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by CaPtain MiCHael Casiano

The S–4 in a Provincial
Reconstruction Team

A n officer assigned to serve as the S–4 of a 
provincial reconstruction team (PRT) must 
be able to operate in a joint environment, run 

full-spectrum logistics operations, train and develop 
an S–4 staff section during the 3-month train-up to 
deployment, and lead that staff in austere conditions. 
He must be a first lieutenant or captain, and he needs 
experience in two of the following duty positions: 
platoon leader in a forward support company (FSC) or 
executive officer, movement control officer, or assistant 
staff officer in a brigade support battalion. He must be 
adaptable and highly motivated, and he must possess 
great organizational skills.

However, no handbook or field manual is currently 
available to assist the junior logisticians who are 
chosen for this assignment. This article will attempt 
to partially fill this gap by discussing what a PRT is, 
its mission, organization, and training, and the various 
roles played by the PRT S–4.

PRT Mission
A PRT is an interim civil-military organization 

designed to operate in semipermissive environments, 
usually following open hostilities. The PRT is intended 
to improve stability in a given area by helping to build 
the host-nation government’s legitimacy and its effec-
tiveness in providing security and essential services for 
its citizens.

PRTs are a key component of the “build” portion of 
the clear-hold-build model of counterinsurgency that 
the Army is currently employing. In Afghanistan, PRTs 
are typically responsible for one province within a 
regional command. According to the International Se-
curity Assistance Force PRT mission statement, PRTs 
“will assist The Islamic Republic of Afghanistan to ex-
tend its authority, in order to facilitate the development 
of a stable and secure environment in the identified 
area of operations, and enable Security Sector Reform 
(SSR) and reconstruction efforts.” Currently, 27 PRTs 
are operated by various nations in Afghanistan.

Joint operations are essential to the success of each 
PRT operated by the United States, as demonstrated by 
the evolution of the PRT from an autonomous Army 

civil affairs mission to the robust joint operation of to-
day. PRTs have pulled together the combined resources 
of the Army, Navy, Air Force, U.S. Agency for Interna-
tional Development, Department of State, and Depart-
ment of Agriculture to make the PRT the most flexible 
and capable civil-military operation in the fight.

Before the PRT, these U.S. Government agencies 
were susceptible to inadvertently duplicating each 
other’s efforts. The new PRT model has created syn-
ergy across this spectrum of agencies and allowed each 
to maximize its strengths and more effectively support 
civil-military operations.

PRT Composition
Approximately 80 military and 2 or 3 civilian per-

sonnel are assigned to each U.S. PRT. The command 
team is led by either an Air Force lieutenant colonel 
or a Navy commander; the PRT commander’s branch 
of service will coincide with the branch of the enlisted 
personnel in the S–1, S–4, S–6, and information opera-
tions staff sections. This allows the PRT commander 
a working foundation from which to build his staff’s 
standard operating procedures (SOPs). It also allows 
bottom-up refinement by staff members, who can filter 
information and present it to the PRT commander in a 
format that is most suitable for him.

To ensure seamless communication between the bat-
tlespace owner and the PRT command team, the S–3, 
S–4, and first sergeant positions are active-duty Army 
personnel. Both the S–3 and the first sergeant come 
from a combat arms background. Their understanding 
of stability operations in a full-spectrum environment 
facilitates a smooth insertion of PRT operations into 
the battlespace owner’s operations matrix. The S–3 and 
the first sergeant also bring a wealth of knowledge and 
experience to the train-up process.

Before their PRT deployment, very few of the Air 
Force or Navy personnel assigned to a PRT mission 
have conducted ground maneuvers in a combat en-
vironment. Their predeployment training is largely 
guided by the PRT training teams at Camp Atterbury, 
Indiana. However, tactics, techniques, and procedures 
are the individual PRT’s responsibility, and the S–3 and 

exercise. Calvin Cropper, the PTF manager, said that 
the facility issued 100,000 gallons of fuel and received 
450,000 gallons.

Jose Hernandez, the PTF officer in charge, said that 
QLLEX offers an opportunity to train on the inland 
petroleum distribution mission. “The Army has a 
responsibility to move fuel forward in any theater of 
operations,” Hernandez said. “The 475th [Quartermas-
ter Group] is replicating that mission.”

In addition to normal fuel and water purification 
operations, the Department of the Army G–4 arranged 
for demonstration of an expeditionary water packag-
ing system (EWPS). With Soldier support, bulk water 
drawn from ponds located at the training sites was 
purified and transported to the EWPS for final testing, 
processing, and packaging into 28,550 personal bottles.

Units at each location provided their own life sup-
port, including cooking, laundry and bath, personnel, 
and maintenance support. Many non-QLLEX partici-
pants also made use of the QLLEX-provided laundry 
and shower services.

“This is the training platform for full-spectrum oper-
ations, all the way from a small humanitarian operation 
to a [Hurricane] Katrina to a Haiti [earthquake relief 
mission] all the way up to a major theater of opera-
tions,” Brigadier General Lennon said. “We are practic-
ing Soldier skills at all levels, whether they are an E–2 

or an E–3 producing water, testing 
water in the lab, or driving water or 
fuel around the battlefield, all the 
way up to the majors and lieutenant 
colonels doing coordination with 
our agency partners such as DLA.”

Major General Raymond Mason, 
the FORSCOM Deputy Chief of 
Staff, G–4, at the time (and now 
Lieutenant General Mason, the 
Deputy Chief of Staff, G–4, Depart-
ment of the Army), had the opportu-
nity to observe QLLEX for the first 
time. He liked what he saw:
Well, I am very impressed. I 
will tell you that right off the 
bat. When I saw the map of the 
units all over the United States, 
frankly not only was I surprised, 
I was very impressed. I had no 
idea it was that expansive, with 

units from the west coast to the east coast of the 
United States. With those type of distances, for the 
475th POL Group, a magnificent unit, to be able 
to command and control that, I think it is outstand-
ing training for the brigade commander himself, 
the battle staff, and all those battalions that are out 
there.
“It is a one-of-a-kind exercise,” said Lieutenant 

Colonel Pamela Glotfelty, the support operations of-
ficer for the 475th Quartermaster Group. “There is no 
other exercise out there that gives [these Soldiers] the 
opportunity to do as much as we do at QLLEX.”
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more rigorous and unforgiving than the other services. 
It is imperative that not only the supply section but all 
PRT members understand this and the consequences of 
not adhering to the standard. Bringing the first sergeant 
in to assist in the training and implementation of supply 
procedures developed by the S–4 will greatly increase 
the effectiveness of the supply program within the PRT.

PRT Logistics in the Field
Transportation requirements within the PRT include 

the movement of personnel, equipment, and supplies to 
support the concept of operations. Other transportation 
duties include resourcing additional military, commer-
cial, and multinational capabilities (including motor, 
rail, air, and water modes) available to the PRT and 
understanding the process of requesting those trans-
portation assets. The PRT does not have a designated 
transportation section, so the S–4 manages transporta-
tion.

If the PRT is colocated with an FSC, the S–4 can 
coordinate with the FSC commander to conduct joint 
logistics convoys. PRTs do not have palletized load 
system vehicles and are incapable of conducting robust 
logistics convoys. Since the PRT does not have a 
transportation platoon leader, the S–4 is responsible for 
leading logistics convoys for the PRT.

Maintainers in all branches of the military are 
charged with keeping vehicles and equipment in a 
serviceable, operational condition, returning them to 
service, and updating and upgrading their capabilities. 
The main focus during train-up for the maintenance 
section should therefore be on using the Standard Army 
Maintenance System–Enhanced (SAMS–E). Use of 
SAMS–E is crucial to the success of the maintenance 
section, allowing the section to generate and read key 
reports, such as the not-mission-capable report (better 
known as the 026 report).

When colocated with an FSC, the PRT S–4 should 
coordinate with the FSC commander to have the PRT’s 
equipment information entered and managed by an 
FSC clerk. This will greatly increase maintenance pro-
ductivity within the PRT since the PRT has only three 
mechanics. In addition to training personnel on PBUSE 
and SAMS–E, the train-up process should also include 
having the NCOs in charge in the maintenance and sup-
ply sections open a Logistics Information Warehouse 
account. This will provide the support NCO staff mem-
bers with a tool that can be used for personal develop-
ment and resource management. PRT S–4 sections 
that find success downrange attribute their success to 
developing and implementing SOPs early and getting 
the right training to the right people.

PRT missions embody the full-spectrum operations 
environment. This is due to the nature of the mis-
sion and the composition of the PRT. A PRT includes 
infantry, civil affairs, information operations (IO), 

engineer, information technology, and communications 
components. To ensure that all sections are supported 
in a timely and accurate manner, the PRT S–4 should 
maintain an open dialog with each section and conduct 
accurate logistics estimates. Each section has its own 
mission within the PRT, so opening up a dialog with 
the section leaders can help the PRT S–4 to more effec-
tively contribute to the success of the PRT. In addition 
to engaging section leaders, the PRT S–4 will work 
closely with the S–3 and the first sergeant to ensure 
mission readiness for future missions.

Supporting Voting
Voting is a good example of a mission that requires 

the PRT S–4 to conduct logistics estimates and solicit 
requirements from the various staff sections. By cor-
responding with the various staff sections, the PRT S–4 
will learn if the IO section will need more handheld 
radios, which it distributes through the civil affairs 
team, to deliver the IO message. More radio airtime 
must be approved for purchase to ensure maximum 
effectiveness of the IO campaign. The S–2 and the 
infantry platoon leader will highlight historical data to 
explain the need for an increase in the unit basic load 
during this operation. The S–3 will request the status 
of class IV (construction and barrier materials) for the 
polling sites and the distribution plan to send to higher 
headquarters.

Although this example offers insight into the scope 
of the various logistics requirements encountered in 
support of the PRT, it is more typical that the various 
sections will be pulling in different directions, as op-
posed to this example of a common mission across the 
board.

Since the first PRT was established in Afghanistan 
in 2003 and the concept was extended to Iraq in 2005, 
PRTs have played a significant role in U.S. and coali-
tion operations. An assignment as a PRT S–4 offers 
junior officers a great opportunity to develop their 
skills while supporting our Nation’s stability efforts in 
Southwest Asia.
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the first sergeant are the spearhead of this important 
aspect of a successful train-up and, more importantly, 
the overall deployment. The S–4 should use his under-
standing of the Army logistics system to tie the PRT 
into the logistics flow of the support system within the 
PRT’s area of operations.

Each PRT is assigned a force-protection infantry 
platoon that is provided by the National Guard. This 
allows the PRT freedom of maneuver when it arrives 
in an area of operations, without having to task the 
battlespace owner to provide security from his man-
power. A three-man team of Air Force engineers is also 
assigned to each PRT and is pivotal to the reconstruc-
tion efforts within the province. Civil affairs teams 
are attached to each PRT to facilitate communication 
among the local spheres of influence and the host-
nation government and the PRT in order to shape “the 
way forward” with an Afghan perspective.

Finally, the PRT is assigned three civilian personnel 
from the Department of State, the Agency for Interna-
tional Development, and the Department of Agricul-
ture. These civilians bring many resources with them, 
in particular training and experience in country devel-
opment with an international focus. They also offer 
a fresh perspective on the mission and help tailor the 
mission to ensure that all measures and resources are 
used to maximize the scope and effectiveness of each 
project within the province.

PRT Logistics
As with all organizations, the PRT logistics section is 

responsible for procuring, maintaining, and transport-
ing materiel and personnel to ensure that the PRT ac-
complishes its mission. Although it encompasses those 
aspects of military operations that deal with design and 
development, acquisition, storage, movement, distribu-
tion, maintenance, evacuation, disposition of materiel, 
feeding, clothing, facilities management, and health 
service support, the PRT S–4’s execution differs from 
the conventional S–4’s execution of the same func-
tions in notable ways. The key differences are the staff 
assigned to the PRT logistics section and the level of 
involvement in each support area required by the PRT 
S–4.

The PRT S–4 is assigned three sections: support, sup-
ply, and maintenance. The support section is authorized 
one E–7 services noncommissioned officer (NCO) 
and three junior enlisted Soldiers. The supply section 
is authorized one E–6 supply sergeant and one junior 
enlisted Soldier. The maintenance section is authorized 
one E–6, one E–5, and one junior enlisted Soldier. Al-
though this makeup may appear comparable to a con-
ventional S–4 section, it is important to note that the 
PRT S–4 staff is composed of either Air Force or Navy 
personnel who have not previously operated within the 
Army logistics system.

PRT Train-Up
Although training is conducted for the S–4 staff dur-

ing predeployment training to familiarize the various 
S–4 personnel with Army logistics systems, it is not 
sufficient. The PRT train-up focuses on ensuring that 
all personnel can shoot, move, and communicate. It is 
imperative that the PRT S–4 create an environment that 
is conducive to training each section on the systems 
and regulations that they will use to accomplish the lo-
gistics mission. SOPs must be developed immediately 
to ensure adherence to Army logistics regulations.

Investing time in developing each section from the 
start is the key to a successful deployment. Before ar-
riving at Camp Atterbury, each PRT S–4 should contact 
his counterpart operating in the area of operations to 
which he will deploy. This will allow the incoming S–4 
to gain a better understanding of the operating environ-
ment in which he and his staff will function. More im-
portantly, by gathering information on lessons learned 
from his counterpart in the theater, the incoming S–4 
can develop an initial task organization and key tasks 
for the logistics sections.

For example, the PRT liaison officer from the lo-
gistics section will conduct PRT Property Book Unit 
Supply Enhanced (PBUSE) and supply support activity 
operations from the supporting airbase. The individual 
chosen for this assignment will work separately from 
the PRT and with limited supervision. Through corre-
spondence with his in-theater PRT S–4 counterpart, the 
incoming PRT S–4 can gather and analyze this infor-
mation, allowing him to properly select and prepare the 
liaison officer for his upcoming mission.

Overall, the various components of the military have 
many similarities in how they conduct logistics. Across 
the Armed Forces, the supply section acquires, man-
ages, receives, stores, and issues all classes of supply 
required to equip and sustain the force. Included in 
those duties are determining requirements for the unit 
and forwarding requests up through channels to the ap-
propriate issuing authority. However, the systems used 
to manage these tasks are very different. By working 
with the PRT S–3, the PRT S–4 can schedule blocks 
of instruction on the training calendar and resource 
facilities to conduct additional PBUSE training for the 
supply section.

While at Camp Atterbury, multiple equipment and 
supply issues, from weapons to clothing and equip-
ment, will surface. Each of these issues should be used 
as a training exercise for the supply section and taken 
as an opportunity to refine or develop supply SOPs. 
These hands-on training opportunities will allow the 
PRT S–4 to develop his personnel and instill in them 
the Army command supply discipline approach to 
equipment management.

Accountability of supplies and equipment under the 
Army command supply discipline program is typically 
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more rigorous and unforgiving than the other services. 
It is imperative that not only the supply section but all 
PRT members understand this and the consequences of 
not adhering to the standard. Bringing the first sergeant 
in to assist in the training and implementation of supply 
procedures developed by the S–4 will greatly increase 
the effectiveness of the supply program within the PRT.

PRT Logistics in the Field
Transportation requirements within the PRT include 
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support the concept of operations. Other transportation 
duties include resourcing additional military, commer-
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rail, air, and water modes) available to the PRT and 
understanding the process of requesting those trans-
portation assets. The PRT does not have a designated 
transportation section, so the S–4 manages transporta-
tion.

If the PRT is colocated with an FSC, the S–4 can 
coordinate with the FSC commander to conduct joint 
logistics convoys. PRTs do not have palletized load 
system vehicles and are incapable of conducting robust 
logistics convoys. Since the PRT does not have a 
transportation platoon leader, the S–4 is responsible for 
leading logistics convoys for the PRT.

Maintainers in all branches of the military are 
charged with keeping vehicles and equipment in a 
serviceable, operational condition, returning them to 
service, and updating and upgrading their capabilities. 
The main focus during train-up for the maintenance 
section should therefore be on using the Standard Army 
Maintenance System–Enhanced (SAMS–E). Use of 
SAMS–E is crucial to the success of the maintenance 
section, allowing the section to generate and read key 
reports, such as the not-mission-capable report (better 
known as the 026 report).

When colocated with an FSC, the PRT S–4 should 
coordinate with the FSC commander to have the PRT’s 
equipment information entered and managed by an 
FSC clerk. This will greatly increase maintenance pro-
ductivity within the PRT since the PRT has only three 
mechanics. In addition to training personnel on PBUSE 
and SAMS–E, the train-up process should also include 
having the NCOs in charge in the maintenance and sup-
ply sections open a Logistics Information Warehouse 
account. This will provide the support NCO staff mem-
bers with a tool that can be used for personal develop-
ment and resource management. PRT S–4 sections 
that find success downrange attribute their success to 
developing and implementing SOPs early and getting 
the right training to the right people.

PRT missions embody the full-spectrum operations 
environment. This is due to the nature of the mis-
sion and the composition of the PRT. A PRT includes 
infantry, civil affairs, information operations (IO), 

engineer, information technology, and communications 
components. To ensure that all sections are supported 
in a timely and accurate manner, the PRT S–4 should 
maintain an open dialog with each section and conduct 
accurate logistics estimates. Each section has its own 
mission within the PRT, so opening up a dialog with 
the section leaders can help the PRT S–4 to more effec-
tively contribute to the success of the PRT. In addition 
to engaging section leaders, the PRT S–4 will work 
closely with the S–3 and the first sergeant to ensure 
mission readiness for future missions.

Supporting Voting
Voting is a good example of a mission that requires 

the PRT S–4 to conduct logistics estimates and solicit 
requirements from the various staff sections. By cor-
responding with the various staff sections, the PRT S–4 
will learn if the IO section will need more handheld 
radios, which it distributes through the civil affairs 
team, to deliver the IO message. More radio airtime 
must be approved for purchase to ensure maximum 
effectiveness of the IO campaign. The S–2 and the 
infantry platoon leader will highlight historical data to 
explain the need for an increase in the unit basic load 
during this operation. The S–3 will request the status 
of class IV (construction and barrier materials) for the 
polling sites and the distribution plan to send to higher 
headquarters.

Although this example offers insight into the scope 
of the various logistics requirements encountered in 
support of the PRT, it is more typical that the various 
sections will be pulling in different directions, as op-
posed to this example of a common mission across the 
board.

Since the first PRT was established in Afghanistan 
in 2003 and the concept was extended to Iraq in 2005, 
PRTs have played a significant role in U.S. and coali-
tion operations. An assignment as a PRT S–4 offers 
junior officers a great opportunity to develop their 
skills while supporting our Nation’s stability efforts in 
Southwest Asia.
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the first sergeant are the spearhead of this important 
aspect of a successful train-up and, more importantly, 
the overall deployment. The S–4 should use his under-
standing of the Army logistics system to tie the PRT 
into the logistics flow of the support system within the 
PRT’s area of operations.

Each PRT is assigned a force-protection infantry 
platoon that is provided by the National Guard. This 
allows the PRT freedom of maneuver when it arrives 
in an area of operations, without having to task the 
battlespace owner to provide security from his man-
power. A three-man team of Air Force engineers is also 
assigned to each PRT and is pivotal to the reconstruc-
tion efforts within the province. Civil affairs teams 
are attached to each PRT to facilitate communication 
among the local spheres of influence and the host-
nation government and the PRT in order to shape “the 
way forward” with an Afghan perspective.

Finally, the PRT is assigned three civilian personnel 
from the Department of State, the Agency for Interna-
tional Development, and the Department of Agricul-
ture. These civilians bring many resources with them, 
in particular training and experience in country devel-
opment with an international focus. They also offer 
a fresh perspective on the mission and help tailor the 
mission to ensure that all measures and resources are 
used to maximize the scope and effectiveness of each 
project within the province.

PRT Logistics
As with all organizations, the PRT logistics section is 

responsible for procuring, maintaining, and transport-
ing materiel and personnel to ensure that the PRT ac-
complishes its mission. Although it encompasses those 
aspects of military operations that deal with design and 
development, acquisition, storage, movement, distribu-
tion, maintenance, evacuation, disposition of materiel, 
feeding, clothing, facilities management, and health 
service support, the PRT S–4’s execution differs from 
the conventional S–4’s execution of the same func-
tions in notable ways. The key differences are the staff 
assigned to the PRT logistics section and the level of 
involvement in each support area required by the PRT 
S–4.

The PRT S–4 is assigned three sections: support, sup-
ply, and maintenance. The support section is authorized 
one E–7 services noncommissioned officer (NCO) 
and three junior enlisted Soldiers. The supply section 
is authorized one E–6 supply sergeant and one junior 
enlisted Soldier. The maintenance section is authorized 
one E–6, one E–5, and one junior enlisted Soldier. Al-
though this makeup may appear comparable to a con-
ventional S–4 section, it is important to note that the 
PRT S–4 staff is composed of either Air Force or Navy 
personnel who have not previously operated within the 
Army logistics system.

PRT Train-Up
Although training is conducted for the S–4 staff dur-

ing predeployment training to familiarize the various 
S–4 personnel with Army logistics systems, it is not 
sufficient. The PRT train-up focuses on ensuring that 
all personnel can shoot, move, and communicate. It is 
imperative that the PRT S–4 create an environment that 
is conducive to training each section on the systems 
and regulations that they will use to accomplish the lo-
gistics mission. SOPs must be developed immediately 
to ensure adherence to Army logistics regulations.

Investing time in developing each section from the 
start is the key to a successful deployment. Before ar-
riving at Camp Atterbury, each PRT S–4 should contact 
his counterpart operating in the area of operations to 
which he will deploy. This will allow the incoming S–4 
to gain a better understanding of the operating environ-
ment in which he and his staff will function. More im-
portantly, by gathering information on lessons learned 
from his counterpart in the theater, the incoming S–4 
can develop an initial task organization and key tasks 
for the logistics sections.

For example, the PRT liaison officer from the lo-
gistics section will conduct PRT Property Book Unit 
Supply Enhanced (PBUSE) and supply support activity 
operations from the supporting airbase. The individual 
chosen for this assignment will work separately from 
the PRT and with limited supervision. Through corre-
spondence with his in-theater PRT S–4 counterpart, the 
incoming PRT S–4 can gather and analyze this infor-
mation, allowing him to properly select and prepare the 
liaison officer for his upcoming mission.

Overall, the various components of the military have 
many similarities in how they conduct logistics. Across 
the Armed Forces, the supply section acquires, man-
ages, receives, stores, and issues all classes of supply 
required to equip and sustain the force. Included in 
those duties are determining requirements for the unit 
and forwarding requests up through channels to the ap-
propriate issuing authority. However, the systems used 
to manage these tasks are very different. By working 
with the PRT S–3, the PRT S–4 can schedule blocks 
of instruction on the training calendar and resource 
facilities to conduct additional PBUSE training for the 
supply section.

While at Camp Atterbury, multiple equipment and 
supply issues, from weapons to clothing and equip-
ment, will surface. Each of these issues should be used 
as a training exercise for the supply section and taken 
as an opportunity to refine or develop supply SOPs. 
These hands-on training opportunities will allow the 
PRT S–4 to develop his personnel and instill in them 
the Army command supply discipline approach to 
equipment management.

Accountability of supplies and equipment under the 
Army command supply discipline program is typically 


