, it will be able to focus
on the critical tasks needed to accomplish the next mis-
sion in accordance with the commander’s intent.

The building blocks of an effective maintenance
meeting provided in this article serve as the tactics,
techniques, and procedures for focusing the efforts of
leaders and managers on the essential elements required
to build and sustain combat power. Although each task
15 relatively simple, the potential for complexity arises
as all of the individual steps are assembled into the entire
system, The ultimate goal is to produce a maintenance
meeting that is proactive and shapes events, rather than
a reactive meeting that allows events to propel the
brigade into daily crisis management. Planning, training,
and rehearsing ensure that this maintenance management
system remains relatively simple to orchestrate and
synchronize.

These tactics, techniques, and procedures were de-
veloped for the current CSS automation architecture and
maintenance doctrine. However, their fundamental prin-
ciples and mechanics provide a framework that is flex-
ible enough to adjust to the changing environments and
emerging technologies of Force XXI and the Army Af-
ter Next. New communication technologies, such as
video-teleconferencing at the battalion level and lower,
will eliminate the constant need for face-to-face meet-
ings. All of the key participants then will be able to link
up electronically to synchronize their efforts, permit-
ting them to spend less time traveling to meetings and
more time on executing their missions. ALOG
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Do Noncommissioned Officers
Need a Contingency
Contracting MOS?

by Major Mel M. Metts and Major Nicholas L. Castrinos

The authors believe that a new

military occupational specialty (MOS)
would provide stability, continuity,
and greater institutional knowledge
in contingency contracting commands.

Bufnrﬂ; the Army Acquisition Corps (AAC)
was established, contracting officers had to pursue di-
vided careers. They served in their primary branch un-
til they were branch-qualified at the O-3 level, then
served a tour in the functional area of contracting. While
serving in the functional area, officers were required to
remain competitive for promotion within their primary
branch. Serving a tour in the contracting functional area
decreased an officer’s opportunity to obtain branch-
qualifying jobs at the O—4 level and remain competitive
for promotion. Contracting officers had to rotate be
tween their contracting functional area and their primary
branch, although they were developing skills better
suited to their functional area. As a result, officers were
not highly proficient in either their primary branch or
contracting.

To varving degrees, a contracting noncommissioned
officer (NCO) faces a problem similar to the problem
ottficers faced before the creation of separate officer ca-
reer paths—the tour in the contracting field is only a
temporary assignment. The question then arises: Is the
Army headed for trouble with NCO contracting person-
nel similar to that it experienced with officers? We think
the answer is yes!

20

Contracting Personnel in Other Services

In the Marine Corps, enlisted marines are accessioned
into the contracting field at the E-5 level and can re-
main in a contracting MOS throughout their careers. The
primary candidates for accession into the contracting
field come from supply administration. Before he is
accessioned into the contracting field, an NCO 1s re-
guired to complete 6 months of mandatory on-the-job
training successfully. This provides the basic skills and
technical expertise needed to become a contracting
NCO.

The Air Force has a well-defined and long-established
career M5 for enlisted contracting personnel. Enlisted
personnel can be accessioned into the contracting field
at the E-1 level, so they begin their contracting careers
when they enter the Service. This is not to say the Air
Force does not accession enlisted personnel of other
grades into contracting. The Air Force accessions NCO's
from all other MOS’s in grades E—4 to E-7. However,
the Air Force considers accession at the earliest opportu-
nity in the career development process vital to develop
ing the future acquisition work force.

Using two sources of accessions provides the Aar
Force with a mixture of E-1"s promoted within the sys-
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tem and personnel with prior field MOS experience in
contracting.

Current Problems

Establishing a contracting MOS for Army NCO's
would correct a number of existing problems,

Perceptions. The majority of Army NCO's entering
the contracting field are at the senior level. This creates
the perception that senior NCO’s entering the contract-
ing field are less competitive for promotion in their pri-
mary branches and therefore are attempting to acquire a
marketable job skill to be used after retiring. Allowing
senior NCO’s to enter the contracting field after their
15th year of service also could mean that the Army is
not getting a full return on its investment.

Training levels, The majority of NCO's are Level-I
certified, and those NCO's that are Level-I1 certified
are primarily senior NCO's (E-7's). (Level certifica-
tion refers to the task proficiency or ability normally
required for successful performance at the grade with
which the skill level is associated.) Typically, a senior
NCO enters the contracting field as an E-5 or E-6, serves
atour as a procurement NCO, shifts to his primary MOS
for an assignment, and then returns to the contracting
field. This sequence of events suggests that an NCO
has only a slight possibility of obtaining Level II certifi-
cation during his first job rotation, so repetitive tours
are necessary to attain higher certification levels

Highly perishable skills. Because of the continuously
changing contracting environment, an individual risks
losing his expertise if contracting skills are not updated
constantly. Contracting officers and NCO’s must keep
abreast of the latest changes in administrative and pro-
curement regulations and policies.

Part-time NCO'’s. Currently, NCO’s with additional
skill identifier (ASI) G1 (contracting agent) are being
trained for their current tour only, not for long-term us-
ability in the contracting field. Contracting is technical
and requires more than formal classes. Hands-on train-
ing is necessary to achieve proficiency. Although these
skills are not lost when the NCO’s return to their pri-
mary branches, they are forgotten temporarily.

Contracting command concerns. Contracting com-
mands lose valuable assets, continuity, and stability un-
der the current NCO structure. When a new NCO ar-
rives, or an experienced NCO begins a second tour, the
training process starts again. Achieving the qualifica-
tions of ASI G1 (senior logistics services supervisors)
takes a minimum of 2 years, including mandatory classes
(CON 101, Basics of Contracting; CON 104, Funda-
mentals of Contract Pricing; and CON 234, Contingency
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Contracting) and on-the-job training. This time does
not include any mandatory deployments, which are
frequent.

Cost-benefit ratio. The current cost of training to
obtain ASI Gl is approximately 530,000, The cost-
benefit ratio the Army receives after training is only 33
percent if the NCO is qualified in 2 years and then is
employed for only 1 vear. Remember, an NCO leaves
after a 3-year tour, and there is no guarantee he will
return to an NCO contracting position. Therefore, the
Army receives minimal benefits from the cost of his
training.

To achieve a higher return on its investment, the Army
should follow the leads of the Air Force and the Marine
Corps, where NCO's have a separate contracting MOS
and begin their contracting training and experience early
in their military careers. The Air Force and Marine
Corps consider NCO's long-term assets. Accession into
contracting early in their professional careers guaran-
tees the highest cost-benefit ratio. The Army must de-
velop the same professional career model.

FPromotion opportunities. NCO's who responded to
a survey on promaotion opportunities felt they were not
as competitive in a contracting MOS as those who re-
mained in their primary MOS’s, Currently, NCO's
working in career management field (CMF) 92, supply
and services, are required to pursue staff-related posi-
tions during their tenure as E-6's or E-7"s. These posi-
tions include recruiter, drill sergeant, instructor, and
contracting NCO. Promotion boards view “harder” staff
Jobs (recruiter, drill sergeant, and instructor) more fa-
vorably than “softer” staff jobs (contracting NCO).
Therefore, NCO's who volunteer for the harder staff
Jobs have a greater chance for promotion than NCO's
in contracting. Furthermore, positions in the contract-
ing field are not considered leadership positions, whereas
harder staff jobs are. This creates a lose-lose situation
for both NCO’s and contracting commands. Until pro-
motion boards are educated on the importance of con-
tracting NCO’s as combat multipliers for their com-
manders, the current problems will remain.

Maintaining Critical-Task Skills

NCO's are required to maintain not only their contract-
ing skills, but also their primary branch eritical-task skills,
This means that 92A automated logistical supply special-
ists must keep up with as many as 85 critical tasks, includ-
ing proficiency on 2 separate computer systems; 92Y unit
supply specialists must maintain proficiency on 22 critical
tasks. These numbers only refer to critical tasks and not to
the related subtasks within each critical task.
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The depth of knowledge required for contracting NCO's
to be proficient in both their primary branch critical tasks
and their contracting tasks is enormous. Surveyed 92A%s
stated that they could not keep up with the critical tasks in
their primary MOS as well as their contracting tasks. There-
tore, during the time that NCO's serve in the contracting
field, their primary MOS knowledge diminishes. Upon
returning to their primary MOS, they must relean the en-
tire spectrum of designated critical tasks. How can the
Army possibly benefit from these conditions?

MOS Background

[s it necessary for contingency contracting NCO's to
have a logistics background? Based on recent changes
and a new direction for the contingency contracting
NCO, a logistics background is not necessary. Contract-
ing has something to do with logistics, but logistics has
very little to do with contracting. Contingency contract-
ing officers acquire everything for deployed forces from
tractor-trailers to refrigeration trucks. Therefore, a sol-
dier in MOS 88M (transportation NCO) might have an
advantage over a 92% when leasing or purchasing trans-
portation equipment in a contingency operation. The
background of contracting NCO’s could range from
maintenance or food service to communications. Fi-
nally, drawing contracting NCO's from noncritical
MOS"s would alleviate some of the problems created
by drawing NCO’s from CMF 92, which is a critical-
shortage CMF Army-wide.

The majority of survey respondents indicated that
personnel from other MOS’s could handle contracting
NCO requirements, but a logistics background would
assistin the transition. They also indicated that the Army
should open AST G1 to all MOS’s that are not critically
short,

Benefits of Contracting NCO's

What are the benefits of establishing an MOS for con-
tracting NCO's with ASI G17

A new MOS would provide stability, continuity, and
greater institutional knowledge in contingency contract-
ing commands. Like NCO’s in other branches of the Army,
NCO’s are the backbone of a contracting organization,
Contingency contracting officers-(CC()'s) are required to
have a broad range of skills in contingency and adminis-
trative contracting as well as in contract and program man-
agement. Additionally, CCO’s are required to rotate
through various positions to remain competitive for pro-
motion, The continual exodus of NCO's and CCO’s is
making it difficult for contingency contracting organi-
zations to maintain qualified personnel for contingency
operations. Thus, if NCO’s could remain in contracting

organizations and provide continuity and stability, their
contracting skills and knowledges would continue to grow
and benefit their commanders and their contracting orga-
nizations. More importantly, this retained knowledge base
would be beneficial to deployed troops in the field.

A new MOS would improve the professional develop-
ment of NCO's, allow them to single-track their careers,
and create greater promotion opportunities (mirroring those
of officers in the acquisition field). NCO's would com-
pete against other NCO's with similar jobs, eliminating
any bias toward other MOS's by promotion boards. NCO's
would continue to gain experience and take the necessary
Defense Acquisition University courses to become highly
competent, warranted contracting officers and, when de-
ployed, combat multipliers,

A new MOS would generate a larger pool of qualified
contracting specialists who would be available for mobi-
lization and reduce the current deployment workload of
the CCO. The current operational tempo requires two 6-
month deployments every 2 years for CC(Y's. Deployable
NCO’s would reduce the number of back-to-back deploy-
ments for many CCO’s, If both a contracting NCO and a
CCO were deployed on a contingency mission, the
contracting NCO could handle routine acquisition tasks,
leaving the CCO free to work on more complex issues,
NCO's and CCO’s could be interchangeable in some cases,
depending on their proficiency levels. This would allow
the officer to become more involved in planning and
leadership.

Implementation Problems

Currently, personnel needed to build an MOS within
the contracting field are limited, bescause there are only
35 positions available Army-wide for ASI G1. The
grades of these positions range from E-5 to E-8.

There are several problems associated with having a
small number of personnel in a given MOS. One is not
having enough people to allow opportunities for promo-
tion within the MOS. Career progression in a small MOS
is slow, which means longer periods of time at lower
ranks. Therefore, to establish an MOS, there must be
enough personnel to ensure that soldiers are allowed the
opportunity for continued career progression. This sce-
nario is similar to that of contracting officers in the AAC:
there are numerous positions available at the lieutenant
colonel level, but command positions are limited. With-
out command opportunity, chances for promotion to
colonel dwindle exponentially.

Increased demand for contracting NCO's. Recent
revisions in the organizational structure of the theater
support commands (TSC's) and Foree XXT requirements
have increased the need for additional ASI G1 person-
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nel. The TSC revision calls for an additional 16 posi-
tions in CMF 92 with ASI G1. This requirement in-
cludes four E-9 positions for ASI G1's within each TSC.
The TSC revision also allows for complete vertical
movement of NCO's to the E-9 level if a decision is
made to establish a contracting MOS.

The new Force XXI division, the 4th Infantry Divi-
sion at Fort Hood, Texas, requires four additional E-7
positions (92Y40 with ASI G1) to fulfill the
requirements documentation system. Three positions
are located in the forward support battalion, and one
position is located in the division aviation support
battalion. In the long term, every heavy division in the
Army will be organized in this configuration, adding a
total of 24 positions for NCO’s with ASI G1.

Professional development. Another problem with
instituting a contracting MOS is establishing an appropri-
ate training path for the NCO's. Professional develop-
ment must be in accordance with Army Regulation 600~
3, The Army Personnel Proponent System (APPS).
Personnel proponents are responsible for the eight life-
cycle management functions of their respective career
fields. They take the lead in defining developmental
needs, refining requirements in the field, and providing
assistance to improve all aspects of the Army’s person-
nel management system. The personnel proponent rec-
ommends or determines appropriate accession criteria
for enlisted personnel, identifies training criteria by ca-
reer field. and ensures that training for career develop-
ment is in concert with all aspects of professional de-
velopment. There is no schoolhouse or branch that cur-
rently offers basic or advanced NCO contracting courses,
s0 where would contracting NCO’s go 1o receive train-
ing, and who would support it?

The final problem with establishing a contracting
MOS 15 how to develop institutional training and career
progression within operational assignments. Currently,
the AAC is a proponent with no enlisted soldiers, and
personnel proponency for ASIG1 functions is a respon-
sibility of the Quartermaster General, Because the
Quartermaster General is not a branch proponent for
the AAC, there also is a problem of who owns NCO's,

Recommendations

Clearly, the current enlisted force structure of contin-
gency contracting is not as effective as it could be. The
career development model for NCO's in the contract-
ing field needs a major restructuring.

Establishing a new MOS would benetit combat com-
manders, contracting NCO's, and contingency contract-
ing commands. The contracting skills and knowledges
gained by NCO’s would continue to multiply and bene-
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fit warfighters and the entire contracting community,
With the establishment of a contracting MOS, NCO's
would be allowed to single-track their careers, thus cre-
ating greater promotion opportunities.

NCO’s in all MOS’s Army-wide that are not criti-
cally short should be considered for accession into the
contracting field. A yearly accession board for NCO's
should be established that coincides with the officer
board. The majority of accessions should come from
CMF 92 because of the similarities in job descriptions,
NCO’s should be accessioned into the contracting field
at the grades of E-5 through E-7, but each E-7 should
be screened carefully to ensure that the Army receives
a full return on its investment in him.

The AAC should become the functional proponent
for the contracting MOS, and the Quartermaster Corps
should handle the normal MOS personnel proponency
functions. The AAC is a proponent with no schoolhouse
or branch that supports its professional developmental
requirements, so it can develop training requirements
but must rely on a branch to conduct courses. Adopting
this recommendation would be logical, because the
Quartermaster Corps already has the schoolhouse and
the developmental courses necessary for CMF 92
MOS’s,

Contracting NCO's are combat multipliers who can
help ensure mission success in any tactical environment.
The Army must develop a separate functional area MOS
for them that includes designated career progression and
a training path that is comparable to basic branch MOS
schools, ALOG

Major Mel M. Metts is a contingency contracting
officer at Fort Hood, Texas. He currently is deployed
to Taszar, Hungary, where he is serving as Chief of the
Joint Contracting Center-Hungary. He is a graduate of
South Carolina State University and holds a master’s
degree in procurement and m'r]ui‘;m’un management
from Florida Institute of Technology.

Major Nicholas L. Castrinos is assigned to the De-
fense Logistics Agency’s Defense Supply Center Rich-
mond, Virginia. He has pdru'crpdted iN NUMerous con-
tingency contracting operations throughout the Middle
East and the Balkans. He holds a bachelor’s degree
from Evergreen State College in Washington and a
master’s degree in international relations from Troy State
University.
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Staff Ride to Gettysburg

by Major General Terry E. Juskowiak
and Lieutenant Colonel James P. Herson, Jr.

Junior officers of the 1st Corps Support Command find a visit
to the past a rewarding training experience.

Thu first week of April found over 100 offi-
cers of the st Corps Support Command (COSCOM)
{ Airborne), from Fort Bragg, North Carolina, deployed
to Gettysburg, Pennsylvania, for a unique and exciting
off-post training opportunity. As the capstone event of
the COSCOM’s Officer Professional Development
{OPD} Program, a staff ride to the historic Civil War
battlefield at Gettysburg was an exceptional training
event for the First Team’s junior leadership.

Ower 80 percent of the participants were company-
grade officers and warrant officers, from 0-3 to W-1.
Fiscal considerations and contingency manning re-
quirements meant that not all COSCOM junior officers
could participate in the staff ride. However, the avail-
able slots for the ride were distributed equitably so that
each battalion was represented by several officers. The
COSCOM’s junior leadership eagerly anticipated this
training event because of the opportunity it provided
them to learn more about their profession and our
Nation’s military history and, most importantly, to bond
with fellow COSCOM officers in a dedicated event
planned especially for them, It drove home the
command’s commitment to investing in the professional
development of junior officers—a crucial factor in of-
ficer retention.

Planning for a Staif Ride

The 46th Corps Support Group, “The Super Group.”
was in the process of designing a group-level staff ride
to Vicksburg, Mississippi, in November 1999 when it
was reassigned to plan, command, and control a
COSCOM staff ride to Gettysburg that would be ori-
ented toward junior officer professional development.
The group staff rose to the occasion and set their sights
to the north.

After much work, the group staff briefed a detailed
mission analysis o the COSCOM commander. A cost
estimate, proposed training regimen, and staff ride meth-
odology were approved by the general, and he provided
further guidance for staff ride development. After the
COSCOM commander gave the green light for further
planning and commitment of resources, the group staff
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began the laborious process of coordinating, contract-
ing. and preparing training plans. The staff coordinated
with MNational Park Service officials at Gettysburg and
requested assistance from Army historians. The faculty
of the History Department at the U.S. Military Acad-
emy; the Combuat Studies Institute at Fort Leavenworth,
Kansas; and the Army War College at Carlisle Barracks,
Pennsylvania, were unstinting in their support and ad-
vice. The First Team command group provided infu-
sions of refined guidance at scheduled in-progress re-
views. Gradually, a unique millenium staff ride con-
cept for company-grade officers took shape.

Since the staff ride was oriented toward junior offi-
cers, the thrust of the training focused on strengthening
their research skills and enhancing their understanding
of the operational art, the ongoing process of doctrinal
development and refinement, and the mechanics of put-
ting together an intelligence preparation of the battle-
field (IPB). A 4-mile battlefield run and a historically
oriented tactical dining-in were added (o further enhance
COSCOM officer camaraderie and to inject fun into the
event. The complexity of planning. combined with co-
ordinating for an off-post deployment, created the added
training benefit of making the staff ride a reinforcing
training exercise for the group’s staff.

Staff Rides—An Army Tradition

Staft rides were developed at Fort Leavenworth as a
cost-effective means of training officers to “think their
way through™ tactical and operational problems by us-
ing the terrain and historical context of an actual battle
as a forum for sharpening tactical skills, refining intelli-
gence interpretation and logistics planning, and gaining
insights into the combat leadership challenges of their
predecessors. Originally begun in the [880's by a re-
form-minded General William T, Sherman, staff rides
have grown increasingly common in the Department of
Defense as an excellent and relatively low-cost officer
training method that stimulates professional develop-
ment, fosters a deeper understanding of the operational
art, promotes unit cohesion and camaraderie, and, im-
portantly. contributes to junior officer retention,
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Given the increased tempo of operations in today’s
busy Army, constrained resources, and conflicting re-
quirements, many units are challenged to prepare ad-
equately for a staff ride. Lack of preparation time and
resources can diminish greatly the numerous training
benefits associated with a quality staff ride. Some units
may simply go to a convenient battlefield and, after
spending a short amount of time at the museum or hast-
ily reading a National Park Service pamphlet, employ a
local tour guide or thrust an ill-prepared unit officer into
the important role of staff ride training facilitator. This
officer may or may not be a subject matter expert on the
campaign, or possess a working knowledge of the
period’s historiography, or—a eritical factor—under-
stand and articulate important linkages o today’s op-
erational quandaries that will make the ride relevant,

Like any good collective training event, a staff ride
must be researched, rehearsed, and planned thoroughly.
A battletield tour preceded only by a smattering of dis-
Jjointed readings is a poor substitute for a properly pre-
pared and executed staff ride.

Preparing Training Resources

A staff ride must follow the Army’s typical eight-
step training model. The preparation for the 1st
COSCOM’s staff ride to Gettyshurg was designed to be
intense, All officers were required to read The Killer
Angels, by Pulitzer Prize-winning author Michael Sharra,
and see the Ted Turner-released movie Gerrvsburg,

A comprehensive staff ride guide of selected read-
ings, richly illustrated with easy-to-use oversized maps,
provided novice riders with a common understanding
of the campaign and offered suggestions for further read-
ing. The staff ride planners were mindful of recent

=i r‘ o & ¢ '
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pants in the staff ride gather at the Gettysbhurg
battlefield for a briefing about the battle.
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changes in copyright laws and legal reproduction restric-
tions, so they worked to secure the necessary permis-
sions to reproduce locally published materials for a lim-
ited number of staff ride guides. Following the
Gettysburg staff ride, the guides would remain as a re-
source in the COSCOM G3 shop in case future groups
of the Ist COSCOM decided to take a similar staff ride.
This would save money and ensure continuity.

For modern corps and division Warfighter exercises
and joint exercises, many military organizations use a
web-based protocol on a secure net to facilitate in-
formation sharing and planning and conduct a multitude
of other cross-coordinations. Most—though not all—
junior officers are familiar with surfing the World Wide
Web for information gathering and consumer shopping.
With this in mind, the staff ride planners created a spe-
cial 1st COSCOM Staff Ride website for the riders’ use.
It incorporated hot links to pertinent Gettyshurg and Civil
War sites, search engines, and other research resources
and provided campaign maps, biographical sketches of
key leaders, information briefings, copies of OPD slides,
and film clips. As expected. the number of hits on this
website greatly accelerated as the staff ride grew nearer
and as riders shared information and new sources,

Setting the Stage

While many officers possess a fair knowledge of mili-
tary history and the operational art, the range of exper-
tise and understanding varies considerably. Many jun-
1or officers had a moderate grasp of the Gettysburg cam-
paign, but the majority knew only the most rudimentary
facts about the battle. Clearly, a baseline OPD plan was
needed so that the training audience could put the event
in the proper historical context and understand the think-
ing of both combatants in seeking a decisive en-
gagement in the summer of 1863. The use of the
DIME (diplomatic, information, military, and
economic) paradigm (a mainstay of the Army
Command and General Staff College) as an ex-
planatory tool enabled the riders to understand
not only the military strategy of the opposing sides
but also the political. economic. and diplomatic
elements of national power,

The OPD was broken down into three
subsets

e Prelude to war; period tactics and formations;
tactics, techniques, and procedures (TTP’s); and
the state of the two armies.

o DIME explanation and exploration.

» The campaign, leaders, prior battles and cam-
paigns, setting the stage, and a workshop.,

Two OPD sessions were held for the partici-
pants before the staff ride to put the Gettyshurg
campaign in operational and strategic context and

PROFESSIONAL BULLETIN OF UNITED STATES ARMY LOGISTICS 25



complement the mandatory readings for the trip. The
principal training facilitators—one for each of the three
subgroups into which the staff riders were divided—
each taught a portion of the first OPD session following
an introduction by the COSCOM commander. At the
OPD’s conclusion, one of the facilitators put on a live
demonstration of a musket-firing drill while in period
uniform. Reproductions and authentic Civil War-era ar-
tifacts were passed among the officers and helped to
round out the OPD, which mostly followed a lecture
format. Several film clips illustrating armaments, weap-
ons firing and effects. doctrine, and period-specific
TTP’s also were shared with the riders. A social hour
followed in which riders and facilitators got to know
one another and shared ideas and strategy on how to get
the most out of the upcoming staff ride.

OPD 2, held some 2 weeks after the first OPD ses-
sion, was dedicated to leadership. Discussions on the
principal commanders at Gettysburg and other relevant
Civil War characters served as an introduction 1o view-
ing the movie Gertysburg. This excellent film brought
to life the characters richly portrayed in The Kifler An-
gels. Although not 100 percent accurate, the film none-
theless did bring the battle and its protagonists alive ina
refreshing and fascinating manner. OPD 2 was held at
an on-post theater with spouses and family members also
in attendance. Following the film, many spouses ex-
pressed disappointment that they would not be able to
take part in the staff ride. Clearly, an interest was Kindled.

Designing the Staif Ride

Selected officers had to prepare detailed IPB prod-
ucts for each day of the battle. These IPB’s then were to
be presented from both the Union and Confederate per-
spectives. Almost every officer had to play the role of a
specific historical figure in the staff ride. Each officer
needed an in-depth understanding of his figure’s per-
sona and role in the conflict. In many instances, these
motivated junior officers went to great lengths to be-
come subject-matter experts on their characters and even
adopted some of their distinctive mannerisms when talk-
ing to the group. Enthusiastic officers played key battle
leaders like Robert E. Lee, George G. Meade, James
Longstreet, and others with intensity and insight.

Senior leaders were selected to lead topical discus-
sions on such subjects as the role of African-American
soldiers in the Civil War, campaign logistics, command
and control, and other pertinent topics. Preparing for
the staff ride took a considerable amount of time for
research but bore much fruit. As First Lieutenant Mel-
issa Wilkerson commented, “The events were thoroughly
covered. There was a lot of insight into the entire battle,
and it was great to have people research and explain
what they learned.”
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An Airborne Arrival

Like many units in the XVTII Airborne Corps, the st
COSCOM habitually practices airborne operations in
order to maintain airborne proficiency. In the interest
of saving money on the staff ride, it was decided that
many of the staff riders would be transported to
Gettysburg as a joint airborne/air transportability train-
ing (JA/ATT) mission using aircraft from Pope Air Force
Base, which is adjacent to Fort Bragg. By requesting a
JASATT mission, the training cost for using the aircrafl
would not be charged to the Army. Non-airborne-
qualitied officers would be transported separately as an
airland operation,

Initially, the staff ride planners looked to jump onto
Fort Indiantown Gap, Pennsylvania, which 1s ap-
proximately 45 minutes from Gettysburg, However, the
old adage credited to British historian Liddell Hart, “time
spent on recee [reconnaissance | 1s seldom wasted,” again
proved true. A trainer’s recon conducted in March re-
vealed that the only drop zone of sufficient size at Fort
Indiantown Gap had too many ground obstacles for a
safe airborme operation; recent construction and landfill
work on and adjacent to the drop zone had increased the
likelihood of serious injury. Although Fort Indiantown
Gap range control personnel made coordinating airborne
operations smooth and efficient, the hazards discovered
on the drop zone ocutweighed the benefits of jumping
onte an Army post. Fortunately, there was another op-
tion for airborne insertion—landing at Gettysburg itself,

As in all airborne operations, a surveyed drop zone
offers tremendous benefits because it expedites joint
coordination with the Air Force. Pope Air Force Base
mission planners were eager (o support the operation
since they had never planned a mission to drop jumpers
on Gettysburg. This was a different type of mission and
an exciting departure from standard airborne missions
at Fort Bragg. The surveyed Gettysburg drop zone lay
on the Confederate approach to Gettysburg, which would
enable First Team jumpers to maintain airborme profi-
ciency while receiving a unique aerial perspective of the
battlefield.

Two C-130 aircraft were loaded with approximately
22 jumpers each, while the 48 “airland” officers would
land at the nearby Harrishurg airport and then be bused
to Gettysburg, Unfortunately, after airborne refresher
training, manifesting, “‘chuting up.” and finally getting
seated on the aircraft, one of the C—130"s went down for
maintenance. The disappointed officers on the not-mis-
sion-capable aircraft were loaded onto standby commer-
cial buses and had to endure a 9-hour bus ride, arriving
later that evening. The remaining plane departed on time,
and the jumpers smoothly exited the C-130 over
Gettysburg. COSCOM riggers safely and profession-
ally managed the drop zone, while local police redirected
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traffic away from the site.

All jumpers landed without injury, and the linkup with
the advance party went smoothly. The jumpers were
met at the drop zone by local members of a veterans'
group, the 82d Airborne Division Association, and tour-
ing retired British paratroopers, who later joined the staff
riders for a no-host social. The COSCOM junior offic-
ers enjoyed the World War I1 perspective of the veter-
ans, and the insights of the British on combined airborne
operations in the European theater of operations were
both fascinating and entertaining. Old and young para-
troopers enjoyed the opportunity to meet and mix at the
site of the Civil War’s most pivotal battle.

Dining-In

A unit dining-in can be a powerful vehicle for build-
ing unit cohesion, enhancing historical knowledge, con-
necting past achievements of the unit to current opera-
tions, celebrating organizational traditions and battle
heritage, acknowledging the foibles
and feats of fellow members of the
mess, and simply relaxing and revel-
ing in the fellowship that can be found
only with comrade warriors. The idea
of conducting a dining-in while visit-
ing the bloodiest battlefield of the
Western Hemisphere was very
appropriate. A tactical dining-in us-
ing canteen cups for ceremonial toast-
ing and punishing trips to the grog
bowl, skits and fines, points of order,
and other assorted dining-in traditions
lent themselves to supporting the over-
all concept of the staff ride. Still im-
bued with the passion of the 20th
Maine’s charge on Little Round Top
and the bravery of the Army of North-
ern Virginia, the historical celebration
of the COSCOM’s own impressive
history took on an even greater mean-
ing for the participants.

Escorted to the dining room by a First Team officer
playing the bagpipes, the riders filled the tactically laid
out dining room and, after traditional toasting and
rpasting events, participated wholeheartedly in the
evening’s program. Both alcoholic and nonalcoholic
punch were mixed in the traditional fashion, and the
COSCOM’s airborne heritage and colorful history were
recalled and reverently extolled. The entire event was
expertly planned and professionally run by the junior
officers of the First Team. Highlights including
lampooning skits and colorful stories, and gleefully
rendered “points of order” rounded out the evening’s
solemn tone with levity,

Round Top.
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O Colonel joshua Chamber-
lain, commander of the 20th
Maine and hero of Little

The riders did not know the identity of the dining-
in's secret guest speaker. A respected Lincoln re-
enactor, James Getty, astounded the riders when, alter a
solemn introduction and entrance from a sheltered
doorway under dimmed lights, he was introduced as the
“Commander in Chief.” Officers shot up from their
chairs and were locked in a rigid position of attention,
expecting the incumbent President to tell them to be
seated, when a gentle Illinois voice politely requested
them to “please take a seat and suffer an old man an
apportunity to clear his throat.” The speaker’s emotion-
filled Gettysburg Address. followed by a thought-
provoking speech on the value of the Union Army’s
officer corps and acknowledgement of the unigue
sacrifices required of today’s Army leaders, made all
pause to consider their commitment to the Constitution,
This reflection-inspiring speech generated a renewed
sense of dedication to the Nation and a career in the
Army among those in attendance. Perhaps First
Lieutenant Bud Jameson said it best:
“Lincoln was the most sublime choice
possible. I had shivers up and down my
back, just thinking about his words and
what it meant to be an officer. I think
every officer needs to be reminded of his
reasons for service. I'll never forget this
experience.” The event was a resounding
success and exposed many of the junior
officers to a standard-setting dining-in
experience.

A Run Around the Battlefield

All XVIII Airborne Corps units must
complete a 4-mile run in less than 36 min-
utes. The opportunity to meet the corps
standard on the history-rich Gettysburg
battlefield was a once-in-a-lifetime col-
lective physical training (PT) opportunity
for the members of the First Team. Ar-
riving at the park before daylight, the
staff riders promptly fell in wearing their
muted gray PT uniforms and, after stretching in the cold,
formed in a mass formation behind the national colors
and the COSCOM flag. A shot from a circa 1861 pistol
rang out as the command to double-time launched the
riders on their historic run. Snaking their way along the
same routes used by both the Blue and the Gray in their
rendezvous with history, the runners wound through the
drama that was the Devil's Den, past the saga that was
Little Round Top and the tragedy of the Wheat Field,
and finally stopped at the beautifully serene Pennsylva-
nia Battle Monument, where Lee’s gray-clad legion al-
most broke the thin blue line.

After the run, the officers enjoyed refreshments while
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O The staff riders retrace Pickett's
charge, the climactic action of the
battle.

the COSCOM commanding general gave a talk on
officership and Army values. The growing dawn light,
reflecting off the dew-covered cannons of the Union
artillery on now-still Cemetery Ridge, added a unique
poignance to the moment. After cooling down, the
runners prepared for the second day of the battle. This
exciting run was an eclectic combination of fitness,
historical immersion, and camaraderie that always will
be remembered by those fortunate enough to have
participated.

Day Two: Joshua Chamberlain Recalled

Perhaps no other name in our Army’s history kindles
such military respect, save George Washington or per-
haps Dwight D. Eisenhower, as that of Maine's amateur
soldier extraordinare. Colonel Joshua Chamberlain of
the 20th Maine. Field Manual 22-100, Army Leader-
ship, uses the example of Chamberlain’s command at
Little Round Top to demonstrate the importance of lead-
ership as a critical element of intangible combat power.

Little Round Top, a small hill at the southern end of
the battlefield, is perhaps the most revered of sites at
Gettysburg. It was here that professor-turned-officer
Chamberlain, newly commanding the 20th Maine In-
fantry Regiment, demonstrated what bravery and a few
bayonets could accomplish. The 20th Maine, after en-
during devastatingly accurate Confederate fire from the
recently rebel-captured Devil’s Den, took a position on
the extreme left of the stressed Union line in order to
deny the Army of the Potomac’s flank to Longstreet’s
attacking Confederate corps. Chamberlain’s weary regi-
ment, having exhausted their ammunition in repelling
repeated attacks from resolute Texans and Arkansans
and facing a fresh charge from a determined enemy, were
galvanized by Chamberlain’s electrifying order to “Fix
Bayonets!” and audaciously attack the enemy in a make-
or-break offensive charge. No American can fail to be
moved by this powerful testimony to martial bravery,
and the First Team riders were no exception. First Lieu-
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tenant Matthew Phelps commented, “I am a better per-
son and soldier for having come on this trip. Colonel
Chamberlain’s leadership was awesome and inspiring.
Makes me even prouder to be an American. This was
an extremely educational experience from all angles.”

Each of the three groups of riders walked Little Round
Top and, after tracing the combat on the front slope,
went to Chamberlain’s position and reenacted his fa-
mous charge. A junior officer in each group, playing
Chamberlain, positioned his regiment after explaining
the events of the afternoon and then had his soldiers
sweep down the slope, with whoops and vells, in the
same fashion as the 20th Maine 137 years earlier. Each
“Chamberlain™ reluctantly brought the “swinging gate
of bayonets™ to a halt on the upward slope of the adja-
cent hill, Big Round Top, to the cheers of watching tour-
ists. These civilian onlookers enjoyed the impromptu
drama of the charge, and during a break in training they
sought to talk to the officers about the reason for their
battlefield visit and life in today’s Army. School chil-
dren also enjoyed the sight of modern soldiers, clad in
battledress uniforms, charging on Little Round Top, and
they persuaded many officers into taking pictures with
their classmates to record their special class trip to
Gettysburg.

Day Three: The High Water Mark

Consummate operational artist Robert E. Lee decided
to go for broke on the third day of the battle. Lee in-
tended to launch Longstreet’s corps at the center of the
Union line to break Meade's front and then defeat the
Army of the Potomac in detail. He counted on the im-
pact of the fresh division of George Pickett to swing the
battle in favor of the South. This audacious, and as some
historians claim, foolish attempt to conclude the battle
decisively is often cited as the ‘high water mark of the
Confederacy.” since the South never again possessed
enough combat power to invade the North.

After finishing the third day of the battle, all three
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and opportunities lost.

staft ride groups converged at Lee’s monument on Semi-
nary Ridge and formed the approximate frontage of a
Confederate regiment in Pickett's division. Taking the
same axis of advance, the First Team riders retraced
Pickett’s doomed route and marched steadily in lincar
formation toward Meade’s position on Cemetery Ridge,
a mile distant.

Recreating Pickett’s charge was a thrilling experience
for the riders. First Lieutenant Brian Fickel observed,
“I thoroughly enjoyed the experience this staft ride
provided me. It allowed me the time to sit down and get
to know my fellow officers. I also learned a lot about
the battle of Gettysburg and the sacrifices the soldier|s|
made in fighting for what they believed in.” Following
the charge, the riders participated in a final session led
by the senior facilitator that provided closure on the staft
ride and recounted lessons learned and operational
opportunities lost,

A Busy and Beneficial Exercise

The staff riders traced the 3 days of battle in sequence,
using persona modeling and IPB briefings to learn about
the campaign; reenacted the electrifying bayonet charge
of Colonel Joshua Chamberlain’s 20th Maine down Little
Round Top: executed a stimulating and historically rich
XV Airborne Corps standard 4-mile run through the
battlefield: conducted a first-class tactical dining-in, with
“Abraham Lincoln™ as the guest speaker; and culminated
the exercise by recreating Pickett’s high-water-mark
charge en masse, followed by a campaign closure ses-
sion and free time. Many junior officers stated that it
was the best training event they had ever experienced
and that it would be a career highlight. Comments in
the after-action reviews were almost uniformly positive,
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O The staff ride concluded with a final session on lessons learned

with many participants expressing a
desire to do a staff ride annually, A
considerable number planned to start
a professional self-development pro-
gram because of the inspiration they
had received at Gettysburg. All felt
the staff ride was a great cohesion
builder and validated the importance
of junior officers to the organization.

A reward-filled, quality staff ride
can be undertaken by any unit will-
ing to invest the appropriate mix of
time, resources, and experience. By
introducing junior officers to their
rich military past, commanders can
plant the seed of interest in military
history and create a thirst for further
personal development. A staff ride
to Gettysburg can be an epiphany. As
First Lieutenant Steven Dorris com-
mented. “This staff ride is a dream come true, and 1 shall
always remember my thoughts as I walked the hallowed
ground. Taken in proper perspective, a staff ride to
Gettysburg will cause a leader to know whether the Army
15 merely an occupation . . . or a calling.” ALOG
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Command at Fort McPherson, Georgia. When he
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management from Florida Institute of Technology and
is a graduate of the Industrial College of the Armed
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Deputy Commander of the 46th Corps Support
Group {Airborne}, of the [st Corps Support Com-
mand, when he co-authored this article, and is cur-
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science from the School of A Lﬁﬂnced Military Studies
at Fort Leavenworth, Kansas; and master’s and Ph.D.
degrees in history from Florida State University.

PROFESSIONAL BULLETIN OF UNITED STATES ARMY LOGISTICS 29



Splitting

Hand Receipts

for Deployment

by Chief Warrant Officer (W-4) Michael F. Toter
and Chief Warrant Officer (W-4) James M. Townsend

The 10th Mountain Division developed split accounting
procedures to maintain accountability of deployed
and nondeployed assets. The authors describe

the procedures that were used

during their deployment to Bosnia.

As units from the 10th Mountain Division
{Light Infantry), Fort Drum, New York, deployed to
Bosnia in fiscal year 1999, the division property book
office (DPBO} had to make many things happen to en-
sure that there was no lapse of property accountability
or reporting requirements. The challenge came when
units at company level split, with only a part of the com-
pany going to Bosnia and taking only a portion of the
company’'s equipment. Following are the basic steps
used by the DPBO for continuous, 100-percent prop-
erty accountability from deployment to Bosnia to rede-
ployment to Fort Drum.,

Eight Steps for Deployment

Step 1-Identify the units deploying. For the 10th
Mountain Division, elements from 63 of the division's
107 units were deploying.

Step 2-Request the derivative unit identification
codes (D-UIC’s). The DPBO required D-UIC"s and De-
partment of Defense activity address codes
{DODAAC’s) for the deploying element of each unit.
The property book teams then loaded a new header in
their Standard Property Book System-Redesign (SPBS-
R) computer systems for each unit deploying to Bosnia.

Step 3-Determine the equipment to be deployed.
Once a unit was identified, the unit commander decided

30

which equipment on his primary hand receipt (PHR) was
needed for Bosnia. He used the authorization document
established for Bosnia and any additional equipment
approved by the division G4 as the basis of his decision.

Step 4-Prepare the lateral transfer documents. The
deploying unit’s supply sergeant prepared a Department
of the Army (DA} Form 3161, Request for I[ssue and
Turn-In, to laterally transfer the equipment to Bosnia,
The deploying commander used his PHR to verify the
accuracy of serial numbers, quantities, and nomencla-
ture on the DA Form 3161. Accuracy of the DA Form
3161 was very important because its information even-
tually became the Bosnia portion of the unit’s split PHR.

Step 5-Appoint a rear detachment commander. Al
this time, the rear detachment commander was appointed
in writing. Since the unit going forward now had a D-
UIC, both the forward and the rear detachment com-
manders needed new appointment orders, The DPRO
received copies of the rear detachment commander’s
orders and DA Form 1687, Delegation of Authority Card.

Step 6-Complete a change-of-command inventory.
If possible, the equipment to be deploved was separated
from the equipment that would remain with the rear de-
tachment. The rear detachment commander then com-
pleted a 100-percent physical inventory of the equip-
ment remaining at Fort Drum in the same manner as a
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change-of-command inventory. For the purposes of the
division property book, the rear detachment commander
became the commander of the unit when he assumed
command and signed the rear detachment SPBS-R hand
receipt,

Step 7-Complete the lateral transfers. The DA Form
3161 listing the equipment for deployment then was pro-
cessed as a lateral transfer to the unit's D=UIC. As far
as the division property book was concerned, there were
two units with two commanders—essentially a split hand
receipt. During this process at Fort Drum, a property
book under the SPBS—R system was established in
Bosnia. This system in Bosnia was loaded with unit
headers that matched the derivative task force UICs and
DODAACs established at Fort Drum.

Step 8-Transfer property from Fort Drum to Bosnia.
As each unit deployed. the unit reported to the DPBO
and received a ZRF (Unit Transfer Request) on disk and
a hard copy of the unit’s PHR. The property book team
also kept a copy of the ZRF. Upon the unit’s arrival in
Bosnia, the forward commander gave the disc contain-
ing the ZRF to the Bosnia PBO. The Bosnia PBO loaded
the ZRF into the property book and printed a copy of
the commander’s PHR. The commander compared this
PHE with the PHR from the DPBO at Fort Drum. If the
two PHR's matched, the commander signed the new
FHR establishing property book accountability in Bosnia.
Al this point, the PBO in Bosnia assumed responsibility
for maintaining property book accountability and all re-
porting requirements for a unit’s property.

Redeployment

During the Christmas 1999 holidays, personnel and
equipment began returning home, and the DPBO began
recombining split unit hand receipts with parent unit hand
receipts at Fort Drum.

The process for redeploying equipment was es-
sentially the reverse of the deployment process. Rede-
ployment started with the unit commander in Bosnia
performing a 100-percent physical inventory of all the
property on his PHR from the PB(O in Bosnia. Based on
this inventory, the PBO updated the commander’s PHR.,
making any adjustments required by Army Regulation
(AR) 735-5, Policies and Procedures for Property Ac-
countability.

Four Steps for Redeployment

Step 1-Identify the returning unit. When an entire
unit was identified to return, the Bosnia PBO processed
three copies of the PHR. One remained in the support-
ing document file in Bosnia, one was mailed to the Fort
Drum PBO, and one was sent with the senior person in
the unit returning with the equipment.

Step 2-Complete the unit transfer. The second step
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was for the Bosnia PBO to send a ZRF to the Fort Drum
PBO. The computer disk containing the ZRF was cop-
ied and distributed to the same three locations as was
the PHR. When equipment arrived at Fort Drum, the
ZRF was loaded into the supporting property book team's
SPBS-R system. At this point, accountability for the
original Fort Drum unit was established under two sepa-
rate UIC’s, the original and the derivative.

Step 3-Perform a change-of-command inventory.
Mext, both the forward and rear commanders performed
a 100-percent physical inventory. The incoming unit
commander signed two PHR's, one for each UIC.

Step 4-Put the unit back in its origingl configura-
tion. The property book team merged the D-UIC with
the original UIC by a lateral transfer, printed one PHR,
and had the commander sign it to return the unit hand
receipt to its original configuration. If only a portion of
the unit’s equipment was returning, the Bosnia PBO di-
rected a lateral transfer from the 10th Mountain Divi-
sion Property Book in Bosnia to the Fort Drum Property
Book. A DA Form 3161 was filled out as a request for
lateral transfer, listing the property to return to Fort
Drum. The lateral transfer was processed as any other
lateral transfer, going from one property book to another.
The same process took place when the remainder of the
unit’s equipment returned from Bosnia.

After-Action Review

This split accounting process worked well in Bosnia
and Fort Drum. Property accountability was maintained,
and reporting procedures remained in place. As with
any military exercise, an after-action review identified
the following issues for resolution.

Accuracy of the PHR before splitting the hand re-
ceipt for deployment. Last-minute reports of survey and
administrative adjustment reports are the most common
problems with splitting hand receipts. As with any 100-
percent inventory, unit commanders should conduct an
internal review of their property before the change of
command, This internal review should include balanc-
ing all signed sub-hand receipts against the master hand
receipt from the DFBO and requiring all hand receipt
holders to conduct an internal, 100-percent physical in-
ventory, Discrepancies (including in the components
of line items) should be reported according to AR 735-
3, miving close attention to serial numbers, stock num-
bers, and model numbers. Sixty days before a known
deployment, property book adjustments should be sub-
mitted according to DA Pamphlet 710-2—1, Using Unit
Supply System (Manual Procedures), AR 710-2, Inven-
tory Management Supply Policy Below the Wholesale
Level, and AR 735-3.

Solution: Conduct inventories [ 10-percent cyvelic, pre-
change of command, and change of command) accord-
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ing to DA standards, and report discrepancies accord-
ing to DA Pamphlet 710-2-1, AR 710-2, and AR
735-5, :

Accuracy of DA Form 3161 lateral transfers to split
the hand receipt. Some unit supply sergeants—many
without military occupational specialty 92 (unit supply
specialist) —did not pay attention to details. As aresult,
serial numbers, stock numbers, line item numbers, and
nomenclature sometimes did not match the property book
or the actual equipment. This mismatch stopped the
posting of equipment that, in some cases, already had
been deployed. Lack of posting caused delays in splitting
the hand receipt. These delays complicated the rear
detachment commander’s completion of the beginning-
balance hand receipt needed to start his initial 100-
percent inventory of rear detachment property.

Selution:  The G4 and 54 logistics officers should
train the supply sergeants and rear detachment com-
manders on the basic procedures for completing a DA
Form 3161, DPBO should provide puidance on spe-
cific deplovment procedures.

Failure of soldiers attached to another unit for de-
ployment to notify either the losing unit or the paining
unit that they were carrying personal items such as
weapons, masks, and toolboxes. Unit commanders must
know which soldiers are deploving outside of their units.
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O Two warrant officers from the
10th Mountain Division process
unit transfer requests (ZRF’'s) in
Bosnia.

Commanders and first sergeants must ensure that every
deploying soldier clears the arms room, the nuclear-hio-
logical-chemical noncommissioned officer (NCO), and
the supply sergeant. Hand receipt holders who are not
deploying but are sending equipment must inform the
supply sergeant of all transactions and request his guid-
ance. Before the deployment, the unit supply sergeant
must laterally transfer a soldier’s equipment to the unit
to which the soldier will be attached. This is essential
for the deploying commander to maintain 100-percent
accountability, especially with sensitive items.

Solution: The G4's and §4°s should establish a man-
datory out-processing checklist for soldiers who are
deploving with other companies. Soldiers should not be
allowed to deploy until the lateral transfers are posted
ta the deploving unit’s hand receipt. An exception to
this procedure is for deploviments with less than 72 hours'
notice.

Deploying with excess equipment. Higher head-
quarters had given specific instructions to deploy only
with equipment that the division G4 had approved for
deployment. The DPBO also had instructed units not to
take equipment that was excess to their modification table
of organization and equipment (MTOE) without writ-
ten approval from the G4. Units were briefed on the
many items already in country that were on a Bosnia
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table of distribution and allowances (TDA) property
book.

The intent of the requirement was to ensure that units
brought only the equipment they would be using. In
Bosnia, space for and security of equipment were lim-
ited. Someone from the unit would have to secure and
maintain unused equipment, in addition to the pre-set
package signed for in country. Further, higher head-
quarters did not want units to deploy with the intent of
leaving excess equipment in Bosnia. Although the prop-
erty book teams convinced most units not to deploy with
excess equipment, a few units still did so. The excess
caused very little impact on the missions, either in Bosnia
or back at home station. However, the fielding of new
equipment at Fort Drum was affected by excess taken to
Bosnia.

Solutiom: Although deploving with excess equipment
was a minor problem compared to previous Bosnia ro-
tations, the command should continue to emphasize ad-
herence to the MTOE,

Failure to verify the equipment needed for the mis-
sion and update the requirement documents to reflect
those needs. The DPBO struggled to acquire equip-
ment required by higher headquarters, only to be told
by the Bosnia PBO not to send it. This contradiction
caused discontent across several divisions and with the
PBO’s who assisted in acquiring and sending equipment
to Fort Drum because we had to send equipment back to
its original owners. It also made it impossible to make
sure that units took enough equipment to Bosnia and
left behind equipment they would not need.

Solution: Do not have higher headguarters {above
division level) dictate specific equipment requirements
down 1o the user level. Higher headguarters should
review and validate authorization dociwments annually
and then instruct the current Bosnia PRO to requisition
cennmand-directed line item numbers according to the
authorization documents. The current Bosnia PBO can
ask the next rotation’s PBO to fill the remaining
shortages. For the next rotations, the PBO can fill only
Jrom current MTOE authorizations without corps
approval. A list of all shortages for Bosnia that will
exceed the next division's authorizations for the
participating units must be sent back to the responsible
headquarters, with a copy sent to the Bosnia PBO. The
Basnia PBO) is responsible for working with higher
headguarters to fill shortages.

Delay of Continuing Balance System-Expanded
(CBS=X) and Unigue Item Tracking (UIT) serial
number reporting to the Army Materiel Command’s
Logistics Support Activity (LOGSA). Establishing the
D-UIC’s early and immediately requesting DODAAC s
for the new D-UIC’s ensured 100-percent CBS-X and
UIT reporting for all transactions leaving the division,
However, the actual in-country procedures were delayed,
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causing errors in the LOGSA data base. Those errors
meant rejections for the 10th Mountain Division’s UIT
data base because they had not been reported as a gain
in Bosnia. Serial numbers are not removed from one
unit’s UIT records until matched to another unit’s serial-
number receipt.

Solution: Upon notification of a deplovment, contact
LOGSA for specific procedures for a unit's deploved
locarion. While deploved, process CBS=X and UIT re-
ports weekly.

Arrival of more than one ZRF for the same D-UIC
at the deployed PBO. According to SPB5-R procedures,
the losing unit sends the ZRF disk with the forward-
deploying unit commander. The unit commander gives
the ZRF disk to the gaining PBO to load that
commander’s assets onto the deployed PBO's SPBS-R
system. Several divisions commented that this procedure
becomes a problem when the commander loses the disk.
To maintain property book records at both PBO sites,
Fort Drum modified the SPBS-R procedures. Within
48 hours of processing a unit’s ZRF disk, Fort Drum
sent a report by electronic mail and attached another ZRF
disk as a backup. (This also keeps CB5-X and UIT
data bases up to date.) If a commander lost the ZRF
disk but the Bosnia PBO had the file on e-mail, he would
not have to build the hand receipt manually. The Bosnia
PBO could download the ZRF data from the e-mailed
report, and if the commander finds the original disk later,
the PBO could print and compare the two.

Solution: The paining PBO should post only the first
ZRF disk received. Post either from the losing FBO

Sfrom the e-mail report or from the incoming commander.

fn either case, the incoming commander must compare
the hand receipts printed at the deploved location against
the hand receipt he signed to produce the ZRE disk.
Tmportance of advance notification, command em-
phasis, in-process reviews, other meetings, and train-
ing to the success of the deployment process. Failure
to coordinate efforts with all other activities could lead
to reduced readiness. However, this was not a problem
during this deployment because most commanders and
units participated in meetings and developed training on
deployment procedures early in the deployment process.
Most units began communication with their property
book team chiefs 6 months before deployment. Critical
shortage lists relating to Bosnia were established and
worked by the property book team chiefs. In the 30
days before deployment, all but 14 line items from the
critical shortage list were filled from the MTOE's. The
property book team chiefs worked closely with item
managers and other PBO’s throughout the corps. Be-
fore deployment, all but one line item was filled. Many
units followed the detailed guidance, started early, com-
pleted early, and thus could spend time with
their families in the last few days before the
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deployment.

Solution: To prepare successfully for deplovment,
the unit, the property book office, staff offices, and out-
side agencies must work together as a team.

Elements of Success

To make this split accounting process work, face-to-
tace briefings with each deploying unit were essential.
The DPBO) put together a briefing for the property book
team chiefs. Months before deployment, the team chiefs
briefed battalion and company commanders, 84's, and
supply sergeants on the responsibilities and requirements
of split hand receipts for Fort Drum and Bosnia.

Early identification of deploying units helped them
prepare for split hand receipts. The PBO had to main-
tain close contact with the G3 plans and operations offi-
cers. This allowed the most time to prepare units for
deployment,

As always, a 100-percent physical inventory before
and after any deployment improves the margin of suc-
cess. Units that were diligent in this process saved a lot
of time on recovery.

Coordination between the property book at Fort Drum
and the property book in Bosnia was essential. Even
though the property book team in Bosnia did an out-
standing job, developing an additional property book
team at Fort Drum and deploying it with the 10th Moun-
tain Division would have been easier, All assets, either
deployed forward or remaining on the installation, still
belonged to the 10th Mountain Division. Deploying the
property book team from Fort Drum would have made
CBS-X and UIT reporting easier, as well as the unit
status report (USR) that was completed manually by the
units. Each procedure was completed separately. The
Job got done on both sides, but it could have been easier.
The USR shows the on-hand assets every month for
every parent-level unit in the division. While the USR
15 automated in SPBS—R., SPBS-R is limited to what is
on hand at the rear location, so accurately accounting
for the property at its real physical location impacts the
USE.

Manually maintaining total asset visibility at Fort
Drum was almost impossible. Determining current ex-
cess and shortage reports consumed an enormous amount
of ime. Fort Drum chose to have the Bosnia PBO send
a property book extract for 10th Mountain Division units.
After each unit’s deployed asséts were loaded on the
division’s total asset visibility computer, the items in
the property book extract from Bosnia were listed di-
rectly below their original UIC. This also provided the
Fort Drum PBO the correct assets within a battalion,

Deployment to Areas With No PBO

Fort Drum also had units deployed to other countries
outside the Bosnia PBO’s authority, such as Kosovo and
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the Sinai—some with no PBO contacts. Once a ZRF is
processed, the equipment is no longer on any PBO’s
property books until a gaining PBO posts the gaining
ZRF. Timing is critical. Until the gaining PBO posts
the ZRF, the CB5-X validation shows the assets as
losses. If an in-country PBO cannot be located, there is
100-percent loss of accountability in the Army
inventory,

In an immediate real-world deployment (less than 30
days’ notice), there may be no contact with a gaining
PBO. In such a case, an additional SPBES-R computer
should be set up and loaded with the unit’s deployed
property from the extra copy of the ZRF disk for the
deployed unit so that neither CBS-X nor UIT data will
be reported twice. From the additional computer, a prop-
erty book extract should be run, just as for other prop-
erty deployed to Bosnia, which would give a true pic-
ture of the organization’s assets worldwide,

The D-UIC"s identify property not physically on the
installation. For split operations, all the ZRF’s must be
processed in the same manner—as a task force
deployment, not as a unit movement. Even when most
of a unit is deploving, use the D-UIC as the forward
UIC, Otherwise, there is a mixture of UIC's and D-
UIC™s deployed, eliminating the instant identification
(by the number at the end of the D-UIC) of deploved
units on consolidated property reports for total asset
visibility,

Splitting property and accounting for all of it during
deployment was not an easy task. If not for the dedica-
tion and expertise of the warrant officers, NCO's, and
enlisted soldiers working in the DPBO, it could not have
been done. They are the ones who worked 14-hour days
to make it happen while maintaining total division sup-
port and 100-percent accountability. ALOG

Chiet Warrant Officer (W—4) Michael E. Toter is
the Division Property Book Officer for the 10th
Mountain Division at Fort Drum, New York, and
served as property book officer during the
redeployment from Bosnia. He has a B.S degree in
management from the University of Maryland and
is enrolled as a graduate student with the University
of Maryland.

Chief Warrant Officer (W-4) fames M. Townsend
is assigned to the 650th Counterintelligence Group,
Supreme Headquarters Allied Powers Europe
(SHAPE), Belgium. He was the Division Property
Book Officer for the 10th Mountain Division at Fort
Drum, New York, during the fiscal year 1999 deploy-
meint to Bosnia.
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The Swiss Transportation Troops

by Captain Peter Chen

The author believes that, to be successful
in joint operations, we must learn as much as we can
about other armies. Here he tells what he has learned

about the Swiss Army.

I—:IH[ January, 1 was fortunate enough to be
invited by a Swiss officer who had been my classmate
at the Army Transportation School at Fort Eustis, Vir-
ginia, to visit the Swiss Logistics Officer School at
Wangen, Switzerland. It was an opportunity that few
Americans have—to observe and learn about the logistics
operations of the Swiss Army.

One might ask, “Why study the Swiss Army?" The
first things that come to mind when someone mentions
Switzerland probably are the Swiss Army knives and
Swiss chocolate that we buy in the post exchange. The
Swiss tradition of neutrality puts the country out of the
minds of most military planners. Although Switzerland
15 not a member of the European Union (EU), its par-
ticipation in foreign affairs has increased. It is a mem-
ber of the North Atlantic Treaty Organization (NATO)
Partnership for Peace, and the Swiss Army sent a de-
tachment to Bosnia to serve as an element of the Orga-
nization for Security and Cooperation in Europe. In
1999, the Swiss Company (SWISSCOY) became part
of the Kosovo Peacekeeping Force, in cooperation with
the German and Austrian armies, and provides logistics
support to the Austrian Army.

Peacekeeping operations around the world show that
Joint operations clearly are the way of the future. Al-
though the United States has not planned any joint op-
erations with Switzerland for the immediate future, we
still would benefit from studying how its army conducts
operations. In joint operations, we cannot afford to be
so narrow-minded that we focus solely on U.S. military
doctrine and our way of doing business.

Mission of the Swiss Army

To understand Swiss Army transportation, it 15 im-
portant o understand the mission of the Swiss Army.
Traditionally, the Swiss Army has been a purely de-
fensive force. Its three security missions are promoting
pedace, preventing war, and providing assistance. In
1995, the Swiss Army was completely reorganized and
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modernized under the Army '95 initiative. Someone
who served in the “old” Swiss Army hardly would rec-
ognize the new army and its new weapons, equipment,
and uniforms.

The fact that promoting peace is the Swiss Army’s
number one mission reflects Switzerland’s commitment
to European and world affairs, while maintaining its
neutral tradition. Preventing war reflects the traditional
defensive mission. The last mission, providing assis-
tance, is shared with other armies of the world and re-
fers to providing disaster relief and other domestic as-
sistance. Since the Swiss Army has not engaged in war
since the Mapoleonic Wars (1792 to 18135), this mission
has grown in importance.

Citizen Soldiers

Under Article 18 of the Swiss Constitution, every male
is responsible for military service. The period of service
as a “‘citizen soldier” begins at age 20 and ends at age 42
(52 for officers). After initial training, a citizen soldier
is required to serve a certain number of days before his
service ends. For yvounger men, this can translate into
up to 3 weeks in a year. The Swiss Army uses a system
of staggered refresher training to ensure the readiness
of the army. When a citizen soldier completes his
training, he takes home his individual equipment, which
includes a personal weapon with a basic load of
ammunition. This draft system allows the Swiss Army
to maintain a potential force of 400,000 with only 2,000
full-time commissioned and noncommissioned officers.

Organization

The Swiss Army is organized into three field army
corps and a mountain army corps. In these four corps
are six field divisions, three mountain divisions, five
armor brigades, and three fortress brigades. At the can-
ton (state) level, there are four territorial divisions and
two territorial brigades.

Swiss Army forces are divided into combat troops,
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combat support troops, and logistics troops,  Combat
troops comprise infantry and mechanized units, Com-
bat support troops include artillery, fortress, engineer,
and signal personnel. Logistics troops include trans-
portation, medical, maintenance, supply, veterinarian,
and rescue troops.

The rescue troops are unique to the Swiss Army. They
provide disaster relief and are trained to use explosives
for rescue purposes. They offer several classes during
the year to fire departments and other agencies around
the world.

The logistics requirements of the Swiss Army are
small compared to those of the U.S, Army. The Swiss
Army 1s not designed for force projection, nor does it
have a logistics system for overseas deployment. Since
the main strategy of war is defensive (hence the fortress
brigades), most of the supplies the Swiss Army needs
are pre-positioned inside well-protected depots or moun-
tain fortresses.

Modes of Transportation

The primary modes of transportation for the Swiss
Army are rail and highway. According to Swiss doc-
trine, rail is used when transporting supplies or equip-
ment a distance of 150 kilometers or more.

Swiss rail operations are relatively simple compared
to American rail operations, especially when it comes
to rail loads. Vehicles simply drive onto the rail cars.
They are not tied down. The rear wheels are chock-
blocked. For long trips, the rear wheels are blocked from
three sides, and the blocks are nailed down. Special

cars for heavy equipment such as tanks have metal sur-
faces that have holes in them into which heavy metal
blocks fit like Lego™ toy blocks. If it is necessary to
load or offload equipment in an area that has no rail-
head, the last car in the train usually is a special car that
can be converted to a mobile ramp (see photo below).

By doctrine, trains will not venture into hostile ter-
ritory. However, if an attack is imminent, the unit com-
mander has the option of stopping the train inside one of
the many tunnels in Switzerland and offloading the ve-
hicles inside the protection of the tunnel. Unlike Ameri-
can railcars, Swiss railcars are sometimes loaded off
center so large tracked vehicles overhanging the cars
will pass safely through tunnels that have off-center rails.

Switzerland does not have a seaport, so it does not
have a navy. However, it does have a merchant marine.
The Swiss Luftwaffe (Air Force) does not have large
fixed-wing transporters like the C-130, but it is plan-
ning to acquire medium transport aircraft as soon as next
year. However, considering the small size of the nation,
fixed-wing transporters are not crucial. The Swiss Lufi-
walfe uses the Super Puma transport helicopter as its
primary cargo and personnel mover. It also uses
Alouette-3 helicopters and small, fixed-wing passenger
aircraft.

Saurer and Steyr trucks are the backbone of the Swiss
Army. Like the U.S. family of medium tactical vehicles,
Saurer trucks come in two- or three-axle versions; e.g.,
Saurer 6DM and 10DM (the numbers refer to weight in
metric tons). The Steyr trucks are similar to the older
Saurer trucks. The Swiss Army began procuring Steyr

O The last car in a train carrying Swiss equipment usually is a special car that can be converted to a mobile

ramp.
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O The surface of the obstacle course used to train
Swiss truck drivers is covered alternately with rocks,
gravel, sand, cobblestones, and dirt.

trucks when production of the Saurer trucks ceased.

For a light or command car, the Swiss Army uses the
Puch. which i1s the Swiss version of the Mercedes jeeps
found in most NATO armies. Despite its diminutive
appearance, the Puch can carry up to eight passengers.
In between the Puch and the large Saurer or Steyr truck
is the Duro, a truck that is smaller than an American
high-mobility, multipurpose, wheeled vehicle, but it can
carry up to 20 soldiers.

By doctrine, the Swiss truck driver’s duties include
transporting up to 44 passengers and moving ammu-
nition, equipment, and supplies. The typical Swiss Army
truck driver is trained in a driving simulator for & to 12
hours before actually driving. 1 had the opportunity to
drive a Saurer 10DM 3-axle cargo truck through the
obstacle course at the Transportation School at Wangen
(the Swiss equivalent of Fort Eustis). The obstacle course
contains stretches of narrow, hilly roads with tight turns.
The course surface is covered alternately with rocks,

ARMY LOGISTICIAN

gravel, sand, cobblestones, and dirt (see photo above).
On part of the course, drivers must negotiate a descent
of over 85 degrees. The driving exercises are conducted
independently in all types of road, weather, and light
conditions.

The Transportation Battalion

A typical Swiss motor transport unit is comparable to
a light truck company in the U.S. Army. The traffic
police, who function much like U.S. Army military po-
lice (MP's), are part of the Transportation Troops. If
we look at the organization of Transportation Battalion
5, for example, we see that it has five companies: com-
panies | and 2 are traffic police; companies 3, 4, and 5
are transportation truck companies.

This type of integration of services is common in the
Swiss Army. For example, an engineer pontoon bridge
company 15 assigned its own MP’s. As the movement
control officer for Task Force Eagle in Bosnia, I often
found arranging MP escorts for heavy equipment trans-
porters (HET s) troublesome because 1 had to coordi-
nate with the G3 to send a division-level fragmentary
order (FRAGO) to the brigade to request MP escorts.
(A Task Force Eagle “FRAGO™ also meant “request ap-
proval from a general officer.””) The Swiss Army bat-
talion commander does not have to worry about this type
of problem.

The Swiss Army has been composed mostly of re-
serves for a very long time. While many European na-
tions were neutral at one time or another, only the Swiss
Confederation has remained neutral for almost 200 years.
Still, potential invaders throughout history have recog-
nized that the Swiss Army is always ready and capable
of defending its territory.

The future U.S. Army envisioned by Chief of Staff
of the Army General Eric K. Shinseki is a lighter, more
mobile Army that will require integration of reserve com-
ponent units. Gone are the days when U.S. forces con-
duct an operation alone. We are certain to conduct op-
erations with nations other than those that have been
our traditional adversaries or allies in the past. That is
why I believe it is important for us to leamn as much as
we can from other armies, and there is much to be learned
from the Swiss Army. ALOG

Captain Peter Chen is the liaison officer for the
21st Theater Support Command in Bucharest, Ro-
mania. He previously served as the operations of-
ficer for the 39th Transportation Battalion {Movement
Control) in Kaiserslautern, Germany and was the Task
Force Eagle movement control officer during Sta-
bilization Force rotations 3 and 4 to Bosnia. He is a
graduate of the Combined Logistics Captains Career
Course, the Transportation Otficer Transition Course,
and the Armaor Officer Basic Course,
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A Revolutionary Vehicle

for the Future

by Colonel Larry Harman

Whi le many technological advances occur in
an evolutionary manner, occasionally a revolutionary
technology appears on the horizon that creates startling
new conditions and profound changes. Such is the case
with the privately developed Moller Skycar, which is
named after its inventor. With his permission, [ would
like to discuss the military potential of this vehicle. The
ruggedized Moller Skycar variant the military is evalu-
ating is called the light aerial multipurpose vehicle, or
LAMY (pronounced “lam-vee™).

The LAMY is a vertical take-off and landing aircraft
that can fly in a quick, quiet, and agile manner. It is a
new type of vehicle that combines the speed of an air-
plane and the vertical take-off capability of a helicopter
with some characteristics of a ground vehicle, but with-
out the limitations of any of those existing modes of
transportation.

The LAMY 1s not operated like traditional fixed- or
rotary-wing aircraft. It has only two hand-operated con-
trols, which the operator uses to direct the redundant
computer control system to carry out desired flight ma-
neuvers. The left-hand control twists to select the de-
sired operating altitude and moves fore and aft to select
the rate of climb. The right-hand control twists to select
the wvehicle's direction and moves side-to-side to pro-
vide transverse (cross-wise) movement during the hover
and early-transition-to-flight phases of operation; it also
moves fore and aft to control speed and braking, Sim-
ply put, the LAMY is user friendly.

The LAMY of the future will be 18 feet long, 10 feet
wide, and 6 feet high and weigh 2,200 pounds. It will
hold four passengers and a payload of 875 pounds (in-
cluding fuel). The vehicle will have a maximum rate of
climb of 6,400 feet per minute and an operational ceil-
ing of 30,000 feet. It will attain a top speed of 390 miles
per hour at an altitude of 6,000 feet and a cruising speed
of 350 miles per hour at 25,000 feet, and it will have a
maximum range of 900 miles at 80 passenger miles per
gallon. The LAMV also will be quiet enough to func-
tion as an acoustic “stealth™ plane at 500 feet. Tt will
have a vertical take-off and landing capability and emer-
gency airframe parachutes, and it will be capable of us-
ing various fuels.

Safety, of course, is most important. The LAMY de-
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sign incorporates a number of safety features. For start-
ers, the LAMY has multiple engines. Unlike any light
helicopter or airplane, the LAMY has multiple engine
nacelles, each with two computer-controlled Rotapower
engines. These engines operate independently and al-
low for a vertical controlled landing should either fail.

The LAMY features redundant, independent com-
puter systems for flight management, stability, and con-
trol. Two airframe parachutes can be deployed in the
event of the vehicle’s catastrophic failure. These para-
chutes ensure that the LAMY and the operator and sol-
diers it carries can land safely. The Wankel-type rotary
engines are very reliable because of their simplicity. The
three moving parts in a two-rotor Rotapower engine are
approximately seven percent of the number of parts in a
four-cylinder piston engine. Each nacelle fully encloses
the engines and fans, greatly reducing the possibility of
injury to soldiers who might be near the vehicle in the
event of an engine fire or explosion. Multiple systems
check fuel for quality and quantity and provide appro-
priate warnings. The LAMY can land on virtually any
solid surface.

The LAMY is aerodynamically stable. Inthe unlikely
event that sufficient power is not available to land verti-
cally, the LAMV’s stability and good glide slope allow
the operator to maneuver to a safe area before using the
airframe parachutes. Since computers control the
LAMVY’s flight during hover and transition, the only
operator input is to control speed and direction. Unde-
sirable movements caused by wind gusts are prevented
automatically.

The potential economic advantages of the LAMY are
worth mentioning. Its fuel-efficient engines and ability
to operate on various fuels will lower fuel costs. The
LAMY uses one-fourth of the fuel per passenger mile
used by the tilt-rotor V=22 Osprey or high performance
helicopters. The LAMY s acquisition cost also will be
a significant factor in its favor. The LAMV's purchase
price per passenger seat is projected to be approximately
eight percent of that for the 30-passenger Osprey.

The LAMV's potential military vses will be nu-
merous. They include aerial medical evacuation, aerial
reconnaissance, command and control, search and res-
cue, insertion of special operations forces, air assault
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O The privately developed Moller Skﬁar will be the base model

for the military’s LAMY,

operations, airborne operations, forcible-entry opera-
tions, military police mobility and maneuver support,
communications retransmission, battlefield distribution
for unit resupply, transport of individual and crew re-
placements, weapons platform, noncombatant evacua-
tion operations, battlefield contractor transport, and battle
damage assessment.

Consider the LAMVY s use in contingency operations.
An adversary observing a LAMY would have great dif-
ticulty determining the type of force approaching and
that force’s destination and intention. If the adversary
did realize our intentions, the senior enemy commander
would not have time to react. Imagine a forcible entry
and early entry force package based in the continental
United States that self-deployed overseas in LAMV's,
With short halts along the way at seaborne resupply ves-
sels or land-based refueling sites, the force package
would reach its objective within hours. This concept
would reduce dramatically the Army’s dependence on
the U.5. Transportation Command for strategic airlift
and on the geographical commander in chief for
intratheater airlift support. The overall speed of force
closure would improve greatly. This would enhance the
senior commander’s ability to conduct multiple, simulta-
neous operations in his battlespace with an accelerated
operational tempo that precludes the adversary from
achieving his goals. Dependence on air and sea ports of
debarkation would be reduced.

LAMY will benefit the Army’s battlefield distribu-
tion concept tremendously because it will be able to move
commaodities rapidly when and where they are needed
across a widely dispersed battlespace. Both air and
ground main supply routes (MSR’s) would exist through-
out the battlespace. The MSR’s in the air would change
as missions and situations dictate. Eventually, small,
multicommodity shipping containers could be designed
for transport by either a LAMY or an even more futuris-
tic medium or heavy aerial mobility vehicle. Consider a
new type of transportation unit equipped with LAMVY s
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for aerial distribution; many types of land
mines used to block convoy movements
today would become less of a concern for
logisticians and engineers since they could
use MSR’s in the sky. Or consider moving
contractors around the battlespace in
LAMV’s to perform their tasks. Basically,
the LAMY concept promotes a smaller,
more agile, and more effective sustainment
presence within a supported battlespace.

Consider the LAMY working in unison
with the Army’s Future Combat System
(FCS). The LAMV could become an inte-
gral component of the overall concept for
employing the FCS. The operator of the
LAMY actually could be a member of the
FCS crew or unit. In this role, the LAMV would pro-
vide multiple benefits—reconnaissance, resupply, medi-
cal evacuation, and maintenance support. Perhaps the
LAMYV itself could become a future combat weapon
system platform. Perhaps this innovative technology
could force major changes in joint and Army doctrine,
training. leader development, organizations, materiel,
and soldier programs,

Of course, the LAMY brings with it some obvious
challenges. Its limited payload will be a negative fac-
tor. Its use will complicate Army airspace command
and control. How the LAMY will be used in conjunc-
tion with forces under the joint force air component com-
mander will have to be determined. LAMY support is-
sues also require resolution. For example, operator se-
lection and training, leader training, employment doc-
trine, LAMYV basis-of-issue plans, and LAMY life-cycle
management all require the Army’s attention.

However, once the LAMYV technology matures, its
military possibilities are startling. We in the Army com-
bat service support “futures™ arena are encouraged by
the developments so far and hope that the LAMY will
be ready for Army fielding around 2010. The LAMY
can become a reality in our Army and possibly in the
other armed services as well. Without any doubt, this
technological innovation will succeed internationally in
the private, commercial, and military sectors. I hope
that the U.S. Army will be the first army in the world to
embrace and exploit this technology. But sooner rather
than later, this aerial vehicle technology will affect all
of our lives. Itis just over the horizon, ALOG
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Colonel Larry Harman is the Vice Director of the
Combat Service Support Battle Laboratory at the
Army Combined Arms Support Command at Fort Lee,
Virginia. A Transportation Corps officer, he has served
in many command and staff positions. His previous
assignment was Commander, 501st Corps Support
Group, at Uijongbu, Korea.
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The Friction Index
and the Army Vision

The Army is on the edge of a new, emerging
philosophy of organizing, training, and equipping our
force based primarily on speed. The 1997 book Chaotics,
by Georges Anderla, Anthony Dunning, and Simon
Forge, sums up the global trend that transcends U.S.
military thinking—

Space-time trade-off is the key to all sorts of
previously unthinkable changes, substitutions and
permutations. It is the basic rationale behind new
patterns of international trade, the relocation of
work, new divisions of labor and even staggered
education patterns during our lifetimes. Every-
where, a new flexibility is being introduced to chal-
lenge existing . . . boundaries. The newer forms of
organization increasingly dispute traditional, cen-
trally controlled, territorial entities . . .

The rules (or the “unrules™) of such chaos also domi-
nate our thinking as military professionals. Indeed, while
chaos and uncertainty govern the international scene,
the Army is pushing the conceptual envelope. In the
Army Vision, announced by General Eric K. Shinseki,
the Army Chief of Staff, the goal is clear—

We will develop the capahility to put combat
force anywhere in the world in 96 hours after
liftoft—in brigade combat teams for both stability
and support operations and for warfighting. We
will build that capability into a momentum that
generates a warfighting division on the ground in
120 hours and five divisions in 30 days.

How can we understand the magnitude of change re-
quired to accomplish this under the conditions that the
chaotics model presents? I believe one tool that could
help us is the friction index.

The Friction Index and Strategic Agility

In the May-June 1995 issue of Army Logistician, |
presented a friction index that could provide a useful
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measure of effectiveness for logistics operations. The
idea was based on Martin Van Creveld's conclusion in
his book, Supplyving War, in which he adopted Henri
Jomini’s definition of logistics: the practical art of mov-
ing armies and keeping them supplied. In the Army Lo-
gistician article, the proposed friction index compared
the actual speed of an army to its potential speed of
movement. The potential speed is determined by the
technological speed of the mode of transportation avail-
able (meaning the mode by which the preponderance of
the army force will move). This is how [ explained the
calculation of the friction index in that article—

Simply stated, the index is derived by dividing
the actual miles per hour (mph) by the potential
mph and subtracting the result from one. For ex-
ample, with the potential speed of the 18th cen-
tury foot soldier being 3.0 mph and the actual speed
measuring .62 mph, the friction index is computed
as .80. [1 - (.62 + 3.0) = .80]

When applied to various XVI1II Airborme Corps move-
ments, the resulting friction indexes were within the .80
to .97 range. This was not significantly different from
the 18th century army moving by foot (.80). In fact, in
computing the standard deviation, the difference was
slight (within one standard deviation, or “sigma’™). Al-
though modern armies, such as the XVIII Airborne
Corps, move much greater distances than their 18th cen-
tury counterparts, the actual-to-potential speed by which
closure of a decisive force is attained has remained rela-
tively constant for over 200 years.

In 1998, the Army’s goal was to move 5.3 divisions
with corps slices in 75 days. This was a significant im-
provement (37.5 percent) from the 120 days required to
close the XVIIT Airborne Corps for the defense of Saudi
Arabia in 1990. However, the estimated friction index
for the 1998 goal (.78) still would fall within one stand-
ard deviation of those experienced in the last 200 years,
Even with the billions of dollars spent on acquiring more

NOVEMBER-DECEMBER 2000



Case [  Milltary Potential Actual or Friction |
: | Operation Speed Required Speed | Index |
1 18th Century 3 62 [0 00
Fool March and Attack
2 Just Cause 300 26.37 91
i 75th Rangers)
i Desert Shield 20 2178 B
4 Desert Shield 40 1.05 97
! lk‘ll" Illf.r-l II‘I llp.'r{"l ......... T R —— .I. ——e ———
. Desert Shield 9 1.56 e o
L , Ground Attack [ The friction index is applied by the
6 Army Goal 1998 | 20 4,44 76 author to various military operations.
| 5.3 Divisions in 75 Days ' Potential, actual, and required speed are
7 Army Vision 20 1 45 measured in miles per hour. Cases 6
5 Divisions in 30 Days w1 and 7 are for Southwest Asia.

C-17 transports, pre-positioned stocks, and fast sealift
and roll-on-roll-off ships, the magnitude of change would
not be as dramatic as one might expect.

Operation Just Cause

Some senior leaders would suggest that Operation Just
Cause in Panama in 1989 is the model we should use for
the future—the prototype of strategic agility and
“nonlinear warfare” for the Army After Next. 1 critiqued
this hypothesis in the article “Multilinear Warfare” in
the November-December 1996 issue of Army
Logistician.

The friction index is helpful in restating my contention
that Just Cause was more of a coup d’etat than a coup de
main, based on our significant forward presence at the
time in the U.S.-protected former Canal Zone. Because
events unfolded over several days, the friction index
turns out to be relatively high ( 92). Given that the Presi-
dential order to proceed was given at about 1600 on 17
December and that H-hour was set at 0100 on 20 De-
cember (for the arrival of the 75th Ranger Regiment by
air), the potential 300-miles-per-hour average speed of
a C—130 was not achieved.

Army Vision: A Two-Sigma Magnitude of Change
The Army Vision calls for 5 divisions to close, ready
for combat, within 30 days. Employing the Southwest
Asia deployment model used to figure the 5.3 division
goal, the friction index for the Army Vision is computed
to be .45—a startling figure! This 1s a statistically sig-
nificant difference from the norm—a little over two
sigma from the mean of previously calculated indexes.
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Clearly, this kind of strategic agility end state can be
achieved only by radical ways and means.

To solve the means issue, we are “lightening up” the
Army force structure while making the force more le-
thal. What we also have to figure out are ways of con-
trolling the chaos and uncertainty (the “chaotics™) of
the deployment and emplovment processes, which look
like this—

* Planning and orders process. Information domi-
nance begins, and troop-to-task analysis is completed.
International actions, such as bilateral agreements, need
to be concluded quickly or pre-negotiated.

* Pre-deployment activities. These include staging,
equipping, and other preparations.

* Movement to port. (Must equipment and person-
nel be separated?)

& Strategic movement. While en route, planning and
rehearsals continue. (Should the movement use combat
or administrative loading? Must equipment and per-
sonnel be separated?)

* Reception, staging, onward movement, and inte-
gration {RSO&I). Note that there is no such thing as a
functional RSO&I unit in the Army force structure!
{Should the deployment use the Logistics Civil Aug-
mentation Program? Are there host nation support
agreements?)

e Operational reach. For example, can Army forces
interdict the enemy’s battlespace?

» Sustainment, This will be determined by such
factors as a small logistics footprint and just-in-time
delivery of supplies.

* Redeployment. Redeploving forces may have to
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be just as agile for the “next event.”

While T am not debating that we have figured out that
we need to improve the ways we do business, the fric-
tion index can offer an overall measure of our ef:
fectiveness. What it shows us is the magnitude of change
required. Achieving the level of change proposed in the
Army Yision in an increasingly chaotic world will be a
tremendous challenge., We should understand the mag-
nitude of that challenge.

&mmwm

Colonel Christopher R. Paparone is participating
in the Army War College Professorship Program and
working toward a Ph.D. degree at Pennsylvania State
University at Harrisburg, A Quartermaster Corps
officer, he is a graduate of the Army War College.
He has served in a variety of command and staff
positions at division, corps, theater, and national
levels.

Things | Don’t Understand

by Thomas R. Welch

Having served in the Active Army for 23
yvears and as a civil servant for 14, [ thought I under-
stood a little about Army logistics. Now, however, I am
only sure of how little [ understand. In fact, as time has
progressed, the number of things [ don’t understand has
grown in obverse order to the number of things 1 do
understand. I want to share some of them with you,

Work Order Logistics File

Our Standard Army Maintenance System (SAMS)
units must send work order logistics file (WOLF) data
each month to the Army Logistics Support Activity
(LOGSA) at Redstone Arsenal, Alabama. If a unit does
not receive confirmation from LOGSA of data receipt,
the SAMS clerk must call LOGSA to confirm, If the
SAMS clerk fails to do this, receipt may not be posted
to the data base, and the unit may be identified as a
nonreporter. With modification, the Executive Manage-
ment Information System, which is managed for the
Army by Innovative Logistics Techniques, Inc.,
(INNOLOG), could pull WOLF data from SAMS.

[ don't understand why we don't take the reporting
burden off our soldiers and civilians by pulling WOLF
data from SAMS.

Personal Property Reporting Requirements

The Chief Financial Officer Act requires all personal
property valued at over $100,000 to be reported. The
Army Personal Property Data Call requires all personal
property to be reported regardless of dollar value. The

Defense Automation Resources Management Program
requires all information technology property to be
reported.

{ don 't understand why we cannot pull these data from
the property books when required, taking the reporting
burden off our soldiers and civilians,

Cost of Processing Requisitions

I recently received an e-mail advising that the Army
Soldier and Biological Chemical Command (SBCCOM)
wils Teceiving numerous requisitions for individual items
from the same installation on the same day. According
to SBCCOM, it costs $152.50 to process each requisi-
tion; therefore, if a unit sends in 300 requisitions for
300 items, processing costs are 545,750, If the requi-
sitions were consolidated, the cost would be $152.50,
The note indicated that hundreds of these requisitions
are being received and released. One SBCCOM item
manager estimated that since January 2000, 600 to 1,000
requisitions were filled like this. While we originally
thought that there was an attempt to build bogus de-
mands, research later revealed that, in this particular case,
the unit ULLS (Unit Level Logistics System) clerk had
a separate DA Form 2406, Materiel Condition Status
Report, for each item. and he completed a requisition
for each one so he could track it for reporting purposes,
Chalk it up to human error,

However, while this problem was caused by human
error, we are likely to perpetuate this problem delib-
erately under the Single Stock Fund (SSF). Specifically,
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under SSF, the requisition order number/document or-
der number (RON/DON) process has been eliminated.
Under RON/DON, when a unit requisition hits the Stand-
ard Army Retail Supply System {(SARSS), and the re-
quested item is on the authorized stockage list, replen-
ishment requisitions go forward with a supply support
activity document number. The elimination of RON/
DON means that requirements will not be consolidated,
and more small-quantity requisitions will be forwarded
to the national inventory control point (NICP) for pro-
cessing. We are going to pay more for these assets in
the long run, as NICP's are going to raise the item costs
to cover their operating costs. 1 do not know if S5F is
looking at the increased cost passed to the customer when
the elimination of RON/DON resulis in more shipments,

! don’t understand why the Army opted to eliminate
RON/DON when the final result will be higher item costs.

Report of Survey Cosls

In 1987, while assigned at the Army Logistics Inte-
gration Agency, I completed a study that showed that
the average cost of conducting a report of survey ex-
ceeded $1,000 with a survey officer and 5300 without a
survey officer for an item that could cost far less. When
this happened, assigning financial liability did not re-
sult in cost avoidance. Some 13 years later, we still are
wasting money in this way. It seems to me that, to save
money, a dollar threshold should be established below
which a commander could write off a loss. Yes, I re-
member the quarterly loss report and the abuse, but the
itermns that were written off most often were linens.

[ don't understand the logic of spending more than
the value of an item to determine lability for its loss.

Single Stock Fund

Remember the conversion of class IX (repair parts)
from free issue to stock funded depot-level reparables
(SFDLR)? Remember that this initiative was supposed
to cause the field to repair more, resulting in fewer buys
and less spending? Remember the furor when we at
retail level did exactly what we were expected to do,
and the wholesale stock fund was in real danger of go-
ing broke? Remember when we thought of SSF? To
save the wholesale stock fund, we are eliminating the
retail stock fund. What happens if this conversion back-
fires like SFDLR? Are we going back to free issue of
class IX?

[ don't understand,

Internet Requisitioning

SARSS can send requisitions to the wholesale level
many times a day. Using SARSS ensures compliance
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with all edit checks. Internet requisitioning affords
instantaneous interface with the wholesale supply
system. With Internet requisitioning, anyone with a
password can order supplies and obligate funds. Using
SARSS ensures that demands are captured at the retail
level. With Internet requisitioning, demands are captured
only in the wholesale central demand data base unless
the demand is entered manually into SARSS, which is
so labor intensive that it will not be done. The result of
demands not being captured at the retail level will be a
decreased authorized stockage list. Using SARSS
ensures only one bill. Using Internet requisitions will
cause double billing—first, when operation and
maintenance, Army (OMA), funds are charged against
a credit card, and second, when information from the
wholesale level creates a transaction in SARSS that
passes to the retail level financial system. The resolution
of this problem is labor intensive. To me, the possible
advantage of decreasing order ship time by 1 day does
not justify the manual “workarounds” that Internet
requisitioning will cause at the retail supply level.
Frankly, 1 do not see the need for an Internet
requisitioning capability, except possibly in remote
locations where the current Standard Army Management
Information Systems are not available.
I guess | just don't understand.

Revolution in Military Logistics

When I consider 55F, Global Combat Suppaort
System-Army, Defense Property Accounting System,
Acquiline (paperless contracting ), Tank-automotive and
Armament Command A-Mart, Defense Logistics Agency
(DLA) EMall, DLA Industrial Prime Vendor, Prime
Vendor Delivery, National Maintenance Manager, legacy
systems, Force XXI1, and contractors on the battle- field,
the term that most often comes to mind is “discovery
learning.” That is, we develop an end state and then
proceed to bend and twist the parameters until we have
a product that usually will not work without a plethora
of manual “workarounds.”

I don’t understand how all of these initiatives inter-
face or what the third and forth tiers of consequences
are. | daff my hat to anyvone who does.

Thomas R. Welch, retired master sergeant, is a
logistics management specialist in the Supply,
Maintenance, and Systems Division, Office of the
Deputy Chief of Staff for Logistics, Army Forces
Command.
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